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LEADERSHIP

What are the key dimensions of “leadership” ?

Bob Terry provides some interesting insights into the confusion surrounding the word “leadership”.  In his rather blustery way, he also challenged us to explore some of our “espoused” theories of leadership, and those we apply “in-use”.

His view is that popular concepts of leadership swing over time between various points along the eight dimensions below:-

Leadership is :-

Born
 - 
Made

Individual   
- 
Relational/team

Positional                     
 - 
Everywhere

Results oriented (output focussed)
 - 
Engagement/intent (process oriented)

Concrete and noncoercive
- 
Only noncoercive

Vision 
 - 
Framing

Ethical and unethical
 - 
Only ethical

Secular  
- 
Spiritual

Terry is able to quote leadership gurus who make claims for each extreme end of each continuum.

Several years ago, in a job in Singapore, I got managers to draw where along each continuum they thought the leadership in their organisation current lay along these eight factors.  We then got them to draw where they thought it should lie, and what might need to be done to shift that balance.  The resulting discussion came close to getting us fired from the job !

So there is an issue of what kind of leadership and when.

What kind of leadership and when ?

Terry considers that there is no inherently correct place along each continuum.  However, he thinks that there will be places better than others in certain environmental circumstances.  In other words, the requirements of leadership change depending on the environment within which the leader is working.

The next piece is going to be difficult to explain.  

Terry has developed model of leadership typologies and their relationship with the two dimensions of “agreement on direction” and  “certainty of outcome”.

Essentially what he is trying to do, I think, is to break our idea that there is one and only style of ideal leadership.  My interpretation of what he is saying is that we should not only consider leadership to be situational, but that our notion of leadership should also be thought of as situational.

But what are these situations ?

Graphically it looks something like this :-


It’s a bit difficult to translate into a table but here goes :-

HI AGREEMENT ON DIRECTION

HI CERTAINTY OF OUTCOME

	LEADERSHIP STYLE
	METAPHOR
	KEY VALUES
	RESULT OF LEADERSHIP FUNCTION

	1.
Stewardship
	Gift
	Sacred History
	Correspondence of the present with the past

	2.
Expert Task Mastery
	Machine
	Market Freedom
	Consistency

Leads from A to B

	3.
System Architect
	Body (in the OD sense)
	Justice
	Coherence.

Things fit together

	3.5
System Guidance
	Mission
	Vision
	Convergence

Shared Direction (top down but loosening)


THIS IS ABOUT AS FAR AS MOST TEXTS ON LEADERSHIP GO

WE ARE AT MEDIUM LEVELS OF AGREEMENT ON DIRECTION AND CERTAINTY OF OUTCOME

	4
Political Engagement
	Ups vs Downs
	Participation
	Concealment

Key organisational knowledge is tacit rather than explicit

	5.
Future Watch
	Journey
	Caring
	Conveyance.

Seeking patterns, common ground, common truth, scenario

	6.
Meaning creation
	Art
	Responsibility
	Centredness

Things get made up as they go along.  Wild play.

Creativity

Courage

	7.
Adept, action, adapt


	Paradox
	Authenticity
	Congruence

	8.
?
	?
	?
	?


LOW LEVELS OF AGREED DIRECTION

LOW LEVELS OF CERTAINTY OF OUTCOME

Terry’s argument is that all these various kinds of leadership (however constructed) are required at different times in all organisations.  The trick is to know which one is required and when.  He also challenged us to consider what might be the 8th construct of leadership.
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