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Discussion

Traditional Models of Leadership
At the beginning of discourse on leadership, many 
scholars tried to distinguish the particular 
characteristics of effective leaders. So, they could 
identify some special traits of leaders which cause to 
their leadership personality. The researchers identified 
many similar numbers of traits called 'super traits' 
(McCrae &Jone, 1992 cited in Boddy, 2008: 459). This 
gave rise to the Traits Model and the common traits are 
identified as ability to forecast trends, speed, 
decisiveness, courage, tenacity, optimise, and 
enthusiasm.

One of the leadership models focused on 
behaviours and styles of effective leaders. Scholars of 
the University of Ohio and Michigan have identified 
two categories of behaviours, concerned with 
interpersonal and accomplishment. The researchers 
from Ohio State University identified two dimensions 
o f behaviours as 'In itia tin g  stricture ' and 
'consideration' (Fleishman, 1953; cited in Boddy, 
2008:462). On the other hand, the researchers from the 
University of Michigan (Likert, 1961, 1976; cited in 
Boddy, 2008: 463) found two types of behaviours, 
which distinguish effective leaders such as, job centred 
behaviour, and employee centred behaviour.
As the Transactional and Transformational Model 
explains, transactional leaders should influence 
subordinators' behaviours through bargaining and 
leaders should facilitate followers to arrive at their aims, 
as achieving organization goals (Boddy, 2008:460).

The Situation Model has identified leader as a 
person who should attempt to identify contextual 
factors, especially when one style is more effective than 
another is. According to the founders of the model - 
Tannehbaum and Schmidt, leader should reflect three 
forces like, forces in the manager, forces in 
subordinators and forces in situation (Tannehbaum & 
Scnmidt, 1973; cited in Boddy, 2008:466)

As many researchers explained, this model mainly 
focused on leader's role in certain situations. Leaders 
might necessitate supplying detailed and stringent 
procedures to achiev* goals of organization, and the 
leader is responsible for development of working 
background of his followers and he should encourage 
all work for achieving organizational objectives. House 
and others have suggested that appropriate style would 
depend on the situation as well as characteristics of the 
subordinates and their working environment. For 
example, if subordinates have less self-confidence or 
low skill for their job, leader should train them more

and if subordinates are confident, leaders have not*to 
coach them. So, leaders' role depends on the situation 
or working environment (House & Mitchel, 1974; 
House, 1996; cited in Boddy, 2008:467).

Theory of Collective Leadership
From last few decades, scholars like Grint, Meindl, 
Raelin etc., have identified limitations in 'leader 
centred' leadership theories. Therefore, they came up 
with a new approach of leadership. They view 
leadership as collective social construct (Brooker, 
2008) and identified importance of interpretation of 
flowers for the leadership process. On the other hand, 
present leaders have to face many complex problems, 
which cannot be solved individually. Grint has 
explained it simply as; "look at child protection: a 
child's problems are not just with its family, the police, 
or the community; it is a combination of everything. 
You have to work with all these institutions and 
departments to solve the problem (Lewis, 2008)". 
Another important area touched by their theory is 
leader's inability to catch up every method of new 
technologies in this highly technological society and 
organizational needs for specialized labour in several 
fields. In this case, the collective work is compulsory. 
That is the theoretical background of the collective 
leadership approach.
The discourse on collective leadership minimizes one 
person's authority as a leader and thereby this theory 
does not have space for a superior leader in the group, 
or organization. As explained by Grint, collective 
leadership m ainly focuses on property and 
consequence for community rather than the property 
and consequence of an individual leader (Gascoigne, 
2008). On the other hand, while leaders contribute 
their knowledge, experiences and time for 
subordinates they also learn from subordinates. In such 
a situation, a leader is not a superior supervisor or 
commander among the followers. According to this 
theory, leaders depend on their followers to obtain 
organizational objectives (Gascoigne, 2008).
Also, collective leadership creates homogeneous group 
within the organization. A sa result, responsibilities are 
distributed among all members and that causes proper 
running, guidance, and overall leadership of an 
administration in unity with the basic objectives of 
institute. This mechanism ensures the organisation 
progress in an interconnected fight to convert its stated 
objectives into pragmatic and achievable aims. 
Therefore, collective leadership is a tool to guarantee 
that the organisation focuses on its mission in positive 
ways (Mothapo, 2008).
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The important principles of collective leadership are as 
follows;
01. Collective leadership is relational one. Therefore all 

group members are - closely interlinked and 
participate in the process of leading and decision 
making.

02. Collective leadership is fluid one as it can change 
organization strategies, policies according to the 
situation. Therefore it becomes a shared function 
among the group.

03. Collective leadership is transform ational. 
Therefore, organization vision and mission can 
adjust along with social advocacy and social justice 
(WK. Kellogg Foundation, 2007).

Grint refers a leader with superior powers a 'white 
elephant' while the leader in the collective approaches a 
wheelwright. 'The danger of unanimous accord with a 
strong leader is self-evident, but the institutional 
measures and protections that are required to allow 
open constructive dissent are by no means given. Even 
if there really is danger ahead, what advantage for the 
harbinger of doom if they incur the wrath of the 
alpha-male by foretelling it? In this context, the idea of 
a leader who recognises their own limitations, and 
works with a team of people who also accept 
responsibility led the discussion around to leader as 
wheelwright. Such an artisan is markedly different from 
the Eastern 'white elephant' deity, being flawed, mortal, 
and interdependent upon the people he engages with 
(George, 2008)'.

Facing challenges encountered in applying 
collective leadership to Sri Lankan Context
Collective leadership is more efficient in several ways. 
Yet in line with various organizational cultures and 
outside social culture in which the organization 
functions the approach to the leadership should be 
changed. For example, at present some Sri Lankan 
government institutes encourage the participation of 
subordinates in decision making and management by 
allowing the labour unions to attend in board meetings. 
But in consequence, the subordinates seem to exploit 
this opportunity for their advantage- less work and 
more profit. Yet, many privet institutes in Sri Lanka 
with leader-centered leadership approach are more 
efficient and productive in comparison with the 
government institutes with collective leadership 
method. So, 'Irresponsible followers' have become a 
barrier to apply collective leadership methods in a 
context like Sri Lanka. Thus, one of the barriers faced 
by the Third World countries is 'follower's union 
action'. It is observed that behind many union actions 
politics plays a major role. Such behavior of 
Subordinates with freedom to influence organizational 
decisions seems to create many problems such as

creating gaps between leaders and staff, hindering the 
development and smooth functioning of the 
organization.

Another example is experiences of NGOs 
established in Sri Lanka after Tsunami hazard. Most of 
the NGOs apply collective leadership methods in 
management and decision making process. Most of the 
fo llow ers from loca l areas partic ip ated  in 
administrative works of the NGOs. Yet, they really did 
not support the NGO to achieve its goals but they took 
that opportunity to exploit money from the NGOs.

Hence, these two examples from Sri Lankan 
context depict the constraints of applying Collective 
Leadership method, which is based on culture, and 
context to which it is applied.

Case study 01
Collective leadership in NGOs
X is one of the NGOs established in Southern Sri 
Lanka after Tsunami disaster. The NGO basically 
focuses on enhancing livelihood of local poor 
communities that were affected by Tsunami. As the 
local leaders seem ignoring the local communities and 
their needs many volunteer workers joined the NGO 
to achieve the goals of the NGO. Leaders of the 
NGO used collective leadership approach in decision
making process. As one of the livelihood-enhancing 
program, X designed to distribute fishing boats 
among the local anglers who suffer from the Tsunami 
disaster and the NGO leaders gave authority to the 
volunteers to handle the program. Yet, volunteers 
seemed very much irresponsible, and some were 
swindlers. Their objectives were to make unlawful 
profit from NGO's money. On the other hand, the 
volunteers were not educated on methodology of 
distributing fishing boats among the Tsunami affected 
anglers. They had selected fishermen as they wished, 
as well as they had been partial — in most cases it 
observed that they had prioritized their relations and 
friends rather than being fair. On the other hand, 
volunteers had cheated money in large amounts from 
the project. As a result, project became unsuccessful 
and many unaffected people by Tsunami, or non
anglers got boats. Alternatively, some Tsunami 
affected anglers were deprived of fishing boats. In 
such a background, NGO failed to achieve its 
objectives and goals.

On the other hand, it is observed that leadership in Sri 
Lankan context is defined according to and constricted 
by many social and cultural norms, beliefs, practices 
etc., related to caste, class, religion, ethnicity, gender, 
and geographical libation etc. Generally, it seems that 
in selecting leaders or applying leadership models, 
these social and cultural phenomena are powerful in 
the Sri Lankan situation than Collective or Traditional 
Leadership theories.
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Case study 02
Leadership and Sri Lankan social context
'Y1 is a department in one of the universities in Sri 
Lanka. Academic staff members of the department 
are from various social backgrounds and from 
different geographical regions. Normally the Head of 
the department is selected by votes of department's 
academic staff members. Thus, logically there is a 
collective leadership approach. 'A' was the Head of 
the department once and she was a Buddhist, 
Sinhalese, high caste person from low country. She 
was less concerned of others' ideas in decision
making, and she was rarely considered friendly. Yet 
after three years, staff members again selected her as 
the Head of the department, as well as she could 
work as the Head with lesser troubles than any other 
Heads. After A, 'B' was voted for the Headship and he 
was also a Sinhalese, Buddhist but a low caste 
gendeman from low country. He was considered 
friendly and he respected the ideas of others in 
decision-making. Yet, after a year (duration of 
Headship is 3 years) he left the post, due to many 
causes. One of the major reasons was that the staff 
members rarely respected his Headship and 
occasionally obeyed his decisions. Thus, he was 
unable to continue as the Head. Next 'C' became the 
Head and he is a Tamil, Hindu, low caste gendeman 
from up country. He did not believe in Collective 
Leadership methods and seldom value the ideas of 
the junior academic staff in decision-making. On the 
other hand, he has used leader centred approach in 
decision-making. After a year, he also was 
unsuccessful as a Head, and he had to leave the 
Headship. Especially many young and junior staff 
members did not help 'C' to run the department.

The second case study depicts how social and 
cultural phenomena hinder the development of the 
department as well as how they affect the leadership. 
'A' represents the ethnic and religious group of the 
majority of the staff members, and she is of high caste. 
The social values she possesses observed the secret of 
her success and authority. On the other hand, she was 
bold and less considerate towards others' prospects in 
decision-making and she followed a leader centred 
approach. In that context, it was effective, and staff 
members worked without complains under her 
supervision. Yet, in comparison with 'A', 'B' seemed a 
failure. One of the major social reasons behind his 
failure as a Head was that he was form 'low caste' 
(majority of staff members were from 'High caste'). 
Even his attempt to apply Collective Leadership 
methods ended up in failure as he got less support from 
colleagues. In the leadership approach, 'A' and 'C' is 
similar. Yet, 'C' became unsuccessful, because of his 
social background. He represented ethnic group and 
religion of minority. On the other hand, he is from 'low

caste'. An analysis of the case study 02 depicts how 
social norms, beliefs, values etc., affect leadership in Sri 
Lankan context.

Moreover, the leadership in the religious institutes 
in the third world countries is observed woven around 
beliefs, faith, and personal attributes. Given below are 
two case studies on leadership in two monasteries.

Case Study 03
Leadership in Buddhist Temples - 01
'A' is a temple situated away from Kandy and belongs 
to Amarapura sect. Before he got the priesthood in 
this temple, the chief monk was from poor rural 
family, which was considered low-caste. However, 
after obtaining the ordination, he involved in higher 
education and was able to obtain BA, MA, MPhil, and 
Master of Education degrees in his mid thirties and 
after the death of the chief monk of the temple he 
was appointed as the chief. It was viewed that the 
priest used collective leadership approach and 
habitually, considered the ideas of benefactors and 
other monks in decision-making. Further, he was 
interested in collective work and to split 
responsibilities and authority among members 
regarding activities related to temple. He had 
continually attempted to keep a reliable relationship 
with the villagers and the benefactors of the temple

Case Study 04
Leadership in Buddhist Temples—02
Temple 'B' in Kandy, which belongs to Siyam sect is 
an old temple built at the dawn of Kandyan era. The 
chief monk of the temple was from a rich Kandyan 
family that was considered high-caste. He obtained 
BA and MA degrees and after the death of the chief 
monk of the temple, he had became the chief and the 
person in charge of the perivena. His leadership 
methods seemed more traditional. The chief monk 
was grim and less considerate. The decisions 
regarding the temple were taken discussing only with 
minority elite and chief monks but not with majority 
benefactors or subordinate monks.

Considering above 'A' and 'B' temples, the temple 
'B' looked more developed and prosperous concerning 
amount of land it owned, the number of its monks and 
benefactors than 'A' was. Even the villagers residing 
very close to the temple 'A' have selected 'B', which was 
situated quite away from their homes for religious 
activities. Both monks as well the ordinary people were 
observed to respect the chief monk of the temple 'B' 
than the chief monk of 'A' and as a chief, the monk in 
'B' seemed successful. Examining the issues behind 
this situation, it was identified that social appraisals and 
cultural background have influenced a lot.
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isf monk of the temple 'B', which was one 
o ’ '.st Raja Maha Vihara in Kandy, was from an 
ei: caste Kandyan family and obtained
p trom the Syam sect. The temple had a large
a:. financial as well fixed properties. These
sc conomical means helped him to become an
o - religious as well as a social leader. In this
b? , as a tough leader who followed traditional
k  pproach he has become popular among the
v:

;f monk of ’A' was from a non-elite, low
er jw-country family. Even his temple, which
w ajaMaha Vihara, was considered low-grade
as -ned low caste people and by means of
p:- owned, it was poorer than 'B'. Thus, even
tt. chief monk of the temple 'A' was an
ec ind considerate leader who followed
cc leadership approach, he had become
u: 1. It was observed that his failure as a leader
n:- mded on lack of social background as an
h:. religious leader than the method he used as
z

C' ?.
A. academics and scholars have paid much
at *he Collective Leadership approach than
tc _ ional leadership approach which is more 
k ' rred . Yet, we cannot ignore the fact that 
le- mostly depends on the organizational
cu. d that cultural aspects would be barriers in 
i r  ing this kind of principled approach.
Sr  eadership in many of the Third World 
cc s observed to be gready dependent on social 
a: al beliefs, norms, and values. For example, in
Si . context ethnicity, religion, caste, etc have an 
isr. : productivity and efficiency of leadership. 
O: in  hand, 'Irresponsible followers' hinder the
sur application of Collective Leadership
tin . many of the Third World countries like in
SA
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