Leadership Versus Management
by Robert Youker

The general literature on leadership is very confusing. There are over 250 different definitions of leadership in
the literature! Many of these definitions are not operational in that they don't provide guides to action. What
specifically does a leader do? There is confusion over how leadership contrasts with the words "management"
and "authority." Educational institutions like the Harvard Business School say their mission is to train leaders,
but every professor has his or her own definition of leadership. We need a definition that tells people exactly
what they need to do to provide leadership to a group.
Among social scientists, there is a good deal of consensus over the definition of leadership. The basic reference on the subject is Ralph M. Stogdill's Handbook of Leadership. The consensus definitions from that work
are as follows:
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"Leadership is helping a group to agree on and commit to an objective."
"Leadership is an interpersonal relation where others follow because they want to, not because they have to."
Peter Drucker defined a leader as a person who has followers. This is very specific and defines the exact behavior required. A leader needs to help a group to agree on and commit to an objective. In modern terms, this
is about selling a vision. "Follow ship" is voluntary. This contrasts with management, where there is formal
authority from the organization for the manager to give orders and expect them to be carried out. Managers
have control power, while leaders must operate through influence.
It is best, of course, if the managers the organization promotes have natural leadership qualities, but anyone at
any level in an organization can provide leadership at any time. Leadership is about motivating people to follow in a certain direction. Informal leaders, those who motivate people to perform activities that are antithetical to the objectives of the organization, are a key problem for organizations today.
The above are simple definitions and are fully operational in the project management environment. The first
and most important step in project management is to define the project objective and to get the team to commit
to the objective of the project. This includes listening to personal and organizational objectives to strive for the
best fit, or overlap, so all can achieve as much of their objectives as possible. This point was emphasized by
Garry Wills in his book Certain Trumpets: The Call of Leaders: "they must see things as the followers see
them in order to recruit those followers."
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Gaining influence without having formal positional authority and power is a recurring problem in project
management today. This is leadership; it starts with getting the team to jointly agree on and commit to an objective. Commitment, however, is another problem. Author and management expert Kenneth Blanchard once
said that "there is a difference between interest and commitment. When you're interested in doing something,
you do it only when it is convenient. When you're committed to something, you accept no excuses, only results." Project managers need to generate such commitment. The project manager also needs to maintain that
commitment over time as team members receive other assignments and lose interest in the project's original
vision.

© 2012, by Cutter Consortium. Published with permission at www.asapm.org, March 2012

Leadership Versus Management, by Robert Youker; page 2

A common question is, "Are leaders born or made?" Certainly the ability to attract followers involves personality and some people naturally have that ability and personality. However, when we clearly define the need as
"helping a group to agree on and commit to an objective," the requirements to be a leader become clear. There
is a need to communicate effectively, to listen, to motivate, to inspire, to sell an idea, and to have a good idea.
Anybody can learn to do this with practice.
I welcome your comments about this Advisor and encourage you to send your insights on the market in general to comments@cutter.com. -- Robert Youker
Reprinted by asapm with permission from Cutter Consortium, copyright 2012. This article was originally
published by Cutter Consortium as a Cutter IT Journal Advisor. Please visit www.cutter.com/itjournal.html for
more information.
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