World Journal of Social Science Research

ISSN 2375-9747 (Print) ISSN 2332-5534 (Online)
Vol. 2, No. 2, 2015
www.scholink.org/ojs/index.php/wjssr

Leadership and Management in the 21st Century Organizations:

A Practical Approach

Victor E. Dike'", Ken Odiwe? & Donatus M. Ehujor®
! Founder and CEO, Center for Social Justice and Human Development (CSJHD), Sacramento,
California, USA
2 Founder and CEO, Waterstone Management, Vallejo, California, USA
% Computer Support Coordinator, San Francisco Bay Area Rapid Transit District (BART), Oakland,
California, USA

“ Victor E. Dike, vdike@cwnet.com

Abstract

This article explores the place of leadership and management in the 21st century businesses and
organizations, the role of leaders and managers, leadership styles as well as their levels of efficacy. It
also investigates the attributes of an effective leader and manager, differentiates the concepts of
leadership and management, leadership and management decision-making and problem-solving
processes, and strategies for effective delegation of authorities to followers. This article argues that to
function effectively and efficiently in today’s new economy, every organization needs effective leaders
and managers as well as competent and reliable followers. It also posits that the place of leadership and
management in today’s organizations are changing because, among other forces, the extreme
competition among businesses in the new global economy, the emerging technologies, and
globalization spurred by the Internet. The seemingly uncertainty in today’s organizations are putting
undue pressures on leaders and managers to adopt practical approach to leadership and management
to motivate their followers to enhance their performance, share the visions and missions of the
organizations so as to realize their set objectives. This article argues that what makes effective
leadership and management in the rapidly changing 21st century organizations include their personality
and style of leadership, passion and values, decision-making and problem-solving process as well as
their expectations and levels of relationship with their followers. Leaders and managers require a
practical approach to leadership and management to substantially influence and motivate their
followers to enhance their performance to achieve set organizational objectives.
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1. Introduction

Debates on the place of leadership and management in organizations have been on-going for decades
and gurus in the field have observed that the basic principles and practices of leadership and
management have not changed significantly over the years. However, they are becoming much more
complex because of the nature of the 21st century organizations and the dynamics of the new global
economy (Drucker, 2001, 2006; Rose, 2008; Trilling & Fadel, 2009). Today’s leaders and managers,
therefore, must behave differently as they need to acquire the essential practical skills and knowledge
to thrive in the knowledge-driven 21st century global economy. For instance, they need to become
better listeners and skilled change agents who can provoke persuasive reasons to get the followers to
support their agenda. In addition, leaders and managers have to become great team players and
relationship builders (Sadmann & Vandenberg, 1995) as well as create motivating work environment to
enhance workers’ productivity.

It has also been observed that developing a 21st century business organization requires leaders and
managers who are capable of making quick and effective decisions, learn to utilize the powers of
emerging technologies and social media to effectively and efficiently communicate and coordinate
actions (Drucker, 2001; Drucker, 2006; Trilling & Fadel, 2009). They need to become aware of global
politics in the world connected by the Internet and globalization, become more innovative and “create a
sense of urgency, make decisions, and act” decisively (Rose, 2008). As Drucker (2006) has aptly
observed, executive should first effectively manage themselves before they can possibly be expected to
manage their co-workers and followers. Therefore, “The effectiveness of a modern society and its
ability to perform-perhaps even its ability to survive-depend increasingly on the effectiveness of the
people who work as executive in the organizations” (Drucker, 2006).

The 21st Century—what is it and when did the period begin? It is tempting to answer this question
specifically. But the term “21st Century” is said to be elusive as it is difficult to describe or define
because many writers have described it variedly. The 21st century—or the new millennium—said to be
a period of transformations and changes has witnessed one of the most dramatic technological
revolutions in human history after the industrial revolution. In The Meaning of the 21st Century, James
Martin (2006) has described the 21st century as an era that has changed everything we do: the way we
communicate and way we work. It is a period of technological revolution that centers on the computers,
information, and communication as well as multimedia technologies. It is interpreted as the age of
knowledge or information age that has come with tremendous challenges: extreme poverty, social
violent, pandemic AIDS, water shortages, among others. It has also a period of transition and change
that find solutions to the biggest challenges facing humanity (Martin, 2006). One has to possess certain
skills and competencies to function effectively at this time of technological revolution (Trilling & Fadel,
2009).

The 21st century was said to have “began on January 1, 2001 and will end on December 31, 2100”

(United States Naval Observatory—http://aa.usno.navy.mil/fag/docs/millennium.php; also see Royal
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Observatory Greenwich—http://www.rmg.co.uk/explore/astronomy-and-time/time-facts/fags/new-
millennium-where-when-wuhy). Meanwhile, in Management Challenges for the 21st Century, Drucker
(2001) has discussed the profound social and economic changes and the new realities occurring today.
For Peter F. Drucker, it is a period of “Profound Transition—and the changes are more radical perhaps
than even those that ushered in the “Second Industrial Revolution” of the middle of the 19th century or
the structural changes triggered by the Great Depression and the Second World War”. As Drucker
(2001) has observed, the 21st century is a period of “information challenges” (p. 95) and increase in
“productivity” for the “knowledge worker” (Drucker, 2001).

Leadership and Education in the 21st century Organizations: The 21st century organization needs “21st
century education program” (Trilling & Fadel, 2009), and education leaders at all levels must acquire
the skills and knowledge to lead the stakeholders to adopt the 21st century teaching and learning
methods to empower students (future leaders) with 21st century knowledge and skills (Trilling & Fadel,
2009). This is because no matter the part of the world in which they live, students are connected with
others “around the globe” (Trilling & Fadel, 2009) via the Internet, social media and other emerging
information technologies. The role of leaders and managers in the 21st century organizations is,
therefore, becoming much more cumbersome because of globalization of education, politics and the
dynamics of global business practices. Those who occupy these positions are expected to become
conversant with leadership and management theories, principles and practices as they are component
parts of social and economic development process (Drucker, 2006). Those theories, when appropriately
applied in daily practice, can preserve the protocols and guide leaders and managers in smooth running
of the 21st century organizations.

The dilemma of leadership and management has become complex problem in the 21st century
organizations as they are confronted with the issues of doing things right no matter how tough they
might be (Drucker, 1996; Drucker, 2001). Although leadership is not all about style, leaders and
managers must choose from the various leadership styles to effectively lead and manage the 21st
century organizations. Leadership is about character, taking responsibility, decision-making, and
solving complex problem. So, leaders and managers in the 21st century organizations are expected to
possess the capability and competence to design and implement appropriate interventions as problems
arise (Stodgill, 1974; Parsons, 2015).

As Drucker (2001) has noted, “A great many of the individual knowledge workers to be affected by the
challenges” of the 21st century “will be employees of business or working with business”. So, the
leader should be imbued with kindness and “social intelligence” (Goleman, 2007) to connect and build
and enduring relationship with the followers and make work environment a better place to be. The
challenges of the 21st affect all organizations and societies today. This article is expected to contribute
to the basic understanding of the concepts of business and organizational management. The authors are
hopeful that it will add new insights into the diverse and dynamic field of leadership and management

and enhance people’s knowledge and skills to lead and manage the 21st century organizations.
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The 21st century: promises and dangers: The 21st century is full of promises and dangers (OECD,
1998). For instance, the emerging technologies of the time are helping societies to realize their
economic and social objectives (leading to innovations and creativity, bringing democracies to societies
ruled by despotism, and press freedom, et cetera) and thus overcome some of the challenges facing
them. The 21st century has also brought with it some social and economic uncertainties such are the
unprecedented social crisis, riots and turmoil’s, religious extremists (onslaught by al-Qaeda ISIS, Boko
Haram, et cetera), global financial crisis and high youth unemployment that occur in some quarters

(The Economist, 2012). The new era can, therefore, be described as a mixed baggage.

2. Research Methods

Information for this descriptive article was derived from the review of pertinent literature in the field of
leadership and management. In other words, the primary method of this article was an extensive review
of available related literature for an in-depth analysis of the issues in discourse.

2.1 Problem Statement

Debates about the place of leadership and management in organizations have been on-going for
decades, but they are much more compelling in the 21st century. To survive in the new global economy
leaders and managers need to adopt leadership and management styles that will fit into the 21st century
work environment.

2.2 Research Questions

This article focuses on the following questions: What are the roles of leaders and managers in the 21st
century organizations? What leadership and management styles are appropriate in today’s organizations?
How can leaders and managers motivate their followers to achieve their objectives in the new work
environment?

2.3 Leadership and Management: An Overview Leadership

Numerous journal articles and books have been written on leadership and management by both classic
and contemporary writers (Deming, 2000; Drucker, 2006; Juran, 2003; Stodgill, 1974; Kotter, 2008;
Bennis, 2009). That goes to say that the issue in discourse is not new. The aim of this article, as noted
earlier, is to add new insights of practical approach to the issues of leadership and management.
Meanwhile, management for workers’ high quality performance has undergone drastic transformation
because of cut-throat competition and other forces in the new global economy. In Out of the Crisis
(2000), which was originally published in 1982, W. Edwards Deming, who was one of the management
gurus, presented fourteen major principles managers need to adopt in order to considerably improve the
effectiveness and efficiency of their businesses or organizations. Among the principles are for
management to “Create constancy of purpose” and “Institute training on the job”. Leadership can be
said to be about compassion and taking care of people. It is pertinent to note that a good leader act by
force of Will and conviction to move his or her entity into the forefront of other organizations.

Like Deming (2000), another management guru, Joseph M. Juran (2003), in one of his many highly
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acclaimed books, Juran On Leadership For Quality: An Executive Handbook, presented to top-level
managers with field-tested medicine to effectively lead their organizations on their pursuit for higher
quality products and services. Juran (2003) maintained that “quality improvement is needed for both
kinds of quality: product features and from deficiencies”. He also noted that “to keep costs competitive,
companies must continually reduce the level of product and process deficiencies” (Juran, 2003).
Leadership can take place between a leader and a follower, a leader and a group of individuals, a local
community or a global society. For Kotter (2008), being a leader is more than being in a position of
authority; it encompasses accountability and responsibility. A leader is proactive in tackling issues; he
or she does not wait for a problem to erupt. In addition, “good leaders recognize and reward success”
(Kotter, 2008).

Before delving further into the issue of leadership and management, it is imperative to make certain
what a “leader” is. The definition of a leader is as diverse as the myriad of books and articles written on
the concept. The leadership guru, R. M. Stodgill, cannot put it any better when he observed that “There
are almost as many definitions of leadership [and management] as there are persons who have
attempted to define the concept” (Stodgill, 1974). This is because each writer has defined leadership
and management from their own perspectives. No matter the angle from which the definition of
leadership is viewed, a leader is one who exerts unusual influence and considerable power. According
to McFarland (1969), a leader “is one who makes things happen that would not happen otherwise. If
the leader causes changes that he intended, he has exercised power, but if the leader causes changes that
he did not intend or want, he has exercised influence, but not power” (MacFarland, 1969; also see
Kofele-Kale, 1976).

Hook (1943) shares a similar view as McFarland (1969) about leadership. In his work, The Hero in
History, Hook (1943) has depicted a heroic leader as one who makes things happen that ordinarily
would not have happened. “The hero in history”, he observed, “is the individual to whom we can
justifiably attribute preponderant influence in determining an issue or event whose consequences would
have been profoundly different if he had not acted as he did”. The hero is “an event-making individual
who re-determines the course of history” (Hook, 1943). Students of leadership would share the views
of Hook (1943) and McFarland (1969), that the prerequisites of leadership are influence and power.
Any person who is endowed with these qualities in the context of a group, community or nation has,
therefore, the personality of a leader (Kofele-Kale, 1976). Toward that, Henry Kissinger (US Secretary
of State in Nixon Administration) pointed out in one of his famous speeches that a leader has the power
to invoke the “alchemy of great vision”. This, in other words, means that a leader should possess the
power or influence of transforming something common into something precious.

Leaders have duties too. John Gardner (1978) has pointed out that the task of leaders is to help societies
“understand the problems that all must face, to aid in the setting of goals and priorities, to work with
others in finding paths to those goals chosen, maintaining public morale, and motivation and nurturing

a workable level of public unity” (Gardner, 1978). Good leaders and managers (or executives) of
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organizations, according to Drucker (1996), should know the right things to do; know how to do them;
and how to do them effectively.

As noted earlier, leaders must activate existing institutions in pursuit of the society’s goals or, when
necessary, help redesign institutions to achieve that result. Leaders must also help people know how
they can be at their best “...with malice toward none, with charity for all...” (Gardner, 1978). In a free
society leaders perform these functions within a framework of constraints, including an uncorrupted
electoral process, the rule of law, institutional checks and balances, and a free press.

In On Becoming a Leader, Warren Bennis (2009) observed that “all leaders have four essential
competencies: they are able to engage others by creating shared meaning; they have a vision, and they
can persuade others to make that vision their own”. Warren Bennis added that “all authentic leaders
have a distinctive voice—a purpose, self-confidence, and a sense of self... All true leaders have
integrity—a strong moral compass”. In addition, “leadership is always about character. They have
competence—or adaptive capacity”. This, according Warren Bennis, “is what allows leaders to respond
quickly and intelligently to relentless change” in organizations (Bennis, 2009).

For Peter F. Drucker, “leadership is not magnetic personality—that can just as well be a glib tongue. It
is not “making friends and influencing people—that is flattering. It has been noted that leadership is
lifting a person’s vision to higher sights, the raising of a person’s performance to a higher standard, and
the building of a personality beyond its normal limitations” (Drucker, 1993; also see Salman, 2009).
How effective a leader becomes depends on what the behavior of the leader and what happens inside
the leader’s mind. This is because, as Dan Siegel (2010) has observed: “The human mind...regulates
the flow of energy and information”.

An effective leader is, therefore, said to be a good listener—one who consults widely before taking a
decision. It has also been observed that effective leaders have three traits: a vision for the future of the
organization that he or she leads; trust of colleagues and coworkers, and excellent communication skills.
As John Powell has observed, “communication works for those who work at it” (as cited in Patterson,
Grenny, McMillan, & Switzler, 2003). In addition, perfect practice of communication makes it perfect.
According to Dean Rusk (U.S. Secretary of State for President John F. Kennedy in Vietham War), “One
of the best ways to persuade others is you’re your ears—hby listening to them” (as cited in Patterson et
al., 2003). A leader is also a manager. But, not all leaders are good managers and not all managers are

good leaders. A person can be good at one but horrible at the other (Kotter, 2008).

3. Management

Management has been defined as activities required in designing, organizing, encouraging, and
controlling personnel and operational resources needed to achieve organizational outcomes (Kotter,
2008). As Senge (2006) has observed, “When managers are committed to growing people in order to
grow the enterprise or committed to utilizing conversation as the core process for change, their

practices reflect insights into human nature—our innate desire to grow as human beings and to be in
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relationship with one another”.

Managers are known to focus on daily task completion in organizations. They do the heavy daily lifting
or get the job done. Their duties include making work schedules, time cards, audits, and other staffing
duties (Kotter, 2008; Parsons, 2015). Effective managers are skilled in coordinating and motivating
employees, maintaining a safe work environment, and improving workers morale and productivity.
Managers must have the energy and skills to meet the daily challenges of their duties (see Parsons,
2015).

Other scholars have noted that leadership and management, although similar, are two different concepts
that are often used interchangeably (Drucker, 2006; Parsons, 2015; Kotter, 2008). For Kotter (2008),
“Management is about coping with complexity” while “Leadership by contrast is about coping with
change” (see Gallaos, 2008). Drucker (2006) has noted that management is about managing others.

To effectively and efficiently run the 21st century organizations, good leaders and managers are
imperative. As noted, leadership is an individual’s ability to influence others. Therefore, in contrasting
management with leadership, Drucker (2009), in Essential Drucker, has noted that “Management is
doing things right; leadership is doing the right things”. Warren Bennis (2000), in Managing the Dream,
has observed that “Managers are necessary; [and] leaders are essential...Leadership is of the spirit,
compounded by personality and vision...Management is of the mind, more a matter of accurate
calculation, statistics, methods, timetables and routine” (Bennis, 2000).

Good leaders and managers will always strive to be the best they can possibly be for their organizations
by accepting additional responsibilities to become even better, no matter the limitations imposed on
them by some of their followers. Contrary to some people that perceive leadership as a title or a
position loaded with prestige, we perceive leadership as an opportunity to leave the world or an
organization a better place than the leader found it.

Despite the challenges, leadership is all about making a difference in lives of others; it is about
collaborating with others to enable them fulfil their ambition; it is about stimulating creativity-bringing
out the best in others. Leadership is about solving problems as well as transforming what appears an
impossible task into an anthill. That takes us to leadership style.

3.1 Leadership Styles: Brief Review

As in leadership and management, several books and academic articles have been written on styles of
leadership and their levels of efficacy (Bass, B. & Bass, R., 2008; Lewin, Lippit, & White, 1939; Cherry,
2006). A style of leadership denotes a leader’s distinctive behaviors when leading, inspiring, guiding,
and managing a group of individuals. Experts have noted that there is no one single best leadership
style because each one is only as good as the circumstance in which the leader finds him or herself.
Therefore, the style adopted by a leader depends on several variables, including his or her background,
passion and vision, personality values and expectations from their followers. As Isaac Asimov was
reported to have said, “If a man has any greatness in him, it comes to light not in a flamboyant hour but

in the ledger of his daily work”.
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It is, therefore, imperative to emphasize at the onset that some of the leadership styles discussed in this
article can fit into the 21st century work environment, while others will not. This is because a leader
can be autocratic, democratic, or Laissez-faire. In this article the discussion of these styles will be brief
and will not follow any particular order.

3.2 Autocratic

Autocratic leadership is said to stress obedience, loyalty, strict adherence to roles (Bass, B. & Bass, R.,
2008; Lewin, Lippit, & White, 1939; Parsons, 2015). The leaders who espouse this leadership style
make and enforce the rules. In other words, they ensure that the decisions made are carried out. One of
the benefits of autocratic leadership is their ability to develop reliable and devoted followers as well as
act as the principal authority in establishing and maintaining order (Bass, B. & Bass, R., 2008; Parsons,
2015). To achieve their purpose autocratic leaders utilize centralized decision making process without
cognizant of the opinions of the followers (see Parsons, 2015).

Although authoritarian style of leadership may work well in a crisis period when decisions-making to
resolve problems are needed immediately, it is unlikely to be effective in the knowledge-driven 21st
century organizations. Therefore, autocratic style of leadership could be a preferred approach under an
emergency situation, when there is an impasse, when everyone else is reluctant to take responsibility,
when decisions need to be reached quickly, or when authority is being taken for granted (Lewin et al.,
1939).

3.3 Bureaucratic

Bureaucratic style of leadership is somewhat related to the autocratic style of leadership. However,
bureaucratic leader’s decision-making process hinges on organizational policies, rules, and procedures
established by the top-level administrative officers in organizations (Bass, B. & Bass, R., 2008). They
are inflexible as the leader follows what is in the book when making decisions with little or no in-puts
from the followers who are expected to obey the orders (see Parsons, 2015).

3.4 Democratic

In a democratic style of leadership the leader is more participatory as members of organizations are
given the opportunity to air their opinions or perceptions (Cherry, 2006). A democratic leader is
therefore said to offer guidance to the followers as the leader allows them to participate in
decision-making process (Mosely & Patrick, 2011). The leader is also said to be disposed of making the
followers to believe that they are important parts of the decision-making process. This psychology
helps to foster employees’ commitment to the objectives of the organization or group (Bass, B. & Bass,
R., 2008).

Additionally, the leader is said to be considerate, consultative, participative and employee-centered. The
leader is concerned about the maintenance of good working relations; the leaders is supportive and
moves toward facilitating interaction, good personal relationship and group decision-making process
(Bass, B. & Bass, R., 2008). This leadership style appears common in the 21st century organizations

where collaborations and teamwork are encouraged.
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3.5 Laissez-Faire

The leaders and managers espousing laissez-fair leadership style are likely to defer daily
decision-making to their employees (Parsons, 2015; Lewin, Lippit, & White, 1939). And the employees
are expected to adopt the existing policies and rules without question. The down side is that those who
work under such a leader are said to be less productive with low levels of job satisfaction. However,
laissez-faire (or the delegating style) leadership is said to be effective in conditions where the followers
are highly skilled, motivated, and capable of working without close supervision (Parson, 2015).

As noted, this leadership style does not seem to be effective in situations where group members lack the
knowledge or experience to complete tasks and make decisions (Lewin et al., 1939). As Bossidy, Charan,
and Burck (2008) have aptly observed, “there is enormous difference between leading an organization
and presiding over it. The leader who boasts of [his or] her hands-offs style or puts [his or] her faith in
empowerment is not dealing with the issues of the day”.

3.6 Participative

Participative leadership style, which is said to be similar to democratic leadership, encourages the
followers to participate in decision-making process (Parson, 2015). However, the leader maintains the
final opinion over the outcome of the decision-making process (Lewin et al., 1939; Cherry, 2006).
Leaders practicing this style of leadership are known to guide responsible employees who like to solve
problems (see Bass, B. & Bass, R., 2008). Although it consumes more time, this leadership style
involves everyone indecision-making process as employees discuss issues and reach a consensus (Bass,
B. & Bass, R., 2008). This leadership style appears effective in developing more elaborate and
comprehensive organizational plan (Lewin et al., 1939).

3.7 Transactional

Transactional leadership, also known as managerial leadership (Bass, B., 1985; Bass, B. & Bass, R.,
2008; Burns, 1978), focuses on supervision, organization and group performance. This leadership style
sees the leader-follower relationship as a transaction (Bass, B., 1985; Bass, B. & Bass, R., 2008). This
means that by accepting a position as a member of the group, the followers have agreed to obey the
leader. In this style of leadership the leader or manager sets the goals for employees to follow because
the main objective is to maintain workflow with the established company policies and protocols.

In Leadership, Burns (1978) perceived transactional leadership style as those leaders who are addicted
to quid pro quo—“If you scratch my back, I will scratch yours” (see Banks, 2008). One of the main
benefits of this style of leadership is that it creates clearly defined roles (Bass, B. & Bass, R., 2008). Put
differently, the followers are aware of what they are expected to do and what they will be getting in
return for completing the assigned tasks.

It also allows the leaders to offer a great deal of supervision and direction when needed. The followers
are motivated to perform well in order to receive the rewards (Burns, 1978). One of the disadvantages
is that it is likely to suffocate creativity (Bass, B., 1985). Transactional leadership appears common in

the 21st century organizations as its main objective is to get done with the routine work in the
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organization, provide the people the services they need, or “getting things done through people” and
reward them for performing (Northouse, 2007) their duties.

3.8 Transformative

Transformative leaders are those who have a vision to mobilize people to action (Burns, 1978; also see
Banks, 2008). The leader transforms its team and influences the members to become better at what they
do as well as inspires change in the organization. He or she has goal, insight, and create ways to
achieve that goal (Bass, B. & Bass, R., 2008). Transformational leadership style was said to have been
described first in the late 1970s and later expanded upon by researcher Bernard M. Bass. Some of the
main features of this style are the abilities of the leaders to motivate and inspire the followers and effect
positive changes in the organization (Bass, B. & Bass, R., 2008).

Transformational leadership is therefore often recognized as an effective style. This is perhaps because
transformational leaders are inclined to be “emotionally intelligent, energetic, and passionate” (Bass, B.
& Bass, R., 2008). However, they are not only faithful in helping the group to achieve its objectives;
and they help group members fulfill their full potential (Bass, B. & Bass, R., 2008; Chrislip & Larson,
1995). Transformative leadership appears to fit well in the ever-changing 21st century organizations
and their work environments. This takes us to followership and leadership.

3.9 Followership and Leadership

There will be no leadership without followership. Put differently, every coin has two faces. According
to McCallum (2013), followership is the other side of leadership. It has been observed that followership
is an active interpersonal process of participating by following a leader or a manager. Good followers
have certain qualities, including good judgement, knowing the difference between a directive that the
leader gives and how to proceed (McCallum, 2013). Good followers are said to have good work ethic
as majority of them are “competent” at performing their tasks (Latour & Rast, 2004; Cavell, 2007).
Honesty is an important trait of good followers (McCallum, 2013). They owe the leader an honest and
forthright assessment of what the leader is trying to achieve; display loyalty to the organization and to
the leader (Latour & Rast, 2004). Good followers are known to be courageous in taking more
responsibility (Hertig, 2010). They are said to be loyal to the enterprise and its goals as well as support
the leader’s decisions even when there are problems (interpersonal or otherwise) with the leader; and
they are competent and dependable (Cavell, 2007). Although followers are expected to accept the
guidance and direction of the leader, not all followers are effective followers. Those who are not loyal
are inevitably a source of trouble to the organization and, of course, to the leader. Experience shows
that a disobedient or passive follower is a clog in the wheel to the progress of the organization.

Good followers are great team players in the fullest sense of the concept and have good interpersonal
skills (Lundin & Lancaster, 1990). They have the knack in managing their egos as they always put
them under control and work for the well-being of the organization. For McCallum (2013) good
followers will not criticize the leader in public. From a practical approach they often resort to private

dialogue or engage in “constructive conversation” to resolve any disagreement with the leader
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(Patterson, Grenny, McMillan, & Switzler, 2002).

As Bjugstad, Thach, Thompson, and Morris (2006) have observed: “Without [loyal] followership, a
leader at any level will fail to produce effective institutions”. Good relationship between followers and
leaders are imperative because “effort from both leaders and followers is required for effective change”
(Mosley & Patrick, 2011). The roles of leaders, managers, and followers resemble each other in 21st
century organizations because it has been observed that “being an effective follower requires as much
work as being an effective leader”. Behaviors that reflect effective leading, managing, and following
complement each other as it requires “great leadership and management behaviors to establish and
achieve organizational objectives” (Parsons, 2015). Effective followers share the mission and visions of
their organizations and help the leader to achieve the set objectives. This takes us to the power of
delegation of authority to followers.

3.10 Leadership and Delegation of Authority

Numerous academic articles and books have also been written on leadership and delegation of authority
to others (Kouzes & Posner, 1995; Bossidy, Charan, & Burck, 2008). Delegation of authority is one of
the essential functions of leaders and managers in the 21st century organizations. While ultimate
responsibility cannot be relinquished by the leaders, delegation of authority carries with it the
imposition of a measure of responsibility. That is where the delegator—the leader or manager—must
listen properly and communicate clearly so as to ensure that authority is delegated to the competent and
loyal followers. An effective organization is a product of collective leadership and good team effort
because leadership in every organization is everyone’s business (Kouzes & Posner, 1995).

The leader transfers authority to a competent follower to perform some of his or her duties in selected
situations. As noted before, the leader or manager remains answerable for the result of the work
delegated (Parsons, 2015). Due to the complexity of the position, leaders and managers cannot perform
all their functions without utilizing the principles of delegation in decision-making and problem-solving
process (Bossidy et al., 2008). That is to say that leaders and managers are encumbered by many
challenges that they have to assign some of their less pressing functions (those that do not really need
their attention) to their followers or colleagues (Kouzes & Posner, 1995).

When a leader or a manager delegates authority he or she empowers others. But a leader does not
delegate functions that require “detailed proof” or explanation like the “theory of relativity”, which “took
Albert Einstein more than a decade to develop” (Bossidy et al., 2008). However, according to Kouzes
and Posner (1995), the delegator must “Make sure [that the] delegated tasks are relevant” to empower the
person and place him or her in a position of responsibility.

Delegation of authority must not be done haphazardly, but effectively (Kurtz, 2007). For leaders and
managers to properly delegate authorities to followers’ they must understand the delegation process,
pitfalls of delegation of authority, and acquire delegation skills (see Parsons, 2015). But no matter the
pitfalls in delegation (such as under delegation, over delegation, or improper delegation) a leaders should

not hesitate to delegate because the benefits of delegation are myriad.
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The unrelenting changes in today’s organizations and the increasing demand on leaders and managers (as
noted earlier) in the 21st century organizations compels them to shift some of their lower-level functions
(directly or indirectly) to their followers. This allows them time and frees other resources to focus on
more pressing issues (see Parsons, 2015). Delegation of authority is good for the leader, the manager, and
the follower as well as for the organization. It enables the leader to help others (followers) to grow,
develop their leadership skills, and work towards achieving the objectives of their organizations. As
Kouzes and Posner (1995) have aptly noted, “Success in leadership, success in business, and success in
life [even success at home] has been, is now, and will continue to be a function of how well people work
and play together”.

3.11 Leadership and Management in the 21st Century Organizations

As we have noted at the onset, leadership in the 21st century organizations is different from what is
used to be in the 19" and 20™ century. For Sandmann and Vandenberg (December 1995), “Leadership
development for the 21st century requires a change in personal practice, conceptual thinking, and
organizational application”. Due to the dynamic nature of the 21st century organizations, everything is
changing, including the role of human resources. The task force created in 1994 under the tutelage of
Michigan State University Extension noted that the 21st century leadership and its development is
different from that of the 20™ century. The scholars have also observed that “leadership development
for the 21st century is holistic: it is centered in groups or organizations, rather than individuals, and
engage the group in heart, mind, and energy” (Sandmann & Vandenberg, December, 1995). Leading in
today’s knowledge-driven and highly competitive business environment requires practical experience
and exemplary leadership who can motivate followers to achieve organizational objectives as they
work harder to create value added in the organizations.

As noted earlier, the ubiquitous social media and the emerging technologies (Prensky, October, 2001)
have changed the way leaders and managers tackle issues in businesses and organizations as well as
how they lead and manage their followers (Kaplan, 2009). There are, therefore, essential career skills
that are needed to function effectively in the 21st century economy. Most of the workers in today’s
organizations are said to be “digital natives” (those who grew up with the emerging technologies) as
opposed to the “digital immigrants” (those born before the advent of modern technologies and are
learning to use them) (Prensky, October, 2001). “Digital immigrants” populated business and public
organizations during the centuries before the 21st century where “digital natives” are the majority
(Prensky, 2001).

For leaders to lead and manage their followers in this Culture of Change (Fullan, 2007), and in order
for them to assist their followers to acquire the essential 21st century skills that will enable their
workers to achieve the goals of their organizations, they must possess the needed skills, including being
technologically savvy. Leaders and managers must also be cognizant of the ways they are perceived by
the public, because how they are perceived may affect their reputation, that of the organization, and

their effectiveness in managing their organizations.
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3.12 Characteristics of the 21st Century Organization

As it has been noted, the characteristics of the 21st Century organizations and their leadership
framework are unique (Sandmann & Vandenberg, 1995). As it has been observed, the 21st century has
its challenges as it has changed the foundations of today’s societies and organizations (Friedman, 2007).
The world that is now inter-related has a “global financial and economic ecosystem” (Trilling & Fadel,
2009). As result, what affects one part of the world will affect the entire global economic system. The
late 2008 world financial crisis and the “Arab spring” (The Economist, 2012) are typical examples.
Although 2008 world financial crisis started in the West, the ripple effect crippled the economies of the
developing nations with economic recession, social and political instability (Lardy, 2012; Trilling &
Fadel, 2009). The same can be said of the “Arab spring” that rattled the entire Middle East leaving the
political leaders to grapple with solutions to the grassroots revolution.

For Stevenson and McGrath (2004), the structure of the 21st Century organizations is more complex
with distant boundaries, reliance on emerging information and communication technologies. This
brought changes in the way people relate to one another, how they communicate as well as changes in
career and life skills. To be successful in today’s work place, one has to possess the essential skills and
knowledge, particularly “Information literacy; Media Literacy; and Information and communication
technology (ICT) literacy” (Trilling & Fadel, 2009).

It is also worthy of mention that there are virtual organizations in the 21st century, and as such, social
and organization boundaries are somewhat blurred (Stevenson & McGrath, 2004). It has, therefore,
been observed that virtual organizations need leaders with the expertise and practical skills to manage
them. Virtual leaders of the 21st century organizations are said to “be brighter than” their counterparts
in the 20™ century” because they must be “multi-task within a complex network of loosely knit
organizational entities” (Stevenson & McGrath, 2004; Pauleen, 2003; Bell & Kozlowski, 2002). Their
complexity is said to be an additional burden that place greater demands on leaders and mangers.

For Yeramayan (2014), successful 21st century organizations have peculiar traits. Accordingly, the21st
Century leaders are involved in relentless innovation; they are purposeful; they have passion for growth;
they have good customer relationship; and they are good at creating break-through performance
environment (see Forbes, 2014). Therefore, to lead and grow a successful 21st century organization
leaders or managers must determine what issues to focus their attention in order to compete effectively
in the rapidly changing global economy (Yeramayan, 2014). Towards that, Jared Diamond has aptly
observed that “The crux of success or failure [in the 21st century business environment] is to know
which core values to hold on to, and which to discard and replace when times change” (as cited in
Trilling & Fadel, 2009).

Given the unique situation in the 21st century, every society that wants to move ahead are planning and
working on empowering their citizens with the skills and knowledge to enable them fit into the
knowledge-driven new global economy. Those who are operating on 19" and 20™ century system will

not perform as well as those who have acquired the 21st century skills and knowledge (Trilling & Fadel,

151
Published by SCHOLINK INC.



www.scholink.org/ojs/index.php/wjssr World Journal of Social Science Research \ol. 2, No. 2, 2015

2009; Miller, 2007). Since the global economy is rapidly changing, what worked in the 20" century
will hardly fit into the fast changing 21st century economy.

The emerging technologies in this era have expanded the responsibility and accountability of leaders
and mangers in today’s organizations. Perhaps, they have reduced their burden on efficiency and
effectiveness in leading and managing their organizations (Drucker, 2001; Drucker, 2006; also see
Trilling & Fadel, 2009). They have also made managing projects, planning, executing, and evaluating
them less cumbersome. Leaders, managers and followers in today’s organizations are, therefore,
gearing up to acquiring the essential skills and knowledge to enable them tackle the challenges of the
economic time.

The emerging technologies can also have made a good number of people lonely in the madding crowd of
the 21st century. Those who are technology savvy can spin out information to the world from their
remote enclaves with the emerging technologies. According to Halvorson (2014), because human beings
are profoundly social, connected and want to work together, managers need to constantly remind their
employees that they are not working “alone”. Halvorson (2014) has argued that this phrase (not
working “alone”) will motivate your employees to perform at their optimal levels.

Education and the 21st century: changes have also been introduced in teaching and learning in the 21st
century schools. The type of teaching and learning as well as standard of education in a society
determines the level of its economic growth and the people’s living standard (Miller, 2007). Adopting
the 21st century teaching and learning methods will empower the youths with the knowledge and skills
to compete effectively in today’s technology-driven new global economy.

As noted earlier, the 21st has its challenges as much as it has provided solutions to its effects on
organizations and the society as a whole. The challenges do not only affect how business leaders lead
and manage their organizations, they affect how students learn and how teachers teach (Trilling &
Fadel, 2009). Students all over the globe will need plenty of practical exercises in using the 21st
century skills (Trilling & Fadel, 2009) such as “critical thinking and problem solving, computer and
technology skills, communication and self-direction skills” (Trilling & Fadel, 2009) in the 21st century
work environment. Towards that, Trilling and Fadel (2009) have observed that some states in the
United States and other advanced nation “have adopted a new set of education standards” to produce
graduates with the knowledge and skills to compete effectively in the 21st century global economy.
Like in other aspects of development, the developing nations are lagging behind in the technological
race.

Today’s leaders and managers must, therefore, be prepared to face the reality of the 21st century
economy and work harder to develop the essential skills and knowledge to achieve their personal
objectives as well as those of the organizations in which they work (Boyatzis, 2008). As noted earlier,
digital and other emerging technologies are said to be making the jobs of leaders and managers a lot
easier by “freeing up time” for them “to focus on the 21st century skills and other challenges”

tossed-up by the century. For instance, the emerging technologies are helping them to build on-line
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skills for collaboration, communication, and leadership, as well as for social relationships and cultural
skills (Trilling & Fadel, 2009).

However, for all these to be possible the educators must first be educated and motivated to face the
challenges of the rapidly changing world (Darling-Hammond & Brransford, 2005). This will enable the
educators in the field to integrate emerging instructional technologies and the 21st century skills into
their teaching and learning methods. Societies, particularly developing nations, should be prepared to
undertake revolutionary changes in their teaching and learning methods (Tomlinson, Brimijoin, &
Narvaeez, 2008).

4. Recommendation

It is pertinent to note at the onset that the recommendations we have offered here are not definitive, but
suggestive. Some scholars might have better recommendations given their experiences and perspectives.
That said, leaders and managers should be consistent with their vision and passion as well as their
methods of communication. This will enable them to connect with them, earn their trust and improve
their productivity as well as to achieve their organizational objectives. We, therefore, argue that being
consistent in their actions will enable them to put their employees or followers at ease and avoid them
from second-guessing what to expect from their leaders and managers. Being transparent will also
improve the leader’s integrity. As every organization is striving to improve their employees’
productivity, leaders and managers need to re-examine their management styles or practices to ensure
that they align with their expectations from the followers.

Related to the above is the fact that some, if not most, leaders and managers do not understand the
“mindset” of their followers (Dweck, 2007). That is why this paper is recommending that they need to
adopt new techniques to know their followers experiences and perceptions about the organization in
which they work. If the followers appreciate the leaders’ leadership style and how they are being
treated, their productivity and the bottom line of the organization are more likely to improve. It has
been noted that disgruntled followers can kill the leader’s character and stunt his or her vision. It is,
therefore, recommended that leaders and managers of the 21st century organizations need to help their
followers understand “the forces that shape their feelings, thoughts, and actions” (O’Brien, 2015), and
learn to motivate and engage low performers while they embrace high performers.

The ability for leaders and managers to effectively lead and become innovative at the same time is
more critical in today’s 21st century organizations as the work environment is becoming much more
complex and dynamic. To lead effectively leaders must, therefore, possess the art of persuasion and
motivating others to perform more than they thought was impossible in their quest to achieve a
common purpose. Also, it is recommended that leaders and managers must sharpen their creative
potentials and acquire new innovative ideas to be able source the right solutions to social, political and
economic issues facing their organizations or nations. One cannot become a great leader without

increasing his or her creative potential and removing barriers to change. We, therefore, recommend that
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leaders and managers of the 21st century organization should be those who grew up in the digital age
(Tapscott, 2009), and not the “digital immigrants” (Prensky, 2001).

It has been noted that our life experiences affect the way we react to event around us. It is, therefore,
recommended that leadership development programs should incorporate mental training, social
intelligence, and emphasis behavior and change in mindset. From the authors’ practical experience, it is
recommended that mindfulness should be a part of training strategy for leadership and personal
development as well as a way to improve worker’s productivity and their well-being. As noted, leaders
and managers must also learn to clearly communicate their vision to their followers. This skills has
been noted as one of the secrets to success as a leader in the 21st century organization (Trilling & Fadel,
2009) because it is imperative for leaders to get the people to cooperate and support his or her agenda.
Also, the leader must always take the followers “expectations into consideration” and learn to plan
strategically, persuade, negotiate, and solicit their cooperation. The leader must understand the needs and
goals of the followers and work toward helping them to actualize their ambition through delegation of
meaningful responsibilities based on their capabilities, qualities and strengths to deliver.

Additionally, leaders and managers need to give their employees (workforce or followers) the tools to
become more resilient—"ability to adapt to stress and adversity”. This is because according to Mark
Murphy of the Leadership 1Q, the 21st century organizations and its work environment is of full of
“bumps in the road”. Resilience will enable them to make it to happen to everyone. But the key to
success as a leader is how quickly your employees “bounce back” and reenergize when they hit the

unavoidable bumps in today’s highly competitive and unstable work environment (Murphy, 2015).

5. Summary and Concluding Remarks

We have noted that there is no single definition of styles of leadership and management as the two
concepts take many forms. We have also explored leadership and management styles, organizational
structures and emphasized that the skills levels of the workers determine the leader’s levels of
productivity as well as the general productivity of the organization. We have noted that a leader is also
a manager and vice-versa and that combining leader’s and manager’s competencies in the 21st century
organizations will enable one to become an effective leader and manager in the uncertain new global
economy.

Delegation of authority is one of the skills leaders use to empower their followers with crucial critical
thinking and problem-solving skills to find solutions to organizational problems and enhance their roles
in tackling social problems. Leaders and managers in the 21st century organizations must do things
differently than those of the 19" and 20" century in order to effectively lead and succeed in the highly
competitive global economy. They must be leaders and entrepreneurs who will ensure that their
organizations can adapt and innovate in today’s dynamic technologically-driven work environment
(Perrin et al., 2010; Boyatzis, 2008).

Being conversant with the emerging technologies will enable leaders and managers of the 21st century
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organizations to maintain active awareness of the dynamic of global political environment and apply
practical solutions to personal problems to achieve organizational success (Perrin et al., 2010; Boyatzis,
2008). Effective leadership and management skills will impact positively on work environment.
Today’s leaders and managers must have the capability to build responsive interpersonal relationship
with their followers, communicate effectively both in person and in writing, build a great team, and
collaborate effectively with leaders and managers in other businesses and organizations (Goleman,
2007). They must lead by example, be flexible and transparent, have a vision, gain the trust of their
followers so as to and help them to develop essential skills and capabilities through education and job
training (Trilling & Fadel, 2009). Leaders and managers in the 21st century organization must possess
the skills to plan and implement effective interventions as problems arise. Delegation of authority to
their followers is among the essential skills for leaders and managers to possess in today’s work
environment. The pace of change will accelerate faster than expected in the 21st century and executives
of organizations across the globe should be prepared to respond accordingly.

The 2008 global economic and financial crises, which the former U.S. Federal Reserve Chairman, Ben
Bernanke, quoted to have said was worse than the great depression (Worstall, 2014), provided leaders
of organizations a glimpse of what life would be like if they fail to acquire the necessary skills to
become creative and innovative. To be successful in the new global economy leaders and managers
must continually develop their leadership skills to enable them understand themselves and those they
lead. The 21st century leadership and management development programs should, therefore, focus on
teaching future leaders and managers the essential skills. They should emphasize that humility, honesty,
and integrity will translate into a positive work environment that will translate into workers’ higher

productivity, other things being equal.

6. Final Discussion

Drawing on pertinent theories we have emphasized that the leaders and managers in the 21st century
organizations need to learn how to navigate through the complex and uncertain terrain and of today’s
highly competitive global economy. To achieve the objectives they must take their followers along with
them by motivating and empowering them with the skills and knowledge to perform their duties and
move the organization forward. In addition, they must understand that most of the skills that worked in
the 19" and 20" century organizations will not be applicable in today’s work environment. And that it
requires effective strategies and flexible mindsets for leaders to lead in a Culture of Change (Fullan,
2007). Therefore, having a “growth mindset” (Dweck, 2007) can change the outcome of a leader’s
efforts.

Leaders and managers in the 21st century organizations need to have information or digital literacy
skills, media literacy and information and communication technologies (ICT) skills and engage in
environmental and socially responsible behavior for a healthy global economy. We have in this article

combined the available pertinent leadership and management theories with our practical experiences to

155
Published by SCHOLINK INC.



www.scholink.org/ojs/index.php/wjssr World Journal of Social Science Research \ol. 2, No. 2, 2015

provide an instructive guide to the current and future leaders and managers of the 21st century
organizations. To be successful in dealing with their followers and moving their organization forward,
leaders and mangers need to learn to tap on their “emotional intelligence” (Goleman, 1998) and “social
intelligence” (Goleman, 2007). Let’s hope that the leaders and managers will push the right buttons in

their organizations!
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