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Week 1: Introduction to Leadership in the 21st Century 
Textbook Chapter 1: Introduction 
• People continue to ask themselves and others what makes good leaders 
• Individuals seek more information on how to become effective leaders 
• Many people believe that leadership is a way to improve their personal, social and professional lives – 

those with good leadership qualities bring special assets to the organisation and improve the bottom line 
• Some researchers conceptualise leadership as a trait or behaviour whereas others view it from an 

information-processing perspective or relational standpoint 
• 3 challenges for leadership: 

o Innovation/creativity 
o Engagement 
o Trust/integrity 

 
 
Leadership Defined 
• Although each of us intuitively knows what we mean by such words as leadership, love, peace and 

democracy, the words can have different meanings for different people. 
• Evolution of leadership definitions: 

o 1900-1929: emphasised control and centralisation of power with a common theme of domination 
– “the ability to impress the will of the leader on those led and induce obedience, respect, loyalty 
and cooperation” (Moore, 1927) 

o 1930s: a focus on traits with an emerging view of leadership as influence rather than domination. 
It was identified as the interaction of an individual’s specific personality traits with those of a 
group; while the attitudes and activities of the many may be changed by the one, the many may 
also influence a leader 

o 1940s: the behaviour of an individual while involved in directing group activities (Hemphill, 1949). 
Simultaneously defined leadership by persuasion was distinguished from “drivership” or 
leadership by coercion (Copeland, 1942) 

o 1950s: dominated by three themes: 
§ Continuance of group theory – framed leadership as what leaders do in groups 
§ Leadership as a relationship that develops shared goals – leadership based on the 

behaviour of the leader 
§ Effectiveness – leadership defined by the ability to influence overall group effectiveness 



o 1960s: prevailing definition of leadership as behaviour that influences people toward shared 
goals and was underscored by Seeman (1960) who described leadership as "acts by persons which 
influence other persons in a shared direction". 

o 1970s: the group focus moved towards the organisational behaviour approach where leadership 
was then defined as “initiating and maintaining groups or organisations to accomplish group or 
organisational goals” (Rost, 1991). Burns's (1978) definition, however, was the most important 
concept of leadership to emerge: "Leadership is the reciprocal process of mobilising by persons 
with certain motives and values, various economic, political, and other resources, in a context of 
competition and conflict, in order to realise goals independently or mutually held by both leaders 
and followers” 

o 1980s: a number of definitions emerged with several persevering themes: 
§ Do as the leader wishes – leadership is getting followers to do what the leader wants done 
§ Influence – leadership has a non-coercive influence 
§ Traits – leadership based on trait orientation 
§ Transformation – leadership occurs “when one or more persons engage with others in 

such a way that leaders and followers raise one another to higher levels of motivation and 
morality” (Burns, 1978) 

o 21st Century: the debate continues as to whether leadership and management are separate 
processes, but emerging research emphasises the process of leadership, whereby an individual 
influences a group of individuals to achieve a common goal, rather than developing new ways of 
defining leadership. Among these emerging leadership approaches are: 

§ Authentic leadership – authenticity of leaders and their leadership is emphasised 
§ Spiritual leadership – leadership that utilises values and sense of calling and membership 

to motivate followers 
§ Servant leadership – puts the leader in the role of servant who utilises caring principles to 

focus on followers’ needs to help these followers become more autonomous, 
knowledgeable and like servants themselves 

§ Adaptive leadership – leaders encourage followers to adapt by confronting and solving 
problems, challenges and changes 

• After decades of dissonance, there cannot be one common definition for leadership because of factors 
such as growing global influence and generational differences – continue to have different meanings for 
different people. Leadership is a complex concept for which a determined definition may long be in flux. 

 
Ways of Conceptualising Leadership 
• Some definitions view leadership as the focus of group processes where the leader is the centre of group 

change and activity and embodies the will of the group.  
• Another set of definitions conceptualise leadership from a personality perspective which suggests that 

leadership is a combination of special traits or characteristics that some individuals possess. These traits 
enable those individuals to induce others to accomplish a task.  

• Other approaches define it as an act or behaviour – things leaders do to bring about change 
• Some define leadership in terms of the power relationship that exists between leaders and followers 
• Others view it as a transformational process that moves followers to accomplish more than is usually 

expected from them 
• Finally, some view it from a skills perspective which stresses the capabilities that make an effective leader 
 
Definition and Components 
• The following components can be identified as central to the phenomenon of leadership: 

o Leadership is a process 
§ Transactional event that occurs between the leader and followers. This implies that the 

leader affects and is affected by followers. It is not a linear, unilateral event yet rather 
interactive. This does not limit leadership to a designated leader in a group 

o Leadership involves influence 



§ Concerned with how the leader affects followers  
o Leadership occurs in groups 

§ Groups are the context in which leadership occurs 
§ Leadership involves influencing a group with a common purpose 

o Leadership involves common goals 
§ Leaders direct their energy towards individuals who are trying to achieve something 

together 
§ Attention to common goals gives leadership an ethical overtone because it stresses the 

need for leaders to work with followers to achieve selected goals. Stressing mutuality 
lessens the possibility that leaders might act toward followers in ways that are forced or 
unethical.  

• Based on these components, the following definition of leadership is used in the textbook: it is a process 
whereby an individual influences a group of individuals to achieve a common goal. 

 
Leadership Described 
• Trait versus Process Leadership 

o The trait perspective suggests that certain individuals have special innate or inborn characteristics 
or qualities that make them leaders and that it is these qualities that differentiate them from 
mom-leaders. These include physical factors (height), personality features (extraversion) and 
other characteristics (fluency, intelligence). The trait viewpoint conceptualises leadership as a 
property possessed in varying degrees by different people. This suggests that it resides in select 
people and restricts leadership to those who are believed to have special, usually inborn, talents 

o The process viewpoint suggests that leadership is a phenomenon that resides in the context of 
the interactions between leaders and followers and makes leadership available to everyone. It 
can be observed in behaviour and can be learned 

• Assigned versus Emergent Leadership 
o Assigned Leadership is based on occupying a position in an organisation. For example, team 

leaders, plant managers, department heads, directors, and administrators 
o Emergent Leadership is when others perceive an individual as the most influential member of a 

group or an organisation, regardless of the individual’s title. The individual acquires emergent 
leadership through other people in the organisation who support and accept that individual’s 
behaviour. This type of leadership is not assigned by position; rather, it emerges over a period 
through communication. Some of the positive communication behaviours that account for 
successful leader emergence include being verbally involved, being informed, seeking others’ 
opinions, initiating new ideas, and being firm but not rigid 

§ Personality, gender-biased perceptions and social identity theory plays a role in emergent 
leadership 

§ Social identity theory says that leadership emergence is the degree to which a person fits 
with the identity of the group as a whole 

• Leadership and Power 
o Power is related to the influence process – it is the capacity or potential to influence 
o People have power when they have the ability to affect others’ beliefs, attitudes, and courses of 

action  
o Common for people to view leaders and people in positions of leadership as individuals who wield 

power over others, thus power is often thought of as synonymous with leadership  



 

 
• Leadership and Coercion 

o Coercion involves the use of force to effect change 
o To coerce means to influence others to do something against their will and may include 

manipulating penalties and rewards in their work environment – involves the use of threats, 
punishment and negative reward schedules 

o Leaders using coercion are interested in their own goals and les so the wants and needs of 
followers 

• Leadership and Management 
o Leadership is a process that is similar to management – influence, working with people, 

accomplishment of goals 
o Management was created as a way to reduce chaos in organisations and make them run 

effectively and efficiently – planning, organising, staffing and controlling 
o The overriding function of management is to provide order and consistency to organisations, 

whereas the primary function of leadership is to produce change and movement. Management 
is about seeking order and stability; leadership is about seeking adaptive and constructive change 
– both, however, are needed for an organisation to survive  



 
 
 


