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LESSON 9
Leadership is commonly acknowledged as the primary catalyst for facilitating the process of change, yet there is a substantial ongoing discussion regarding the attributes of effective leadership. As per Northouse (2004), leadership is delineated in this context as a procedure that encompasses the act of influencing others to attain specific objectives. This chapter delves into the significance of leadership, investigates the claim that during periods of transformation, managerial responsibilities are progressively intertwined with leadership functions, scrutinizes the requisite actions for leaders to bring about triumphant change, and contemplates the perspective that leadership should be regarded as a collaborative endeavor.

Learning Objective 1

Management and leadership

Tichy and Devanna (1986) as well as Kotter (1990) emphasize a fundamental conflict between management and leadership. They contend that management is primarily focused on the preservation and efficient operation of the current organization, whereas leadership is fundamentally concerned with instigating change. To put it differently, management pertains to "doing things correctly," while leadership pertains to "choosing the correct things to do" (Bennis and Nanus, 1985, p. 21).

Managerial work, in times of change, is increasingly a leadership task

While management and leadership represent distinct roles, they are interdependent and both play vital roles in achieving success in a dynamic business environment. According to Bolden (2004), it can be misleading to categorize managers and leaders as entirely separate and often incompatible entities. Some depict leaders as dynamic, charismatic figures who inspire others, while managers are portrayed as uninspiring bureaucrats solely focused on immediate tasks. Bolden (2004, p. 7) contends that this perspective does not align with the practical experience of being a manager. Individuals are typically appointed to "management" positions, and they are expected to undertake a wide spectrum of responsibilities, encompassing everyday planning, execution, and long-term strategic thinking. None of these functions can be carried out in isolation.
Kotter (1999) argues that managers are ideally situated to provide the necessary leadership for successful change. However, for them to assume this leadership role effectively, they must acknowledge their dual responsibility: managing to maintain the efficient operation of the system and leading to invigorate and renew the system, ensuring its long-term effectiveness.

Learning Objective 2

The role of leadership

Increasingly, there is compelling evidence that the actions undertaken by leaders have a profound impact on the behavior of their followers and the overall success of change endeavors. The concept of leadership has been a subject of extensive discourse. According to Kotter (1990), leadership involves the creation of a vision, effective communication to align people with that vision, and the motivation and inspiration of individuals by appealing to their needs, values, and emotions.
Higgs and Rowland (2000, 2011), following an assessment of previous research, identify five behaviors that are associated with the successful implementation of change:
1. Establishing a compelling case for change.
2. Ensuring that change is grounded in a thorough understanding of the underlying issues.
3. Involving others and fostering commitment.
4. Formulating effective plans and implementing robust monitoring practices.
5. Encouraging and nurturing the capabilities of those involved in the change process.

Ancona et al. (2007) discuss four key capabilities: sense making, relating, visioning, and inventing. "Inventing" pertains to the conceptualization, design, and implementation of novel working methods. Yates (2009) offers a 4E framework:

1. Envisioning a set of values-driven goals and strategies.
2. Enabling their realization through the selection of suitable methods, tools, and personnel.
3. Empowering others by fostering trust and interdependence between leaders and their followers.
4. Energizing all stakeholders to drive the change process.

Yates contends that the moment a leader displays hesitancy or a lack of determination, the team's energy diminishes, and this negatively impacts the outcomes. Subordinates' interpretations of their leaders' conduct can exert a significant influence on the effectiveness of those leaders. In a study by Gilley et al. (2009) examining subordinates' perspectives on effective leadership behavior, three factors were identified as pivotal for fostering support for change, listed in order of importance: the leader's capacity to inspire others, effective communication skills, and the ability to forge cohesive teams.

Oreg et al. (2011) conducted a comprehensive review of 700 studies concerning how individuals react to change and reported that when change recipients perceived the process as participatory and supportive, characterized by transparent communication, and when they viewed managers as competent and impartial, they were more inclined to respond positively to the changes.

Learning Objective 3

What managers (and others) do when leading change

Based on these concepts, it is feasible to delineate seven responsibilities that leaders must undertake to guarantee the success of change initiatives.

Sense making

Leaders must possess the ability to comprehend their surrounding environment and construct cognitive maps, which are mental depictions of their surroundings that highlight what they perceive to be of greater or lesser importance. This task aids them in recognizing issues that demand their attention. However, this can be challenging because leaders, like others, tend to interpret current events through the lens of past experiences. Colville et al. (2013, p. 1213), in the context of counterterrorism, suggest that "sensible events often bear resemblance to past occurrences." They cite the 9/11 Commission Report (2004), which revealed that members of the intelligence community were vigilant for indications of historical patterns but were unprepared for and oblivious to indicators of an evolving and transforming present.
Several accounts of the CIA's actions suggest that they overlooked reports of potential terrorists learning to fly because this narrative did not align with their preexisting cognitive frameworks regarding terrorist behavior. Näslund and Pemer (2012) echo a similar notion after examining "dominant stories" within two Scandinavian companies. Within organizations, members construct narratives featuring characters, situations, and their interpretations of cause-and-effect relationships to help make sense of their everyday experiences. Over time, dominant narratives emerge and function as collective frames that facilitate or restrict the process of making sense. Stories that conform to the dominant narrative are deemed persuasive, while those that deviate from it are considered implausible or even inconceivable, having minimal impact. Consequently, organizations tend to find it easier to implement changes that align with the prevailing narrative.

Ancona et al. (2007, p. 95) propose that leaders can enhance their sense-making abilities by collecting data from diverse sources, validating whether different individuals offer distinct perspectives, and using early observations to design small experiments for testing ideas. However, it's vital to recognize that while sense-making is an essential initial step, it's not a one-time endeavor. Situations evolve, and leaders must remain continuously vigilant to gauge how new developments might influence the change agenda.

Visioning

Although sense-making and visioning are distinct activities, they are intricately connected, and it is imperative for individuals in leadership roles to craft a vision grounded in a pragmatic assessment of the situation and the requirements and priorities of key stakeholders. According to Colville et al. (2012, p. 8), sense-making is the process of prompting a narrative in the form of a framework (cognitive map) that offers leaders both an interpretation structure (signifying the meaning of the situation) and an action plan (indicating the next steps to be taken). Drawing from their understanding of the present circumstances, emerging challenges, and opportunities, leaders can begin to outline their vision of a more favorable state of affairs and determine the actions necessary to progress towards this improved future.

According to Kotter (1996), a good vision needs to be:

· imaginable: conveys a picture of what the future will look like
· desirable: appeals to the long-term interests of employees, customers, shareholders and stakeholders
· feasible: comprises realistic, attainable goals
· focused: clear enough to provide guidance in decision making
· flexible: general enough to allow individual initiatives and alternative responses in light of changing conditions
· communicable: easy to communicate; can be successfully explained within five minutes.

Sense giving

The act of conveying the vision is occasionally described as "sense-giving." As per Gioia and Chittipeddi (1991, p. 442), sense-giving is characterized as "the process of endeavoring to shape the sense-making and meaning creation of others toward a favored conceptualization of organizational reality." Leaders share their vision with stakeholders and individuals to communicate their perception of a superior and transformed reality and to persuade others to embrace this perspective of the world.

Shaping the vision: reciprocal cycle of sense making and sense giving

A leader typically initiates communication with senior colleagues before reaching out to a broader audience. However, this process is seldom one-sided. Even when leaders haven't involved others in the initial development of their vision, the act of conveying their vision is almost certain to set in motion what Gioia and Chittipeddi (1991) describe as a "sequential and reciprocal cycle" of sense-making and sense-giving. Those who receive the leader's message embark on their own sense-making journey, processing and interpreting what they've heard to anticipate how the leader's new vision will impact themselves and their department or organization.

While the leader's vision might initially elicit enthusiasm and a positive response, it's common for recipients, after making an effort to comprehend what they've been told, to feel the need to engage in their own sense-giving activities. This may involve seeking further clarification, attempting to adjust and refine the leader's original vision, or even challenging the assertion that a new vision is necessary in the first place.

Translating the vision into a desire for change

The mere understanding of a leader's vision by change recipients does not automatically imply their acceptance and commitment to realizing it. The effectiveness of sense-giving is at its peak when the result isn't just that others acknowledge the necessity for change, but rather when potential recipients proceed to convert this acknowledgment into a genuine aspiration for change.

Aligning

A crucial facet of sense-giving involves communicating in a manner that fosters a collective sense of purpose and ensures that people are in sync, enabling them to collaborate effectively toward achieving the vision. According to Kotter (1996), a significant characteristic of modern organizations is their interdependence, where no one operates in complete isolation, and most members of the organization are interconnected with one another through their work, technology, management systems, and hierarchical structure. Kotter posits that these interconnections pose a distinct challenge when organizations endeavor to implement change. If individuals fail to align their efforts and move forward together, they risk obstructing each other's progress.
Kühl et al. (2005) argue that managers at all levels of the organization must practice 'lateral leadership' to establish a shared understanding, influence the political dynamics, and foster trust. Exceptional leaders have the capacity to identify individuals who may support or impede an initiative, establish connections with them, and communicate in a credible manner about what needs to be accomplished. By aligning people in this manner, even those at lower levels of the organization gain empowerment. With a clear and mutually shared sense of direction, committed stakeholders, including subordinates, are more inclined to take action without encountering excessive conflict with others or facing reprimands from superiors.

Enabling

Effectively communicating a clear and compelling vision and aligning individuals to support it can serve as a source of inspiration for change recipients and those involved in carrying out the change, aiding them in surmounting the inevitable obstacles they will face throughout the initiative's progression. However, leaders are required to go beyond this. According to Ancona et al. (2007, p. 99), they argue that "even the most captivating vision will lose its impact if it hovers, disconnected, above the everyday realities of organizational life." They contend that to transform a future-oriented vision into a contemporary reality, leaders must establish the conditions conducive to the implementation process.
Kotter (1995) suggests that even when those participating in the change comprehend and endorse the new direction, a significant obstacle, which he metaphorically calls an "elephant," may obstruct their path. Sometimes, this "elephant" exists solely in their perception and may necessitate the leader to challenge their perspective or collaborate with them to bolster the confidence needed to proceed with the change. In other instances, the "elephant" could be a tangible, real barrier to change, involving intricate organizational structures, restricted job responsibilities, limited access to pertinent information, misaligned performance metrics, and incentives that encourage individuals to maintain their existing work practices. Leaders must take decisive steps to eliminate these barriers in order to foster the conditions that empower individuals to bring about the desired changes.

Supporting others during the change

Sometimes, it is easier for leaders to identify and communicate benefits for the organization than it is to communicate benefits for the individual, but those affected by a change have a pressing need to understand how the change will affect them personally. It is important, therefore, to recognize and respond to these concerns. Even when a leader is convinced that the individual will enjoy benefit from the change, some of those affected may not share this view and, even if they do, may still experience a feeling of loss or lack of control over what will happen to them. This kind of reaction can motivate them to hold on to the status quo rather than let go and embrace the change. Providing opportunities for dialogue so that those affected can explore and understand what will be involved can help to address these concerns. A related issue is a fear that following the change, those affected may not be able to deliver the required level of performance. Providing training opportunities in anticipation of the change, on-the-job support during implementation, and making it safe to admit mistakes and seek assistance can all help to boost confidence and help people to embrace the change. 

Maintaining momentum and sustaining the change

A common challenge often arises in the realm of organizational change, as there's a constant struggle between "keeping things running smoothly" to maintain current production levels and the need to implement changes that promise better long-term performance. This tension stems from the fact that making these changes can be resource-intensive and time-consuming. When employees are pressured to sustain their current output, the urgent demands often overshadow the imperative for change. Therefore, leaders must tread carefully to sustain the momentum of change and safeguard the progress achieved.

One effective way for leaders to maintain this momentum is by actively involving themselves in the change process and demonstrating a genuine commitment to the cause. When employees witness their leaders' direct engagement and unwavering dedication to the change initiative, they are more likely to remain motivated to persevere, even when faced with challenges that could otherwise undermine their commitment.

Nonetheless, a prevalent issue arises when leaders, having recognized the necessity for change, outlined a vision, and set the change in motion, subsequently shift their focus elsewhere. In such cases, those responsible for implementing the change often interpret this as a lack of support from top leadership.

Whelan-Berry and Sommerville (2011), drawing on the insights of Schein (1999), Hesselbein (2002), and Cameron and Green (2004), argue that for leaders to be effective drivers of change, they must consistently "walk the talk" throughout the entire implementation process. Kotter and Heskett (1992) echo a similar sentiment, emphasizing that leaders should exhibit the behaviors they wish others to emulate.

Learning Objective 4

Leadership style

Hackman (2002) contends that there has been an excessive focus on the significance of leadership style and argues that leaders can achieve success by employing behaviors or styles that align with their personal inclinations, taking into account the specific characteristics of the situation, the team's condition, and their unique skills and preferences. Earlier research on leadership styles implied the superiority of certain styles over others. For instance, in a classroom setting, Lewin et al. (1939) explored the impact of leadership styles and concluded that democratic leadership proved more effective than an autocratic approach.
Subsequent studies by scholars at Ohio State University identified two key dimensions of leader behavior that seemed to impact performance (Fleishman et al., 1955). These dimensions are 'consideration,' which reflects the extent to which supervisors cultivate relationships characterized by mutual trust, respect for subordinates' ideas, and consideration for their feelings, and 'initiating structure,' which indicates how much the leader tends to define and organize the tasks of subordinates. Fleishman et al.'s (1955) findings suggested that effective leaders were those who placed a high level of importance on both consideration and structure.
This discovery laid the foundation for Blake and Mouton's (1964) managerial grid, which identified 'team management' as the most effective leadership style.

Charismatic leadership
The evolution of new leadership models was, in part, a response to research findings indicating that traditional, often termed "transactional" leadership models, which center on goal establishment, guidance, support, and reinforcement, only explained a relatively small portion of the variability in performance outcomes (Bryman, 1992). Conversely, accumulated research on these innovative models has shown that charismatic and transformational leadership are positively correlated with various crucial organizational results, including job satisfaction, motivation, morale, and performance, across a diverse range of organizational settings (refer to Avolio et al., 2009).
Charismatic leadership underscores the impact of the emotional connection between leaders and their followers. Bass (1985, p. 35) introduced the term 'idealized influence' to characterize leaders who, through their personal qualities, exert profound and extraordinary influence on their followers. These leaders possess the capacity to inspire their followers to achieve objectives they may not have previously believed attainable. Building on Podsakoff's framework of transformational-transactional leadership, Antonakis (2012) suggests that they accomplish this by conveying a compelling vision that inspires others, setting ambitious goals and articulating high-performance expectations, challenging followers to reevaluate their perspectives and approach old problems from new angles, fostering collaboration and teamwork to unite people in pursuit of a common objective, leading by example and taking action rather than just issuing directives, and offering personalized support.

Learning Objective 5

Distributed leadership
It is crucial not to depict charismatic leaders as heroic figures who, solely through the force of their personality, can spearhead change on their own. In numerous organizations, there has been a shift away from deep hierarchies, where leader-subordinate relationships are clearly defined, towards newer organizational structures that rely on cross-functional teams, networks, and communities of practice. These require a form of leadership that can operate independently from rigid organizational hierarchies.
Even in conventional hierarchical organizations, leadership must, to some degree, be disseminated throughout the hierarchy. As noted by Gilley et al. (2009), while senior management typically shapes the organization's vision, mission, and company-wide change initiatives, it is often the responsibility of middle managers to devise the shorter-term operational plans that put these directives into action. Frontline managers, in turn, bear the primary responsibility for implementing these plans. In essence, the leadership process involves the contributions of numerous members within the organization.


The collective nature of leadership

In much of the literature addressing organizational change, the role of the CEO as a leader garners significant attention. However, research findings on the connection between the CEO's leadership style and organizational performance are mixed. Avolio et al. (2009) mention certain studies that found no significant link between the charisma of the CEO and subsequent organizational performance, while others reported the opposite. This disparity may arise because, in many instances, leadership should be perceived as a collective endeavor.
Pascale and Sterin (2005) highlight that when individuals stand out as change champions, there is a risk of fostering unproductive dependence among other members of the organization. They argue that leadership should emanate from within a community. Denis et al. (2001) also caution against overly glorifying individual heroes. Organizations are growing in complexity and diversity, with their external boundaries becoming increasingly blurred as they engage in various collaborative arrangements and outsource many of their functions.
Within these organizations, the proliferation of matrix and network structures, and the transition from functional to more process-oriented organizational forms, are giving rise to situations in which traditional command and control cultures are gradually eroding. Managers are increasingly required to collaborate with others, even when they lack direct authority over them, in order to accomplish tasks.

Coherence

One of the primary challenges inherent in managing change within pluralistic settings revolves around establishing sufficient coherence. Denis et al. (2001) contend that in situations characterized by dispersed power and divergent objectives, change endeavors should be spearheaded by a collective leadership group rather than an individual leader. Drawing from their research within healthcare organizations (see Research report 9.1), Denis et al. (2001) argue that substantial change within pluralistic organizations is more likely to be accomplished through unified collective leadership. In this context, members of a 'leadership constellation' (the collective leadership group) assume complementary roles and collaborate seamlessly. In many countries, established conventions or legally binding codes of practice explicitly formalize the collective nature of strategic leadership by segregating the positions of CEO and the president or chair of the company's board of directors. However, often, the composition of the leadership constellation extends beyond this framework, with members fulfilling distinct yet complementary roles.

Fragility

While Denis et al. (2001) assert that unified collective leadership is essential in pluralistic contexts, they discovered that leadership constellations are inherently vulnerable. They define 'fragility' in relation to three forms of 'coupling':
1. Strategic coupling: This pertains to the internal cohesion among members of the leadership constellation. Constellations can fracture when differing perspectives on what holds importance emerge, causing conflicts within the constellation.
2. Organizational coupling: This reflects the relationship between members of the leadership constellation and their organizational stakeholders, which, in turn, is linked to the perceived alignment between the leaders' objectives, as demonstrated through their actions, and the interests of their constituents. If members of the leadership constellation lose touch with their constituents, constituents may begin to feel that their leaders aren't effectively representing their viewpoints. This can diminish the leaders' capacity to influence their constituents and could even jeopardize their membership within the leadership constellation since leaders, to some extent, derive their authority from the consent of those they lead.
3. Environmental coupling: This concerns the level of coherence between the vision and aspirations of the leadership constellation and the requirements and limitations imposed by influential external stakeholders. Constellations can disintegrate if they become so detached from their surroundings that their performance starts to decline. This can occur when concerns about performance prompt the company's board or other influential external stakeholders to demand the replacement of members within the constellation.

Summary

The first section of the chapter used theoretical concepts to outline seven essential tasks that leaders must carry out to ensure the success of a change initiative. These tasks encompass:
1. Sense making: This involves understanding the external environment and identifying opportunities and threats that need attention.
2. Visioning: Creating a vision of an improved state of affairs and outlining the steps needed to move toward that better future.
3. Sense giving: Communicating the vision to a broader audience and being responsive to feedback to gain commitment to the change.
4. Aligning: Fostering a shared sense of direction so that individuals can collaborate effectively to achieve the vision.
5. Enabling: Removing obstacles and establishing conditions that empower others to implement the change.
6. Supporting: Acknowledging and addressing the concerns of those affected by the change.
7. Maintaining momentum and sustaining the change: Demonstrating commitment and consistent actions to keep people focused on the change.

The importance of a strong vision was recognized, along with potential factors that could render a vision ineffective, such as leaders making unrealistic assessments or failing to address key stakeholders' needs. The need to communicate the vision effectively, as well as the role of charisma and emotional interactions between leaders and followers in motivating people, was discussed. The chapter also delved into actions leaders can take to facilitate vision implementation and embed the change.
The second part of the chapter shifted its focus to distributed leadership, emphasizing the risks of excessively emphasizing individual leaders. It pointed out that within organizations, the proliferation of matrix and network structures and the shift from functional to more process-oriented organizational forms are eroding traditional command and control cultures. As a result, managers increasingly need to collaborate with others, even when they lack direct authority over them, to accomplish objectives.
Denis et al. argued that in situations characterized by power dispersion and divergent objectives, change initiatives are more effectively led by a collective leadership group rather than a single individual. Special emphasis was placed on the following aspects:
· Coherence and the significance of unified collective leadership
· Fragility, as leadership constellations are susceptible to disconnections between members of the leadership constellation (strategic coupling), between members of the leadership constellation and their constituents (organizational coupling), and between the leadership constellation and external demands and constraints (environmental coupling).
In summary, this chapter explored the process of gathering and interpreting information for the purpose of diagnosis. It focused on five key steps:
1. Selection of an appropriate conceptual model for diagnosis: Choosing a model that aligns with the issues under consideration, such as market share loss, intergroup conflicts, or high labor turnover.
2. Clarification of information requirements: Identifying the necessary information for assessing an organization's performance.
3. Information gathering: Examining factors that determine data collection methods, including interviews, questionnaires, observations, and more.
4. Analysis: Reviewing qualitative and quantitative analytical techniques.
5. Interpretation: Discussing factors to consider when interpreting data, while recognizing the potential political issues linked to data collection that may impact the accuracy of assessing organizational performance.
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True or False

1. Is leadership defined as the act of influencing others to achieve specific goals according to Northouse (2004)?
2. Do Tichy and Devanna argue that management is primarily focused on instigating change?
3. Does Bolden suggest that managers and leaders are entirely separate and incompatible entities?
4. Are managers ideally positioned to provide leadership for successful change, as per Kotter?
5. Is establishing a compelling case for change one of the behaviors associated with successful change implementation, as stated by Higgs and Rowland?
6. Do Ancona et al. identify four key capabilities for successful change, including inventing?
7. Does Yates' 4E framework include the step of "Empowering others" to drive the change process?
8. Do subordinates' interpretations of their leaders' conduct have a significant impact on the effectiveness of those leaders, according to Gilley et al.?
9. According to Oreg et al., are change recipients less inclined to respond positively to changes when they perceive the process as participatory and supportive?
10. Is "Sense Making" one of the responsibilities leaders must undertake to ensure change success?
11. Do leaders tend to interpret current events independently of their past experiences when practicing sense-making?
12. Does sense-giving refer to the process of recognizing issues that demand a leader's attention?
13. Should a good vision be flexible, allowing individual initiatives and alternative responses to changing conditions?
14. Is the act of conveying a leader's vision known as "Sense Giving"?
15. Does aligning involve communicating in a manner that fosters a collective sense of purpose?
16. Does enabling refer to the process of converting a leader's vision into a genuine aspiration for change?
17. Can providing training opportunities and support during implementation boost the confidence of individuals affected by change?
18. Should leaders consistently "walk the talk" to be effective drivers of change?
19. Does charismatic leadership primarily emphasize the importance of the emotional connection between leaders and followers?
20. Should leadership always be a collective endeavor, according to Denis et al.?



Answer Key

1. True
2. True
3. False
4. True
5. True
6. True
7. True
8. True
9. True
10. True
11. False
12. False
13. True
14. True
15. True
16. True
17. True
18. True
19. True
20. [bookmark: _GoBack]True
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