International Journal of Research Publication and Reviews, Vol 3, no 10, pp 426-437, October 2022

International Journal of Research Publication and Reviews
Journal homepage: www.ijrpr.com ISSN 2582-7421

WWW.IJRPR.COM

Leadership: An Introductory Overview

Rohit Kumar Pal

Teacher, RICE Education, Kolkata, India
National Geographic Certified Educator
Doctoral Student; European International University; Paris, France

DOI: https://doi.org/10.55248/gengpi.2022.3.10.17

ABSTRACT

The source of influencing subordinates may come from a position in any kind of organization. In real life, we hold different positions in the workplace. We use
the role of that position in different projects to meet organizational goals. But sometimes, in the work culture, we can’t understand which kind of leadership
strategy is required to complete that project. This may lead to failure. Through this article, | want to give an introductory idea of various kinds of leadership
styles. Through this, a manager can understand the strategy as well as the mechanism to reach the organizational goal in an effective way.

Introduction

Leadership is a word that has a different meaning to different people. To some it is a charismatic trait of personality, to some it means power. In the
simplest way, it means the ability to influence others to obtain a specific goal. [1] According to an article in Forbes. Leadership is a process of social
influence, which maximizes the efforts of others, toward the achievement of a goal. [2] Understanding the concept of leadership in organizational
management is very important as leaders influence, motivate, and inspire to make some positive change in the world. At present, we have so many
problems like poverty, hunger, disaster, climate change, equality, etc. As we know, these are part of the sustainable development goals that we need to
achieve by 2030. [3] To overcome this kind of issue, good leaders are required in every part of the world. Even on a small scale or in a small project,
good leaders can make some effective and positive changes.

Differences between a good leader & bad leader

Good Leader Qualities

Bad Leader Qualities

Kind

When someone makes a mistake, the leader
says, “it's ok, you can try again.”

Help people when they are in trouble
Come up with solutions

Don't use violence

Generous

Honest

Aren’t wasteful

Good at listening

Work with a team

Try to make other people better
Smart

Always try their best

Not afraid to make mistakes

Protect the community

Use time well

Violent

They steal

They don’t protect other people
They only care about themselves
They lie

Rude

They order people around

They blame other people

They don’t protect the environment
Selfish

They aren’t good at solving problems
They don’t like to listen

Afraid to look bad

Not smart

Only like to work by themselves
Time waster

They make other people feel bad

Figure: Difference between a Good leader & bad leader [4]
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Significance of this Article

In every part of life, from home to any kind of organization, leadership is a much-required phenomenon. To balance everything, we always need a good
& effective leader in different aspects of life. But nowadays, failure of a good leader is observed that may lead to the financial loss of a specific project,
frustration, miscommunication, Team break, etc. The major objective of this article is to give a proper idea about various leadership styles so managers
can apply them in the real field.

Figure: Importance of effective leadership [5]

Various Leadership styles

Leadership has different styles. Knowing all of them helps in organizational development as it establishes well communication process. When your
team members and employer are able to identify what type of leader you are, they feel more comfortable in their roles. They can better understand how
to capitalize on your own unique brand of support. [6]

Different leadership styles are discussed below.
A. Autocratic leadership

This kind of leadership is also known as authoritarian leadership. [7] It has the following features-
i Does not allow any kind of input from team members
ii. Leaders themselves are the decision takers
iii. Creates a structure and rigid work environment
iv. Establishes rules

V. Hurts morale sometimes
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Autocratic leadership can be further divided into three different groups.[8]

The Three Types of Autocratic Leadership

Autocratic leadership can be applied in three ways: directing, permissive or paternalistic.

1. Directing autocratic leadership

Employees are explicitly told what to do, how to do it and when it should
be done. This is the most common version of autocratic leadership. It also
involves tight control and monitoring of the people executing the tasks.
Essentially, orders are given, orders are followed.

No questions or input expected.

2. Permissive autocratic leadership

The leader makes the decision but allows employees to choose how to
complete assigned tasks to a certain extent. The permissive autocrat
allows some creativity and uses some of the knowledge and experience
within the organization when it comes to how execution should be done.

3. Paternalistic autocratic leadership

The leader directs and makes all final decisions, but with the well-being of
the team members as a priority. As the word “paternalistic” reveals, this is
anapproach of a classic father figure. Input might be allowed but can
easily be disregarded without comment if the paternalistic autocrat
decides so. The paternalistic autocrat "knows what is best” for the people

B. Bureaucratic leadership

Bureaucratic leadership is a kind of leadership based on fixed duties.[9]

The features of bureaucratic leadership are as follows -

1.

2.

7.

8.

Employees need to follow the rules strictly

Each organization level has a chain of command

Main focus is all about organizational goals & overall performances

In order to improve efficiency, division of labor is strictly maintained here
It removes favoritism

It is stable in terms of job security

Creativity is limited

It discourages competition

In short, the difference between autocratic & bureaucratic leadership is given below [10]

';"‘.

nutochatic vs. Bureaucratic
Leadership

Autocractic leadership is classical leadership
style, seen many times in history.

Bureaucratic leadership is concerned with
nsuring workers follow rules and procedure
accurately and consistenthy.
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C. Coaching type of leadership

Coaching leadership is a style that involves recognizing team members’ strengths, weaknesses, and motivations to help each individual improve. [11] In
this context, we may say that leader & leader as a coach is different. Differences are given below [12]

Manager

Behaviour * Do as I say, not as I do
* Micromanage behaviour

* Management focused

Goals * Managers establish goals
Trust & * Lower levels of trust and
Engagement engagement

Feedback * More performance based;

* Infrequent feedback

Team + Coach individuals within
the team

Manager as Coach

* Lead by example
* Encourage learning and making

mistakes

* Leadership focused

+ Managers and employees establish

goals together

+ Increased levels of trust and

engagement

* Development and performance

based;

* Frequent feedback

+ Coach individuals as well as the

team itself

The practice of an effective coaching process is summarized in the picture [13]

EFFECTIVE COACHING DOS AND DONT'S

® DO help team members succeed
by sharing information in order to
reinforce or influence behaviors
and/or outcomes.

= DO reinforce the values and
principles of a team environment
by including all members.

®= DO respond with an open mind,
eagerness to understand,
willingness to take action.

= DO help the team improve with
long-term solutions that support
positive change and encourages
continuous improvement.

= DO recognize that preparation is
critical to your success as both a
team member and as a coach.

DO NOT point fingers,
single-handedly decide
assignments, nor try to fix
unrelated issues.

DO NOT assume coaching is a
leader-only endeavor.

DO NOT respond to feedback
with denial, complaining,
insensitivity, passivity, or
defensiveness.

DO NOT stay stuck in a pattern of
“putting out fires” (i.e.,

addressing situations/behaviors
only as they arise).

DO NOT neglect the opportunity
to coach and the responsibility to
be mentally prepared to respond.
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D. Democratic, Facilitative, or Participative Laissez-Faire or Delegative leadership
1.  Democratic leadership is a leadership style in which members of the group participate in the decision-making process. Moreover, this style
of leadership follows collaboration. [14]
2. Everyone is given the opportunity to participate, ideas are exchanged freely, and discussion is encouraged.
3. Though this process tends to focus on group equality and the free flow of ideas, the democratic leader still has the power of control.

The pros & Cons of this kind of leadership are listed below. [15]

Lemocratic leadership pros and cons

g o

1. Inthis style a group member is not appointed or elected as a leader but that person steps up as the leader over time within group interactions.

E. Emergent leadership

2. It also empowers team members to make decisions outside the traditional structure of a business organization. [16]
3. Advantages of emergent leadership style include motivation, quality, and acceptance.
4.  Disadvantages of emergent leadership style include time and effort, loss of power, and lack of knowledge or interest.

Five different levels of emergent leadership styles are given in the below picture [17]

EMERGENT LEADERSHIP
5 Levels of the Emergent Leadership Model

Level 1
Traditional

Lifeless
Mindset
Apathetic
Culture
Fear-Based
Culture
Isolated/
Disengaged
Employees
Leaders

Level 2
Traditional

Reluctant
Mindset
Stagnating
Culture

Blame Culture
Disengagement
Autocratic
Leadership
Overwhelmed
Employees

Level 3
Traditional

Controlled
Mindset
Orderly Culture
Vertical
Leadership
Micromanaging
Self-Centered
Relationships

Level 5
Emergent

Unlimited
Mindset
Strong Team
Cohesion
Unbounded
Culture
Inspirational
Leaders
Strong Sense
of Purpose
Passion For
Work
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F. Pacesetting leadership

1. Pacesetting is a results-oriented style of leadership that asks team members to match or exceed the standard shown to them [18]
2. Guiding principles of pacesetting leadership include- balance, skilled team & culture of continuous improvement.

The advantages & disadvantages of pacesetting leadership are listed below [19]

Pacesetting Leadership

ADVANTAGES DISADVANTAGES

STRESSED EMPLOYEES

Employees can feel overwhelmed, unmotivated
and stressed due to the high pace and result
focus.

LIMITED TRUST

Pacesetting builds on control and monitoring
which does not allow for a lot of trust.

MEETS GOALS FAST

Strict timelines and emphasis on high-quality output
make pacesetting leadership ideal for achieving short-
term, time sensitive organizational goals.

HIGHLIGHTS TEAM COMPETENCIES

Pacesetting teams know how to effectively utilize
the competencies of each team member to
achieve the best results as quickly as possible.

ISSUES ARE SWIFTLY RESOLVED
A pacesetting leader acts fast and ensures constant

progress updates until the issue is resolved.
Problems are not allowed to spiral out of control.

LOW EMPLOYEE ENGAGEMENT

Nao focus on relationships and morale but rather
completion of tasks in a hurry leaves people
unengaged and only thinking about the next sprint.

G. Servant leadership
1. In this type of leadership an individual interacts with others—either in a management or fellow employee capacity—to achieve authority
rather than power.
2. This represents a decentralized organizational structure

The advantages & disadvantages of the servant leadership style are listed below. [20]

Servant Leadership
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H. Strategic leadership

It is the type of leadership in which managers can change their decisions/ strategy based on various kinds of project needs. Strategic leadership is
demonstrated by the following picture [21]

Where leaders ( Where leaders
take direct set the vision
control and core beliefs

Leadership as

Leadership as

Where the leader is " Where the leader

the embodiment of Weti_ghs up ;he
the strategy, but not options an
decides

involved day-to-day

Pros & cons of this leadership style are also listed below [22]

PROS STRATEGIC LEADERSHIP CONS

v‘h'
1. Lack of flexibility

2. Difficulty predicting
the future

3. Can be expensive
4. Stalled growth

5. Lack of presence

BetterUp'

I. Transactional leadership

1. Transactional leadership is also known as managerial leadership leaders rely on rewards and punishments to achieve optimal job
performance from their subordinates.[23]

2. The advantages & disadvantages of transactional leadership styles are listed below [24]
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Transactional Leade

PERFORMANCE IS REWARDED

Employees who deliver results are
rewarded. Good behavior is
promoted and encouraged.

PRODUCTIVE

Short-term goals can be achieved
quickly. High productivity in
repetitive processes.

ORDER & STRUCTURE

Instructions, expectations, roles,
measurements and rewards are clear

J. Transformational leadership

1. Itisa leadership approach that causes a change in individuals and social systems.

2. The basic idea of transformational leadership is shown in the below picture [25]

rship

£

LIMITED CREATIVITY

The strict and rigid system
discourages creativity and innovation

PUNISHMENT

Punishment such as lack of bonus,
demotions, blame, negative criticism
etc. result in low engagement

MOTIVATION PROBLEMS

Some people need other motivation
than performance related rewards

Basic Idea of Transformational Leadership

Transactional Leadership Model

Idealized Inspirational

Influence Motivation

Transactional Leadership

Contingent Rewards

e

Management by
Exception

Transformational Leadership

Individualized
Consideration

Performance Beyond
Expectations
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3. Advantages & disadvantages of transformational leadership are listed below[26,27]

Advantages

Limitations

s Transformational leaders have strong
motivation factor as they inspire their
workforece to be more productive and
give their best to achieve company goals.

s Transformational leaders ensure that the
employees grow together with the
company.

s Since transformational leaders give
support, motivation and attention to
every individual m the company, there
will be a bond between the leaders and
employees which in return will reduce
employee turnover (Root n.d.).

# Transformational leaders have broad
visions and ideas for the future of the
company and they usually share their
visions with their employees to get their
support to achieve them (Root n.d.).

o Faris (2018) stressed that leaders tend to
confuse themselves between being a
transformational and  transactional
leader. They reward employees for their
performance (transactional) thinking that
it motivates them.

» Transformational leadership only applies
for employees who wants to be part of
the process. Team dynamics are different
in every company.

o Transformational leaders’ visions might
not be realistic sometimes and the
followers might blindly follow their
leader’s passion.

s Employee favouritism can be a huge
problem if the leader only focuses on
employees who are contributing more

and neglect the rest, thus demotivating
them (Faris 2018).

Major differences between transactional & transformational leadership [28]

Transactional Leadership Transformational Leadership

« Leadership is responsive
« Works within organizational
structure and never deviates

= Maintains the status-quo

« Objectives are achieved through
a reward/punishment system

K. Visionary leadership

Leadership is proactive
Constantly seeking to improve
organizational structure with
new ideas

Promotes innovative ideas to
solve problems

Objectives are achieved through
motivation to better for the good
of the group

visionary leadership style is a business leadership style that focuses on a long-term plan.

Characters of visionary leadership style are given in the below image [29]
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) (| a
Visionary Behaviour Innovation Culture
leadership

o Overflowing creative ideas

sp o o =p» Openminded to opportunities
1. Realistic visions Enthusiastic
2. Enthusiastic goals . Inspired and focussed

driver
3. Future oriented T > Hielceming Shanges
4. Active involvement Reinforced =p Freelyshare information & ideas
5. Recognise opportunities communication = -
=p» Committed to vision and goals

6. Optimism & confidence

. = Future oriented
- ) § \G >

The advantages & disadvantages of visionary leadership styles are given below [30]

|
' 3

Advantages Disadvantages

Encourages team to be creative
and future-oriented

Focus on the long-term vision
may impact short-term goals

fo o

Team can be too fixated on the
leader’s vision

Builds trust and commitment to
foster innovative thinking

Inspires people who want to
move forward

The team may lose sight of
creative and innovative ideas
from others

AN
© © ©
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Difference between boss & leader

The key factor behind the success of any organization is the quality of leadership. In many organizations, we use the term boss for managerial roles.
But boss and leaders are completely different concepts. The differences are given below [31]

THE DIFFERENCE BETWEEN

Demands Coaches
Relies on Authority Relies on Goodwill
Issues Ultimatums  Generates Enthusiasm
Says “I" Says “We"

Uses People Develops People
Takes Credit Gives Credit
Places the Blame Accepts Blame

Says “Go" Says “Let’s Go”
My way is the only way Strenoth in Unity

Conclusion

Not all leaders are managers & all managers are not leaders. As per different studies, managers are required to spend an increasing amount of their time
interacting with people whereas leaders play a critical role in influencing the work culture of the specific system. The effectiveness of a manager
depends upon the content as well as the style of his interactions. This article shows how we implement different kinds of leadership styles according to
the organizational need to meet the goal in an effective manner.
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