NOTES ON LEADERSHIP
TO ACCOMPANY LECTURE

	A provisional note to be amplified after the lecture

Prof Robin Matthews

Introduction
A host of leadership theories exist. A few observations are in order. 
[bookmark: _Hlk508187922]Leadership is a latent variable. It is not observable directly but it is a latent variable made up of a variety of observable variables. See SLIDE 21.
[bookmark: _Hlk508189288]There is considerable overlap between leadership theories. So a leader is not one distinct type but displays features of two and usually more types. Leadership styles and leadership types are fuzzy sets.
It is useful to think of an organisation as a network of activities (producing something, using something, marketing something, disposing of something, selling something, producing something… You get what I mean). A network consists of nodes which are linked to other nodes. Or putting it another way a network consists of a set of relationships.
So the question of leadership comes down to a leader of whatever ever type being able to lead key nodes in a network, so that leadership is followed and keynotes are those which are most connected to other nodes in the network.
Complexity
Organisations of all types are complex systems. I begin by reminding you of what I mean by a complex system. A complex system consists of a large number of interdependent parts (nodes), that evolves in unpredictable ways as time goes on. Such is the human brain, global economy, the emergence of new technologies and many organisations; interdependence being measured by the connections between parts of the organisation (nodes) and the strength of those connections (thickness of the links between nodes and the direction of the connection. 
Having reminded you of what I mean by complexity, I’m going to write a very brief summary of the slides in this in the two previous, sessions. The slides begin SLIDE 2 with a summary which I go through in in some detail, so you can make sense of the whole picture presented in the lecture.
Occasionally I add other pictures here to enhance the explanation.
Fuzzy distinction between management and leadership
I make a distinction between leaders and managers and that’s quite usual the distinction is summarised in SLIDE 2. That’s a standard distinction. 
Next, and I spoke of that in the lecture but didn’t include a separate slide, I draw your attention to a distinction between managing normal events and magic managing extreme events. 
Leaders may be managers, or they may not. Managers may be leaders, or they may not.

Normal events and the normal curve
Normal events are those which occur time and time again and they can be represented by the normal curve. The normal curve, and particularly the standard normal theorem is fundamental to scientific research. It seems to describe many phenomena. The normal curve describes the probability distribution that can be completely specified by two parameters, the mean of the distribution and its standard deviation (or variance) of the distribution. The normal distribution is sometimes called the Gaussian distribution, after its founder, Carl Freidrich Gauss;  or the bell curve because of its curved bell shape.
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More than 99%’s of observations can be expected to fall between -3 and +3 standard deviations from the mean. That means that if things are normally distributed extreme events are very unlikely.
Black Swan and not normal or extreme events
Black swan events, sometimes called fat tailed distributions or longtail distributions describe situations in which extreme events, though improbable, do occur. Further Black Swan distributions cannot be characterised completely by their variance or standard deviation. To capture a black Swan distribution requires consideration of many more moments around the mean; meaning that variance is very spread out. M and A argue very convincingly that the role of leaders is to manage extreme unexpected events.
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The frequent occurrence of Black Swan events; unusual events are not entirely unusual
Insofar as extreme events, are interdependent, so that their probabilities are additive, the overall probability of some or other extreme events occurring, is the sum of the individual probabilities. This means that although individually the probability may be low, collectively the probability of something drastic happening becomes ever more likely as the complexity and scope of global business increases. Examples of independent independent extreme events are; the emergence of new technologies that dis-intermediate existing firms (as is the case with Amazon, or hyper-competition (that some writers have called churn), or systematic risks originating in financial markets (as in 2007/2008) spreads contagion to businesses across the world, or natural disasters (as in the deep water situation), or complexity catastrophe occurring in the inner dynamics of businesses. 
Leadership as leadership and soft systems control 
If organisations are complex systems as I think they are, then leaders, particularly, seek out control variables; that is, they look among the huge number of variables in any organisation, to find those variables that influence others. This is particularly so of leaders.
What do leaders do? 
The fourth slide SLIDE 4 describes what leaders appear to do; descriptions contained in the literature. We can recognise leadership when we see it but it’s more difficult to define leadership precisely.
SLIDES 12 AND 13 seem to associate different kinds of leadership with leadership roles
Organisations as networks of activities
I remind you of point 3 above; 
”….. think of an organisation as a network of activities (producing something, using something, marketing something, disposing of something, selling something, producing something… You get what I mean). A network consists of nodes which are linked to other nodes. Or putting it another way a network consists of a set of relationships”
SLIDE 4 summarises some of the character traits of leaders emphasised by various authors. You can see the variety of traits that they seem to have observed. In this set of lectures and particularly concerned with the big five personality traits and their connection with leadership.
Umpteen varieties of leadership are distinguished in the literature. I think is a huge mistake to think that a leader fits in to a single category. The real question to ask is, to what extent is leadership capability contained in the genes and to what extent is it determined by experience; the nature nurture problem or the heredity versus environment issue. 
The answer is of course both are important and they are interdependent, as SLIDE 5 shows and  influenced by epigenesis and plasticity; human genetics are influenced by their environment and genetics determines their environment. SLIDE 5 illustrates the co-evolution of an individual’s traits with the environment in which he or she finds themselves. This slide is worth paying a lot of attention to.
SLIDES 12 AND 13 differentiate leadership roles according to the number of subordinates. SLIDE 14 relates leadership to the difficulty of the task.
Of course SLIDE 14 relates back two earlier comments on Black Swans and so on.
Latent variables
I remind you of point 1 above;
“Leadership is a latent variable. It is not observable directly but it is a latent variable made up of a variety of observable variables. See SLIDE 21”
I see leadership as a latent variable, and observable in itself because leadership takes so many diverse forms (within the parameters of heredity and environment), but characterised by a large number of observable variables. Put another way, we might say that leadership is a latent variable or unobservable factor that accounts for a large part of the variance of observable variables.
Later slides address leadership directly, but for the moment consider SLIDES 6 AND 7. They are concerned with general intelligence known as the G factor SLIDE 6 may look intimidating. It concerns the variables underlying what some educationalists call intelligence.
The intelligence factor SLIDES 6 AND 7
At the base of SLIDE 6 is a large set of attributes associated with intelligence that are probably identified by large numbers of tests carried out on large numbers of individuals in a population. 
As we move up the hierarchy of the diagram we see that various latent aspects of intelligence explain a large part of the variation (variance or standard deviation) of observed variables. So many observable attributes are explained by eight latent variables or factors. What’s happening here is that the underlying observable variables are being grouped according to the strength of their inter-correlations.
It also seems that the first tier latent variables (fluid reasoning, comprehensive knowledge, visual and auditory processing and so on…….) are explained by a single latent variable G, general intelligence. In other words the eight latent variables are into correlated to such an extent that the latent variable G captures them all.
It’s important to note that the word explained is deliberately written in italics. Explanation in factor analysis means that observed variables in the bottom tier form groups of correlated variables, groups that are expressed in the next tier of the diagram. Also it seems that, the next tier of eight latent variables are sufficiently correlated to form a single latent variable, G or general intelligence.
You may find SLIDE 8 disturbing. General intelligence G is expressed as a normal curve, centred on a mean of 100, and having a standard deviation of 10. The diagram then correlates the employment and prospects of individuals in the sample with their measured intelligence quotient G.
It is an interesting exercise to deconstruct SLIDE 8. By deconstruct I mean consider the prejudices contained in the diagram. It classifies people according to the jobs that they do, associating low and simple jobs needing supervision with low intelligence and interesting, prestige, high status professional bass type jobs with intelligence.

The next few slides distinguish different leadership styles, Laissez-Faire, Authoritarian and Democratic and a few others. 
Four styles are distinguished in the diagram below
[image: ]

The following diagram distinguishes leadership style according to the degree of management employee influence.








The distinction between leadership styles and leadership types is pretty unclear in the literature. Illustrating point  2 above; 

“There is considerable overlap between leadership theories. So a leader is not one distinct type but displays features of two and usually more types. Leadership styles and leadership types are fuzzy sets.”

Presumably each of these three leadership styles contains different modes of leadership (great man modes, contingency, charismatic, transformational,………  are leadership modes). The following couple of pictures illustrate the fuzziness of leadership concepts
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[bookmark: _GoBack]This note will be extended to include additional slides that I’ve input into last week’s presentation.
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