Why Leadership?

Today more than ever

Revision Guide Module 1

Leadership & Communication in Global Business
Prof. Dr. Katrin Winkler
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= Leadership is going
¥ beyond management

tasks to achieve results
\ through people.
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Management is a process of doing the right things

Itis ... sManagement is the
= Controlling tasks and people profession of effectiveness,
with no space for failures“

= Setting and achieving goals

(Malik 2015)

» Producing order and consistency
= Task oriented

It is not...
= |nspiring
= People-oriented




Leadership is inspiring others ...

“Just turning up is
no longer an option”

(Sahar Hashemi, Founder of
Coffee Republic)

Itis...

» Creating an environment in which
others can succeed

* Going beyond managing tasks to
achieving results through people

* Focused on the development of vision
with scope for failure

= Essential in a global, digitized and fast
changing world



Tasks of management and leadership

Organizations need both!

Management Leadership
produces order and consistency produces change and movement
» Planning and Budgeting » Establishing direction
» Organizing and staffing » Aligning people
» Controlling and problem-solving » Motivating and inspiring

(Northouse 2013)



What experts say on these differences

“You manage things, you lead people*
(Hopper 1987)

“Management is about coping with
complexity ... Leadership is about
coping with change*

(Kotter 1990, 104)

“Where managers act to limit choices,
leaders develop fresh approaches to
long-standing problems and open

issues to new options”
(Zaleznik 1977/2004)

Managers focus on things,
leaders focus on people.

Managers foster order,
leaders foster change.

Managers solve issues of today,
leaders give direction towards a
better future.



Organisations need both: Management and Leadership
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“Companies should remember that strong leadership
with weak management is no better, and is
sometimes actually worse, than the reverse. The real
challenge is to combine strong leadership and strong
management and use each to balance the other”

(Kotter 1990, 4)
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In today s business world,
leadership is more important than
ever to determine success for

organisations.
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Change is today's constant

Global
Markets

“If the rate of change outside
exceeds the rate of change
inside, the end is in sight*
(Jack Welch, Founder GE)

Socio- Tech-
economics nologies

Constant
Change Customer

needs and
expectations i o
“Speed of change is the driving

force. Leading change
competently is the only
Ways_, of S answer.”

working (Kotter 2012, 3)




What to innovate for business success tomorrow?

Easy to
copy

Leadership innovation

Strategic innovation

Product / service innovation

Operational innovation
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(Adapted from: Hamel 2007, 32)



The challenge for organisations...

» Management is easier than leadership

= Leadership requires effort, generosity
and time

How much time do you think managers
spend managing things, and how much time
leading people?

79% of managers say they have too little
time for leadership tasks, only 9% say they

have too little time for managerial tasks.

(Hays 2014)
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More than 70% of managers spend

less than 50% of their time on leadership tasks,
even 35% spend even less than 25% of their
time here.

K (ComTeam AG 2011) /




Shifting the mind set is required to increase leadership time

Why are operational tasks perceived more relevant than leadership tasks?

ng thin.gti Y | am a facts
s — Rl N and figures

’ q : =
| dont like E guy..
to delegate

important | Ldlly If | deliver
fast, |

prevent
failures.

Managi

Considered urgent and iportant

(With reference to: Eisenhower Matrix described by Lebowitz 2018)



Organisational benefits of true leadership

How you speak, act and the decisions you make have direct impacts on others:

Impacts on people Impacts on business performance (examples)

Shared positive values
Improved morale
Increased trust

Better communication
Company commitment
More teamwork

Brand value (Lego)

Agqility / flexibility to change (Amazon)

Rapid strategic renewal (Ford)

Productivity gains (GSK)

Less absenteeism & reduced turnover (Google)

(O’'Reilly 2010; Sutevski 2018)
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Go Further

(Image sources: www.lego.com; www.amazon.com; www.ford.com; www.gsk.com; www.google.com)
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Leadership is essential throughout an
organisation, not limited to position,
and only defined by actions.




Leadership is a choice, not a position

Why doesn’t everyone step forward to lead?

Bystander Effect
The greater the number of other people present, the less likely any one of them are to act.
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(Adapted from: Psychology Today (2019) based on Kitty Genovese murder case 1964)




Motives are associated with actions

Need for achievement Need for affiliation Need for power
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Sets challenging goals, takes risks Favours group work and collaboration Controls and influences others

2 types of power:
Personal - for self-aggrandizement
Institutional - for the greater good

(McClelland 1961)



Connotations of power in the workplace

“With great power comes great responsibility” _ ___
(Churchill and others) Power = responsibility

“Power is a medium to arrange the decision
criteria of a society and to ensure decidability”

(Luhmann 1988)

Power facilitates decisions

and direction

“All individuals in societies are not equal “ Power creates boundaries
(Hofstede 2015)




5 types of power in leadership

Formal power

N

Personal power

\ 4
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Legitimate
Power

Formal legitimacy
(hierarchical rank,
office holders..)

Reward
Power

Reward s.o.
(announce career
perspectives,
salary raise..)

v

Coercive
Power

Exert pressure
(take away
privileges, cut
down bonus
payments..)

Referent
Power

A person's
perceived
attractiveness,
worthiness, and
right to respect
from others

Expert knowledge,
holding back
information

Leadership without formal directive

(French & Raven 1959)



The decline of old norms and structures

Old norms...
= Static organizational structures

Strict hierarchy, with leaders as controllers

Vertical reporting lines

Arms-length relationships

Upward flow of information

Downward flow of decisions / directives

“Today’s corporate environments are leaner.

Priority is value-creation from every contributor
and in every interaction.

The traditional, hierarchical notion of leadership
no longer serves the needs of the organization.”
(Rosen 2017)



Informal leadership is increasingly relevant to meet the demands of today

Informal leadership “To influence, persuade, andfelicit
- : : constructive contributions from
= Ability to influence the behaviour of others others at all levels”

by means other than formal authority

(Rosen 2017)

Uses referent power (trusted, respected)
or expert power (thought leader)

Impacts on effective decision making and
collaborative problem-solving

Creates nimble organisations

Trends:
« “Lateral leaders”
* “Agile leaders”
* “Project Managers”




Examples of roles in organisations

Goal

Tasks

Responsibility

Authority

Leadership role

Line Manager (formal leadership)

Deliver team success year on year

Planning, organising, directing, controlling &
reporting

Management of employees

By position, rules & procedures (including
organisational HR policy)

Direct influence on team including performance
management and employee development

Project Manager (informal leadership)

Completion a defined project with a defined
scope, start and finish

Planning, organising, directing, controlling &
Reporting

Planning and execution of a project

By project board, to run the project on a day-
to-day basis

Informal influence on team to persuade



Leadership differs from management,
because it is an important mindset for
organizational success in today s digitized,
globalized and fast changing world.




Literature

COMTEAM AG (2011). Com Team Studie 2011 — Fihrung im Mittelmanagement. From https://comteamgroup.com/fileadmin/contents/comteamgroup/Services/Studien/ComTeam-Studie-2011-F%C3%BChrung-im-Mittelmanagement.pdf (last retrieved:
2019-11-01)

HAMEL, G. 2007. The Future of Management (pg 32), Harvard Business School Press.

HAYS plc. (2014). HR Report 2014/2015: Schwerpunkt Fiihrung. from https://www.hays.de/personaldienstleistung-aktuell/studie/hr-report-2014-2015-schwerpunkt-fuehrung (last retrieved: 2019-11-01).
HOPPER, Grace (1987) "The Wit and Wisdom of Grace Hopper". The OCLC Newsletter, No. 167, March/April 1987, from http://www.cs.yale.edu/homes/tap/Files/hopper-wit.html (retrieved: 2018-11-20).
FREE WORKING TRICKS (2018). Did you know? (Officially updated for 2018-19). Free Working Tricks YouTube-Channel, from https://www.youtube.com/watch?v=u06BXgWbGVA (last retrieved 2019-11-01)
FRENCH, J. R. P., RAVEN, B. (1959). The bases of social power. In D. Cartwright and A. Zander. Group dynamics. New York: Harper & Row.

HOFSTEDE, G. (2015). Dimensionalizing Cultures: The Hofstede Model in Context. ScholarWorks@GVSU. Online Readings in Psychology and Culture from https://scholarworks.gvsu.edu/cgi/viewcontent.cgi?referer=https://www.bing.com/
&httpsredir=1&article=1014&context=orpc (retrieved : 2019-11-22).

KOTTER, J. (1990). What Leaders really do. U.S.: Harvard Business Review Book.
KOTTER, J. (1990b): What Leaders really do. In: Harvard Business Review, 68(3): 103-111, May/June 1990.
KOTTER, J (2012). Leading change. U.S.: Harvard Business Review Press.

LEBOWITZ, S. (2018-03-09). A decades-old time-management strategy can help you become more productive and less stressed at work. Business Insider from https://www.businessinsider.de/how-to-use-stephen-coveys-time-management-matrix-2015-
12?r=UK&IR=T (last retrieved: 2019-11-01)

LUHMANN, N. (1988). Macht, Stuttgart: Enke Verlag

MALIK, F. (2015). Managing Performing Living: Effective Management for a New Era. Frankfurt/New York: Campus

MARTIN, J., SCHMIDT, C. (2010). How to Keep your Top Talent. HBR Mai issue 2010 from https://hbr.org/2010/05/how-to-keep-your-top-talent (last retrieved: 2019-11-01).
McCLELLAND, D. (1961). The achieving society. Van Nostrand, Princeton

NORTHOUSE, P. G. (2013): Leadership: Theory and Practice. 6th ed. Thousand Oaks, CA: Sage Publications.

O'REILLY, C.A., CALDWELL, D. F., CHATMAN, J. LAPIZ, M., SELF, W. (2010). How leadership matters: The effects of leaders' alignment on strategy implementation. The Leadership Quarterly, 2010 issue 21, p. 104-113, from https://faculty.haas.
berkeley.edu/CHATMAN/papers/04_HowLeadershipMatters.pdf (last retrieved: 2019-11-01).

PSYCHOLOGY TODAY (2019), Bystander effect. From Psychologytoday.com/basics/bystander-effect (last retrieved: 2019-01-16) (The Kitty Genovese murder case (1964) is also reviewed in the book: BJERGEGAARD, M. & POPA, C. (2016). How To Be
A Leader. Pan Macmillan, p.4)

ROSEN, R. (2017). Lateral Leadership: A New Approach to Leadership in Today’s Evolving Corporate Environment. From http://www.cmpartners.com/negotiators-pause/lateral-leadership-new-approach-leadership-todays-evolving-corporate-environment/
(last retrieved: 2019-01-16)

SUTEVSKI (2018). Effects of Good Leadership on Employees. From https://www.entrepreneurshipinabox.com/13305/6-effects-good-leadership-employees (last retrieved: 2019-15-01)

ZALEZNIK, A. (1977/2004) Managers and Leaders: Are They Different? January 2004 issue, from https://hbr.org/2004/01/managers-and-leaders-are-they-different (retrieved 2018-11-20).



	Why Leadership?
	Foliennummer 2
	Management is a process of doing the right things
	Leadership is inspiring others ...
	Tasks of management and leadership
	What experts say on these differences
	Organisations need both: Management and Leadership
	Foliennummer 8
	Change is today‘s constant
	What to innovate for business success tomorrow?
	The challenge for organisations...
	Shifting the mind set is required to increase leadership time
	Organisational benefits of true leadership
	Foliennummer 14
	Leadership is a choice, not a position
	Motives are associated with actions 
	Connotations of power in the workplace
	5 types of power in leadership
	The decline of old norms and structures
	Informal leadership is increasingly relevant to meet the demands of today
	Examples of roles in organisations 
	Foliennummer 22
	Literature 

