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Welcome to Leadership and Management in Learning
Organizations, a comprehensive, online, open education
resource available for students, educators, and administrators
who would like to learn more about leadership and
management within learning organizations. From a classical to
contemporary understanding of leadership and management,
to learning principals and ethical implications, to teamwork
and building a cohesive nature through diversity. Leadership
and Management in Learning Organizations will provide a
concise framework to allow reflection on these imperative
topics.

Our philosophy incorporates the idea of providing thoughtful
educational content, without the financial burden of a for-
profit textbook. We feel the content provided in this resource
will engage, enhance, and construct new and deep learning
within the readers, forging a connection between the
leadership and management material, the world of education
and, the learning organization.

Much of this book was influenced by Schermerhorn and
Wright's Management: Third Canadian Edition (2014) along
with concepts from Senge’s The Fifth Discipline (1990). The
world of business management and the learning organization
are tied together in a true, interdisciplinary way to draw
connections, contextualize, and create a framework to how the
concepts complement each other. The connection of these
two factions creates a multi-faceted structure that applies to
individuals in many disciplines.

We hope you enjoy your journey through Leadership and
Management in Learning Organizations, and develop
personal connections along the way.

-Clayton Smith, Carson Babich, and Mark Lubrick
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PART I:
UNDERSTANDING
LEADERSHIP AND
MANAGEMENT IN
LEARNING
ORGANIZATIONS

This is the beginning of a four-part journey into understanding
leadership and management in a learning organization. From
the concepts of self-awareness within leadership to the
classical and contemporary theories within a management
landscape, individuals will develop a sense of practical and
theoretical understanding within an organization that fosters
learning. By focusing on understanding leadership and
management within a learning organization, learners will shift
preconceived notions about the art of organizational behavior
toward a new way of seeing.

Part 1: Understanding Leadership
and Management in Learning
Organizations | 7



Alexandria Ocasio-Cortez, U.S. House of Representatives leading in
the charge for a Green New Deal. This file is licensed under the
Creative Commons Attribution 2.0 Generic license.
https.//commons.wikimedia.org/wiki/
File:GreenNewDeal_Presser_020719_(26_of_85)_(46105848855)_(croppe
d)jeg

Senge suggests that relationships form from a cause and effect
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chain, rooted in an interdisciplinary understanding connected
to outside factors. This leads to development of a new sense of
leadership and management connected to the outside world,
which incorporates an enhanced way of understanding of how
systems-thinking can impact complexity within a learning
organization.

Throughout the part introductions and conclusions, we will
make reference to Peter Senge's influential work The Fifth
Discipline: The Art and Practice of the Learning Organization.
Citation for the work is below

Senge, P. M. (1990). The fifth discipline: The art and practice of
the learning organization. Doubleday/Currency

Part 1: Understanding Leadership and Management in Learning
Organizations | 9






CHAPTER I
INTRODUCTION TO
EDUCATIONAL
LEADERSHIP AND
MANAGEMENT IN
LEARNING
ORGANIZATIONS
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Pictured is Lester B. Pearson. A Nobel Peace Prize winner and
former Canadian Prime Minister is considered one of the most
influential leaders in human history.

What is a leader? What is a manager? Are the two subjects
separate or do they follow the same thread? Most textbooks
give a succinct description of the similarities and differences
between leaders and managers. Ours, however, will place it in
the context of the learning organization, which in turn leads
to the question: What is a learning organization? Generally,

12 | Chapter 1: Introduction to Educational Leadership and
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a learning organization continually adds knowledge, which is
similar to an educational organization: a group of individuals
located in a specific place to impart knowledge[l].

In this chapter, we will discuss leadership and management
by describing the learning organization in greater depth. Self-
awareness in leadership and management, an outsider’s view
of leadership and management, and the use of metaphors to
understand organizational complexity will also be addressed.
The world of leadership and management is an ever growing,
ever expansive idea that changes with time. Here is an
introduction to that world.

The learning outcomes for this chapter are:

1. Define the classical definition of leadership and
management.

2. Define what a learning organization is and how it
functions.

3. Develop an understanding of self-awareness and how it is
used by leaders and managers.

4. Contextualize the different descriptions of leadership and
management.

5. Use of metaphors to understand leadership,
management, and organizational complexity.

Chapter Tips:

Attempt to develop your own understanding of
leadership and management.

Engage with the Johari Window exercise to
develop a sense of your own self-awareness.

Chapter 1: Introduction to Educational Leadership and Management
in Learning Organizations | 13
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1.1 What is Leadership
and Management?

How do we define leadership and management? Leadership
is an act or behavior, such as developing a structure, so that
group members know how to complete a task. A word that
is commonly associated with leadership is “motivation,” as in
the ability to motivate individuals to carry out tasks. In addition,
encouragement, power, and agreement to achieve certain
group or organizational goals are characteristics of leadership.
The level of leadership relies on the social and group
relationship that is present to formulate a vision and direction
for the group.

Leadership is defined as a social relationship between two
or more persons who depend on each other to attain certain
mutual goals in a group situation[2]. Good leadership helps
individuals and groups achieve their goals by focusing on the
group’s maintenance needs (the need for individuals to fit and
work together) and task needs (the need for the group to make
progress toward attaining the goal)[3]. Leaders are the
individuals who will take charge in an organization and
delegate responsibility to other members to achieve the best
results. Leaders provide the members of their team with the
tools for success and are the emotional captains of the ship.
Chapter 3 will delve into the leadership style present in
organizations, along with how leaders use power to motivate
individuals.

Successful organizations have productive management
teams. When this is the case, companies can complete goals
toward becoming more competitive in the new technical and
global business world. Management is generally defined as the
process of planning, organizing, directing, and controlling the

11 What is Leadership and
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activities of employees in combination with other resources to
accomplish organizational objectives[4] In a way, management
is taking the leadership concept and putting it into action.

Management is shaped by an individual's duties to the
organization. Managers have described their responsibilities in
nine different factors|[5]:

1. Long-Range Planning - critical planning and
development.

2. Controlling - Evaluating and “following up” with action.

3. Environmental Scanning — Aware of organizational and
global changes in the business landscape.

4. Supervision — Oversee employee work, but not
micromanaging.

5. Coordinating — Coordinating the work of a department
and at times an organization.

6. Customer Relations and Marketing — contact with current
and future customers.

7. Community Relations — Contact must be nurtured with
outside the company such as vendors, suppliers,
municipal, state/provincial, and federal agencies
(especially as a not-for-profit)

8. Internal Consulting — Use of expertise to solve
organizational problems

9. Monitoring Products and Services — Having a hand in the
development monitoring and delivery of products and
services.

Management exists in virtually all goal-seeking organizations,
whether they are public or private, large or small, profit-making
or not-for-profit, etc[5]. All organizations have had some basis
in developing from management theory. Chapter Two will look
deeper into some of the classical and contemporary
management theories that are present in organizations. In
addition, we will use management as a tool for self-reflection.

16 | 1.1 What is Leadership and Management?



The difference, and in many ways similarities, between
leaders and managers relies on the effectiveness of the leader
or manager. Many contrasts can be found between leaders and
managers through conceptual ideals and notions relating to
both. First, we look at the definitions; words associated with
leadership are social, influence, and relationships. This is in
contrast with words linked to management, such as
organizing, directing, and controlling [5]. Both require action
to be taken, but it is the level of action that is needed where
differences emerge.

Leadership can be regarded as a macro approach to
situations requiring broad strokes of ideology in shaping an
organization. Management, on the other hand, involves taking
a micro approach: using systems to develop an a b = c method.
Second, both leaders and managers exercise power in their
organizations, however, both may take different approaches
to showing power. Managers are often described as using the
rewards and punishments approach; benefits and bonuses for
good work, corrections and reprimands for bad work. Leaders,
on the other hand, can use perks and penalties, but most
leaders use a mix of expertise and aesthetic features to gain
social influence within an organization[6]. In many ways, the
manager will use inducements while the leader will create the
ideas as to why the the awards and corrections are beneficial to
success.

Review Questions

1. How do we define leadership and
management?

11 What is Leadership and Management? | 17



2. What are the nine responsibilities managers
have to an organization?

3. What are some of the similarities and
differences you see with leadership and
management?

18 | 1.1 What is Leadership and Management?



1.2 What is a Learning
Organization?
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The University of Cambridge in England, is considered one of the
most reputable institutions of higher learning in the world.

One of the most common ideas about a learning organization
is that it only relates to institutions of higher learning. The focus
may be on educational institutions, but a learning
organization can be any establishment that fosters growth
through learning, and continues to expand that growth in the
future. Therefore, any operation that expands growth though
learning from a small business to a Fortune-500 company, in
theory, could be a learning organization. However, it would be
irresponsible  to leave out colleges, universities, and
professional schools as main contributors in the field of
education. The main concept of an institute of higher learning

1.2 Whatis a Learning
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is that it creates and fosters knowledge passed on from
professors to students. A learning organization is not strictly
related to places of instruction; but associations of teaching
comprise most of the characteristics of a learning organization.

Peter Senge, one of the most prominent researchers on
learning organizations, describes it as a group of people who
“continually expand their capacity to create the results they
truly desire”[6]. Its role is to be an empowering tool not only
within the walls of the building, but also outside in the
community and in society. In theory, learning organizations
should generate personal mastery and self-awareness within
the individual. In addition, the learning organizations relate to
developmental organizations which focuses all of its synergy
and resources on enhancing the collective talents of its
employees for the purpose of better serving customers in an
efficient, effective manner. Developmental organizations have
principles and outcomes that guide their direction.

Outcomes of Developmental
Organizations

Guiding Principles of
Developmental Organizations

1. Continuous renewal and
performance capacity

Servant leadership

2. .
3. Internal systems working in B;arlr%%%i through respect
4 Eiggggbnw Interpersonal reciprocity
5. Coachability ;Zro]gatzgﬁa/oor;kcama raderie,
6. The right person at the right Sense of belonging
7 Elr?g\(/evlaetdth:c”ognhsirtl:?t?on Shared reality and purpose
: 9 : Active engagement
and continuous lifelong Inspired growth and
learning
8. Endless possibilities development
9. Performance mastery
10. Continuous motivation

How does a learning organization function? Most of them are
similar classic businesses in relation to their overall make-up.
Theorists Burns and Stalker[7], and later Emery and Trist[8], and
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also Mintzberg[9], have outlined two organizational structures:
mechanistic and organic. Mechanistic organizations are
predominantly run as a top-down hierarchy with formal rules
and a narrow span of control. Organic organizations have
more of a flat span of governance, with flexible rules and a
participatory model of decision making. Figure 1 describes in
more depth, the different characteristics of both organizational

structures.

Mechanistic

(Stable, low
uncertainty
environment)

Organic

(Unstable, high
uncertainty
environment)

Top-down hierarchy

Less rigid, horizontal
organization

Narrow span of
control

Flexible, few rules

Specialized tasks

Two-way
communication

Formal rules

Participatory
decision-making

Vertical
communication

Generalized shared
tasks

Structured
decision-making

Wide span of
control

Figure 1: Mechanistic and Organic Organizations (Source:
Copyright Rice University, OpenStax, under CC-BY 4.0 license)

Most learning organizations function within the first model
of a mechanistic structure. Colleges, universities, and
professional schools work in a top-down format, usually with
a board of trustees, president, deans, department heads, and
faculty (Figure 2). Although institutes of higher learning are
continuously growing with regard to developing knowledge,
most have maintained a business model that follows a strict set

of guidelines and have a small span of control.
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SIMPLE UNIVERSITY MECHANISTIC STRUCTURE

Board of
Trustees

University
President
Dean Dean Dean Dean
| | | |
Department Department Department Department
Head Head Head Head
Faculty Faculty
Faculty Faculty Faculty Faculty
Faculty Faculty Faculty
Faculty Faculty | | Faculty

Figure 1 Simple University Mechanistic Structure

The structure in Figure 2 would be characteristically described
as a formal structure which compliments a mechanical design.
A formal organization is defined as a set of relationships and
responsibilities set  from upper management  to
subordinates[10]. On the other hand, there are organic
organizations that could also find a place inside learning
institutions on a smaller scale. When looking at a research
project that has been accepted, such as a grant, an organic
structure may be used to work through the research. We may
have a professor at the head of the research process, with other
professors joining as movement through the research
advances. Using the organic structure follows the method of an
informal organization. Informal organizations are emergent,
complex, and run as a network of different individuals with
evolving relationships[10]. Figure 3 shows a simple research
process that illustrates the emergent, complex style; and how
different entities interact.
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SIMPLE RESEARCH PROCESS EXAMPLE

Professor
Head of Research
Grant
Head Librarian

Editor

Figure 2 Simple Research Process Example

One key factor of learning organizations is that regardless of
the structure you have, all of them must have some form of
departmentalization. This applies to different structures
maintaining control of different departments (i.e. academics,
human resources, marketing, residences, etc.), and represent
unique structures that pertain to their specific sector[11].
Departmentalization is important when talking about how a
learning organization functions. It is the efficient process of
departments that collaborates as a whole to run a college,
university, or professional school system.

Professor Gerald Kimani produced much information on
higher educational institutes and how they run as places of
learning. Kimani uses the term “educational organizations” and
describes them as “individuals...in a specific place or institution
whose purpose is to impart knowledge, skills and attitudes
to students or pupils in order to achieve pre-determined
educational objectives and goals"[12]. The major factors
working within learning organizations are the acts of creating,
implementing, and revising educational policy.

Educational policy is about creating, implementing, and
revising factors of class size, teacher education, teaching
methods, and curriculum. Kimani describes educational policy
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as the process of asking questions and seeking answers about
the meaning of education inside of an institution[12]. This ties
into the management of education with the planning,
directing, controlling, and coordinating of a specific
educational policy. The method of implementing an
educational policy follows a scientific method of planning,
implementing, monitoring, reviewing, and continual
improving (Figure 4).

Continual
Improvement

Strategy
and
Policy

Monitoring and olamni
Measurement anning

Implementation
and Operation

Figure 3 Stages of Educational Policy (Source: Gerald Kimani,
Educational Management)

Review Questions

1. What is the definition of learning
organizations?
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2. What are the differences between a
mechanistic and an organic organization?

3. How would you define educational policy and
describe its stages of development?

1.2 What is a Learning Organization? | 25



1.3 Self-Awareness in
Leadership and
Management

FEIREE
SRSETINLLY

Pictured is Abraham Maslow, who was an American psychologist
known for his Heiarchy of Needs Theory (Image Retrieved from
https.//www.verywellmind.com/
biography-of-abraham-maslow-1908-1970-2795524)

What does it mean to be self-aware? Self-awareness is the
inherent knowledge of one's character, emotions, and
motivations, and abilities to quantify an ability for
introspection. Originally, self-awareness came from the idea of
self-actualization by Abraham Maslow in his development of

26 | 1.3 Self-Awareness in
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the Hierarchy of Needs Theory. Maslow outlined five needs,
with the fifth need being self-actualization:
“[Self-actualization] is the final group of
needs which is usually at the top of
hierarchy. It is the need to develop fully and
to realize one's capacities and
potentialities to the fullest extent possible.
This is activated after all other needs have
been fulfilled."[13]

Maslow’s view of self-actualization is that only by learning
and progression through the other needs, can one's self-
actualization or self-awareness be fulfilled. It would be fair to
make the claim that in the world of leadership and
management, that awareness of leadership and management
capabilities must be achieved before becoming a truly self-
aware leader or manager. But how does one become self-
aware as a leader or manager? Kimani believes that the ability
starts with the capacity to motivate others through passion
and goals[14]; in a sense, motivation must be a mix of conscious
and unconscious factors of needs, rewards, and expectations.

The role of self-awareness within the learning organization
is vital. The ability as a leader and manager is important in
the realm of expectations. Whether in faculty or administration,
the ability to understand the needs of self to be motivated in
front of peers is a valuable asset when developing learning
to pass on to students. The mutual expectation between the
administration and faculty is an important organizational
dynamic in any learning organization.

How can self-awareness be measured? The key to that is
taking a deep look at a person’s abilities, drawing from past
experiences; then, making effective choices on the
expectations you desire to achieve. When acknowledging
abilities, and tailoring those abilities to build effective
expectations, becoming self-aware will ensue.

The most common way for an individual to accomplish a
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greater sense of self awareness is through reflection. Using the
Johari Window exercise, reflection upon the past as a manager
is helpful. Figure 6 provides a template for this exercise.

Johari Window Exercise

Known to

Others Blind Spot Open Area
Unknown to The Unknown Hidden Self
Others

Unknown to you Known to you

Figure 4: Johari Window Exercise. (Source: John R. Schermerhorn Jr.
and Barry Wright, Management: 3rd Canadian Edition.)

Four boxes are created which outline an individual's open area,
hidden self, unknown, and blind spot. From there, organize
the boxes in reference to what is known to the person, and
unknown to you, and what is known and unknown to
others[15]. The Johari Window exercise is used to figure out
how an individual's past experiences shape her or his future
managerial experiences. In addition, it provides insight to
multiple parties on how one individual will manage, or how one
can manage a specific individual. At first, it may be difficult
due to the reluctant nature to be candid about one's self-
awareness. That is why it is important to focus on the area of
the blind spot, and to gain helpful and constructive feedback
from family, friends, and co-workers. However uncomfortable
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it is to pursue, it can be beneficial in helping to develop self-
awareness.

@ An interactive or media element has been
excluded from this version of the text. You can
view it online here:

https://ecampusontario.pressbooks.pub

educationleadershipomanagement/?p=270
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1.4 What is the General
View of Leadership and
Management?

Many have a view of leadership and management,
predominantly in the differences between the two. Simon
Priest describes leadership as a layer under management, in
that under every manager is a leader who needs to be
cultivated. This distinction is the idea that management gets
things achieved through systems, while leadership gets things
achieved with people[lg].

MANAGEMENT: Differences between
management and
leadership

GET THINGS ACHIEVED
THROUGH SYSTEMS

- organize resources
- monitor progress

- coordinate work

- solve problems

- achieve targets

- focus on tasks

STAY: on time,
under budget
& with high
quality

Figure 5 Simon Priest Definition of Leadership and Management
(Source: Simon Priest URL: http.//simonpriest.altervista.org/LM.htm|
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This systematic view of management and leadership presents
insight on how many people view both categories. Figure 6
offers some common descriptions of how leadership,
management, and the area in between are seen by the general
public.

Leadership Management

+ Passion * Goals * Delegate

« Visionary *+ Communication « Authoritative
« Inspiration * Teamwork « Administrative

Figure 6 Separate and Similar Descriptors of Leadership and
Management

The differences in how one sees management and leadership
is dependent on experience. One who might have had an
overbearing manager in a previous workplace may be seen
as authoritative, where another person who does more
delegating in organizing resources to complete the job would
be considered to be a facilitator. Differences in leaders can
be encountered with one who is passionate about the work
in the here-and-now, compared to another who is a visionary,
constantly looking to the future for success. Experience is the
main way management and leadership are interpreted and
perceived.

The main factor is that many people will experience
management and leadership on different levels based on how
they are perceiving management and leadership. One way to
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help understand the complex nature of leadership and
management is understand the organizational complexity that
is present within organizations through the use of metaphors
and creating an interconnected web of ideas to develop your
own understanding of leadership and management based on
your experience. Experience is the main way management
and leadership are interpreted and perceived.

One way to understand the complex nature of leadership
and management is to grasp the complexity that is present
within organizations through the use of metaphors to create
an interconnected web of ideas to develop your own
understanding of leadership and management based on your
experiences.

Activity: L rship and Man men n M

Feel free to use this template or create your own concept
map. If possible, find connections between your ideas of

leadership and management.
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1.5 The Use of
Metaphors to
Understand
Organizational
Complexity

When using metaphors to understand organizational
complexity, it is important to grasp the four basic structures of
an organization: simple, functional, multidivisional, and matrix.
Similar to the structures of formal and informal organizations
previously discussed in 1.2, these four structures draw a clear
outline of how an organization works and how the complexity
varies between each organization. Edwards outlines the four
structures and explains how each differ from one another[17]:
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Figure 6. The Four Main Organizational Structures (Source:
Janice Edwards, Managing Strategic Management —Ist
Canadian Edition, Under CC BY 4.0 license)

Metaphors can be used to understand organizational
complexity by how companies interact within the specific
structures. Gareth Morgan (2011) explains in his work, Images
of an Organization, that metaphors, in understanding
organizational complexity, provide both partial and conflicting
insights, which relies on the “interplay of multiple
perspectives’[18]. Morgan describes eight metaphors of an
organization[19]:

Organizations as Machines (Mechanization)
Organizations as Organisms (Nature)

Organizations as Brains (Self-Organization)
Organizations as Cultures (Social Reality)

Organizations as Political Systems (Interest, Conflict and
Power)

L I

o

Organizations as Psychic Prisons (Plato’s Allegory of the

Cave)

7. Organizations as Flux and Transformation (Logistics of
Change)

8. Organizations as Domination (The Ugly Face)

These metaphors describe how organizations are viewed
based on attributes that surround our everyday life. Be it
natural, aesthetic, social, cultural, or ethical, the idea is that
metaphors will help the understanding of how these
operations function on many structural levels. Essentially, the
farmer who runs his or her own produce stand in a simple
structure, to the CEO of a multi-national fast-food corporation
in a multi-divisional structure can develop understandings of
organizational complexity through the use of a well-described
metaphor.
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Organizational

Societal Expectations Leadership Leadership Outcomes ’
(As Complex Challenges) Processes Direction, Alignmest, Commitment
Individual

Organization

Impact

Building Leadership Capabality
The Integration of Leader and Leadership Development

Figure 7. Leadership in Times of Paradox and Complexity by
Maximilian Martin and Andreas Ernst (2005) Turning Philanthropic
Aspirations

into an Action Plan.

What is an organization like? Taking a naturalistic approach, an
organization is like a budding flower. An industrial approach
would be a well-oiled machine. More specifically, Morgan'’s use
of organizations is creating a social or political system. This is
done by noting that organizations create a social reality which
have specific interests, conflicts, and power[19].

When understanding the impact of metaphors within a
learning organization, we look at what they produce within the
people of the organization. When finding clarity in complexity
one, has to do with an organizations ability to shift away from
traditional understanding and be more innovative, and
collaborative[20]. With being innovative and collaborative, this
helps develop metaphors to relate to your organizations
behaviour. Metaphors find similarities to related organizational
concepts, elaborating existing knowledge, and to develop
deeper and more profound insight[21].

The visual representation of metaphors is important to
understand organizational complexity. Create a mind map like
one shown here in Figure 8:
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Figure 8. Visual Representation of The Eight Metaphors of an
Organization by Gareth Morgan (Source: Venkatesh Rao, July 13, 2010
URL: https:/ivww.ribbonfarm.com/2010/07/13/
the-eight-metaphors-of-organization/

Review Questions

1. What are the four basic structures of an
organization, and what are their attributes?

2. How would you define organizational
complexity?

3. Describe self-awareness and how it is important
to understand organizational complexity.
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Conclusion

A review of this chapter’s major conclusions, include:

1. Classical definitions outline leadership as the social
influence of the relationship between two or more persons
who depend on each other to attain certain mutual goals.
Management is the process of planning, organizing,
directing, and controlling the activities of employees.

2. Alearning organization is any establishment that fosters
growth through learning, and continues to expand that
growth in the future. A learning organization is either
organic or mechanistic.

3. Self-awareness is cultivated through Maslow'’s
understanding of self-actualization. Leaders and
managers need to have expectations of themselves and
others in order to be self-aware.

4. The view of leadership and management is based on
experiences throughout life.

5. Many metaphors can be used to describe organizational
complexity. It depends on how the individual sees the
organization in relation to her or his world view.

Moving through this journey of leadership and managementin
learning organizations, it is important to understand how past
knowledge of leadership and management in your lifetime
affects perceptions. These examples can act as a reference to
your own understanding of leadership and management, and
how your previous encounters relate to understandings within
a learning organization.
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CHAPTER 2
MANAGEMENT
THEORIES AND
PRACTICE

Dusty Baker is a professional baseball
manager, and is noted as being a true “players’
manager.”

This chapter will discuss some classical and contemporary
theories present in the world of management. In addition, it
will focus on the work of how managers function within the
world of organizations, more succinctly, learning organizations.
It will also consider some contemporary management theories
that have become present in the modern workforce. This

Chapter 2: Management Theories
and Practice | 43



chapter will develop a more in-depth view into the world of
management and how management relates to the learning
organization.

The learning outcomes for this chapter are:

1. Describe the historical background of the classical
management theories and their relevance to the learning
organization.

2. Describe the functions of management within
organizations, and theories that apply to the ideal
functions of management.

3. Compare, contrast, and critique the contemporary
management theories to get a broad understanding of
management within a modern learning organization.

Chapter Tips:

Attempt to track a lineage of management
theories with regard to the time they were
created.

Attempt to understand why there are
management theories within learning
organizations.

Note technological advancements and their
effects on management theory.
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2.1 Classical
Management Theories

The world of organizations is practical. As previously discussed,
management can be regarded as a simple micro approach
where the rule a + b = c is a model. The theoretical side is
used to understand how specific management theories relate
to learning organizations. According to Kimani, and his work on
the background of organizations, we show that organizations
have existed in society for many years, as found in the pre-
twentieth-century works of Adam Smith[1], cornmonly referred
to as the ‘Father of Economics.” Understanding organizations
comes from understanding management theory, and Kimani
outlines four major management theories for the basis of
organizations: bureaucratic theory, scientific management
theory, behavioural management theory, and human relations
theory. These four theories are generalized as the classical
theories of managing organizations[1].
Bureaucratic Theory

When an organization is formed, it usually sets its rules based
on its structure. Similar to what was discussed in chapter 1
with regard to formal and informal, mechanistic and organic
organizations; one theory relates to the role of the formal and
mechanistic organizations more than the others. Bureaucratic
theory relates to the formal hierarchy in which many tasks
are delegated to individuals and departments. They are also
held together by a central administration[l]. This theory was
developed by Max Weber (1864-1920), who was a German
historian and sociologist, and is regarded as the “father of
bureaucracy”[4].

This theory is quite popular, and is used by a host of both
private and public institutions. Kimani states that universities
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and other schools rely on bureaucracies to function, as the
compatibility of this function is relevant in the delegation of
tasks[1]. The compatibility decided upon (usually by a central
command) is passed down to subordinates who carry the same
compatibility to their subordinates and so on. The bureaucratic
model, theoretically, has a hierarchical structure along with the
specialized departments, making a clear outline for division of
labour, which is the defining and break-down of work into well-
defined tasks, and delegated to be manageable[l]. The idea of
division of labour is a key factor in the bureaucratic theory.

UNIVERSITY
FACULTY OF EDUCATION ‘ FACULTY OF SOCIAL SCIENCES | | FACULTY OF LAW ‘

Figure 1: Example of hierarchy and division of labor in a university
system

Scientific Management Theory

In the modern world of technological advancement, it is no
surprise that the push for understanding within organizations
is the key to success. When looking at the sport of baseball in
2019, compared to the sport of baseball in 1999, there is a great
influence of statistical probability and analytics introduced to
the game, compared to a decade earlier. This is due to the
popularity of Sabermetrics, which is the application of
statistical analysis to baseball records to evaluate and compare
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the performance of individual players.. This idea relates to
scientific management theory, developed by Fredrick Taylor.
It helps to improve an organization’s level of task completion
through scientific, engineering, and mathematical analysis[1].
Much like how Sabermetrics cuts through the aesthetics of
baseball and focuses on the numbers, scientific management
theory cuts through the aesthetics of production and focuses
on the increase of production and value.

This theory can be used in learning organizations due to its
ability to be mathematically savvy to produce the best results
for an institution. Colleges and universities may use statistics
such as graduation rates, acceptance rates, and research
tracking to develop, change or keep their current methods,
in addition, the use of the statistics helps to compare against
other institutions.

Planning Implementing Controlling
Corporate Planning Measuring Results
—
Organizing
|, | BusinessPlanning Diagnosing Results
Implementing
t—— | Product Planning Taking Corrective Action

Figure 2: Scientific management theory process (Source: Gerald
Kimani, Educational Management)

The scientific management theory is closely related to the
definition of management discussed in chapter one. The
theory can be harsh, as employees are considered more
widgets than humans. However, Henri Fayol came along and
developed the six roles of management. This brought in a more
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humanistic approach to the understanding of scientific
management, allowing humans to be humans and focusing
more on managing situations and using people to help in the
process. The six roles of management are as follows[2]:

Forecasting
Planning
Organizing
Commanding
Coordinating

oA WN

Controlling

Behavioral Management Theory

In the mid-twentieth-century, one theory was presented that
has worked to completely remove itself from scientific theory.
Behavioral management theory, also known as the social
science movement, uses the concept that all approaches to the
workplace should be in the best interest of both company and
workers[3]. This theory was developed by Chester Barnhard, in
the 1940's, as a way for workers to be viewed as psychological
and social beings|3]. Essentially, there is no separation between
‘human being’ and ‘worker’ as they are one in the same, and
that, by following this concept, it would lead to success within
a workplace.

The idea of behavioral management is about understanding
the idea that managers should comprehend human or worker
needs within an organization. Many theorists wanted to find
out how the use of behavioral management theory would
function within workplaces. One of the main theorists being
Elton Mayo, and his groundbreaking experiment: The
Hawthorne Studies, which will be discussed further in chapter
ten about communication. The Hawthorne experiment
essentially used special privileges, pay rewards, even company
provided lunches in ways to increase employee psychological
well-being, and eventually employee productivity[3].
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The

Hawthorne
Studies
. Working Ot.ﬂ Pay attention to Open
informal social — .
worker communication
factors
Increase
Productivity

Figure 3: The Hawthorne Study by Elton Mayo (Source: Gerald
Kimani, Educational Management)

Behavioral management theory had a great impact on
learning organizations, as it provided a new view on how
administrators come into learning organizations. There are two
factors which are integral to the introduction of behavioral
management within learning organizations, such as
administrators at colleges and universities[3]:

1. Administrators can emerge from different disciplines (i.e.
business, social sciences, and the arts), not specifically
from education.

2. Along with specialized knowledge of education,
administrators must have an interdisciplinary grasp of
social sciences, such as economics and government.

In most education faculties, both undergraduate and graduate
students develop content that is considered interdisciplinary
(i.e. covering multiple branches of knowledge and
understanding). This allows educational administrators the
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ability to take on a more holistic approach, which will lead
to a better understanding of the ‘human-worker'. Even when
administrators and professors develop courses,
interdisciplinary theory is used in development (Figure 4).

EDUCATION COURSE AS A FORM OF INTERDISCIPLINARY
STUDY

Ethics and
Morality
Studies Speech and
Communication
Studies
Educational
Leadership and
Management
Course

Economics and Political
Social Sciences Science and

Law

Figure 4: Education course as a form of interdisciplinary study

Human Relations Theory

Now that the worker has become less of a product with no
needs, to a human worker with needs and desires, it surprising
that it took until the twentieth-century to realize that the
people who work in a factory do not become less of a
psychological being inside or outside the factory. Mary Parker
Follet developed the human relations theory with regard to
employees having a more satisfying life, and they can solve
conflicts through a process of democracy and conversation.
There are six points in which democratic problem solving
happen in human relations theory[3]:

Listening to each other’s views
Accepting other view points
Integrating viewpoints in pursuit of a commmon goal

AN

Coordinating must be achieved in the early stages
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5. Coordinating must have reciprocal understanding
6. Coordinating is a continual process.

Within learning organizations, we have seen the advancement
of programs to help with human relations inside the walls of
the establishments. From seminars discussing productivity,
improving morale, and good ethical actions, to open meetings
where brainstorming happens, the impact has given
employees a chance to offer a holistic influence on
organizations.

The idea of human relations draws comparisons to Abraham
Maslow, and his theory on self-actualization (Figure 5), which
was discussed in chapter one. Human relations theory allows
employees to develop a sense of self-awareness to understand
their places within a company and their influence.

Focus on Self-
Actualization

5% [ LOVE/BELONGING NEEDS

Securlty of

Resources,
Family. Health
SAFETV NEEDS

‘ ") A
Son. Brociung f
S~ PHYSIOLOGICAL NEEDS |

Figure 5: Abraham Maslow Theory of Needs (Source: Gerald Kimani,
Educational Management)
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Review Questions:

1. What are the four different classical
management theories?

2. What was the famous study conducted to
develop an understanding of behavioural
management theory?

3. What is the final and highest step in Abraham
Maslow’s hierarchy of needs theory?
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2.2 Functions of
Management in
Organizations

Planning, logistics controlling, and leading the ship into the harbour
are all aspects of managing with any organization. Image: Marlow
Navigation Crew & Ship Management, This file is licensed under the
Creative Commons Attribution-Share Alike 4.0 International license.
https.//commons.wikimedia.org/wiki/
File:Marlow_Navigation_Crew_%26_Ship_Management.jpg

In order to understand management within organizations, we
must have a basic understanding of what organizations consist
of. Organizations in simplistic terms are a group of individuals
who work towards goals and who have a common purpose or
reasoning to be working together. Organizations act as loop-
systems that create, reflect, and revise based on the situation.
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This contributes to the changing nature of organizations who
take a more sustainable outlook, through valuing human
capital, teamwork and technology to meet the demand of a
modern and globalized world.

This extends beyond the classical theories have been
presented, the focus will shift to the functions of management
within learning organizations. This leads to the general
definition of management in which an individual plans,
controls, leads, and organizes tasks, leading towards successful
goals pertinent to the organizations mission, vision, and values.
Within a learning organization, the planning, controlling,
leading, and organizing is the same. It is the objectives that
are different (i.e. creating learning and knowledge instead of
widgets and profit). Figure 6 outlines the management
function as it relates to the learning organization[4].

Planning
Setting performance
objectives and deciding
how to achieve them

Controlling Organizing
Measuring performance The M Arranging tasks, people,
and taking action to Process = and other resources to
ensure desired results accomplish the work.

Leading
Inspiring people to

work hard to achieve
high performance

Figure 6: Functions of Management. (Source: John R. Schermerhorn
Jr. and Barry Wright, Management: 3rd Canadian Edition.)

What does this mean for the roles of managers within learning
organizations? First, it means that they must be flexible in the
different roles required in an organization. Schmemerhorn and
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Wright outline three roles a manager must take on to be
successful within learning organizations[4].

Informational Roles

Interpersonal Roles

Decisional Roles

How a manager
exchanges and

How a manager
interacts with other

How a manager uses
information in
decision-making

processes
I h people .
information Negotiator
Monitor Figurehead E;sr:glrebrance
Disseminator Leader Resource
Spokesperson Liaison allocator
Entrepreneur

Figure 7: Roles of a Manager. (Source: John R. Schermerhorn
Jr. and Barry Wright, Management: 3rd Canadian Edition)
With these roles come certain skills that employees would

possess depending on their level in the management system
or hierarchy. Notice that as they move up the hierarchy of
management level or capability, the more ambiguous the skill
set. Essentially, moving from lower level to a higher level, the
skill moves from applied to theoretical through the essential
skills[4].
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Lower-Level Managers Middle-Level Managers Top-Level Managers

Conceptual SKills - The ability to think analytically and achieve integrative problem solving

Human Skills - The ability to work in cooperation with other persons

Technical Skills - The ability to apply expertise and perform a special task with proficiency

Figure 8: Essential Skills. (Source: John R. Schermerhorn Jr. and Barry
Wright, Management: 3rd Canadian Edition)

In the last section, some key classical theories that pertain to
management were discussed. There is one theory that relates
to the functions of management within organizations,
especially learning organizations. It has a great deal of
relevance, given that its characteristics blend nicely with the
flexibility of managers within learning organizations.

Theory X and Theory Y

Douglas McGregor's 1960 theoretical concept is widely
regarded in many organizational circles, and follows two
distinct styles of management called theory x and theory y|[5]:

Theory X: Managers who believe that subordinates
generally dislike work, lack ambition, lack responsibility,
and prefer to be led rather than lead.

Theory Y: Managers who believe that subordinates are
willing to work, accept responsibility, and are capable of
self-control and self-direction.

This is an interesting concept, especially in the realm of
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managerial function within organizations. Regarding planning,
those with more theory x have a worldview that will be shaped
by planning for subordinates, rather than planning with
subordinates. Likewise, those who are more theory vy, will be
likely to focus on leading staff and leave the control to the
subordinates. Looking at the essential skills, there can be a
hypothesis where McGregor’s theory would be placed, given
the level of management and the associated skill. This is why
McGregor's theory fits well with the functions of management
within organizations, as it provides a clear view on how to tailor
each person's management style.

Lower-Level Managers Middle-Level Managers Top-Level Managers

Conceptual Skills - The ability to think analytically and achieve integrative problem solving

Y
Y Y

Y

Human Skills - The ability to work in cooperation with other persons Y,

X
Y vy

X X X X

X
X
Technical Skills - The ability to apply expertise and perform a special task with proficiency

Figure 9: Essential Skills with Theory X and Y Scatter.

Inside the learning organization, many functions of
management can be used and different management theories
can be applied to those functions. It depends on the different
organizational structure and the how managers want to
develop a specific mission, vision, and values. For example,
inside of an educational institution, the mission would be to
enhance learning, with a vision to create leaders of tomorrow.
How could that be done? Would there be a heavy emphasis
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on controlling the processes to force a direction of learning
for students, or release the reigns and accept the notion that
students want to be at the institution to learn and to become
leaders? The answer might not be clear, but reflection on the
organization should develop the way a manager functions
within it. One way to contextualize how a manager functions
within an organization could be the amalgamation of effective
strategies in their approach to organizational effectiveness:
strategies which include, resources, processes, goals and
constituencies can be effective approaches to managing and
leading an organization through uncertainty.

Review Questions:

1. What are the four functions of management,
and what does each function represent?
2. What are three organizational roles within an
organization? What are their characteristics?
3. What are the management theories of X and Y?
What are the 3 skills of all lower, middle, and top
level managers? Describe them.

»
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2.5 Contemporary
Management Theories

Now that there is a grasp on classical management theory, do
these theories still fit in a contemporary marketplace? Perhaps,
adhering to strict theoretical concepts, the classical theories
will always be a base, but they need to be associated with many
contemporary factors. Some of the current factors influencing
the management landscape are:

Talent
Diversity
Globalization
Technology
Ethics
Careers

We will be diving into these topics at greater depth throughout
the book, for now let us preview technology, diversity, and
globalization.

Technology

Today, many organizations are being reformed where a host
of technological concepts are rising to the top[6]. In a modern
market, computerized technology has been the biggest
advancement to work in the sense of making work easier and
more effective. Globally, it has had a huge impact, considering
that modern technology extends to everywhere on Earth.
Focusing on the learning organization, much has changed
since the advancement of technology. For example, take this
book. A healthy prediction would be that about 99% of
students reading this on some form of personal computer,
handheld laptop, tablet, or even a smartphone. This leads to
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the question that in this world of expanding technology, are
classical theories obsolete in this new age of contemporary
technological management? The answer relies on the
comparison and contrast of the classical and the
contemporary.

Take the bureaucratic model. Of course, the systems of
hierarchy will remain with the division of labour. However, a
manager who uses expert power in the form of knowledge
to a subordinate can be equalized with the advancement of
technology. Essentially, the employee with the smartphone or
tablet can find answers to certain organizational questions just
as quickly and effectively as the boss or manager. With this
concept at its most extreme, what is the difference between
a manager and an employee at this point other than a title?
Technology has the opportunity to change the bureaucratic
model into more of a bureaucratic matrix that focuses on
specialization in a more decentralized organization. As an
example, the president of a university is the head of the
institution, but has to delegate, and at times defer, to the heads
in the areas of other administrations (i.e. information
technology, human resources, student affairs etc.).

Technology has moved society into rethinking and
expanding on the theories of bureaucratic and scientific
management, and into an advanced version of behavioral and
human relations theory. The form of decentralization and
human coordination will be effective attributes in a modern
organization. Professor Jay Conger, of McGill University, claims
that the advancement of new technologies will require
managers to be capable of coordinating in a highly
decentralized organization, and that the changes will demand
not only more leadership and management, but newer forms
of leadership and management[7]. Ultimately, a more
expanded thinking approach, compared to a methodological
approach, may be needed. Given the advancement of
technology that is currently here, and does not seem to be
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slowing down at any rate. Technology within education will be
discussed more in-depth with Communication in Chapter 10.

Diversity

Diversity has become a widely used term in recent years. The
fact is that the workplace in the 2Ist century is more diverse
now than it has ever been. People are living longer, different
genders are engaged in the workplace, and different members
of society are actively involved together. This demands a
knowledge of diversity, whether or not a classical theory can
adapt to the changing notion of diversity.

Diversity in management focuses on people, with their
backgrounds and needs within an organization. For example,
a university can have a specific department (faculty of social
sciences) with members from different generations
(millennials, generation x, and baby boomers) [8]. This idea has
been replicated many times throughout case studies, with the
pre-determined idea that an organization without diversity will
produce differing views and challenges between the
generations. However, to have an effective organization, all
groups need to be treated fairly, and seen as valued within
the organization[9]. This is referred to as managing diversity.
In many ways, managing diversity relates to behavioural
management by doing what is best to really pay attention to
the workers needs within the organization.

Ultimately, what is needed is to rethink what diversity is and
how it is present in the many facets within the organization.
In order for a modern organization to run effectively, it must
use a more advanced approach of a behavioural model that
embraces the diverse contrasts within institutions. Essentially,
it goes beyond just listening to the employee. It attempts to
listen to the employee based on her or his specific needs.
Diversity will be discussed further in Chapter 11: Multicultural
Leadership.

Globalization
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The term globalization
became more common after
the fall of the Berlin Wall in
1989. With an increase in
open borders and
advancement in technology,
businesses and corporations
decided to expand in the

new global marketplace.
However, as the world moves
steadfast through the 21st century, there are some troubling
trends emerging within the global economy. In 2018, the Global
Risk Perception Survey (GRPS) conducted a study which listed
four trends in the global, external environment[10]:

Persistent inequality and unfairness
Domestic and international policy tensions
Environmental dangers

AN o

Cyber vulnerabilities

There is a bleak outlook by the authors of this survey, and
they further state that rigid, hierarchical structures will find
no place in a modern high impact environment[9]. Perhaps
this is a challenge to the bureaucratic and scientific models.
However, maybe this outlook can be solidified. If the idea of a
hierarchical structure that works top down is no longer needed
in the globalized marketplace, what about the hierarchy that
moves outwards rather than top down? When discussing the
organizational environment, it would be remiss to neglect all
the outside dynamic forces that effect organizations in a
global marketplace. These dynamic forces are listed as
follows[11]:

1. Economic Environment
2. Legal-Political Environment
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3. Technological Environment
4. Socio-Cultural Environment
5. Natural Environment

These dynamic forces are outside of the central organization,
and thus outside of organizational control. Although the forces
are external to the control of the institution, it can effectively
change policies to stay ahead of the curve of dynamic forces.
For example, a large fast food chain may introduce a ‘beyond
meat’ hamburger to meet the needs of a changing natural and
socio-cultural environment. Challenges can emerge with this
format. however. For example, that fast food company may
bring in order kiosk, which would benefit the technological
environment, but may be a deterrent to the economic
environment. It remains a constant tug-of-war to ensure a
company in a global marketplace does its duty to maintain
these dynamic forces in order to foster a positive organizational
and social outlook.

Economic Environment
Economic Growth
Unemployment Rate
Disposable Income

Legal-Political Environment Socio-Cultural Environment
+  Laws and Regulations + Population Demographics

+ Business Forms + Education System

+ Political Trends * Health/Nutrition Values

Large Fast

Food
Company

Natural Environment Technological Environment
“Green” Values * IT systems/ Infrastructure
Recycling Infrastructure +  Broadband and Internet Access

Figure 7: Dynamic Forces on Organizations in a Globalized
Economy. (Source: John R. Schermerhorn Jr. and Barry Wright,
Management: 3rd Canadian Edition)
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The dynamic forces, in many ways, can act as a solution to the
troubles in the GRPS survey. Acknowledging the risk that is
present and putting systems in place to combat the risks is the
main idea behind a globalized organization.

How does this fit within the learning organization? The idea
of moving outward may be a beneficial and necessary
outcome to keep up in a globalized educational marketplace.
With more and more colleges and universities having off-site
and web campuses in other cities and countries
(technological), a new generation entering post-secondary
education (socio-cultural), a growing population (economic),
political polarization (legal-political), and green initiatives
(natural), learning organizations, much like the large fast food
company will need to effectively manage these dynamic forces
to maintain an advantage in a globalized marketplace. Within
maintaining an advantage, a manager must have specific
competencies such as communication, teamwork, self-
management, leadership, critical thinking, and
professionalism. These competencies allow managers to craft
and create their management style to adjust in a modern
workplace.

Activity: Management Factors

Match one of the scenarios to one of the five factors below

a An interactive or media element has been
excluded from this version of the text. You can
view it online here:

https.//ecampusontario.pressbooks.pub,

educationleadershipmanagement/?p=288
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2.4 Building a
Management Model In
Learning Organizations

Before we build a management model within learning
organizations. We have to build our understanding of a
learning organization in relation to general management
principles. The first stage is for educators or leaders within a
learning organization to have empowerment to take the reigns
of the learning atmosphere [12]. When it comes to valuing
skilled leadership we have to understand the relationship
between human development and organizational learning,
which Buchanan describes as authentic and sophisticated
dialogue to support learning within an organization [13]. When
we think of dialogue to enhance learning within a Canadian
context we can look at pre-colonial traditions to understand
dialogue in learning.
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Pictured is Ellen Gabriel, leader of
the Katsi'tsakwas, Kanien'kehd:ka
Nation (Mohawk), famous for her
advocacy during the 1990 Oka
Crisis, and leading a vision of
ancient diplomacy. Image from:
http://aboldvision.ca/portfolio/
katsitsakwas-ellen-gabriel/

The telling of stories and creating a dialogue is a method of
teaching a host of aboriginal nations employ to learn about
different ways to see the world. Have it be creation stories,
or past tales of elders, the ability to engage in dialogue is
important to building a model for learning organizations.
Ultimately, empowerment must lead with a certain cohesion
or as Gilley and Maycunich state internal systems working in
harmony [14]. When we can mix a leaders will to be empowered
to present learning with a harmonious atmosphere with
everyone working towards a goal, this becomes a good
management framework inside a learning organization.

What this calls for is a cultural re-alignment of the learning
organization to break free from perceived inertial forces [15].
Moving forward, building a management model involves a
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deep dive into previous experiences within learning
organizations and reflecting on past experiences to identify
what works within a harmonious concept.
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Conclusion

This chapter offered a history of management through the
classical theories and the contemporary theories of
management. In addition, the Johari Window Exercise offered
a chance for learning about personal management styles.

A review of this chapter's major conclusions, include:

1. The classical management theories of bureaucratic,
scientific, behavioral, and human relations offer different
approaches to management on a spectrum ranging from
product to employee.

2. Self-awareness is just as much about finding out about
what you know and what managers know and what are
their blind spots only known by others. Constructive
feedback on past experiences is very beneficial for
developing self-awareness.

3. Classical management theory has evolved in the modern
marketplace through technology, diversity, and
globalization. Learning organizations are following these
trends to keep ahead of the curve in an expanding
organizational environment.

Management within a learning organization fits many
categories, from bureaucratic to human relations, and from
technological to global. Managers in learning organizations
subscribe to these managerial theories to further develop their
core competencies of communication, teamwork, self-
management, leadership, critical thinking, and
professionalism. Chapter 3 will shift our focus to leadership
styles and the roles of leaders in learning organizations.
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CHAPTER 3:
LEADERSHIP STYLES,
ROLES, AND TRAITS

= i e, %,
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Individuals who display traits of leadership tend to make their own
path, and motivate others to follow them.

In the last chapter, all the theoretical concepts in relation to

management were introduced. The focus will shift to

leadership and the different styles, roles, and traits that make

up a leader. In addition, we will discuss the nature of power and

how to use it effectively in leadership roles will be addressed.
The learning outcomes for this chapter are:
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1. Classify and explain the four different leadership styles
presented in this chapter.

2. Define the roles of a leader within a learning organization
and how managers are shaped through different
leadership styles.

3. Compare and contrast the different studies done on the
behavioural traits of leadership within learning
organizations.

4. Critique the understanding of power within leadership,
and describe how power can be used.

Chapter Tips:

Use some self reflection on what type of
leadership style you follow.

Engage in class discussion on leadership
theories to get a feel of leadership styles.

Develop your own understanding of power in
relation to what the text outlines.

74 | Chapter 3: Leadership Styles, Roles, and Traits



3.1 Leadership Styles

As discussed in chapter one, leadership is the social
relationship that obtains certain goals within an organization
though a mission, vision, and values. In these relationships it 