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MODULE OVERVIEW
Introduction

This is a Diploma in Traditional Leadership and Governance. It has been developed to address the needs of a very important sector of the nation and society, that of Traditional Leadership. This Programme document presents the aim, rationale, target group, duration, admission criteria and assessment structure course and course outlines of the programme.

Furthermore, the course has been designed to broaden the understanding of the phenomenon of traditional leadership, management and governance. The course explains the able values and the historical development of traditional leadership so as to develop deeper understanding about traditional leadership, types of leadership, concept of leadership and governance. The course intends to bring out the ideas that will help traditional leaders develop empathy and sensitivity when dealing with divergent views and fundamental rights of human beings particularly their subjects in different chiefdoms. The ideas and skills acquired from this course will enhance traditional leadership awareness and good governance of human and natural resources.

Rationale
Leadership is a very important prerequisite for the development of any community, society or nation. Leadership that is well vested in the traditions, aspirations and needs of the society that they lead will be more likely to be successful leadership. Traditional leadership has over the years been challenged by the many changes and developments that have taken place in societies and the nation. Zambia as a nation has experience many socio-economic developments since independence which require that both political and traditional leaders adapt their approaches and styles of management of people and resources. This programme is intended to give traditional leaders the opportunity to reflect on their current practices and acquire knowledge, skills and values relevant to the functions their office.

Aim

This programme is designed to provide learners with an opportunity to reflect and further develop their understanding of theoretical and practical considerations in the field of traditional leadership, management and governance.

Learning Outcomes
Having successfully completed the course, learners should be able to;

· discuss the concepts of leadership, management and governance.

· explain the anatomy that governs traditional leadership management and governance

· apply appropriate measures to curb the vises that promote bad leadership styles in the study and governance of chiefdoms.

· explain the concepts and functions of leadership, management and governance

· differentiate the types of leadership

· discuss the emergence of traditional leadership

· apply theories and principles of management

· explain the meaning of traditional management and governance.

Summary

The module looks at leadership and Governance

Study Skills
As an adult learner, your approach to learning will be different to that of your school days: you will choose when you want to study, you will have professional and/or personal motivation for doing so and you will most likely be fitting your study activities around other professional or domestic responsibilities. Essentially you will be taking control of your learning environment. As a consequence, you will need to consider performance issues related to time management, goal setting, stress management, etc. Perhaps you will also need to acquaint yourself with areas such as essay planning, searching for information, writing, coping with examinations and using the internet as a learning resource.

Your most significant considerations will be time and space i.e. the time you dedicate to your learning and the environment in which you engage in that learning. It is recommended that you take time now before starting your self-study to familiarise yourself with these issues. There are a number of excellent resources on the web. A few suggested links are: http://www.how-to-study.com/ (Retrieved in August, 2019).

Timeframe
You are able to spend at least 18 hours of study time on this module. In addition, there shall be arranged contact sessions with lecturers from the University during residential possibly in April, August and December. You are requested to spend your time prudently so that you reap maximum benefit from this course.

Need Help

In case you have difficulties during the duration of the course, please get in touch with your lecturer for routine enquiries during working days (Monday-Sunday) from 08:00 to 18:00 hours on Cell: +260977799037; E-mail: njobvu.michael@yahoo.com; Website:  www.chau.ac.zm.

You can also see any other lecturers at their offices who belong to the department during working hours as stated above. You are free to utilise the services of the University Library which opens from 07:00 hours to 20:00 hours every working day. It will be prudent for you to carry your student identity card for you to access the library and let alone borrow books.
Required Resources 

Resources that may be needed in the study of this course will include Manila paper, permanent markers, stickers, plain papers and pens.

Assessment
The programme will use the following assessment types:

A. Continuous Assessment 




 
70%

· Seminar presentations (One)


    

15%

· Field Projects 

(One)


   

25%

· Tests written during residential sessions (Two) 

15%

· Case studies
(One)



    

15%

B. Written Examination 




 
 30%

Total 







 
100%
      Pass mark                                                                             40%. 
Lecturers

· 2 lecture hours per week      
· 1 Tutorial per week   and 1 Practical  

Mode of Delivery

This programme shall be delivered mainly by distance mode of delivery because of the nature of the target group who may not find time to be residents in the university for the duration of the course. However, in the event that there are candidates who can attend full time mode of study, the full time of study will be made available.

Duration

The duration of this programme for both distance and full time mode of study shall be two years of continuous study.

Progression

In order to successfully complete this programme, a student should complete all the ten full courses offered on the programme. The programme offers four full courses and two half courses in the first year of study and five full courses in the second year of study.

Target Group

The Programme targets the serving Royal Highnesses (Chiefs, Senior Chiefs and Paramount Chiefs). Headpersons may qualify to enroll on the programme in consultation with the relevant chiefs. The course shall be open to chief in Zambia and other African countries.

Methods of Teaching 

Teaching strategies that focus on learner centeredness will be used in order to ensure effective transfer of knowledge, skills and positive attitudes to the trainees. Such methodologies will include the following; 

· Group and pair work 

· Field trips 

· Presentation 

· Observation

· Inquiry 

· Problem solving 

· Role play 
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UNIT 1:  Introduction to Traditional Leadership
1.1. Introduction

How would you define Leadership in your own context?

Of course, a lot of people have their own definition of Leadership. However, a simple definition is that leadership is the art of motivating a group of people to act toward achieving a common goal. These are persons in a group that possesses the combination of personality and leadership skills to make others want to follow their direction (Taylor, 2011). What about you, how did you define leadership?  Of course your answer could have been different from what your friends might have given. 

Let us now see how other scholars have defined Leadership; Raymond (2007) defines leadership as the capacity of an organization’s management to set and achieve challenging goals, take fast and decisive action when needed, outperform the competition, and inspire others to perform at the highest level they can.

Leadership is a process by which a person influences others to accomplish an objective and directs the organization in a way that makes it more organized and logical meaning; furthermore, it can be defined as a process whereby an individual influences a group of individuals to achieve a common goal (Taylor, 2011). 

It should be noted that it can be difficult to place a value on leadership or other qualitative aspects of an organisation versus quantitative metrics that are commonly tracked and much easier to compare between companies. Leadership can also speak to a more holistic approach, as in the tone a company's management sets or the culture of the company that management establishes.

Rationale 

The purpose of this unit is to broaden the understanding of the phenomenon of traditional leadership, management and governance. The course explains the able values and the historical development of traditional leadership so as to develop deeper understanding about traditional leadership, types of leadership, concept of leadership and governance. The course intends to bring out the ideas that will help traditional leaders develop empathy and sensitivity when dealing with divergent views and fundamental rights of human beings particularly their subjects in different chiefdoms. The ideas and skills acquired from this course will enhance traditional leadership awareness and good governance of human and natural resources.

1.2. Learning Outcomes
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After completing this unit, learners will be able to;
· discuss the emergence of traditional leadership styles.

· describe the origins of traditional leadership.

· explain the traditional leadership traits.

· elucidate the concepts and attributes of good traditional leadership. 

1.3. Timeframe
You need to spend at least not more than 2 hours of study time on this unit. In addition, there shall be some group work during the study sessions with your fellows from the University during residential possibly in April, August and December. You are requested to spend your time prudently so that you reap maximum benefit from this unit.

1.4. Emergence of Traditional Leadership Styles

Max Weber was the first person to define traditional leadership. He described three leadership styles: charismatic, bureaucratic and traditional. Traditional leadership is defined as a style where power is given to the leader based on traditions of the past. Current examples would be kings, dictators and many of today's business leaders. In the past, almost all leaders were considered traditional and their power was tied to their past leaders. Many of these leaders inherited their power from their predecessors. Today, traditional leaders rise to power through large organizations.

Traditional leaders are generally regarded and accepted as the custodians of customs and traditions entrusted to them to provide traditional guidance to their respective communities. They have a diversity of functions ranging from mere administrative functions to much more extensive judicial and development duties.

Many communities have coerced our government to restore their cultural leadership. Now that cultural leadership has been reinstated in many parts of the country, what is their role? In the past, cultural leaders had to handle many issues ranging from security, community development, settlement of disputes, and provision of social services, among others. Although all these are now being carried out solely by the government, which grades roads, constructs bridges, builds markets and health centres as well as providing security. However, the plea to cultural leaders is that they should take up the role of sensitising communities about their family responsibilities.
1.5. Origins of Traditional Leadership

Would you know how traditional leadership came to be? Well, let us look at it from academic studies. Traditional leadership had its origins in the industrial revolution when workers were led by a manager that had total authority. Much of traditional leadership borrowed its concepts from the military and formed a "top down" type of leadership. This type of leadership places managers or Chiefs at the top and the workers/ subordinates at the bottom rung of power. Managers/Chiefs make decisions on the work and issue orders or directions for how the work is completed. Modern examples of traditional leadership are found in many corporations. Organizational charts with a manager at the head are indicators that traditional leadership exists in a company. Power is held by an executive or executive board and all decisions are made by those in command. Today's military is an excellent example of traditional leadership. Officers, or leaders, make decisions and those under their command execute the orders. Police and fire departments are also modern examples of traditional leadership.

The system of traditional leadership was modified after Zambia gained independence in 1964. Several years after, traditional leaders have remained the bedrock of efficient governance, especially under the Patriotic Front (PF) Government which supports such traditional structures of governance wholly. Government’s has continued to date to support traditional leaders through the support and preservation of tradition and culture in all chiefdoms in the country.

1.5.1. Traditional Leaders

Most of the representatives of any dynasty ruling for more than one generation (Chiefs, Emperors, or Kings) would fall into that category. Thus majority monarchies and some autocratic, oligarchies and theocracies would be ruled by traditional leaders. Often male head of a common family should be considered a traditional leader. This could also be the case in a family-owned business, if its director and other leader positions are chosen based on family ties and or age. 

1.5.2. Traditional Leadership Traits

Have you ever come across this word before (traits)? Indeed, this word may mean quite a lot, however, Ken (1982) defines it as character or personality of an individual. Having looked at this with your other definitions, it is perhaps cardinal to focus our attention traditional leadership traits. 

Some traditional leadership traits are the ability to use power and influence in order to lead. Decision making abilities and a willingness to act are also important skills for the traditional leader. Followers are loyal to the position and what it represents rather than who happens to be holding a particular office. Other traditional leadership traits are an ability to take action and give energy toward realizing goals and objectives. All efforts are directed at achieving what is able and results are the most important evidence of success.

1.5.3. Characteristics of Traditional Leadership

The characteristics of traditional leadership style;

a. Leaders are viewed as having control and power because those holding the position before them have control and power.

b. Leaders are followed because of personal loyalty to the position, not to the individual.

c. Followers are promoted based on favoritism and office politics.
1.5.4. Disadvantages of Traditional Leadership
There is a saying which states that, ‘not all that greeters is gold’. It is equally true with traditional leadership. It has its pitfalls that require our attention. It is true that traditional leadership has some problems. New ideas are not always welcomed by the traditional leader as he is usually the source for all new business and ways of operating. Without input from her team, the traditional leader is often unaware of changes and problems and is slow to react to change. The traditional leader also has a tendency to have frequent turnover among his team. Employees grow frustrated at not having input into their work and frequently leave when better opportunities arise. The following are the pit falls of traditional leadership;

a. Leadership can be a disadvantage in business in that, leadership itself is not a productive activity.

b.  Leadership can be advantageous to businesses if leaders are able to delegate tasks efficiently and increase worker productivity.

c. New ideas are not always welcomed by the traditional leader as he is usually the source for all new business and ways of operating. 

d. Without input from her team, the traditional leader is often unaware of changes and problems and is slow to react to change. 

e. The traditional leader also has a tendency to have frequent turnover among his team. Employees grow frustrated at not having input into their work and frequently leave when better opportunities arise.

In Zambia, traditional leaders hold office for life unless removed from their respective positions for misconduct. While it was considered taboo in the past to appoint women as traditional leaders, more women than before are being appointed as traditional leaders showing the adaptability of the institution to the modern world. For instance, since independence, no less than five women have been appointed as substantive chiefs while several others have been appointed as headmen and village heads. Under the previous constitutional order, the appointment of chiefs solely by the President meant that chiefs were "controlled" and accountable to the national government and the ruling political party, in particular. This claim may be supported by evidence from the colonial and post-colonial eras which suggests the alignment of chiefs to the government of the day (Jago, P. 1982). 

1.5.5. National Constitution and Traditional Leadership 
Core values of the National Constitution and Traditional Leadership; 

a) to promote and uphold cultural values of their communities and, in particular, to promote sound family values

b) to take measures to preserve the culture, traditions, history and heritage of their communities 

c) to facilitate development

d) to administer Communal Land and to protect the environment

e) to resolve disputes amongst people in their communities in accordance with customary law; and

f) to exercise any other functions conferred or imposed on them by Act of Parliament. 

The Constitution further provides that, "except as provided in an Act of Parliament, traditional leaders have authority, jurisdiction and control over the Communal Land or other areas for which they have been appointed, and over persons within those Communal Lands or areas". The Traditional Leaders Act also assigns to chiefs the responsibility to supervise headmen in villages (Muzumara, 2018).

1.5.6. Remuneration of Traditional Leaders

Under the present constitutional order, Zambian traditional leaders receive salaries and or allowances from the government in appreciation of the services they provide to their respective communities and the nation at large. This practice of providing some form of remuneration to traditional leaders has its origins in the colonial period where chiefs were salaried officials just like public servants of the colonial government. Such remuneration entailed that chiefs were accountable to the government. The Constitution of Zambia acknowledges the need for the government to provide some form of remuneration to traditional leaders. It requires the remuneration and benefits of chiefs to be determined by the authorities responsible for finance after consultation with the Minister responsible for traditional affairs. Headmen and village heads do not receive monthly allowances although they are insignificant compared to those of chiefs. While the respective Ministers for finance and traditional affairs have a role to play in the determination of the salaries and benefits of traditional leaders, it is ultimately the President who has the final decision making authority in relation to the nature and extent of the remuneration of traditional authorities. As in the case of judicial officials, the Constitution provides that the remuneration of chiefs may not be reduced whilst they are occupying their respective positions. Ideally, this requirement enhances the financial security of position holders and reduces their vulnerability to considerations of monetary gain when carrying out their duties (Danielson, C. 2007).  

1.6. Concept of General Leadership

Dealing with the concepts of leadership, Jago, (1982) noted that good leaders are made, not born. If one has a desire and willpower, he/she can become an effective leader. Furthermore, good leaders develop through a never ending process of self-study, education, training, and experience.
Do you really believe the concept that states that ‘good leaders are made, not born’? How about Biblically? In your perception, was Jesus a born leader or made leader? The most cardinal knowledge that we need to interact with is that, good leaders carry out this process by applying their leadership knowledge and skills. However, we know that we have personality that can influence our actions. A dedicated leader inspires his workers into higher levels of teamwork, there are certain things that an effective and dedicated leader must be, know, and, do. These do not come naturally, but are acquired through continual work and study. Effective and dedicated leaders are continually working and studying to improve their leadership skills meaning they are not resting on their success. While leadership is learned, the skills and knowledge processed by the leader can be influenced by his or her attributes or traits, such as beliefs, values, ethics and character. Knowledge and skills contribute directly to the process of leadership, while the other attributes give the leader certain characteristics that make him or her unique meaning skills, knowledge, and attributes make the leader more effective and dedicated.

Fig. 1. Characteristic of Good Leadership
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1.6.1. Attributes of Good Leadership

As a leader, you must have an honest understanding of who you are, what you know, and what you can do. Also, note that it is the followers, not the leader or someone else who determines if the leader is successful. If they do not trust or lack confidence in you as a leader, then they will be uninspired. To be successful you have to convince your followers, not yourself or your superiors, that you are worthy of being followed. As a leader, do you acknowledge to this notion?

Different people require different styles of leadership. For example, a new employ requires more supervision than an experienced employee. A person who lacks motivation requires a different approach than one with a high degree of motivation. You must know your people! The fundamental starting point is having a good understanding of human nature, such as needs, emotions, and motivation. 

The other attribute is communication; you lead through two-way communication. Much of it is nonverbal. For instance, when you "set the example," that communicates to your people that you would not ask them to perform anything that you would not be willing to do. What and how you communicate either builds or harms the relationship between you and your employees.

Additionally, there is an aspect of situation. What should be noted is that in our daily lives, all situations are different. What you do in one situation will not always work in another. You must use your judgment to decide the best course of action and the leadership style needed for each situation. For example, you may need to confront an employee for inappropriate behavior, but if the confrontation is too late or too early, too harsh or too weak, then the results may prove ineffective.

Also note that the situation normally has a greater effect on a leader's action than his or her traits. This is because while traits may have an impressive stability over a period of time, they have little consistency across situations (Sonnenfeld: 1995).

Fig. 2. Characteristics of Good Leadership
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1.6.2. Roles of Leadership
Traditional leaders are chief heralds of sustainable growth. Yet the role of traditional leadership in modern Africa, especially modern Zambian democracy is complex and multi-faceted which is why traditional leaders’ continued importance in the social and political life of their communities is virtually indisputable. In many countries, they still play a major role in managing land tenure; local justice, property inheritance, and the implementation of customary law, as well as conflict resolution also continue to be important spheres of responsibility. “Let me emphasise that traditional leaders have a key role to play as partners with government, to build a better life for all our people. It is imperative to have a stronger partnership between the traditional leaders and the government for progress and sustainable development, especially in rural areas.

It is also urged that traditional leaders need to be proactive and engage government on what exactly the priorities of the people are in their areas, working with the people. It should also be noted that traditional leaders are often perceived as the guardians of their communities and here, culture plays an important role in cultural events and rituals (Danielson, C. 2007).

However, customary law, traditional governance, hereditary rule and communal land tenure are sources of much debate tension in most African countries today. In most countries in Africa today traditional leaders are marginalized and avoided by government and donors and all are eager to become more involved in the development and health improvements in their areas of domain. In many countries, they still play a major role in managing land tenure; local justice, property inheritance, and the implementation of customary law, as well as conflict resolution also continue to be important spheres of responsibility.

1.7. Leadership Models

Leadership models propel a leader to higher heights and define your ability to lead and guide others. Leadership model is enshrined into frame works that determines the type of a leader to lead others. There are four leadership frame works enshrined in the leadership model and these include; structural framework, human resource framework, political framework and the symbolic framework. 

a. Structural Framework 

In an effective leadership situation, the leader is a social architect whose leadership style is analysis and design. While in an ineffective leadership situation, the leader is a petty tyrant whose leadership style is details. Structural Leaders focus on structure, strategy, environment, implementation, experimentation, and adaptation.
b. Human Resource Framework 

In an effective leadership situation, the leader is a catalyst and servant whose leadership style is support, advocating, and empowerment. While in an ineffective leadership situation, you are a pushover, whose leadership style is abdication and deception, therefore, you require other people to help you. Human Resource Leaders believe in people and communicate that belief; they are visible and accessible; they empower, increase participation, support, share information, and move decision making down into the organization.

c. Political Framework 

In an effective leadership situation, the leader is an advocate, whose leadership style is coalition and building. While in an ineffective leadership situation, the leader is a hustler, whose leadership style is manipulative. Political leaders for instance, clarify what they want and what they can get; they assess the distribution of power and interests; they build linkages to other stakeholders, use persuasion first, and then use negotiation and coercion only if necessary. Are we such leaders?

d. Symbolic Framework 

In an effective leadership situation, the leader is a prophet, whose leadership style is inspiration. While in an ineffective leadership situation, the leader is a fanatic, whose leadership style is smoke and reflects. Symbolic leaders view organizations as a stage or theatre to play certain roles and give impressions; these leaders use symbols to capture attention; they try to frame experience by providing plausible interpretations of experiences; they discover and communicate a vision.

1.7.1. Effective Leadership

The two most important keys to Effective Leadership are as follows;
a. Trust and confidence in top leadership was the single most reliable predictor of employee satisfaction in an organization.

b. Effective communication by leadership in three critical areas is the key to winning organizational trust and confidence and this can be done through;

i. Helping employees understand the company's overall business strategy.

ii. Helping employees understand how they contribute to achieving key business objectives

iii. Sharing information with employees on both how an organisation is doing and how an employee's own division is doing 

1.7.2. Principles of Good Leadership

The following are some key principles of leadership: 

a. Know yourself - In order to know yourself, you have to understand inner being, know, and do, attributes.

b. Seek self-improvement- This means to continually strengthen your attributes. This can be accomplished through self-study, formal classes, reflection, and interacting with others.

c. Be technically proficient - As a leader, you must know your job and have a solid familiarity with your employees' tasks.

d. Seek responsibility and take responsibility for your actions - Search for ways to guide your organization to new heights. And when things go wrong, they always do sooner or later and therefore, do not blame others. Analyze the situation, take corrective action, and move on to the next challenge.

e. Make sound and timely decisions - Use good problem solving, decision making, and planning tools.

f. Set the example - Be a good role model for your employees. They must not only hear what they are able to do, but also see.

g. Know your people and look out for their well-being - Know human nature and the importance of sincerely caring for your workers.

h. Keep your workers informed - Know how to communicate with not only them, but also seniors and other key people (Muzumara, 2018).

1.7.3. The Process of Great Leadership

The road to great leadership (Kouzes & Posner, 1987) that is common to successful leaders, calls for challenging the process. To challenge the process entails to find a process that you believe needs to be improved the most. Secondly, you need to share your vision. Share your vision in words that can be understood by your followers. Thereafter, give your followers the tools and methods to solve the problem. Finally, when the process gets tough, get your hands dirty. 

Bravo! This has been unveiling to our understanding of leadership and I hope we have shared something that is either foreign or common to our ears.
1.8. Unit Summary

In conclusion, traditional leaders are charged with the facilitation of development in their respective jurisdictions through structures, such as the village assemblies. They are able to provide an advisory and supportive role to various agencies of the government particularly those operating at the local level. For example, traditional leaders supervise village committees in the implementation of clean campaigns and green environment. They also act as communication mediums of government policies, notices and directives in their respective jurisdictions. Traditional leaders are required to promote the maintenance of good standards of health and education in their respective jurisdictions. Chiefs are able to liaise and assist development committees of rural local governments in all matters relating to the planning and implementation of local development programs. The rural population seeks the guidance of traditional leaders on a variety of issues affecting their wellbeing, more often than that of the democratically elected officials. Over the years traditional leaders have been active in mobilizing people in their respective areas to support development projects, such as, the provision of health services, water, sanitation and roads.

Furthermore, traditional leaders do resolve disputes involving criminal matters of a less serious nature such as theft and assault. Serious cases of a criminal nature are referred to the police for investigation. A chief may also impose sanctions if an accused person is found guilty of certain offences or transgressing certain customs and traditions. Traditional courts are more accessible to and cheap for rural communities than modern courts. When trying cases or resolving disputes, traditional leaders are assisted by advisors who are usually from the family of the ruling tribe. They tend to emphasize reconciliation rather than retribution to ensure harmony among neighbours, relatives and communities in rural areas. This is partially the reason why rural communities prefer traditional to modern courts. Associated with this dispute resolution role, chiefs have wide-ranging law enforcement powers, including the power of search without a warrant, arresting powers, and detention of suspects.

[image: image5.png]


Reflection 

1. A boss tells others what to do; a leader shows that it can be done.  

2. Leadership involves setting and achieving goals, taking action, and beating the competition, but it also relates to the tone of the company's management and what kind of culture is built for the employees.
1.9. Conclusion

There is indeed no other phenomenon so pervasive, so consistent from society to society as is the search for knowledge about good leadership. Just like any other subject, leadership management deserves to be studied as truth claim. The best way of studying leadership management is to see what is there in leadership realm itself. 

Many learners of leadership management do admit that the difficult of dealing with questions on leadership is based on the term ‘leadership’ itself because the origin of the term is not entirely certain. There are some aspects of leadership which do not seem like they are adequately catered for in this English term, in view of their management practices.

Finally, the whole idea of Leadership management can be summarised by the two theories of Trait Theory of Leadership and Process Theory of Leadership by Melvin, (1999). Melvin, assimilate that that leadership is the result of the interaction between the individual and the social situation and not the result of a predefined set of traits. The Importance of Leadership Theories is that it helps employers to develop an understanding of basic leadership principles which are a key to hiring the right people and placing them in the right positions. Studying leadership principles can also help project managers and others improve their leadership skills.

Melvin (1999) further argues that; “these Leadership theories are a process by which a person interacts with others and is able to create a solid relationship that results in a high percentage of trust, that will later result in an increase of motivation, both intrinsic and extrinsic, in both leaders and followers”. Diagrammatically, we now see the summary of the theories as shown below;

Fig. 3. Trait Theory of Leadership
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1. Describe any five Principles of Good Leadership
2. Distinguish between Political administrative leadership and traditional leadership.
UNIT 2: Types of Leadership
2.1. Introduction

Dear learner, welcome to our second part of discussion in our quest to unveil the wrapped information about different types of leadership. However, it is perhaps imperative to state that ‘if you are a leader who can be trusted, then those around you will grow to respect you’. Since we are now set for this exploration, let us focus our attention on the types of leadership.

Some establishments offer several leadership styles within the organization, chiefdoms inclusive, dependent upon the necessary tasks to be completed.

It should be noted that leadership style is the way a person uses power to lead other people. The most appropriate leadership style depends on the function of the leader, the followers and the situation. Some leaders cannot work comfortably with a high degree of followers’ participation in decision-making. Different types of leadership styles exist in work environments or in our very chiefdoms. The culture and goals of an organization determine which leadership style fits the firm best, while personality differences often dictate which is most often used. Some companies offer several leadership styles within the organization, dependent upon the necessary tasks to complete and departmental needs.

2.2. Learning Outcomes

After completing this unit, learners will be able to;

a. differentiate types of leadership.

b. explain the advantages and disadvantages of each leadership style.

c. describe important skills and capacities of different leadership styles.

d. identify characteristics of leadership styles.

2.3. Timeframe 

You need to spend at least not more than 2 hours 30 Minutes of study time on this unit. In addition, there shall be some group work during the study sessions with your fellows from the University during residential possibly in April, August and December. You are requested to spend your time prudently so that you reap maximum benefit from this unit.

2.4. Types of Leadership Styles

If a novice leader wants some support or guidance, feel free to offer it and be a mentor, but it is really important to allow that person to make decisions and most tough calls. When someone does lead the process for the first time, be sure to take some time after the circle meeting is over to regroup and debrief the experience so that the person can learn enough from what happened (Caine, G. (1995). The following are some of the types of leadership;

i. The Process Leader

ii. The Laissez-Faire Leader

iii. Autocratic Leadership

iv. The Participative Leader 

v. Democratic Leadership

vi. The Transactional Leader

vii. The Transformational Leader
2.4.1. The Process Leader 

Are you aware that great leaders are indispensable? It is true that great leadership is indispensable (essential) to success in creating schools for the knowledge age. But leadership does not reside only in those with the title of chief, headman, principal or head teacher. There is a way of being a participant leader by committing to a process, taking charge of your own learning, supporting the learning of others, and contributing actively to creating a culture of learning and a field of listening.

We invite, encourage, and relish the development of you our learners as process leaders, in part because some of the qualities and capacities you will develop as leaders are precisely the qualities and capacities that are needed in great kings. Listening and doing one's own learning matter just as much to students as they do to colleagues. For that reason, we hope it is clear that the processes being implemented in the traditional leadership are as important to professional development as the specific skills and materials are the same.

Our broad definition of a process leader is someone who creates the conditions that allow others to succeed. More specifically, process leaders are the people who guide, support, nurture, and facilitate the process. Here we dip into the role of leadership and facilitation generally, but with an emphasis on a core group of skills and capacities that help make the process effective.

Note that the process leader is not a boss, despite facilitating the learning of others. The learners in process learning circles are usually volunteers who want to be there and to benefit from the experience. So during the discussion of the process and clarifications of purpose and procedures, the issue of joint responsibility for maintaining the process should be raised, and learners should be asked if they are willing to commit to it. The implication, which can also be publicly acknowledged, is that each person supports the process. The point is that everyone is learning together some are learning to lead; others are learning to follow and support. And all learners will have both experiences.

The art of facilitating process leadership is to guide and to be accepted and respected as a guide, but without being the center of attention. That is why the groups should be led by good process leaders in the early stages. However, the absence of skilled process leaders should not be a bar to starting. To a large extent, the process described in this unit is one of self-teaching. People begin with the skills that they have and then learn together as they go along.

2.4.1.1. Skills and Capacities of Process Leadership 

Use the opportunities of being a process leader to develop a core set of skills and the inner capacities that are at the core of great leadership. These help the leadership function at greater and greater depth. They are also essential skills for any administrators or teachers to use in other aspects of their work.
2.4.1.2. Capacity to Listen

People can listen in different ways and at varying depths. Here are some aspects of listening to consider; 

a. basic listening is part of general courtesy.

b. listening for key ideas is essential for understanding the intellectual content of any discussion.

c. the art of listening includes paying attention to the social and interpersonal relationships that are playing out in the group.

d. a type of deep listening develops through the practices described in this book as learners begin to grasp other people's often invisible assumptions and mental models.

e. ultimately, the capacity for listening develops into being able to listen more deeply to oneself. 

2.4.1.3. Ability to Ask Good Questions

Sometimes it is important to clarify what people mean and what is intended, and it may require skillful questioning to elicit the meanings behind the overt behaviors. That is why part of active listening includes such skills as the art of reflecting back what we think we heard in order to make sure that we "get" it. 
2.4.1.4. Good Personal Boundaries

When things get tense or personal or difficult, as they will from time to time, it is really important for a process leader to stay centered and not take things personally. This can be difficult, especially if the process leader is blamed for the problems. A good process leader can separate the personal from the professional and deal with situations as they arise. Doing so may involve acknowledging responsibility for what has transpired. It may also involve the art of nudging people to keep the process moving, even when learners are emotionally involved.

The good news and the bad news is that these sorts of issues are present in every group. They are just part of the underlying dynamic that needs to be dealt with. The processes and protocols that you find here will help with many of these. Other tools are also available to process leaders and learners, such as process checks and assumptions.
2.4.2. The Laissez-Faire Leader 

Are you able to identify any Civic or traditional leader in Africa or indeed Zambia who has this characteristic of Laissez-Faire type? Of course, you might have one in mind, but the fact is that we really have them. This may be at Civic level or Chiefdom level, these leaders are there and they lead people that are subordinate to them. 
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· A boss who always says, ‘they are for the government’! They don’t mind even if something is going wring in company or kingdom. 

2.4.2.1. Personalities of a laissez-faire Leader
a. A laissez-faire leader lacks direct supervision of employees and fails to provide regular feedback to those under his supervision. Highly experienced and trained employees requiring little supervision fall under the laissez-faire leadership style. However, not all employees possess those characteristics. This leadership style hinders the production of employees needing supervision. The laissez-faire style produces no leadership or supervision efforts from managers, which can lead to poor production, lack of control and increasing costs Jago, (1982).

b. Laissez-faire leadership gives authority to employees. According to Jago, departments or subordinates are allowed to work as they choose with minimal or no interference. This kind of leadership has been consistently found to be the least satisfying and least effective management style.

c. Additionally, Laissez-faire leadership, also known as delegative leadership, is a type of leadership style in which leaders are hands-off and allow group members to make the decisions. This is generally the leadership style that leads to the lowest productivity among group members.

However, it is important to realize that this leadership style can have both benefits and possible pitfalls. There are also certain settings and situations where a laissez-faire leadership style might be the most appropriate. Therefore, knowing your dominant leadership style can be helpful for understanding your own strengths and potential weakness.

Let us now focus our attention on the characteristics of laissez-faire leadership. Would you be able to unveil some of the characteristics of laissez-faire leadership? Of course, each and every one of us has characteristics that are both hidden and exposed. Therefore, it is cardinal to try and identify some of these characteristics.

2.4.2.2. Characteristics of Laissez-Faire Leadership 

a. very little guidance from leaders.
b. complete freedom for followers to make decisions.
c. leaders provide the tools and resources needed.
d. group members are able to solve problems on their own.
e. power is handed over to followers, yet leaders still take responsibility for the group’s decisions and actions.
There have been a number of well-known, traditional, political and business leaders throughout history who have exhibited characteristics of a laissez-faire leadership style. Steve Jobs was known for giving instructions about what he would like to see to his team but then leaving them to their own devices to figure out how to fulfill his wishes. Former U.S. President Herbert Hoover was famous for taking a more laissez-faire approach to governing, often by allowing more experienced advisors to take on tasks where he lacked knowledge and expertise.
2.4.2.3. Benefits of Laissez-Faire Leadership 
Like other leadership styles, the delegative approach has both a number of benefits and shortcomings. Sometimes this style can be effective, particularly if it is used appropriately in the right settings and with groups that respond well. Some examples where this style of leadership works well;

a. When team members have the skills to succeed, Laissez-faire leadership can be effective in situations where group members are highly skilled, motivated and capable of working on their own. Since these group members are experts and have the knowledge and skills to work independently, they are capable of accomplishing tasks with very little guidance.

b. When group members are experts, the delegative style can be particularly effective in situations where group members are actually more knowledgeable than the group's leader. Because team members are the experts in a particular area, the laissez-faire style allows them to demonstrate their deep knowledge and skill surrounding that particular subject.

c. When independence is valued, this autonomy can be freeing to some group members and help them feel more satisfied with their work. The laissez-faire style can be used in situations where followers have a high-level of passion and intrinsic motivation for their work.

d. While the conventional term for this style is 'laissez-faire' and implies a completely hands-off approach, many leaders still remain open and available to group members for consultation and feedback. They might provide direction at the beginning of a project, but then allow group members to do their jobs with little oversight. This approach to leadership requires a great deal of trust. Leaders need to feel confident that the members of their group possess the skills, knowledge, and follow through to complete a project without being micromanaged.
2.4.2.4. Downsides of Laissez-Faire Leadership 

Laissez-faire leadership is not ideal in situations where group members lack the knowledge or experience they need to complete tasks and make decisions. This style of leadership has been linked to negative outcomes including poor job performance, low leader effectiveness, and less group satisfaction. Some people are not good at setting their own deadlines, managing their own projects and solving problems on their own. In such situations, projects can go off-track and deadlines can be missed when team members do not get enough guidance or feedback from leaders. Barker, (2001), identifies some possible negative sides of the laissez-faire style such as;
a. Lack of role awareness; in some situations, the laissez-faire style leads to poorly defined roles within the group. Since team members receive little to no guidance, they might not really be sure about their role within the group and what they are supposed to be doing with their time.

b. Poor involvement with the group; Laissez-faire leaders are often seen as uninvolved and withdrawn, which can lead to a lack of cohesiveness within the group. Since the leader seems unconcerned with what is happening, followers sometimes pick up on this and express less care and concern for the project.

c. Low accountability; some leaders might even take advantage of this style as a way to avoid personal responsibility for the group's failures. When goals are not met, the leader can then blame members of the team for not completing tasks or living up to expectations.

d. Passivity and avoidance; at its worst, laissez-faire leadership represents passivity or even an outright avoidance of true leadership. In such cases, these leaders do nothing to try to motivate followers, do not recognize the efforts of team members, and make no attempts at involvement with the group.

Finally, Botha, (2004) notes that; if group members are unfamiliar with the task or the processes needed to accomplish a task, leaders are better off taking a more hands-on approach. Eventually, as followers acquire more expertise, leaders might then switch back to a more delegative approach that gives group members more freedom to work independently.
It should also be noted that a laissez-faire leader lacks direct supervision of employees and fails to provide regular feedback to those under his supervision. Highly experienced and trained employees requiring little supervision fall under the laissez-faire leadership style. However, not all employees possess those characteristics. This leadership style hinders the production of employees needing supervision. The laissez-faire style produces no leadership or supervision efforts from managers, which can lead to poor production, lack of control and increasing costs.
2.4.3. The Autocrat Leadership

Have you ever been found in a scenario where you need to make a decision on a male community member who defiles a 12 year girl child? As a traditional leader, what is the immediate action that you will take upon people bringing such a person to your attention? What about someone who has been caught wanting to kill an innocent woman who had gone to the river to fetch water?  
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· Discuss how you would administer a case of a male member of the community who is alleged to have defiled a 12-year-old girl child. 

Autocratic leadership, also known as authoritarian leadership, is a leadership style characterized by individual control over all decisions and little input from group members, do you agree to this? Furthermore, autocratic leaders typically make choices based on their ideas and judgments and rarely accept advice from followers. 

The autocratic leadership style allows managers to make decisions alone without the input of others. Managers possess total authority and impose their will on employees. No one challenges the decisions of autocratic leaders. Countries such as Cuba and North Korea operate under the autocratic leadership style. This leadership style benefits employees who require close supervision. Creative employees who thrive in group functions detest this leadership style. Like other leadership styles, the autocratic style has both some benefits and some weaknesses. While those who rely on this approach too heavily are often seen as bossy or dictator-like, this level of control can have benefits and be useful in certain situations. When and where the authoritarian style is most useful can depend on factors such as the situation, the type of task the group is working on, and characteristics of the team members (Dale, 2006).
2.4.3.1. Characteristics of Autocratic Leadership 
Have you ever been at a meeting where only one person is a speaker and does not allow anyone to speak? Yes, it happens even in class room where some pupils are above others, and could not allow other pupils to participate. Therefore, it should be noted that each leader at whatever lever of governance has characteristics in their leadership style. Some of the primary characteristics of autocratic leadership include;

a. little or no input from group members.

b. leaders make almost all of the decisions.

c. group leaders dictate all the work methods and processes.

d. group members are rarely trusted with decisions or important tasks.

e. work tends to be highly structured and very rigid.

f. creativity and out-of-the box thinking tend to be discouraged.

g. rules are important and tend to be clearly outlined and communicated.

2.4.3.2. Benefits of Autocratic Leadership 

The autocratic style tends to sound quite negative. It certainly can be when overused or applied to the wrong groups or situations. However, autocratic leadership can be beneficial in some instances, such as when decisions need to be made quickly without consulting with a large group of people. Some projects require strong leadership to get things accomplished quickly and efficiently. When the leader is the most knowledgeable person in the group, the autocratic style can lead to fast and effective decisions. So when does autocratic leadership work best? Therefore, the autocratic leadership style can be useful in the following instances;
a. effective in small groups where leadership is lacking 

Have you ever worked with a group of people or co-workers on a project that got derailed by poor organization, a lack of leadership and an inability to set deadlines? If so, the chances are that your grade or job performance suffered as a result. In such situations, a strong leader who utilizes an autocratic style can take charge of the group, assign tasks to different members, and establish solid deadlines for projects to be finished.
b. It can also be used well in cases where a great deal of pressure is involved 

In situations that are particularly stressful, such as during military conflicts, group members may prefer an autocratic style. This allows members of the group to focus on performing specific tasks without worrying about making complex decisions. This also allows group members to become highly skilled at performing certain duties, which is ultimately beneficial to the success of the entire group.

c. Manufacturing and construction works
In these situations, it is essential that each person has a clearly assigned task, a deadline, and rules to follow. Autocratic leaders tend to do well in these settings because they ensure that projects are finished on time and that workers follow safety rules to prevent accidents and injuries.

2.4.3.3. Downsides of Autocratic Leadership 

While autocratic leadership can be beneficial at times, there are also many instances where this leadership style can be problematic. People who abuse an autocratic leadership style are often viewed as bossy, controlling, and dictatorial. This can sometimes result in resentment or anger among group members. Group members can end up feeling that they have no input or say in how things or done, and this can be particularly problematic when skilled and capable members of a team are left feeling that their knowledge and contributions are undermined. The following are some of the problems with autocratic leadership;

a. Discouraging group input

Because autocratic leaders make decisions without consulting the group, people in the group may dislike that they are unable to contribute ideas. Autocratic leadership often results in a lack of creative solutions to problems, which can ultimately hurt the group from performing. Autocratic leaders tend to overlook the knowledge and expertise that group members might bring to the situation. Failing to consult with other team members in such situations hurts the overall success of the group.

b. Impairing the morale of the group in some cases

People tend to feel happier and perform better when they feel like they are making contributions to the future of the group. Since autocratic leaders typically do not allow input from team members, followers start to feel dissatisfied and stifled.

2.4.3.4. How Can Autocratic Leaders Thrive? 
Firestone, (2005) assumes that; the autocratic style can be beneficial in some settings, but also has its pitfalls and is not appropriate for every setting and with every group. If this tends to be your dominant leadership style, there are things that you should consider whenever you are in a leadership role. 

Here are some ideas on how Autocratic leaders can thrive;

a. Listen to team members

You might not change your mind or implement their advice, but subordinates need to feel that they can express their concerns. Autocratic leaders can sometimes make team members feel ignored or even rejected, so listening to people with an open mind can help them feel like they are making an important contribution to the group's mission.
b. Establish clear rules

In order to expect team members to follow your rules, you need to first ensure that these guidelines are clearly established and that each person on your team is fully aware of them.
c. Provide the group with the knowledge and tools 

Once your subordinates understand the rules, you need to be sure that they actually have the education and abilities to perform the tasks you set before them. 
d. Be reliable

Inconsistent leaders can quickly lose the respect of their teams. Follow through and enforce the rules you have established.

e. Recognize success. 

Your team may quickly lose motivation if they are only criticized when they make mistakes but never rewarded for their successes.

2.4.4. Democratic Leadership

In this leadership style, subordinates are involved in making decisions. Unlike the autocratic style, this leadership is centered on subordinates’ contributions. The democratic leader holds final responsibility, but he or she is known to delegate authority to other people, who determine work projects.

The most unique feature of this leadership is that communication is active upward and downward. With respect to statistics, democratic leadership is one of the most preferred styles of leadership, and it entails the following: fairness, competence, creativity, courage, intelligence and honesty.
2.4.4.1. Characteristics of Democratic Leadership 
Some of the primary characteristics of democratic leadership include;

a. group members are encouraged to share ideas and opinions, even though the leader retains the final say over decisions.

b. members of the group feel more engaged in the process.

c. creativity is encouraged and rewarded.

Martindale, (2001) further suggests that good democratic leaders possess specific traits that may include;

i. Honesty

ii. Intelligence

iii. Courage

iv. Creativity

v. Competence

vi. Fairness

Strong democratic leaders inspire trust and respect among followers. They are sincere and base their decisions on their morals and values. Followers tend to feel inspired to take action and contribute to the group. Good leaders also tend to seek diverse opinions and do not try to silence dissenting voices or those that offer a less popular point of view.
2.4.4.2. Benefits of Democratic Leadership 

Due to the fact that, group members are encouraged to share their thoughts, democratic leadership can lead to better ideas and more creative solutions to problems. Group members also feel more involved and committed to projects, making them more likely to care about the end results. 
2.4.4.3. Drawbacks of Democratic Leadership 

While democratic leadership has been described as the most effective leadership style, it also has some potential downsides. In situations where roles are unclear or time is of the essence, democratic leadership can lead to communication failures and uncompleted projects. In some cases, group members may not have the necessary knowledge or expertise to make quality contributions to the decision-making process. Democratic leadership can also lead to team members feeling like their opinions and ideas aren't taken into account, which may lower employee satisfaction and morale.

Democratic leadership works best in situations where group members are skilled and eager to share their knowledge. It is also important to have plenty of time to allow people to contribute, develop a plan, and then vote on the best course of action.
2.4.5. The Participative Leader
Often called the democratic leadership style, participative leadership values the input of team members and peers, but the responsibility of making the final decision rests with the participative leader. Participative leadership boosts employee morale because employees make contributions to the decision-making process. It causes them to feel as if their opinions matter. When a company needs to make changes within the organization, the participative leadership style helps employees accept changes easily because they play a role in the process. This style meets challenges when companies need to make a decision in a short period.

In this leadership style, subordinates are involved in making decisions. Unlike autocratic, this headship is centered on subordinates’ contributions. The democratic leader holds final responsibility, but he or she is known to delegate authority to other people, who determine work projects. The most unique feature of this leadership is that communication is active upward and downward. With respect to statistics, democratic leadership is one of the most preferred leadership, and it entails the following: fairness, competence, creativity, courage, intelligence and honesty.

According to Gill, (2016), everyone is given the opportunity to participate, ideas are exchanged freely, and discussions are encouraged. While the democratic process tends to focus on group equality and the free flow of ideas, the leader of the group is still there to offer guidance and control. The democratic leader is charged with deciding who is in the group and who gets to contribute to the decisions that are made.

In addition to this, Martindale, (2001) states that; “ the democratic leadership style is one of the most effective types and leads to higher productivity, better contributions from group members, and increased group morale.”

2.4.6. The Transactional Leader
Managers using the transactional leadership style receive certain tasks to perform and provide rewards or punishments to team members based on performance results. Managers and team members set predetermined goals together, and employees agree to follow the direction and leadership of the manager to accomplish those goals. The manager possesses power to review results and train or correct employees when team members fail to meet goals. Employees receive rewards, such as bonuses, when they accomplish goals.
Additionally, the transformational leadership style depends on high levels of communication from management to meet goals. Leaders motivate employees and enhance productivity and efficiency through communication and high visibility. This style of leadership requires the involvement of management to meet goals. Leaders focus on the big picture within an organization and delegate smaller tasks to the team to accomplish goals.
2.5. Conclusion

Strong leadership involves clear communication skills. Leaders speak with and listen to staff members, respond to questions and concerns, and are empathetic. Leaders use effective communication skills for moving the company forward and achieving new levels of success. True leadership sees where the company is headed and plans the steps needed to get there. Visualizing what is possible, following trends in the industry, and taking risks to grow the business are all required of leaders. 

Productive leadership shows optimism and provides positive energy for staff. Good leaders are supportive and are truly concerned about the well-being of others. Leaders find answers to challenges and reassure and inspire workers when things go awry. Leaders find ways for staff to work together and achieve maximum results in an efficient and effective manner.
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ACTIVITY 2

1. List and explain any two types of leadership styles that you have learnt.
2. Discuss the advantages and disadvantages of different types of traditional leadership styles.
3. Explain any four characteristics of traditional leadership.
4. Explain the general concepts of traditional leadership.
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2.6. Unit Summary 

Congratulations, you have reached the end of this unit. In this unit you have learnt what leadership is, you have identified the different types of leadership styles and their characteristics. Furthermore, we have also discussed on the advantages and disadvantages of different traditional leadership styles. Finally, different research has revealed that leadership style is the way a person uses power to lead other people. It has also identified a variety of leadership styles based on the number of followers. The most appropriate leadership style depends on the function of the leader, the followers and the situation. Some leaders cannot work comfortably with a high degree of followers’ participation in decision making. Some employers lack the ability or the desire to assume responsibility. Furthermore, the specific situation helps determine the most effective style of interactions. Sometimes leaders must handle problems that require immediate solutions without consulting followers.

We have covered 7 different types of ways leaders tend to lead organizations or their fellow people. Not all of these styles would deem fit for all kind of situations, you can read them through to see which one fits right to your chiefdom. In the next unit, you will be able to have an insight of traditional management and management theories.     
UNIT 3:      Traditional Management
3.1. Introduction
Management is a distinct on-going process of allocating inputs of an organisation (human and economic resources) by typical managerial functions (planning, organising, directing and controlling) for the purpose of achieving stated objectives, and also the output of goods and services desired by its customers (environment).

Management means many things to many people. To a layman management means an impressive person occupying an air-condition chamber with an overstated table and cushioned chair. Some people suggest management is commanding others. To many others, management is nothing more than clerical work and putting fancy signatures. But truly speaking, Fayol, (2008) defines management as a process of planning, organising, staffing, directing, coordinating and controlling the activities of the people in the chiefdom or business enterprise. It is also described as the technique of leadership, decision making and a means of coordinating at political and traditional level.

3.2. Learning Outcomes
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After completing this unit, learners will be able to;
· define traditional leadership management

· state the roles of traditional leadership in the management of natural resources found in their chiefdoms

· analysis traditional management process of how chiefs perform their functions.
3.3. Time Frame
You need to spend at least not more than 2 hours of study time on this unit. In addition, there shall be some group work during the study sessions with your fellows from the University during residential possibly in April, August and December. You are requested to spend your time prudently so that you reap maximum benefit from this unit.

3.4. Management Functions at Chiefdom Level

I would like us to focus our attention on the picture below if it can help us discuss how we can manage each other in our communities. Is it possible to process issues that are pertinent at the chiefdom level without quarrels? Yes, a process leader is able to do that, in this diagram we are able to tell that people that work together as one are winning group.
Fig. 4.  Traditional Leaders and their Communities
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Source: http.//fidic.org (2019)
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3.5. Reflection 

Now, let us pay attention on the inset picture above, what does it teach us? Do you agree with the notion of being two or more you achieve a lot? Never the less, we have different perception on whatever is happening with the hands. These sets of palms reflect onto us that, for one to achieve a goal in life there is need to work together. Working together makes our chiefdoms and communities grow in harmony. It takes a leader with vision, to achieve this.

3.6. Concept of a Process Manager in a Chiefdom

Management is a process which brings the scarce human and material resources together and motivates people for the achievement of objectives of the organization. Management is not a onetime act but an on-going series of interrelated activities. The sum total of these activities is known as management process. It consists of a set of interrelated operations or functions necessary to achieve desired organizational goals. A process is a systematic way of doing things. It is concerned with conversion of inputs into outputs. 

An analysis of management process will enable us know the functions which traditional managers perform and some of these are;

a. goal oriented Process
The process of management comes with the purpose of achieving the organizational goals correctly and meaningfully. Hence, it is a goal oriented leader who has this process.

b. all Pervasive
Management is used by all departments of an organization and by all chiefdoms, irrespective of size, nature and location. It is also practiced at each level of chiefdom.

c. multidimensional
Management covers all aspects of an organization ranging from work, people and operations. Different mechanisms and systems are set up for each aspect.

d. continuous Process
A series of functions are performed in organization by all its managers simultaneously. It keeps running in a cycle that repeats itself over and over again. Chiefdom without a visionary leader is a dead one.

e. group Activity 

Management is never done in solidarity. It is a group activity that involves participation of all the people of an organization, including the managers and the workers, for the desired achievement of objectives.  This can be reflected in the ‘palms’ picture scenario.

f. intangible Force
Management in its essence cannot be seen or touched, and hence is termed as intangible. But its effect can be felt and measured based on the results achieved by way of the organizational functions.

3.7. Theories of Traditional Leadership Management

Learners, you are welcome to Management theories course. As a leader, it is very cardinal to take into consideration of the viability and nature of both leadership and management theories. It should be noted that leadership theory and management theories are important theories in traditional leadership. Just as management knowledge is supported by various theories, the leadership function of management too is authenticated by various theories. The first theory is behavioural theory of leadership which focuses on discovering the constant relationship between leadership behaviour and the group performance.

The second one is systems management theory: Management theory is the concept surrounding recommended management strategies, which may include tools such as frameworks and guidelines that can be implemented in modern organisations and chiefdoms. Generally, professionals will not rely solely on one management theory alone, but instead, introduce several concepts from different management theories that best suit their workforce and communities.

3.7.1. Systems Management Theory

Systems management offers an alternative approach to the planning and management of organizations. The systems management theory proposes that businesses, like the human body, consist of multiple components that work harmoniously so that the larger system can function optimally. According to the theory, the success of an organization depends on several key elements: synergy, interdependence, and interrelations between various subsystems.

Employees are one of the most important components of a company. Other elements crucial to the success of a business are departments, workgroups, and business units. In practice, managers are required to evaluate patterns and events in their companies so as to determine the best management approach. This way, they are able to collaborate on different programs so that they can work as a collective whole rather than as isolated units.
3.7.2. Behavioural Theory
Behavioural Theory of leadership is a big leap from Trait Theory, in that it assumes that leadership capability can be learned, rather than being inherent. This theory is based on the principle that behaviours can be conditioned in a manner that one can have a specific response to specific stimuli (John C. Maxwell, 2010).

Fig. 5: How to be a Better Leader
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Behavioral Theory of Leadership:
How to Be a Better Leader





(John C. Maxwell, 2010)

Note:

A young oriented chief once said:

“I realized I had a challenge… (People) I didn’t think they needed to be trained as a leader.
I realized I had a real uphill battle because people thought leadership was a noun.”

John C. Maxwell (2010) defines leadership by stating that not all leaders can lead effectively.

You might be a manager in name but that won’t inherently make your team like you, respect you, or do what you tell them to.

By the end of this unit you’ll be able to identify what kind of leader you are, what kind of leader you want to be, and how to bridge that gap through your behaviour.

3.8. Principle Functions of Management

3.8.1. Principles of Management by Henri Fayol

This part of the notes tries to explain the administrative theory of the 14 Principles of Management by Henry Fayol (1988) in a practical way. After reading you will comprehend the basics of this powerful management tool and how it can be applied in our traditional set up.

The fourteen (14) principles of Management are statements that are based on a fundamental truth. These principles of management serve as a guideline for decision-making and management actions. They are drawn up by means of observations and analyses of events that managers and chiefs encounter in practice. 

Henry Fayol was able to synthesize 14 principles of management that could be applied in traditional management after years of study;

a. Division of Work

b. Authority and Responsibility

c. Discipline

d. Unity of Command

e. Unity of Direction

f. Subordination of Individual Interest

g. Remuneration

h. The Degree of Centralization

i. Scalar Chain

j. Order

k. Equity

l. Stability of Tenure of Personnel

m. Initiative

n. Esprit de Corps
3.8.2. Principles of Management by Henri Fayol

a. Division of Work

In practice, employees are specialized in different areas and they have different skills. Different levels of expertise can be distinguished within the knowledge areas (from generalist to specialist). Personal and professional developments support this. According to Henri Fayol specialization promotes efficiency of the workforce and increases productivity. In addition, the specialization of the workforce increases their accuracy and speed. This management principle of the 14 principles of management is applicable to both technical and managerial activities.

b. Authority and Responsibility

In order to get things done in an organization, management has the authority to give orders to the employees. Of course with this authority comes responsibility. According to Henri Fayol, the accompanying power or authority gives the management the right to give orders to the subordinates. The responsibility can be traced back from performance and it is therefore necessary to make agreements about this. In other words, authority and responsibility go together and they are two sides of the same coin.

c. Discipline

This third principle of the 14 principles of management is about obedience. It is often a part of the core values of a mission and vision in the form of good conduct and respectful interactions. This management principle is essential and is seen as the oil to make the engine of an organization run smoothly.

d. Unity of Command

The management principle ‘Unity of command’ means that an individual employee should receive orders from one manager and that the employee is answerable to that manager. If tasks and related responsibilities are given to the employee by more than one manager, this may lead to confusion which may lead to possible conflicts for employees. By using this principle, the responsibility for mistakes can be established more easily.
e. Unity of Direction

This management principle of the 14 principles of management is all about focus and unity. All employees deliver the same activities that can be linked to the same objectives. All activities must be carried out by one group that forms a team. These activities must be described in a plan of action. The manager is ultimately responsible for this plan and he monitors the progress of the defined and planned activities. Focus areas are the efforts made by the employees and coordination.

f. Subordination of Individual Interest

There are always all kinds of interests in an organization. In order to have an organization function well, Henri Fayol indicated that personal interests are subordinate to the interests of the organization (ethics). The primary focus is on the organizational objectives and not on those of the individual. This applies to all levels of the entire organization, including the managers.

g. Remuneration

Motivation and productivity are close to one another as far as the smooth running of an organization is concerned. This management principle of the 14 principles of management argues that the remuneration should be sufficient to keep employees motivated and productive. There are two types of remuneration namely non-monetary (a compliment, more responsibilities, credits) and monetary (compensation, bonus or other financial compensation). Ultimately, it is about rewarding the efforts that have been made.

h.  The Degree of Centralization

Management and authority for decision-making process must be properly balanced in an organization. This depends on the volume and size of an organization including its hierarchy.

Centralization implies the concentration of decision making authority at the top management (executive board). Sharing of authorities for the decision-making process with lower levels (middle and lower management), is referred to as decentralization by Henri Fayol. Henri Fayol indicated that an organization should strive for a good balance in this.
i. Scalar Chain

Hierarchy presents itself in any given organization. This varies from senior management (executive board) to the lowest levels in the organization. Henri Fayol ’s “hierarchy” management principle states that there should be a clear line in the area of authority (from top to bottom and all managers at all levels). This can be seen as a type of management structure. Each employee can contact a manager or a superior in an emergency situation without challenging the hierarchy. 

According to this principle of the 14 principles of management, employees in an organization must have the right resources at their disposal so that they can function properly in an organization. In addition to social order (responsibility of the managers) the work environment must be safe, clean and tidy.

j. Equity

The management principle of equity often occurs in the core values of an organization. According to Henri Fayol, employees must be treated kindly and equally. Employees must be in the right place in the organization to do things right. Managers should supervise and monitor this process and they should treat employees fairly and impartially.

k. Stability of Tenure of Personnel

This management principle of the 14 principles of management represents deployment and managing of personnel and this should be in balance with the service that is provided from the organization. Management strives to minimize employee turnover and to have the right staff in the right place. Focus areas such as frequent change of position and sufficient development must be managed well.

l. Initiative

Henri Fayol argued that with this management principle employees should be allowed to express new ideas. This encourages interest and involvement and creates added value for the company. Employee initiatives are a source of strength for the organization according to Henri Fayol. This encourages the employees to be involved and interested.

m. Esprit de Corps

The management principle ‘esprit de corps’ of the 14 principles of management stands for striving for the involvement and unity of the employees. Managers are responsible for the development of morale in the workplace; individually and in the area of communication. Esprit de corps contributes to the development of the culture and creates an atmosphere of mutual trust and understanding.

In conclusion the 14 principles of management can be used to manage organizations and are useful tools for forecasting, planning, process management, organization management, decision-making, coordination and control.

Although they are obvious, many of these matters are still used based on common sense in current management practices in organizations. It remains a practical list with focus areas that are based on Henri Fayol’s research which still applies today due to a number of logical principles.
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3.9. Reflection 

It’s Your Turn

What do you think? What are the (14) principles of management of today’s traditional management? Do these management principles work in every chiefdoms structure or are there exceptions? And if so, what are the exceptions and what can we learn from them?
3.10. Roles of Traditional Management
The role of the manager in a traditional management model is to solve problems at the top level, assign tasks to the workers or community to control and plan production. In this model, managers’ focus on quality after a product has already been produced. 

Traditional management is a function of longevity and institutional experience. A person starts in an entry position in an organization - like the mail room. They have a supervisor and peers who train them what to do and how to do it. Eventually the person become competent in their job, and, in turn trains the new guy. During this time, the person observes what the supervisor does. At some point, the first line supervisor leaves (moves, transfers, retire, etc.) and generally the most competent subordinate moves up. This process continues as the person moves up the ranks as a function of longevity and experience. Sometimes the organization will want the person to gain some outside training or pursue a degree. Most government organizations operate like this and more corporations than one would want to believe do so, too. 

Traditional management is neither good nor bad. Each organizational situation speaks to itself. I’m pretty sure the Chiefdom Organization can function fine with issues of mistrust at the helm. Structurally, traditional management is usually top down, with the organization an extension of the person at the top. Apart from these structures, traditional leaders have roles at chiefdom level that includes;

a. Punishing those doing contrally to needs of the royal establishment.
b. Thieves.
c. Defilers.
d. Indiscriminate cutters of trees.
e. Those that defecate in the bush.
f. Marriage breakers.
g. Witchcraft practitioners etc.
3.10.1. Diagrammatic Functions of Management

Fig. 6
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3.10.2. Analysis of Traditional Management of functions 

A “traditional approach” refers to old or well-established techniques or customs. A “modern approach” refers to something being used now based on new developments in science, engineering, or social changes. 
The following are the functions of management;

a. Planning

Planning is looking ahead. According to Henry Fayol, drawing up a good plan of action is the hardest of the five functions of management. This requires an active participation of the entire organization. With respect to time and implementation, planning must be linked to and coordinated on different levels. Planning must take the organization’s available resources and flexibility of personnel into consideration as this will guarantee continuity.

b. Organizing

An organization can only function well if it is well-organized. This means that there must be sufficient capital, staff and raw materials so that the organization can run smoothly and that it can build a good working structure. The organizational structure with a good division of functions and tasks is of crucial importance. When the number of functions increases, the organization will expand both horizontally and vertically. This requires a different type of leadership. Organizing is an important function of the five functions of management.

c. Commanding

When given orders and clear working instructions, employees will know exactly what is required of them. Return from all employees will be optimized if they are given concrete instructions with respect to the activities that must be carried out by them. Successful managers have integrity, communicate clearly and base their decisions on regular audits. They are capable of motivating a team and encouraging employees to take initiative.
d. Coordinating

When all activities are harmonized, the organization will function better. Positive influencing of employees behaviour is important in this. Coordination therefore aims at stimulating motivation and discipline within the group dynamics. This requires clear communication and good leadership. Only through positive employee behaviour management can the intended objectives be achieved.
e. Controlling

By verifying whether everything is going according to plan, the organization knows exactly if the activities are carried out in conformity with the plan. There are four steps that control takes place, and these are;

i. establish performance standards based on organizational objectives
ii. measure and report on actual performance
iii. compare results with performance and standards
iv. take corrective or preventive measures as needed
3.11. Structure of Traditional Management 

Hierarchy presents itself in any given organization. This varies from senior management at Chiefdom and (executive board) in modern world to the lowest levels in the organization. Henri Fayol’s “hierarchy” management principle states that there should be a clear line in the area of authority (from top to bottom and all managers at all levels). This can be seen as a type of management structure. Each employee can contact a manager or a superior in an emergency situation without challenging the hierarchy.

In addition to this, the traditional approach towards human resource management focuses on establishing policies, procedures, contracts and guidelines that attempts to drive performers in an organisational structure. 
Fig.7. Chiefdom structure in Zambia
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Activity 3
1. What is traditional concept of management?

2. What is the difference between traditional and modern management?

3. What are the differences between the traditional and modern concept of management?
3.12.  Summary

Traditional management systems focus on goals and objectives that the senior management of the company establishes. These goals usually relate to increased sales or profits, with an eye toward pleasing the shareholders. Management is a process by which organized groups directs actions of others towards common goal. It is the coordination of planning, organizing, leading, and controlling. Traditional management is based on 3 main management theories that are includes; Scientific management, bureaucracy, and administrative. In the core of those theories, you can find a separation of people into departments based on expertise, a hierarchy structure based on rank and authority, command and control, simplifying tasks, money as the key incentive. In a nutshell, what defined traditional management is the belief that managers are thinkers and employees are doers.

UNIT 4:      Governance in Chiefdoms

4.1. Introduction

Without effective leadership and Good Governance at all levels in private, public and civil organizations, it is arguably virtually impossible to achieve and to sustain effective administration, to achieve goals, to sustain quality and deliver first-rate services. The increasing complexities and requirements arising from the constant change in society, coupled with the constant push for higher levels of productivity, require effective and ethical leadership. Good governance and effective-ethical leadership are the essential requirements for any chiefdom to be considered successful in the eyes of all stakeholders in the 21st century.

4.2. Learning Outcomes
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After completing this unit, learners will be able to;

i. explain the concept of good traditional governance
ii. identify Principles of good governance in Chiefdoms 
iii. explain the qualities of effective traditional leadership and its impact on good governance 
4.3. Timeframe
You need to spend at least not more than 2 hours 30 Minutes of study time on this unit. In addition, there shall be some group work during the study sessions with your fellows from the University during residential possibly in April, August and December. You are requested to spend your time prudently so that you reap maximum benefit from this unit.

4.4. The Concept of Good Governance

Will you be in position to know what these two terminologies; "governance" and "good governance" mean? In our communities, we tend to say this one is a good leader and that one, not! Do we really know what it entails? May be yes, but what is worrying much could be how we apply the terminology to our communities in the daily lives of the people. 

Recently the terms "governance" and "good governance" are being increasingly used in development literature. Bad governance (which is the opposite of good governance) is being increasingly regarded as one of the root causes of all evil within our societies. Major donors and international financial institutions (like World Bank and IMF) are increasingly basing their aid and loans on the condition that reforms that ensure “Governance” and "good governance" are undertaken. Simply put "governance" means: the process of decision-making and the process by which decisions are implemented (or not implemented. Governance can be used in several contexts such as corporate governance, international governance, national governance and local governance.

It is also defined as "the manner in which power is exercised in the management of a country's social and economic resources for development". Governance can be seen, therefore, as the exercise of economic, political and administrative authority to manage a country's affairs at all levels. It comprises the mechanisms, processes and institutions through which citizens and groups articulate their interests, exercise their legal rights, meet their obligations and mediate their differences.

Since governance is the process of decision-making and the process by which decisions are implemented, an analysis of governance focuses on the formal and informal actors involved in decision-making and implementing the decisions made and the formal and informal structures that have been set in place to arrive at and implement the decision.

4.5. Principles of Good Governance

Various literatures express principles of Good Governance in different contexts. Some of   them put it in relation to development and others from the view point of human rights. For instance, the United Nations Development Program (UNDP) and the World Bank put it in relation to development. Whereas, the United Nations High Commissioner for Human Right states it in terms of the degree to which it delivers on the promise of human rights, civil, cultural, economic and political and social rights. Whatever the case, the writer of this short term paper adheres himself to take the principles of Good Governance which are proposed by the UNDP and the World Bank. 

The concept of good governance is commonly used in the late nineties of the last century and especially by the World Bank and United Nations Development Program (UNDP) and other international and regional organizations and local communities. Although good governance is not conclusively defined in international law, there are specific indications in various international documents about its meaning in an international legal context. This can be seen, for example, in the United Nations Universal Declaration of Human Rights) in Article 21, which recognizes and stresses the importance of participation in government and ii) in Article 28, which states that everyone is entitled to an international order in which the rights and freedoms set forth in the Declaration can be fully realized.

From the above definitions of the term, good governance is, among other things, involves participation, transparency, accountability and rule of law. It also involves effectiveness and equity in governance activity. Good governance ensures that political, social and economic priorities are based on broad consensus in society and that the voices of the poorest and the most vulnerable are heard in decision-making over the allocation of development resources.

According to UNDP (1999) and World Bank (2008), good governance has eight principles and these are; 

a. Participation.

b. Rule of law.

c. Transparency.

d. Responsiveness.

e. Consensus oriented.

f. Equity and inclusiveness.

g. Effectiveness and efficiency.

h. Accountability.

4.6. Effective leadership and its impact on good governance

What do you know about effective leadership? In our communities, have we met leaders that we may say they are effective in their leadership? Of course there are many leaders of such kind but in terms of effectiveness, we need to look at the output of their production.

Without effective leadership and Good Governance at all levels in private, public and civil organizations, it is arguably virtually impossible to achieve and to sustain effective administration, to achieve goals, to sustain quality and deliver first-rate services. The increasing complexities and requirements arising from the constant change in society, coupled with the constant push for higher levels of productivity, require effective and ethical leadership. Good governance and effective-ethical leadership are the essential requirements for an organization to be considered successful in the eyes of all stakeholders in the 21st century.

4.7. Qualities of Effective Traditional Leadership

Leadership impacts the performance of the team either in an industry or traditional set up; however, it requires a different approach to the traditional leadership model. As well as providing direction, inspiration, and guidance. Good leaders exhibit courage, passion, confidence, commitment, and ambition. They nurture the strengths and talents of their people and build teams committed to achieving common goals. Let us look some of the qualities as indicated by (Fayol, 1988);

a. Share Vision
A leader with vision has a clear idea of where they want to go, how to get there and what success looks like. Be sure to articulate your vision clearly and passionately, ensuring your team understands how their individual efforts contribute to higher level goals. Personally working toward your vision with persistence, tenacity, and enthusiasm will inspire and encourage others to do the same.
b. Lead by Example
As a leader, the best way to build credibility and gain the respect of others is to set the right examples. Demonstrate the behavior that you want people to follow. If you demand a lot of your team, you should also be willing to set high standards for yourself. Aligning your words and actions will help to build trust and make your team more willing to follow your example.

c. Demonstrate Integrity

A leader with integrity draws on their values to guide their decisions, behavior, and dealings with others. They have clear convictions about what is right and wrong and are respected for being genuine, principled, ethical and consistent. They have a strong sense of character, keep their promises, and communicate openly, honestly and directly with others. Displaying integrity through your daily actions will see you rewarded with loyalty, confidence, and respect from your employees. 

d. Communicate Effectively
The ability to communicate clearly, concisely and tactfully is a crucial leadership skill. Communication involves more than just listening attentively to others and responding appropriately. It also includes sharing valuable information, asking intelligent questions, soliciting input and new ideas, clarifying misunderstandings, and being clear about what you want. The best leaders also communicate to inspire and energize their staff.

e. Make hard Decisions
To be an effective leader, the ability to make fast, difficult decisions with limited information is critical. When facing a tough decision, start by determining what you are trying to achieve. Consider the likely consequences of your decision and any available alternatives. Make your final decision with conviction, take responsibility for it and follow it through. Being a resolute and confident decision-maker will allow you to capitalize on opportunities and earn the respect of your team.

f. Recognize Success

Frequently and consistently recognizing achievement is one of the most powerful habits of inspiring leaders. For people to stretch themselves and contribute their best efforts, they need to know their work will be valued and appreciated. Find ways to celebrate the achievements of your people, even if it’s through a simple ‘well done.’ As well as boosting morale, it will also strengthen their motivation to continue giving their best.

g. Empower Others
Great leaders understand that for people to give their best, they must have a sense of ownership over their work and believe that what they’re doing is meaningful. Communicate clear goals and deadlines to your team, and then give them the autonomy and authority to decide how the work gets done. Challenge them with high expectations and encourage them to be creative and show innovation.

h. Motivate and Inspire
The best leaders drive their team forward with passion, enthusiasm, inspiration and motivation. Invest time in the people you lead to determine their strengths, needs, and priorities. As well as making them feel valuable, this will help you to understand the best way to motivate them. Continually reinforce how their efforts are making a difference, and encourage the development of their potential with meaningful goals and challenges.

Fig. 7. Duties of Good Leadership
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The following are some of the duties of a good leader;

a. providing direction,
b. inspiration, and guidance, 
c. good leaders exhibit courage, passion, confidence, commitment, and ambition. 
They nurture the strengths and talents of their people and build teams committed to achieving common goals. The most effective leaders have the following traits in common.

4.8. Conclusion 

Good governance and effective leadership are the essential requirements for an organization to be considered successful in the eyes of all stakeholders in the 21st century. There is a direct link between Good Governance, effective leadership and economic prosperity. The difference between African and Asian countries, many of which started their history as states at the same point in the 1960s, is striking. Lack of effective leadership is the main cause for Africa’s lagging behind from the rest of the world. Governance intertwined with effective leadership is the key variable.
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Activity 4

ACTIVITY

1. List and explain at least four significances of good governance and its Structure?
2. Identify and explain all the qualities of an effective traditional leadership
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