THE DIFFERENCES BETWEEN MANAGEMENT AND LEADERSHIP

Carter-Scott, Cherie, Manage, 00251623, Nov94, Vol. 46, Issue 2
The role of the transformational leader is to revitalize the organization which he or she is leading, and in doing tht must generate energy to face the future which is different from the past. 

Leaders are made not born. It needs to start in uteri. As John Vasconcellos stated in his great treatise on the root causes of crime and violence in our society, "The concepts with which we raise our children start in the womb. They (the root causes) continue with the birthing process, parenting, education, peer groups, limited exposure to the media (especially when it concerns violence), conflict resolution, decision making, encouragement to take risks, encouragement to speak up without negative repercussion, positive reinforcement, trust in one's intuition, trust in one's own ability to make choices, learning from making mistakes, validation, and celebration when they do something right." I believe that the leadership crisis in America starts with the way children are birthed, parented, developed and raised. By the time these children reach corporate America, it's almost too late to re-train them. By the time they have been programmed and indoctrinated for twenty plus years, they have become so much a part of the system that they can hardly accept a new paradigm. It seems unfair to train them to be managers and expect them to know what it means to lead. 

In the majority of businesses that I have seen locally, in the U.S., and abroad, I see managers, who don't know what to do. They are caught between the board of directors, and the rank and file. They are told to empower, and given dictates to downsize. They are told to be innovative, but not given the skills required to lead. They are whispered buzz words like: TQM, empower, paradigm, team build, customer service, quality, vision, and mission, but they are ill-equipped to know how to implement these concepts. The unfair game is: figure it out, or you'll be the next to go. The flexible structures, functional teams, flattened organizations, modular networks, that can respond in a fast, focused, friendly, fun, and flexible way are words that Fortune, Business Week, and Newsweek write about, but are concepts not easily deployed by the traditional manager. 

Perhaps we need to start where it all originates, with our children. Whitney Houston sang, "The children are our future. Treat them well and let them lead the way. Show them all the beauty they possess inside. Give them a sense of pride to make it easier. Let the children's laughter remind us of how it used to be. I remember long ago never to walk in anyone's shadow. If I fail, if I succeed, at least I have my dignity." The children are the future leaders. We are neglecting the fact that if you don't nurture the seedling, both the tree and the fruit will reflect the care given. 

What is Leadership? 

Funk and Wagnalls defines lead as, "To go with or ahead of so as to show the way; guide; conduct. To be in command of; control the actions or affairs of; direct;" and it defines leadership as, "The office, position, or capacity of one who or that which goes ahead or in advance; the ability to exert authority, control, guidance." 

Dwight D. Eisenhower said,"Leadership: The art of getting someone else to do something you want done because he wants to do it." 

Sam Rayburn said, "You cannot be a leader, and ask other people to follow you unless you know how to follow, too." 

H. Ross Perot said, "People cannot be managed. Inventories can be managed, but people must be led." 

James Kouzes says, "Leadership is disciplined passion." 

Since we have some definitions of this term, the next step is to turn to examine the qualities of a good leader. 

What are the qualities of a good Leader? 
Max DePree, CEO of Herman Miller wrote in Leadership is an Art, "The first responsibility of a leader is to define reality. The last is to say, 'Thank You.' In between, the leader is a servant." 

Bennis said, "All leaders have the capacity to create a compelling vision, one that takes people to a new place, and then to translate that vision into reality . . . vision is a waking dream." 

Thoreau said, "If one advances confidently in the direction of his dreams and endeavors to live the life he has imagined, he will meet with a success in common hours . . . if you have built castles in the air, your work need not be lost. It is where they should be. Now put the foundation under them." 

Dick Ferry, the co-founder of Korn-Ferry stated, "You can't really create leaders. How do you teach people to make decisions, for example?" I disagree with Dick Ferry. For almost twenty years, I have been teaching people how to make decisions, which I call choices, and how to discover and realize the leader within. 

In my experience, leaders are made, not born. They are developed from their surroundings, their role models, and the adversity with which they are confronted throughout their lives. Alfred Gottschalk, college president, said, "Adversity has a great deal to do with the development of leaders. Either it knocks you out or you become a bigger and better person." 

Challenging the Process 
If we want to have great leaders in our society, we must change the manner in which we parent and educate the next generation. We need to incorporate all the knowledge into our parenting and educating processes, rather than hoping leaders will emerge by chance. 

Tichy describes transformational leaders as those with vision, who walk their talk. He says that they are individuals who are willing and capable of addressing not only economic issues but moral and ethical ones as well. They can deal with special interest groups, with highly diverse constituencies, with cultural differences, and unrelenting pressure from all sides without buckling under or being bought. The role of the transformational leader is to revitalize the organization which he or she is leading, and in doing that must generate energy to face the future which is different from the past. They need to face the existing paradigms and be willing to change them so that they are more in line with the desired future. He states, "One of the most difficult transformational tasks is to create a sense of urgency before there is an emergency." 

What is a Manager? 
Funk and Wagnalls defines a manager as "one who directs or controls the affairs of a person, an enterprise, institution, or business." 

What are the qualities of a good Manager? 
"In 1916 the father of the classical school, Henry Foyol, introduced his basic managerial functions-planning, organizing, commanding, and controlling. His work received impetus in the 1930's from Luther Gulick who gave managers one of their early acronyms: He asked: "What is the work of the chief executive? What does he do? His answer was POSDCORB." The breakdown of POSDCORBis': planning, organizing, staffing, directing, coordinating, reporting, and budgeting. This is a helpful acronym, and it stipulates many of the functions of a manager, and for the most part it still has validity after sixty years. 

The Differences between Leaders and Managers 
William Stewart, a graduate of the Naval Academy, who served in Vietnam said, "There are different skills required in the military. For instance, in peacetime, you are successful if you know how to manage. In wartime, you only succeed if you know how to lead. The skills required for effective management in a peacetime organization are not necessarily transferable to those skills required of a wartime leader." Stewart is a well-known, successful attorney in Santa Barbara. 

Jim Kouzes says, "A major difference between management and leadership can be found in the root meanings of the two words, the difference between what it means to handle things and what it means to go places." 

Warren Bennis says it so aptly: "Leaders conquer the context -- the volatile, turbulent, ambiguous surroundings that sometimes seem to conspire against us and will surely suffocate us if we let them -- while managers surrender to it. The manager administers; the leader innovates. The manager is a copy; the leader is an original. The manager maintains; the leader develops. The manager focuses on systems and structure; the leader focuses on people. The manager relies on control; the leader inspires trust. The manager has a short-range view; the leader has a long-range perspective. The manager asks how and when; the leader asks what and why. The manager has his eye on the bottom line; the leader has his eye on the horizon. The manager imitates; the leader originates. The manager accepts the status quo; the leader challenges it. The manager is the classic good soldier; the leader is his own person. Managers do things, right; leaders do the right thing. 

