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Dedicated to all those leaders who command love, respect and
loyalty of their people and are willingly followed till the ends
of the earth; who though are rare but their echoes prevail even
after they depart.
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Preface

Leadership is an enigmatic word; though talked about
so frequently but understood so rarely. Almost everyone is
very quick to tell the definition of leadership but tends to
sink deep into meditation when asked anything beyond
this traditional definition. This word has many undertones
associated with it; some hear the soft bells of human element
in the organization, to some it sounds like passion, energy,
enthusiasm, emotions, to some it sounds like a mysterious
subject, some view it like a bookish subject that doesn't
work very well in practice and there are some who view it
as a subject which is complicated to understand and taxing
to practice.

After my inidal interaction with leadership during
my early months of training in Pakistan Naval Academy,
I got in detailed interaction with this subject when I got
posted to Navy’s Human Resource Development Center. It
was one fine morning when I was asked by a colleague to
deliver lecture on leadership to junior officers’ course as the
designated instructor was away on leave. Totally bewildered
but unable to refuse, I requested for an already prepared
lecture which I could simply click through in lecture hall; I
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was provided with one and I actually clicked through with
little understanding of what I said. As it would happen in
any military, next time my name was already there to deliver
the lecture and slowly it became a routine. After delivering
the lecture 2 or 3 times, I thought of studying about theories
and concepts that I usually clicked through in those lectures.
As I studied this subject, I learnt that the knowledge I had
was just the tip of the iceberg and much more was hidden
below the surface. The more I studied, the more it looked
unresolved. The pursuit to uncover the hidden aspects
developed in me a craving for understanding leadership, as
leadership was the life and blood of my profession. Then,
a time came when I would visit sea training organization
to deliver lectures on this subject to officers undergoing
Command and Head of Department courses. I actually
started to like this subject, and so did my audience.

With the passage of time, I developed and conducted
full day workshops on leadership for officers; opportunities
that helped me a lot in understanding leadership through
listening to experiences of its practical manifestation. While
studying the leadership literature, I came across books
written by John Adair which impressed me a lot and gave
me deeper insights into leadership. In fact, I found his three
circles the best approach to understand functions that must
be performed by a leader; this book also is heavily influenced
by Adair’s approach. My greatest moment came when I was
invited as guest speaker to deliver a talk on leadership to
faculty members and around 500 students of Pakistan Navy
Engineering College. The moment was elevated further as I
had my own teacher as Chief Guest, who was my teacher 20
years back when I was a sub-lieutenant undergoing training
in the same institution. The mesmerizing aura of the event
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triggered me to transform that lecture into a book in an easy
to understand language. I did it.

In this book, I have endeavored to talk about leadership
in simple and free flowing language without using any
complex scholastic words. I have made an effort to gather
and discuss various aspects of leadership in one panorama
so as to make it wholesome and meaningful. I have also
tried to highlight some wrong, but common, perceptions
existing about leadership and made an effort to put these
perceptions right through simple arguments. Every chapter
ends with keynotes to highlight important points covered
in that chapter. I have also added some self-appraisal
questions at the end of chapters 3-7 for readers to analyze
effectiveness of their leadership in the light of this book.
While developing this book primarily from my lectures, I
added a flavor of field surveys to support my thoughts and
ideas, results of which gave me a lot of confidence in what
have said here. It was the result of these surveys which also
helped me to choose the title for this book “The Leadership
Star’, because these surveys, when plotted on radar diagram,
gave a five-pointer shape like a star.

This book is aimed at helping people to understand
leadership, whatever field they may belong to as leadership
is as essential to any field as oxygen is vital for any living
thing. It is perhaps absence of true leadership that our
organizations are in a constant state of drift and chaos. The
only way out of this quagmire is to understand and practice
leadership at all levels of an organization.

[ am thankful to all those people who helped me in
writing this book. Special thanks to those who responded to

xi
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my surveys and provided me sincere input without which I

could not have supported my thoughts. I am highly grateful
to Dr Javed A Leghari, Chairman Higher Education

Commission (HEC) of Pakistan, Vice Admiral (Retd)
Shahid Igbal, Rector Bahria University Pakistan and Dr
Huma Haque, Humanities & Social Sciences Department,
Bahria University Pakistan whose encouragement, guidance
and comments helped me in making this book effective.
am extremely indebted to my worthy teachers from Preston
University Karachi, Mr. Feroz Alam Khan, Mr. Raja Rab
Nawaz, Mr. Zia ul Haq and Mr. Jahangir Ali Khan who
are a constant source of help and guidance for me in every
venture that I undertake. Last but the most important,
I owe a lot to my wife and children for the comfort and
convenience | received from them for working on this book.
They gave a great sacrifice by allowing me to take time out
from their time to work on this book. They all made me feel
highly motivated to complete my work.

Iftikhar Ahmed

xii
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Chapter-1
A View Of Leadership

Leadership is one of the most discussed phenomena
on earth.! It is the word which is most commonly used in
modernday organizations butequally widely misunderstood.
One cannot think of a day when one doesn't hear this
word, which in fact has become a jargon in almost all
walks of life; be it politics, military, bureaucracy, corporate
organizations, religious or ethnic communities, educational
institutions, social groups, sports teams, labor unions - you
name it and the word ‘Leadership’ exists with its full might,
albeit without full awareness as to what it really means.
This existence-awareness gap results into a confusion which
makes everyone practice it as per his/her own wisdom and
blame ‘other’ factors when failures befall them.

Though most of us agree that leadership is about
moving on to the road to future by influencing and
motivating people, the problem however starts beyond this
academic answer when we try to explain leadership in more
detail. Here are some of the misperceptions that exist about

leadership:
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Leadership is the job of the Head and the top
management of the organization. It’s these people who
have the best picture and thus it’s these people who
must lead.

Leadership and Management are two different things;
leadership determines the vision, mission and sets
the objectives where as management plans, organizes
and controls resources to achieve these objectives

efficiently.

Leadership is the skill of dealing with human part of
the organization whereas management deals with the
remaining resources like machinery, infrastructure,
money, information, processes, procedures etc.

Leaders are born not made; hence it is not possible to
become a leader unless one has leadership attributes in
his/her genes. Organizations can only groom leadership
attributes lying dormant in people but cannot converta
non-leader into a leader.

Leadership is all about some qualities like initiative,
courage, determination etc. If you acquire these
qualities, you can become a leader.

Leadership is about learning some tips and techniques
to handle people using a suitable style to be adopted in
a particular situation.

These are some of many paradigms people hold

about leadership in today’s organizations and try to
adopt an approach based on their own perception. These
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perceptions, with their shortcomings and flaws, have led to
a situation where leadership has become almost obscured
and ambiguous. Nurturing under the influence of these
faulty paradigms, leaders of today have created many
questions about performance and impact of leadership on
organizations. This vague and bleak situation has turned
into a crisis of leadership® where good leaders have become
rare and highly sought after commodities. Despite paying
astronomical salaries and choking benefits to their leaders,
organizations are in a constant state of turbulence and
volatility with their leaders unable to fix the situation.

This chaos has led to a situation where need for
leadership is being questioned and researches are looking
for alternatives to leadership i.e. substitutes for leadership.
People are looking for those characteristics in Subordinate,
Task and Organization that can eliminate the need for
having leaders. One such approach by Kerr and Jermier is
shown in Table-1.%

Characteristics | Impact on Leadership
Subordinate
Experience, ability and Substitute for instrumental
training leadership
Professional orientation Substitute for instrumental
& supportive leadership
Indifference towards Neutralizes instrumental &
organization rewards supportive leadership
Task
Structured and routine task Substitute for instrumental
leadership
3
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Feedback within the task Substitute for instrumental
leadership

Intrinsically satisfying task Substitute for supportive
leadership

Otrganization

Cohesive work groups Substitute for instrumental
& supportive leadership

Low position power of leader | Neutralizes instrumental &
supportive leadership

Formalization Substitute for instrumental
leadership

Inflexibility Neutralizes instrumental
leadership

Leader physically isolated Neutralizes instrumental &

from subordinates supportive leadership

Table-1 - Kerr and Jermier Substitutes for Leadership

Let us leave the questioning of the validity of this
substitutes approach towards the end of this book where I
will leave it to the readers to re-visit these substitutes in the
light of our discourse and conclude whether this is a valid
approach or not. However, the point at this moment is why
it is so that leadership has become a complex enigma which
people are unable to resolve. Since we have seen and learnt
about ‘leadership’ producing miracles, we will assume that
it does work. Hence, the answer may be that there must
be something wrong with our understanding of leadership
which makes leadership look complex and less effective.
This book will endeavor to decipher the leadership enigma
in a simple manner to help people, both professionals and
students, to gain an insight into leadership and get the
paradigms right. However, as leadership is about humans,
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it therefore is as complex as humans themselves I must
caution the readers here, as said by Robert Allio, (author of
“The seven faces of leadership”),

“This is not the 60-minute or 60-hour treatise that
provides all you need to know about leadership in one
easy reading. But for those willing to invest time and
energy, | promise new insights into leadership and the
leadership process”.

Leadership—Personal Experience

Since our childhood, consciously or otherwise, we
have been leading people and we have been led by people.
At homes, parents endeavor to lead their children to the
right path by constantly telling them about the good and
the bad; at schools, teachers take on the responsibility
of leading students to a successful life by making them
educated citizens; outside homes, society leads its citizens
by influencing them through its social norms, traditions and
culture; at work, organizations lead people through their
work environment to achieve predetermined objectives.
While we come across different leaders in various stages
of our lives, not all succeed in impressing us. We cherish
moments spent with some while we regret those spent
with others. Have you wondered, as remarked by John C
Maxwell, “What makes people want to follow a leader?
Why do people reluctantly comply with one leader while
passionately following another to the ends of the earth?”

To this question in my series of workshops and lectures
on Leadership, I received as many different answers as the
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number of participants. Let me list down attributes which
participants remembered of bad leaders so that, right at the
outset, we know what makes people hate a leader:
Task-only focus, disregard for human needs/limitations
Taking people as means to achieve their own ends
Disregard for human dignity and respect
Insensitivity to work-life balance of people
Not trusting people and seeing them with suspicion
Creating an environment of fear and fright
Rude behavior with subordinates
Philosophy of punishment and deprivation
Avoiding responsibility, blaming subordinates for failures

Maintaining undue distances from people

Lacking vision, not knowing where to take the
organization

Lacking courage to take risks
Curbing innovation, follow-the-book approach

Stagnation, marking time with no productivity
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Too much of micro management, not allowing work
freedom

Asking for output without providing resources

Having seen the traits of bad leaders, one should be
able to derive attributes of good leaders by merely reversing
the characteristics, however, let us hear from participants of
my workshops and lectures:

Having ‘human first’ approach

Professional competency

Providing help and guidance to their people

Kind and compassionate

Having a caring attitude towards their people

Effective and decisive

Courageous in taking risk and accepting responsibility

Honest and fair with their people

The point being made here is that not one or few but
many attributes were highlighted in the workshops to
describe a successful as well as a bad leader. Another aspect
that emerges from these answers is that these traits are both
from ‘task’ and ‘people” area which imply that subordinates

see leadership as not only from a human perspective but
task perspective as well.
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What is Leadership?

The answers given above imply that leadership is much
more than one can describe easily. The same dilemma
emerges when we endeavor to find an all-weather definition
of leadership as the existing literature offers various
definitions suggested by many experts. It wont be out of
place here to refer to a quote usually attributed to Dwight
Eisenhower, who said:’

“Leadership, I'm not sure how to define it, but I know
it when I see it.” (Dwight Eisenhower)

This dilemma very often surfaces when someone
is asked what leadership is, this invariably results in a
sudden blankness followed by sinking deep down into
one’s thoughts to gather the experiences and then trying
to associate diverse words to express the thoughts. This is
because of two extreme approaches; first, we take leaders as
saviors, guardians and liberators etc, something enigmatic
or mysterious which everyone cannot become, and second,
we take leadership to be something so easy that it can be
acquired by learning some skills, techniques and tips to
apply overnight to make our people work for us. This is the
way we have been conditioned by our environment.

Though many definitions of leadership exist, the one
selected here for its very basic nature is of Northouse (2004),
published by University of Exeter, Centre for Leadership
Studies, “Leadership is a process whereby an individual
influences a group of individuals to achieve a common
goal.”® Easier said than done; this ‘process’ is almost like
a black box, a mystery or an enigma which theorists and
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practitioners are constantly endeavoring to unearth and
resolve to find some all-weather answer. Many theories
have been put forward to describe this mysterious ability
which is present in one individual and absent in the other
despite the fact that everyone desires to become a good
leader. However, the following definition gives us a basic
framework for defining leadership:

Leadership is a process whereby an individual influences
a group of individuals to achieve a common goal.

An analysis of the underlined words imply that for
leadership to occur, there must be a process in which an
individual (leader) must have some ability to exercise
influence (authority, power) over a group of individuals
(subordinates, followers) to achieve a common goal (purpose,
objective, ends). Now, these key terms in brackets are so
wide-ranging that each requires a separate study to come
to some understanding. However, let us not try to conclude
the exact meanings of these terms here but move forward
to unearth some deeper aspects of leadership, which may,
in turn, help us to interpret these terms in a better way and
lead us to make our own simple definition of leadership
which can guide us to become effective leaders.

Leadership v/s Management Dilemma

As said earlier, the confusions existing about leadership
have made itan enigma - and a very significant contribution
to this confusion has been made by an unending debate
over differences in leadership and management. This

debate usually starts with highlighting differences between
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leadership and management, some of which are shown in

Table-2:7

Leader Manager
Innovates Administers
Develops Maintains
Focuses on people Focuses on system
Inspires Controls
Long range perspective Short range view
Does right things Does things right

Table-2—Leader-Manager differences

Let us have a look at what famous management gurus
and experts say about differences between leadership and
management:

Fred Luthans, a distinguished management professor,
says that one can be a leader without being a manager
and be a manager without being a leader.®

Stephen Covey, famous writer and author of 7 habits
of highly effective people’, suggests that leadership
is not management; leadership has to come first and
management second and further adds that management
is a bottom line focus whereas leadership deals with the
top line.”

Stephen Covey adds that management is efficiency in
climbing the ladder of success; leadership determines
whether the ladder is leaning against the right wall.

10
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Warren Bennis, a famous psychologist, author and
organizational consultant, says, “The manager asks
how and when; the leader asks what and why.”*°

Warren Bennis adds, “Leaders conquer the context—the
volatile, turbulent and ambiguous surrounding that
sometimes seem to conspire against us and will surely
suffocate us if we let them happen—while managers
surrender to it.”!

Ross Perot, a famous American businessman and
founder of Electronic Data Systems, says, “Lead and
inspire people. Don't try to manage and manipulate
people. Inventories can be managed but people must

be led.”*?

Peter Drucker, a famous management guru, says,
“Management is doing things right; leadership is doing
the right things.”*?

Robert I. Sutton, professor of management, says in his
article of August 2010 in Harvard Business Review, “I
am not rejecting the distinction between leadership
and management, but I am saying that the best leaders
do something that might properly be called a mix of
leadership and management.”**

Once, a seasoned teacher of management proudly said

to me that there were about 23 differences in leadership

and management. Under the influence of this environment,

backed by similar literature in most management books,

young graduates and managers get totally carried away

by these differences between leadership and management
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and adapt to their self-perceived roles accordingly. During
my lectures and also in general interaction and discussions
with people, these differences appeared as strong dogmatic
beliefs which even senior and learned people were not ready
to give up. On some occasions, some senior people even
got annoyed with me and refused to discuss leadership any
further when I challenged this concept. A random survey
done by me on managers of different sectors in lower to
middle management roles also reflected this mind set. Look
at some of the replies by managers to a question that what is
the difference between leadership and management: (I am
quoting the respondents verbatim)

Leadership starts from one’s vision to achieve something
and in Management you only follow the preset
procedures and policies.

Leadership is setting vision and defining milestones,
Management is achieving them.

A leader inspires and a manager perspires.
Management is about maintaining status quo and
Leadership is about change. Leadership is about risks
even when chances of failure are high. A leader says we
failed while a manager says you failed.
Managementisabout utilizing existing resources to their
full potential and Leadership is about developing those

resources much beyond their existing capabilities.

Leadership is from the heart, while Management is
from the textbook.

12
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Leadership is all about the art of convincing others
to get what you want. Management is all about how
you manage operations and things, e.g. managing,
controlling and organizing the work and its scenarios.

Management forces people to do something; Leadership
influences people to do something where people work

willingly for the sake of self-fulfillment.

Leadership is managing human beings only, while in
management all resources and people are involved.

Manager’s job is to plan, organize and coordinate.
Leader’s job is to inspire and motivate.

From these perceptions, one may be led to believe that
leadership and management are two different and distinct
concepts and practices. It seems that leadership deals
with people and management deals with inventories and
machines. The impression also emerges that leadership sits
at the top and works in the broader business context with
primary focus on the future whereas manager is at the lower
tier, works to efficiently achieve whatever has been directed
by the leader and maintains status quo. This perception
gives positive undertones to leadership and negative
undertones to management or in sim pler words, leadership
is something primary and high whereas management is
something secondary and low.

This approach leads professionals in management
positions to believe that they have a different job than the

leaders of their organizations, they see very small role for
themselves in so-called leadership functions like setting

13
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vision and defining milestones, they resort to merely
following what travels down from higher ups, they simply
cling to procedures & policies, they focus more on status
quo and less on change, they adopt a ‘things’ approach and
ignore humans, they become more efficiency oriented and
less development oriented. Perhaps it is this compartmental
approach which makes most of us believe that we are not in
leadership role until we reach some higher position, and it is
this flawed approach which makes the concept of leadership
vague.

Though not fully justified, however, the differentiation
between leadership and management is not all that bad. It
does tell us what a ‘Leader’ does or must do. Now see the
Table-2 above and read my following arguments:

Ifyou do notknow how to administer, your innovation
may not be of any use, it may never be put into action
to accrue the practical benefits.

If you cannot maintain something, there is no point
in developing it as you will soon lose control over it
and may not get the desired benefit out of it. It may
actually turn into a chaos by developing in undesired
directions.

Becoming people focused is useless if you cannot
design and run a good system, which channelizes the
skills and expertise of your people towards achievement
of a common goal. An ineffective system which wastes

o - .
people’s skills soon leads them to demotivation which
no amount of people-focus can compensate.
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If you are unable to control and evaluate the activity for
which you inspire your people, the failure to achieve
desired results will frustrate your people and destroy
their inspiration. They will not get inspired for any
activity in future.

If you have the long range perspective but lack the
skills required for a short range view of details, the
moment you take the first step towards the long range
perspective, you are pushed back by immediate hurdles
which you did not foresee as you were too busy with the
long range perspective. After all, every step of a ladder
counts towards reaching the top of the wall.

Ifyoudonothavetheskillofexecutingand implementing
a thing in the right way tll its completion, there is no
point in determining the right things. Right things
will soon go down the drain if not handled in a right
and logical manner

Don’t these arguments necessitate that leaders must

have skills highlighted in the ‘Manager’ column else their

leadership would never produce concrete results? And if

you reverse the situation, won't managers, who do not have
skills highlighted in the ‘Leader’ column, soon lead their

organizations into a standstill? The natural answers to these

questions would be a “Yes’. This means leadership skills are

nothing without management skills and management skills

are incomplete without leadership skills. In other words,
one must not put these skills into two different columns

but list them under one column, named differently in

different sectors i.e. ‘Commander’ in military, ‘Manager’

in corporate world, ‘Supervisor’ in a workplace, ‘Principal’
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in schools, ‘Captain’ in sports, ‘Leader’ in a political party
etc. However, not only misunderstood as different, the
segregated concepts of leadership and management are even
seen in practice in some organizations. Adapted from John
Adair (2003)," three categories of organizations that would
emerge out of this segregation paradigm would be (Fig-1):

Poor Good Great
Org: Org. Orgar
Leadership
Leaderstvp
Management

Fig-1—Three categories of organizations

In poor organizations, leadership is seen as different
from management. Resultantly, the top leadership shrinks
its role to mere choosing future course, developing mission,
setting objectives, making policies, issuing directives, giving
decisions etc while totally alienating the managers from this
process who are just supposed to implement whatever flows
down from the top. The natural result of this unnatural class
system is that top leadership remains ignorant of the actual
state of affairs down the line and managers remain unable
to understand why they are doing what they are told to do
and fail to link up their work with the business strategy,
leading to a gradual degeneration and ultimately demise of
the organization.
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In good organizations, there is a realization that top
leadership, while still separate from managers, must take
managersonboard in the process of settingobjectives, making
strategies, designing policies, sharing in decision making
etc. The perception is that since managers implement the
decisions, they must have some idea of the larger context.
The result is that leaders get input from managers for
making decisions and managers feel somewhat onboard in
knowing the organization’s strategy and course of action.
Such an organization sails smoothly with reasonable success
but never goes beyond a threshold limit and lives with
routine profits.

In great organizations, business philosophy is based
on forward movement for better future and the belief is
that this forward momentum cannot be achieved alone
by the top levels. This organization demands complete
leadership role from every position, though at different
levels, and expects every manager to act as a contributor
towards forward movement. Hence managers are not
assumed as mere administrators, maintainers, controllers,
system-oriented and  short-sighted but innovators,
developers, people-oriented and far-sighted as well. The
result is complete cohesion and harmony at all levels
resulting in a synergetic movement towards greater heights.
Nothing can stop such an organization from out-classing
others and surging to market leadership.

Who is a Leader?

Having discussed that leadership and management are
not two different concepts, let’s now see who would then be

17

100



Iftikhar Abmed Khan

into leadership role in an organization. Referring to John
Adair (2005)'°, at the lowest level of an organization, the
smallest group of people that work together for some specific
task is called a team or a group and usually headed by a
supervisor or team in-charge; this is Team Leadership level.
Different tasks combine together to form one department,
headed by a departmental manager having more than
one Team Leaders under him/her; this is Operational
Leadership level. The leader of the whole organization,
having all the Operational Leaders under him/her, is the
CEO or Managing Director who steers the organization as
a whole; this is Strategic Leadership level. Figure-2 depicts
these three levels.

Fig-2—Three levels of leadership

Let me explain these levels a bit more by a warship
example and then ask you to look at your own organization
and find out these levels. The strategic leader of a warship is
the Captain (Commanding Officer) who is responsible for
the overall operational readiness, mission accomplishment
and safety of the ship. With the input and active involvement
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of his subordinates, he sets the overall ship’s objectives,
makes a long term strategy to achieve these objectives and
continuously monitors the progress towards achievement
of these objectives. He is normally assisted by four officers
who head Operations, Mechanical Engineering, Weapons
Engineering and Logistics departments. These are called
Heads of Departments (HODs) and are the Operational
Leaders of the ship. They draw their own departmental
objectives from Ship’s overall objectives, make a strategy
for achieving these objectives, arrange resources, train
and develop their personnel to undertake department’s
operational and administrative tasks and coordinate and
plan day to day activities. These HODs have different teams
working under them. For exam ple, the teams working under
Operations HOD (who is also called the Executive Officer
and is the Second-in-Command of the ship) are Navigation
Team, Communications Team, Warfare Team, Seamanship
Team, Safety Team and Welfare Team which are headed by
respective specialists who work as Team Leaders. These Team
Leaders draw their team objectives from the Operations
Department objectives and ensure that their people are
trained and ready to undertake relevant tasks as required.
That’s how the ship’s overall objectives are converted into
departmental objectives and then down to team objectives
and to day to day tasks. Every level is headed by officers
having different designations but all are leaders for their
part of the ship, each is responsible not only to plan for
today but look for future as well and each is required to
maintain team comradeship and look after the welfare of

his people.

The discussion here is aimed at concluding that
organizations require leaders at not one but all levels.
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Therefore, the impression that leaders exist only at the
top and leadership is different from management may
not be true and needs to be replaced by the reality that
unless leadership exists at all levels, an organization cannot
move forward to achieve its vision and mission. Hence,
when it comes to the question as to who is the leader in
an organization, the answer lies in the fact that there are
many leaders in an organization working at different levels
each contributing towards achievement of organizational
goals translated to various activities at his/her level. Let us
close this discussion here with a quote from John Adair, “In
today’s turbulent world, effective leadership at every level of
an organization is essential.”

Before moving on to the next chapter on theoretical
perspectives, let us have alook at some keynotes to remember
from this chapter.
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Keynotes
Here are some im portant keynotes to remember:

* Leadership is the word which is most commonly
used in modern day organizations but equally
widely misunderstood. This existence-awareness
gap results into a confusion which makes everyone
practice leadership as per his/her own wisdom.

* Many wrong perceptions and paradigms exist
about leadership. Living with these perceptions,
leaders of today have created many questions
about performance and impact of leadership on
organizations, which has led to a situation where
need for leadership is being questioned and
researches are looking for substitutes to leadership.

e A very significant contribution to  this
misunderstanding has been made by the debate over
differences between leadership and management.
Many experts see leadership and management as
two different concepts. Not only misunderstood
as different, leadership and management are
even practiced as two different concepts in
most organizations which is the major cause of
organizational failure.

* Leadership and management are not two different
concepts but different names for one concept;
the name depends upon the field in which it is
practiced i.e. ‘Commander’ in military, ‘Manager’
in corporate world, ‘Supervisor’ in a workplace,
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‘Principal” in schools, ‘Captain’ in sports, ‘Leader’
in a political party etc.

* Theimpression that leaders exist only at the top and
leadership is different from management may not
be true and need to be replaced by the realities that
unless leadership exists at all levels, an organization
cannot move forward to achieve its vision and
mission.

*  Greatorganizationstakeleadershipand management
not as two different but same concepts. These
organizations demand and facilitate complete
leadership role from every position at different
levels.

* In an organization, the three levels of leadership,
as suggested by John Adair, are: Team Leadership
at the lowest level of an organization, Operational
Leadership at the level where different teams
join together to form a department and Strategic
Leadership where all departments join to form one
organization.
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The Theoretical Perspective

Having discussed what leadership is and who is a
leader in an organization, the natural quest would be to
learn how to become a leader. Such questions usually lead
people to study existing theories, try to relate these theories
with current practices and endeavour to learn to become
effective in that very field. Following this natural course,
let us examine theories of leadership. However, a word of
caution here - leadership is as old as the mankind itself and
it is as complex as the humanity itself, resultantly, one may
come across an enormous amount of research leading to
many leadership theories emerging out of this research.
Since the aim is not to overburden ourselves, therefore we
will restrict ourselves to some important theories which
turned the course of leadership practice. Let’s start with the
carliest existing theory about leadership i.e. Trait Theory.
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Traits Approach

Leadership, in its earliest form, was centered on
personalities called ‘Great Men', and hence the ‘Great Man
Theory’. Given today’s knowledge about leadership, this

theory was primarily focused on ‘Leader’.

The spirit of this theory was that leaders are born, not
made. This theory assumed that there are some persons who
are born great with super human qualities and who will
always find their way to leadership roles. These qualities,
like physical appearance, muscularity, physical courage,
impressive voice, tall height etc were considered to be the
hallmarks of great men. This theory gave rise to super
human heroes who would appear in times of great need and
save their men from desolation. Carlyle’s heroes, Nietzsche’s
great blond beast, Hegel’s evoker and carrier of the spirit
of the times, Sidney Hook’s event-making man etc show
the exact essence of this theory.!” With the passage of time
and watching closely those who were successful leaders,
some more personal traits were identified like intelligence,
determination, initiative, honesty, integrity, loyalty etc and
the ‘Great Man Theory’ took the name of “Trait Theory’.
However, still leadership was restricted to some qualities and
the underlying essence was that some men, and notall, can
have these qualities. Though this theory enabled researchers
to study men / women at the top of an organization but
the prime limitation of this approach was that a researcher
could not use this theory to analyze the contributions of
followers.*®

Though the Trait Theory tries to explain leadership, this

approach offers a diverse list of traits that were supposed to
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be present in leaders. No two lists would appear same either
in type or number of traits. Peter G. Northouse has shown
lists of leadership traits concluded by different studies of
leadership traits and character, these are: Stogdill (1948)
8 traits, Mann (1959) 6 traits, Stogdill (1974) 10 traits,
Lord DeVader and Alliger (1986) 3 traits, Kirkpatrick and
Locke (1991) 6 traits and Zaccaro, Kemp and Bader (2004)
11 traits.” US Army lists down 23 traits of character of
a good leader.” John C. Maxwell has listed 21 qualities
in his famous book “The 21 Indispensable Qualities of a
Leader’.”!

Following this approach, teaching of leadership focused
on highlighting leadership qualities to the audience,
accompanied with emotional quotes from scholars and
professionals. Such sessions began with an ambiguity about
leadership, ended with a conviction that one can be a leader
only if one has these qualities and gave nothing to the
participants to practice leadership after leaving the training
halls. It reminds me of my Commanding Officer at the
Navy’s HR Development Center who narrated an incidence
when he was a young Commander and was given a lecture
on leadership by a seasoned Admiral, “It was the same old
sermon on qualities; be sincere, be loyal, be honest, have
high integrity, have courage, have determination etc. At
the end of Q&A session, totally bewildered, I raised my
hand and was given a warm welcome by the speaker to ask
question. I stood up and asked not for freedom of speech’
but for freedom after speech’. When graciously granted, I
asked that the qualities which the speaker had talked about
could only be practiced by Hazrat Moosa—(Prophet Moses,
PBUH) and not by us, so would the respectable speaker tell

us what we should do as normal human beings to practice
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leadership from tomorrow?” (I leave it to common sense
of readers to imagine the probable response of the worthy
speaker and the fate of freedom after speech’.)

This approach to teaching leadership is practiced
even today. One often finds courses on leadership titled
“Leadership Qualities” which primarily focus on those
desired traits which a leader ‘must’ acquire without telling
‘how’ to acquire. To quote from my own experience, I was
invited by a renowned organization as a guest speaker to
deliver a lecture on the topic “Leadership Qualities” as this
very title was part of their approved training programme.
I had to really convince the management to change the
topic to “Leadership” to make it more comprehensive and
meaningful. A typical problem with qualities approach is
that qualities or traits that one book or course delineates are
usually different from the other. This is what the dilemma of
qualities approach is. We not only dont know what common
qualities of good leaders are, we also don’t know how to train
people to become honest, determined, enthusiastic, loyal,
courageous etc except giving them emotional sermons. It
is actually up to the people whether they choose or dont
choose to be honest, determined, enthusiastic, loyal and
courageous.

Though qualities have tremendous impact on leadership
but qualities alone are not enough to become a leader.
Qualities approach tells us some vital traits without which
leaders may not be very effective i.e. we can hardly imagine
a good leader who is not honest, not determined to achieve
his/her goals, lacks enthusiasm, lacks persistence, is un loyal
to his/her people and has no courage to take risks or accept
responsibility. Look around and you will see that almost all
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renowned leaders in all the fields had or have these traits to
reach the top.

Situational Approach

Though qualities approach endeavored to determine
qualities of leaders, however, there were many problems
intrinsic to this approach. These limitations of qualities
approach turned the focus of researchers from ‘Leader’
to studying the ‘Situation’ in which leadership was
happening®.

Proponents of this approach professed that in a given
situation, the person having the required set of qualities
will emerge as a leader. They added that a person having
certain qualities and was very effective in one situation may
not be that effective in another. Frequently quoted example
to support this argument was Winston Churchill, who was
a heroic leader as Prime Minister of Britain during World
War II but failed to retain his effectiveness in post-war
years.”? Research on ‘Situation’ led to conclusions that
qualities required for becoming an effective leader in one
situation might not be very helpful if the situation changed.
This theory argues that leaders must have knowledge and
skills required by the situation and must know how to
apply this knowledge and skill with reference to a particular
situation.

The requirement of desired competence, and the skill
to apply this competence with reference to a particular
situation, led to studies on leadership styles. The outcome of

this initiative was different models recommending suitable
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style to be adopted by leaders in different situations. Most
popular of these models are of Blake & Mouton, Fred
Fiedler and Blanchard & Hersey.* These studies focused
on various factors that influence leadership like task,
relationship, follower’s competence and motivation, leader’s
position power etc. These studies, in general, suggest that
there is no one universal style that ought to be adopted in
every situation but style must change as does the situation.
Different leadership styles that emerge from these studies,
based on the situations in which leadership operates,
are autocratic, democratic, free reign, task-oriented,
human-oriented, directive, supportive, delegative etc. These
studies leave it to the person in leadership role to select the
style best suited to the situation (discussed in Leadership Style

part).

Though situational approach takes the focus away
from leader and endeavors to look into the situational
variables, it focuses merely on the way a leader should
handle subordinates rather than talking about those
deeply embedded vital functions that leaders are required
to perform in a group. In other words, this approach still
looks more at leader” and less at the ‘group’ of subordinates
who contribute immensely towards accomplishment of
organizational objectives and tasks.

Like the qualities approach, Leadership Styles also
attracted management trainers and was made part of
teaching/training curriculum. Unlike qualities, ‘Styles’
were received with enthusiasm as these could be learnt and
adopted quickly. However, this approach has been taken by
some managers more as tips and techniques’ of leadership
which provide a quick fix approach to becoming effective
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leaders overnight. Once during my workshop on leadership,
I observed a young stylish manager getting uncomfortable
when I started to talk about understanding of humans for
effective leadership. Soon he raised his hand and asked as to
when I would be talking about those things which he could
quickly note down to lead his people. I replied that it would
not be possible for me without talking about humans first
as understanding humans and their needs is very important
for leaders. This reply, however, could not put him at ease
and as I expected, he did not return to the workshop after
tea break. Leadership ‘styles is still a hot topic in leadership
training today. Managers are enthusiastic to know whether
they should be autocratic, democratic, directive, delegative,
supportive or free reign. However, despite following the
recommended style, they frequently struggle with leadership
problems in their organizations, reaching the conclusion
that either leadership courses do not work or leadership
skills come by birth and not by training.

Despite its shortcomings, Situational Approach is not
all that inconclusive; it provides us an insight that there is
no one universal style which leaders have to stick to in order
to lead their people rather they must adopt style suitable to
the situation. It is specially an eye opener for those people
in leadership positions who tend to handle their people
throughout with one typical style of leadership. One may
come across many senior people who carry tainted paradigms
about leadership style and believe that subordinates always
require strict direction and control to make them work and
that carrot and stick style works the best. However, they do
not know that sticking on to such a style in every situation
may lead to ‘Movement and not ‘Motivation’, as asserted by

Fredrick Herzberg in his Hygiene Theory of Motivation.”
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On the contrary, one may also come across people who
adopt a free reign style in every situation; an approach
which they assume would be welcomed by subordinates but
which actually makes the task suffer, leading to despair of
subordinates and degeneration of the organization.

The trait approach and situational approach together
contributed towards discovering some secrets of the
leadership enigma and helped people in learning to become
effective leaders. However, the complex group dimensions,
human interactions and needs that form the major part
of leadership, still remained undiscovered lying below the
surface.

Group Approach

The shortcomings of Trait and Situational Approaches
led to shifting of focus towards the third vital element of
leadership system i.e. the group.

The group approach has its roots in social psychology.
This approach takes leadership as an exchange process
between the leader and the followers. It professes that there
must bea positive exchange between the leader and followers
in order for group goals to be accomplished. The ‘exchange’
in this approach is the investment done by each side for
each other to get something in return. This investment can

be anything leading to achievement of common purpose.®

Within this exchange relationship between the leader
and followers, group approach looksat those functions which

aleader performs within in the group. Various management
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(and also Leadership) functions in an organization, given
in management books are Planning, Communicating,
Organizing, Staffing, Leading, Coordinating, Controlling
and Rewarding. Functions are those activities which a leader
must perform to achieve the objective. Without performing
the functions, an objective can never be achieved, whatever
may be the style that the leader adopts and whatever
qualities he/she may have. For example, a mother besides
being kind, loving, compassionate and gracious towards her
child, must also sacrifice her own rest and sleep to feed the
child, to keep the child clean and protect the child as these
are vital functions which must be performed at all costs if
the child is to survive. Similarly, a gardener has to work
under the harshness of weather to nurture the plant for it to
grow, besides being concerned, caring and devoted towards
it, as whatever may be the level of concern and devotion, the
plant will soon die if not nurtured. Such is the importance
of vital functions that a leader has to perform.

John Adair has provided a very comprehensive view of
three areas of group needs that must be fulfilled by a leader.
These are Task needs, Team needs and Individual needs.
Adair shows their relationship in form of three interacting
circles. (Fig-3)*
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Needs Needs

Team ' Individual

Fig-3—Group needs by John Adair

Adair highlights that these are the three main functional
areas where leaders have to perform. According to Adair, these
three circles interact with each other; any accomplishment
in one circle will boost the other two and any failure in one
circle will jeopardize the working of the other two. Quite
often in our professional lives we observe that a leader who
focuses too much on task, becomes a hard-task master and
ignores the needs of his/her subordinates, usually leads to
frustration among subordinates and eventually disappearing
of team spirit in the organization which in turn has
devastating impact on achievement of the task as well. On
the other hand, we also see that a leader, who fails to build
up the team spirit, leads to an environment of individualism
where people take their colleagues as competitors not
comrades and as barriers in the way of getting rewards.
Such an atmosphere leads to internal politics and eventually
results in lack of synergy which ultimately makes the task
suffer. And we may also come across a leader who focuses
too much on happiness of people at the cost of the task. In
such an organization, failure in achievement of task not only
gradually leads to individual frustration but also breaking
up of the team cohesion.
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Functional approach completely eliminates the
philosophy that leaders are born not made, as performance
of these functions does not require genes but learning,
common sense and logic. This approach has now become
the foundation for leadership training. It is based on
learning sessions about various areas where leadership must
focus and vital tasks that leader must perform. However,
as with other two approaches, problems may appear in
this approach as well if functions are seen in isolation. A
strict focus on functions and even successful execution
of these may sometimes not accrue the desired results.
Though professional competence may lead to success in
task area, however, maintaining the team and managing the
individuals would certainly require backing up by sound
personal traits of the leader and selecting leadership style
suitable to the situation.

Towards a Holistic Approach

Though the research on leadership is ever growing
and many theories have been put forward, the three
approaches discussed above provide a general theoretical
roadmap of leadership studies. Having discussed the said
three approaches, one can easily come to a conclusion
that no single approach is wholesome and each has some
shortcomings.  Shortcomings notwithstanding, —each
approach does provide an insight into the leadership system
which helps us in taking a step forward. This step forward
must make use of all the three approaches and combine
findings of all of these into one single model which though
may not be ultimate but useful in seeing the complete
panorama of leadership. With this intention, let us see what
the holistic approach to leadership would look like.
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The holistic approach must combine the findings of all
the three approaches and endeavor to see leadership as a
whole. Let us re-visit every approach and see what it has got
to contribute towards a holistic approach.

Traits Approach - There are some qualities which help
people in becoming effective leaders.

Situational Approach—Leadership style must be
selected based on the situation in which the group is
working.

Group Approach—Leaders are required to perform
certain generic functions in a work group.

This brief re-cap helps us in determining the three vital
characteristics of a leader i.e. Qualities, Style and Functions.
As said earlier, none of these characteristics alone can fully
explain the concept of leadership but if seen together, they
lead us to an understanding of the complete panorama. Let
us understand these characteristic by a simple explanation:

‘Qualities” show what you are as a leader

‘Style” shows how you deal with others as a leader

‘Functions’ tell what you do as a leader

As one can see here, these elements are not mutually

exclusive but complementary to each other. This can be
supported with following arguments:
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You perform your functions very well but you do not
know how to handle your subordinates in a given
situation, chances are that your ‘Functions’ will not
bring desired results.

You are a weather-vane and know very well how to
handle your subordinates in different situations but
you cannot deliver the basic functions required of you,
you will surely fail to achieve the desired objectives.

You perform your functions very well and also know
how to handle your subordinates in different situations
but lack those vital traits which bring you closer to
the hearts of your subordinates, chances are that
your achievements become short-lived and you lack
wholehearted support of your subordinates.

Survey Support for Holistic Approach

Having seen that one cannot be a good leader without
excelling in the three basic areas of Qualities, Style and
Functions, and breaking down the ‘Functions’ into three
sub-areas i.e. Task, Team, Individual, as discussed with
reference to John Adair, we can get five fundamental
elements i.e. Qualities, Style, “Task, Team and Individual’.

In order to see the relative importance of these five
theoretical elements in successful leadership, I conducted
a random survey which was aimed at seeing as to how
people described their most beloved leader. This was not a
classical research but was a general survey to ascertain the
feelings of respondents in describing their beloved leader.
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The survey was based on 16 statements encompassing
these five elements, and was randomly administered to 150
persons in lower to middle management levels in different
sectors. The participants were asked to think of the leader
who impressed them most in their careers and with whom
they worked wholeheartedly, and would love to work again,
and then rate the leader’s attributes on the Likert Scale 1-5
(1—very weak, 2—weak, 3—moderate, 4—strong, 5—very
strong). The data was analyzed and the mean of the ratings
given to five elements was transformed to a radar diagram
(Fig-4). The dark line in the figure connects points, on each
element, plotted for survey replies.

Task
500
4.50
3.00
250
Qualities 200 Team
1.50
1.00
Style Individual

Fig-4—Radar diagram

If you see the figure, the mean of the ratings on all five
elements falls between 3.5 and 4.5, which shows that the
participants were impressed by the leader who had all of
these five elements with good intensity. This supports my
assertion that one cannot be a good leader without excelling
in all the five basic areas of Qualities, Style, Task, Team and
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Individual. This also implies that these five elements are not
options but compulsions and that the basic mother-theories
from which these elements emerge must be seen in one
big perspective. The conclusion, therefore, is that unless
a leader gives due focus to task, endeavors to build and
maintain the team, takes care of his/her people, adopts the
right leadership style and has sound qualities, he/she cannot
become an effective leader and will seldom command
respect and love of his/her people.

The Leadership Star

From this radar diagram, [ took the five corners and
joined them with the center, which resulted into a star.
Look at the picture in Fig-5:

Task

Qualities

5.00

450
3.00
Team
—

| Style Individual

Fig-5—Radar with Star

And if I remove the radar diagram and further refine
the picture, we get a perfect nice star (Fig-6), which I call
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‘The Leadership Star’, which became the title of this book
and format of the remaining part of the text.

7

Qualities Team

Style Individual

Fig-6—Leadership Star

Let us move on and discuss, as separate chapters, these
five points of the Leadership Star one by one in the sequence
Task, Team, Individual, Style and Qualities; this being a
sequence in which, I feel, these aspects are more readily
visible to an observer. Before we move to the next chapter,
let me list down some keynotes for you to remember from
this chapter.
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Keynotes
Here are some im portant keynotes to remember:

* Leadership, in its earliest form, was centered on
personalities called ‘Great Men’ and advocated that
some qualities lead people into leadership role.
Later this theory took the name of “Trait Theory’.
This approach offers a diverse list of traits that must
be present in leaders; however, no two lists appear
completely same either in type or number of traits.

* Situational Approach professed that in a given
situation, the person having the required set
of qualities will emerge as a leader. This theory
highlights that leaders must have knowledge and
skills required by the situation at hand. Different
leadership styles that emerge from studies are
autocratic, democratic, free reign, task-oriented,
human-oriented, directive, supportive, delegative
etc.

* The Group Approach looks at those functions
which a leader must perform within in the group to
achieve the objective. John Adair’s three interacting
areas for leaders to perform functions are task, team
and individual; success in one area boosts the other
two and failure in one area jeopardizes the other
two.

* No single approach is wholesome and each has
some shortcomings. The holistic approach must

combine the findings of all the three approaches
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and endeavor to see leadership as a whole. The five
essential elements must be Qualities, Style, Task,
Team and Individual. Leaders must give equal focus
to all these five elements.
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Chapter-3

Performing The Task

Importance of Task

Task is the very reason for which people come and
work together. It is the task which becomes the basis for
compensation and benefits. In fact, an organization, by
definition, isan entity comprising people who work together
to achieve a common task. Success or failure in task has
direct impact on an organization’s success and naturally has
a direct impact on its people. Hence it is the task which is
the most important factor in any team or organization. One
may come across organizations where the leadership (or the
management) fails to give the right focus to task which
leads to breeding of an environment of politics, mistrust
and blame-game. One, who has work experience, would
support the fact that failure in achieving the task frustrates
people and ultimately leads to breaking up of the team as
well.
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Leaders must understand that the prime function
for which they have been put into leadership role is the
achievement of the task. It is the success or failure in the
tasks that determines success or failure of a leader. No
one would honor a leader who failed in achieving the task
though being a good team player and compassionate to his/
her people. In fact, failure in task would lead to frustrating
the team and creating frustration among individuals no
matter how much care was given to the team and people

by the leader.

Task Functions of a Leader

The tasks and functions given in various management
books that leaders have to accomplish are Planning,
Communicating,  Organizing,  Staffing,  Leading,
Coordinating, Evaluating, Controlling and Rewarding etc.
Before we move any further, let me ask here that aren’t these
functions of Managers as we study in management books? I
am sure that you will say “Yes'. Well, since these functions are
talked about in management books, it is mostly from here
that we see these functions as those of Managers and not
Leaders, and see management as a different concept from
leadership. While reserving these functions for Managers,
we tend to believe that Leaders do something different
from these. We then justify our perceptions with arguments
that Leaders work beyond these functions and primarily
determine the overall direction, set the strategic vision and
motivate people to work wholeheartedlyto pursue this vision.
It is from this paradigm that we see leadership different from
management. You will agree with me that these functions are
supposed to be performed by anyone given responsibility of
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a team, department or the organization and may be called
a Supervisor, Manager, Commander, Principal, Captain,
Director etc. If that is true then where is that ‘Leader’ who
does not perform these functions in an organization and
merely sticks to determining the overall direction, setting
the strategic vision and motivating people? Such a ‘Leader’
then has very limited role to play and, in fact, may not be
required at all. In my view, such a leader does not exist
anywhere. Leadership is not different from management;
it simply adopts a different name in different sectors. These
functions have to be performed by any one heading any
organizations. As you move on, you will tend to agree more
with me. Let us take some important functions of leaders
or managers for discussion albeit without going into much
detail as these functions are very elaborately covered in
management books (Fig-7).

Fig-7—Task Skills
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Strategic Vision

Alice, in Wonderland, asked the cat, “Would you
please tell me which way to go from here?” The cat replied,
“That depends upon where you want to get to.” Such is the
importance of knowing where one wants to get to before
planning other details of the journey because a lot depends
upon answering this question. This, in organizational terms,
is called Vision which tells where an organization wants to
be in future.

Strategic vision guides an organization where to invest
and where not to venture. We may come across organizations
where many things seem to happen like new acquisitions,
new systems, new structures, new product lines, new
marketing strategies, new HR standards, new policies etc,
but one cannot see a linkage between them as they do not
flow out of the strategic vision but result from isolated
decisions. Though a lot of activity seems to be taking place
but such organizations ultimately remain stagnant and
waste their precious resources in unwanted directions.

A strong and compelling vision not only sets the future
destination but also energizes people towards this future
and helps in setting objectives that move the organization
step by step to this destination. This means that a clear
strategic vision provides the starting point for organizational
alignments; alignment between vision and mission, mission
and objectives, objectives and strategy, strategy and plans
etc. I had an opportunity to visit an organization that
had set a vision “Our passion is to attain a position of
leadership among success stories of tomorrow.” I asked the
top management whether they ensured that their mission
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and yearly objectives were set in line with this vision. The
reply was that it was an intangible thing and couldnt be
converted to objectives. I further inquired as to how they
knew whether they were moving ahead on this road. The
reply I got was that it was an intangible thing and couldn’t
be known. I didn’t give up and inquired as to whether their
lower employees knew what the vision of the organization
was. The answer was a big proud “Yes’. Then I asked whether
the employees knew as to how they were contributing
to this over all vision. The answer was “It’s an intangible
thing”. I gave up and surrendered; and concluded a label
for this vision, Vision Intangible’. Such a vision is merely
an emotional slogan and has no guidance value.

Vision hasa central place in leadership; itleads the leader.
It is like a candle in the darkness which becomes a source of
guidance and keeps helping us in moving on the right path.
Like, without a candle in darkness, we tend to go arbitrarily
here and there, similarly without vision there is no progress
forward but hops and jumps here and there. Strategic vision
distinguishes good leaders from bad leaders. Good leaders
continuously keep their future in sight and adopt the right
course to be steered well before the organization ends up in
a quagmire, as a famous quote says:

“A good Captain is on the lookout for shifting trends,
changing needs, storms and icebergs while bad ones are

deeply stuck up with today.”

Leaders must set a strategic vision which should tell
people where the organization wants to be in future. A clear
vision helps people to determine the route to destination,

especially in highly volatile situations when things change
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at a great speed, even when no clear policies or guidelines
exist. In the absence of a clear vision, organization and its
people do not know as to where they are heading for, and
when this awareness doesn’t exist, they cannot set their sails
to shape course to their desired destination, as said by Lucius
Annaeus Seneca, a Roman philosopher and statesman (1

BC-65 AD):

“When a man does not know what harbor he is making
for, no wind is the right wind.”

Since vision determines the future destination, energizes
people towards this future, helps in setting objectives and
provides a starting point for organizational alignments, it
must therefore be set with a lot of prudence. Some broad
aspects in setting vision are discussed below.

Have Knowledge Vision must never be a ‘talk in the air’
else it will go in the air and fail to accrue its true benefits. A
meaningful vision comes only through sound knowledge.
Setting of a strategic vision requires not only job knowledge
but also the bigger picture. This bigger picture comes
from job knowledge, organizational knowledge, industry
knowledge and environmental (political, economic, social
and technological) knowledge. Without a comprehensive
view of all these aspects, leaders may end with very high
chances of miscalculations and failures. For example, a
vision that envisages the ‘Best’ or ‘Number-1’ state for an
organization would be meaningless if it has been set without
the organizational, industry and environmental knowledge.
Hence, for determining vision for an organization, its leaders
must ensure that they have the right kind of knowledge else
the result will be less a Vision and more a castle in the sky.
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Envision the Best State A vision that aims for ordinary
future state, receives ordinary response. Hence, the vision
must exhibit the best possible state for the organization.
Also, remember that people get more motivated by future
that provides ‘them’ with the best state of existence. This
implies, along with the best state for the organization, the
vision must show the best state for its people as well. I came
across an organization which had set its vision as, “To be a
Rs. 50 billion com pany by 2030.” Now, though this Vision
sets a tangible future state of the organization, it has strong
overtones of wellbeing of its owners and weaker shades
for best state of its people. Such Visions may not trigger
motivation of the people and, hence, may not get translated
into whole-hearted participation by them. If leaders care for
well-being of their people, they must make it explicit and
integrate this philosophy into every stage of their strategic
thought process.

Maintain Fantasy-Pragmatism Balance It is good
to have fantasies but fantasies alone don’t earn living for
anyone. There must be a rational blend of fantasies and
pragmatism in one’s life else it is more of daydreaming
and less of practical life. So is the case with organizations.
Envisioning the best state does not mean a fantasy of taking
the organization to moon rather a future which though
may not be fully achievable yet motivating for people to
keep working with willingness, enthusiasm and eagerness
to reach it. Remember that there is a difference between a
Vision and a Fantasy; for a person, there can be a *vision’ to
achieve the highest qualification in his/her specific field but
it will be ‘fantasy’ to think of becoming master of all the
fields in his/her lifetime. Similarly, a local shoe company,
with limited resources, facing world-class shoe stores can
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have a ‘vision’ to offset the opponents in local market with
suitable strategy but it will be a fantasy’ if it aims for market
leadership across the globe. Such a fantasy will be seen as
non-serious by its people and become demotivating instead
of triggering enthusiasm. Since strategic vision must become
a source of guidance for an organization, it must therefore
be less a fantasy and more an upward-looking pragmatic
vision which can help the organization in determining its
mission, objectives, strategy and tactics/plans.

Maintain Customer Focus Can you name any
organization which says it doesnt have customers? All
organizations have customers, though seen differently in
different sectors. It is not the management or the people
of an organization who determine its success rather it is
the customers who have the veto power. If customers don’t
see any value for them in an organization, why would they
come to this organization or use its products? Coming again
to the vision, “To be a Rs. 50 billion company by 20307,
what do you, as a customer, see for yourself in this vision?
You will perhaps feel only as a contributor to the wealth
of the organization—its owners, its management and its
employees, right? You will, most likely, be attracted by
another company whose vision speaks of care and concern
for you, not expansion of their own wealth. This is why it is
important to maintain customer focus in vision statement.
And this is why most of the successful organizations have
in their visions phrases like ‘care for customers’, ‘value for
customers’, ‘quality for customers™ etc. This also helps an
organization’s own people to think of customers and keep
customers in focus all the time, and this focus, if maintained,
gets translated into customer-oriented performance.
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Planning

A plan provides a bridge between today and tomorrow.
Some organizations spend a lot of time and valuable
resources in planning, loads of input and suggestions are
taken from everywhere and files are moved from office to
office only to end up in doing more and more planning
with no concrete plan coming out. We must never forget
that it is not the planning but the result of this planning i.e.
the Plan, which helps us in moving forward. Leaders must
ensure that there is a plan to move forward towards the
strategic vision. Making a plan involves setting of objectives,
making a strategy and arranging resources to achieve these
objectives.

Objectives As said earlier, vision looks into broader
and farther future state. In organizational context, this
vision must be converted into mission, which states as to
what the organization does to achieve its vision. Mission
therefore is an effort to put into tangible terms the direction
for the organization to move onto the road to its desired
future destination. Still, however, this mission cannot be
purposely achieved unless the organization knows what
effects it must generate to achieve it. These effects are called
the objectives. Hence, the vision or mission must not be
left as only slogans on the walls but must be converted into
objectives on long-term as well as short-term basis. This
means, objectives must flow out of organization’s vision
and mission else neither vision nor objectives will have
any meaningfulness for the organization and its people.
If an organization envisions expanding eastwards but its
objectives pull it westwards, this divergent pursuit will not
only waste valuable resources but also result in failure in
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both directions. Objectives must be set at all levels and must
be aligned i.e. higher objectives guiding lower. Objectives
must never be vague statements but these must be SMART
(Specific, Measurable, Agreeable, Realistic, Time-bound).
However, these factors must change their focus according
to the focus of the level of objectives with a funnel down
approach; more strategic and broad objectives at the top,
more tactical and specific objectives as we move down.
Don'’t be unrealistic to ask your people to bring stars from
heavens. Unrealistic and vague objectives not only lead
to frustration and demotivation but also do not help in
evaluation and control. I came across a very experienced
person who worked for a nautical company with good salary
package but left to take up a less paid job. When asked why
he decided to quit, he replied that the previous company
had set objectives for him that he could never achieve even
if he gave his life and blood, so instead of living every day
with frustration and dejection, he preferred to quitand work
elsewhere. Let me quote another example to show as to how
vague objectives demotivate a person. I know a professor
who, after retirement from university teaching, was hired
by a consulting firm at a handsome package to be a part of
their think-tank. However, several months after joining, the
firm could not give any clear tasks/objectives to him. Upon
many requests to tell him what to do, he was told that his
presence in the think-tank was of strategic importance for
them. The result; the professor left the firm within a year as
he could not find any meaningfulness in the organization.

Strategy  Strategy has its origins in military. It is the overall
plan of the general to employ his forces to beat his enemy and

reach the military objectives. This takes into account factors
like overall politico-military environment, factors affecting
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achievement of the aim, strengths and weaknesses of enemy
forces, own strengths and weaknesses, hypotheses of enemy
courses of action, own courses of action, employment plan,
execution, logistics, command and control etc. Importance
of strategy has long been recognized by the world outside
military. Strategy is the plan of an organization to move
from where it is today to where it wants to be tomorrow
while facing challenges, competitions, threats, risks etc.
Unless there is a strategy, there is no direction. Without
a sound strategy, an organization is continuously beaten
by the external as well as internal factors. It becomes like
a kite with broken thread which is on the mercy of wind
and goes wherever wind takes it. Strategy must take into
account the external and internal environments, threats and
opportunities, own strengths & weaknesses and resources at
hand. The strategic process must result into various courses
of action available and selection of the best course of action
along with a plan to follow this course to achieve own
objectives. This strategic direction should then guide all
other actionslikedepartmental plans, equipmentinductions,
processes, procedures, campaigns etc. Organizations
without a long term strategy can be instantly identified by
frequently changing policies, random and unrelated system
inductions, unexpected process changes, sudden efficiency
campaigns etc. Such organizations get a totally different
direction with the change of top leadership; with every
newcomer doing new experiments. For organizations to
succeed, there must be a long term strategy to go where
they want to go, and which must not change with the
new leadership coming in, unless there is a significant
change in environment which necessitates reviewing the
strategy. Once the strategy is finalized, leaders must ensure
that all the required efforts and resources are put into it
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to achieve the desired ends. Strategy must then guide the
development and selection of tactics which are the specific
day-to-day maneuvers undertaken to achieve strategic ends.
For example, strategy of winding up from one market to
penetrate forcefully in the other to offset the competition
must be converted into tactics for efficient withdrawal
from one market and intelligent infiltration in the other.
Since strategic competition has almost taken the shape
of corporate wars, organizations have a lot to learn from
military tactics®®. Military concepts like Center of Gravity,
Decisive Points, Critical Vulnerabilities, Counter-attack,
Counter-offensive, Riposte, Defensive balance force and
Strategic reserves all can be applied to business wars in
the market. Phillip Kotler (2003) in his book Marketing
Management has mentioned that given clear opponent
and objectives, five military attack strategies are available;
these are Frontal attack, Flank attack, Encirclement attack,
Bypass attack and Guerrilla warfare that can be employed in
businesses.”. These attack tactics can very well be applied
in business to out-maneuver the opponent by attacking his
product or strong areas with smarter moves suitable to the
situation.

Resources Money makes the mare go, so do the
resources which provide means to achieve strategy ends.
Dont go overboard in setting strategies which do not
match your resources, keep in mind what Field Marshal
Montgomery highlighted as the first rule of strategy,
“The Commander-in-Chief must be sure that what is
strategically desirable is technically possible with the
resources at his disposal.” More often, the underlying reason
for failure, frustration and demotivation in organizations
is non-availability of resources compatible with the task.
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