Leadership Style in Local Governance

Introduction

   Leadership, as concept in management and in behavioral and social sciences, is essentially a relationship that involves use of power, authority and influence. In societal or organizational settings, culture and context inevitably define who wields power, authority and influence over whom. As societies and organizations evolve and develop over time, their goals, processes and values change. These changes are reflected in how societies and organizations define the nature and essence of leadership, particularly in terms of power, authority and influence relations.( Alfiler,2000)

Concept  and Nature of Leadership

· Leadership is the process of influencing and supporting others to work enthusiastically toward achieving objectives ..It is critical factor that helps an individual or a group identify its goals and then motivates and assist in achieving the stated goals. The three important elements in the definition are influence /support, voluntary effort, and goal achievement. “ The primary role of a leader is to influence others to voluntarily seek defined objectives ( preferably with enthusiasm).(Keys and Case, 1990)

· Leadership is defined as a social influence process in which leader seeks the voluntary participation of subordinates in an effort to reach organizational objectives ( Schriesheim, Tolliver and Behling 1978

Management and Leadership

         The primary role of a leader is to influence others to voluntarily seek defined  objectives ( preferably with enthusiasm). Managers also plan activities, organize appropriate structures, and control resources. Managers hold formal positions, whereas anyone can use his or her informal influence while acting as a leader. Managers achieve results by directing the activities of others, whereas leaders create a vision and inspire others to achieve this vision and to stretch themselves beyond their capabilities. Because there is a difference between management and leadership, strong leaders may be weak managers if poor planning causes their group to move in the wrong directions. Though they can get their group going, they just cannot get it going in directions that best serve organizational objectives.

     Other combinations also possible. A person can be a weak leader and still be an effective manager, especially if she or he happens to be managing people who have a clear understanding of their jobs and a strong drive to work. This set of circumstances is less likely, and therefore we expect excellent managers to have reasonably high leadership ability among other skills. Fortunately, leadership ability can be acquired through observation of role model, management, and learning from work experiences.

 Applicability of Management and Leadership to Local Governance

Role of the Barangay

          As the basic political unit, the barangay serves as the primary planning and implementing unit of government policies, plans, programs, plans, programs, project and activities in the community and as a forum wherein the collective views of the people may be expressed, crystallized and considered, and where disputes may be amicably settled   (  Book III, Title 1,Chapter 1 Section 384 of RA# 7160)

The Promotion of General Welfare for the Local Government Units

:

        Every local government unit shall exercise the power expressly granted, those necessarily implied therefrom, as well as powers necessary implied therefrom, as well as powers necessary, appropriate, or incidental for its efficient and effective governance, and those which are essential to the promotion of the general welfare.
         Within their respective territorial jurisdictions, LGUs shall ensure and support, among other things: (Section 16, Book 1)

· the preservation and enrichment culture;

· promote the health and safety;

· enhance the right of the people to a balanced ecology;

· encourage and support the development op appropriate and self-reliant scientific and technological capabilities;

· improve public morals;

· enhance economic prosperity and social justice;

· promote full employment among their residents;

· maintain peace and order; and

· preserve the comfort and convenience of their inhabitants

Basic Services and Facilities of the LGUs

    The LGUs endeavor to be self-reliant and continue exercising the powers and discharging the duties and functions vested to them . They also discharge the functions and responsibilities of national government agencies and offices devolved to them pursuant to Republic Act No. 7160.The LGUs likewise exercise such powers and discharge such other functions and responsibilities as are necessary, appropriate, or incidental to efficient and effective provision of the basic services and faculties:

 Basic Services for a Barangay
    (i )  Agricultural support services which include planting materials distribution system and operation of farm produce collection and burying stations.
(ii) Health  and social services which include maintenance of barangay health  center and day-care center.  
(iii) Services and facilities related to general hygiene  and sanitation,   beautification, and solid waste collection.
    (iv) Maintenance of katarungang pambarangay
(iv) Maintenance of barangay roads and bridges and water supply system.
(v) infrastructure facilities such as multi-purpose hall, multipurpose pavement, plaza, sports center, and other similar facilities.
   (vii) Information and reading center.
   (viii) Satellite or public market, where viable.

Leadership Behavior

       Leadership depends more on appropriate behavior, skills and actions, and less on personal traits. The three broad types of skills leaders use are technical, human, and conceptual:
1. Technical skill refers to a person’s knowledge of and in any type of process or technique.
2. Human skill is the ability to work effectively with people and tyo build teamwork.
3. Conceptual skill is the ability to think in terms of models, frameworks, broad relationships, such as long – range plans.

Leadership Styles

1. Autocratic, Participative and Free-Rein Leaders 

         The way in which a leader uses power also establishes a type of style. Each –autocratic, participative, and free-rein – has its benefits and limitation. A leader often uses all three styles over a period of time, but one style tends to be dominant one.

a) Autocratic Leaders centralize power and decision making in themselves. The leader takes full authority and assumes full responsibility. Autocratic leadership typically is negative, based on threats and punishment. This leader permits quick decisions but they dislike him or her, especially if it is extreme enough to create fear and frustration.

b) Participative Leaders decentralize authority. Participative decisions are unilateral, as with the autocrat, because they arise from consultation with followers and participation by them. The leader and group are acting as a social unit. The general trend is toward wider use of participative practices because they are consistent with the supportive and collegial models of organizational behavior.

c) Free –rein Leaders avoid power and responsibility. They depend largely on the group to establish its own goals and work out its own problems. Group members train themselves and provide their own motivation. The leader plays minor role. Free-rein leadership ignores the leader’s contribution in approximately the same way that autocratic leadership ignores the group.

2) Contingency Approaches to Leadership Style
         The positive, participative, considerate leadership is not always the best style to use. At times there are exceptions, and the prime need for leaders is to identify when to use a different style. 

a) Fiedler’s Contingency Model (Fieldler, 1967)
           Fieldler’s basic premise is that leader effectiveness is contingent upon   an appropriate match between the leader.
                   The Leader’s Style

· Task-Oriented Style – Focuses on accomplishing tasks and goals.
· Relationship-Oriented Style- Focuses on attaining and maintaining ,good interpersonal relationships. 
1. Pleasant* ( Unpleasant) 10. Quarrelsome (Harmonious*)

2. Friendly *( Unfriendly)   11. Gloomy ( Cheerful*)

3. Rejecting ( Accepting*)   12.  Open *  ( Guarded)

4. Tense ( Relaxed*)           13. Backbiting (Loyal*)

5. Distant ( Close*)            14. Untrustworthy (Trustworthy*)

6. Cold ( Warm*)                15. Rejecting Nasty ( Nice*)

7. Supportive* ( Hostile)     16. Agreeable ( Disagreeable)

8. Boring ( Interesting)       17. Insincere  ( Sincere*)

                               9.   Kind* ( Unkind)              18. Considerate (Inconsiderate) 

                         Situational control

· Leader-Member Relations reflect the extent to which the leader has support, loyalty, and trust of work group.

· Task Structure is concerned with the amount of structure contained within tasks performed by the work group.

· Position Power refers to the degree to which the leader has formal power to reward, punish, or otherwise obtain compliance form the workers.

b ) Hersey and Blanchard’s Situational Leadership 

              Hersey and Blanchard use a combination of guidance and supporting ( also called task and relationship) orientations to create four major styles- telling, selling,(coaching), participating ( supporting), and delegating.

         Situational leadership recommendations for leadership style to be used with each development level .

       DEVELOPMENT LEVEL                    RECOMMENDED STYLE        

1. Low ability; low willingness     -  Telling ( directive; low support)

2. Low ability; high willingness    -  Selling/Coaching ( directive; supportive)

3. High ability; low willingness    -   Participating/Supporting ( supportive;

                                                                        low direction)

4. High ability; high willingness -      Delegating  ( low direction; low support)

c) Path-Goal Model Leadership ( Robert House)
             According to path-goal theory, the leader’s roles are to help them understand what needs to be done ( the goal) and how to do it ( path).This leadership action should result in perceptions of high expectancy ( effort leading to goal achievement and hence to valued rewards). Leaders, however, have to decide which style to use with each them.
· Directive Leadership – the leader focuses on clear task assignments, standards of successful performance and work schedules.
· Supportive Leadership – the leader demonstrate concern for workers well-being and needs, while trying to create a pleasant work environment.
· Achievement- Oriented Leadership- the leader sets high expectations for workers, communicates confidence in their ability to achieve challenging goals, and enthusiastically models the desired behavior.
· Participative Leadership-the leader invites workers to provide input to decisions, and seriously seeks to use their suggestions as final decisions are made.
d) Vrooms Decision-Making Model (Vrooms and Yetton, 1973)
         A useful decision-making model for selecting among various degrees of leadership style ( autocratic to participative).They recognized that problem-solving situations differ, so they developed a structured approach for leaders to examine the nature of those differences and to respond appropriately.

    Leadership Options

· Autocratic I – leader individually solves the problem using the information already available.
· Autocratic II – leader obtains data from subordinates and then decides.
· Consultative I – leader explains problem to individual subordinates and obtains ideas from each before deciding.
· Consultative II – leader meets with group of subordinates to share the problem and obtain inputs, and then decides.
· Group II- leader shares problem with group and facilitates a discussion of alternatives and a reaching of group agreement on  a solution.

Concept of New Leadership for Filipinos
       The Filipino concept of leadership can only be relevant and responsive to Filipino needs if it flows from the historical roots of our society, it draws from our core values as a people and it is used to bring out the greatness of our nation. (Constatino,1967)  
     It is an “educative force” in that seeks to discover the wishes of the people to reshape their desires if this is not in their long – term interest and blazes new paths.
a) It involves the people in the restructuring of the Philippine society.
b) It recognizes that leadership is a process and not an end and a genuine leader sets in motion forces which can cause the end of his leadership.
c) It has deep confidence in the people and never underestimates their wisdom.
d) It acknowledges unity with the people as the true foundation of leadership
Traits of Effective Leaders
          The current research on leadership traits suggests that some factors to help differentiate leaders from nonleaders. The most important  traits are  a high level of personal drive, the desire to lead, personal integrity, and self-confidence. Cognitive ( analytical ) ability, business knowledge, charisma, creativity, flexibility and personal warmth are also frequently desired.    
     In the Barangay Level, Citizens expect their leaders  to possess the following characteristics:
a) Makatao,makaglinga, kagandahang loob ( caring and humane)
b) Matapat, matuwid, makadiyos , may moralidad ( God-centered, and with integrity)
c) Malakas ang loob ( courageous and strong willed),
d) Makatarungan,demokratiko, pantay-pantay and tingin sa lahat ( fair and just)
e) Magaling, marunong ( intelligent and capable)

  Testimonies were also given by leaders from the following groups workers’ sector, urban sector, overseas migrant workers, and religious sector as well as in ecology movement, in peace zones and in cooperatives. NGOs/POs played prominent leadership roles in these sectors, either support group and /as facilitator.(Alfiler and Nicolas, 2003)

The Requisites for Effective Leadership (De la Torre,1997)
1) Tulad ng Katangian sa pagkatao: marunong makipagkapwa, bukas sa pagbabago, may paninindigan, may paglalaan ng sarili, matapang humarap sa isyu at suliranin, matalas ang paggagap sa isyu, at matlinghaga sa pagsasalita( Personal Attributes : knows how to relate with people, is open to change, has conviction and is  a principled person, is selfless, has courage to confront issues and problems, has full grasp of issues, has ability to talk intelligently.
2) Tulad sa pagtumbok sa ankop na estrahiya: paglulunsad ng konsultasyon, pag-uugat sa sector, paggamit ng layunin upang mapabuti ang kalagayan ng sector       ( Has  ability to use appropriate strategies: consultation, sector analysis, effectiveness in attaining goals of uplifting the sectors conditions).
3) Tulad sa pagsisinop sa mga kakayahan: mga bagay na pinansyal, oras, suporta mula sa pamayanan at pamilya, pagbubuo ng malawak na network sa ibang samahan ( Has ability to ensure effective use of capabilities in the management of resources, securing community and family support, and in mobilizing and consolidating coalitions/alliances.

Leadership for Global Citizenship ( Crosby, 1999)
1. Understanding the social, political, economic and technological “given”(Leadership in Context)
2. Understanding the people involved, especially oneself ( Personal Leadership)
3. Building teams ( Team Leadership)
4. Nurturing effective and humane organizations, inter-organizational networks and communities ( Organizational Leadership )
5. Creating and communicating meaning in formal and informal forums ( Visionary Leadership)
6. Making and implementing legislative, executive and administrative policxy decisions in informal and formal arenas ( Political Leadership)
7. Sanctioning conduct – that is enforcing ethical principles, laws and norms and resolving conflicts in formal and informal courts ( Ethical Leadership)
8. Coordinating Leadership tasks in change cycle ( Putting it all together)
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