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Abstract: Among many leaders and followers, there continues to be the perception that
“leaders are born”. However, management and behavioural scientists and researchers have,
for the past several decades, studied effects of hereditary traits, environment ecosystem, and
circumstances and situations on leadership and have observed that such perceptions are mere
perceptions. They have also identified key attributes of leadership. In this chapter, five
essentials of such leadership attributes are studied, analysed, and recommended. Views of
some of the renowned scientists, researchers, and practitioners are captured. It is envisaged
that if these five essentials can be used by the practitioners, then it can help them in not only
becoming effective leaders but also becoming catalysts in developing future leaders for the

organisations, communities, societies, nations, regions, and beyond.

1. Introduction:

As such leadership is a very complex subject and several articles, case studies, reports, policy
papers, white papers, book chapters, and books have been written. However, there continues
to be varying interpretations and consequently differing applications and practices in public,

private, and other sectors of the industries, communities, and societies.
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According to Management Guru Peter Drucker®:

"The only definition of a leader is someone who has followers."

It encompasses almost all major sections of the society. There is a comparison drawn between

managers and leaders.

| recall mentioning in one of my keynote addresses at the International Management
Conferences almost more than a decade back.

“Managers perspire, Leaders Inspire”.

Kevin Kruse, CEO of LEADx and author of Great Leaders Have No Rules, in article on “What is
Leadership” in Forbes Magazine (9 April 2013)? articulated a definition:
“Leadership is a process of social influence, which maximizes the efforts of others,

towards the achievement of a goal”.

In the Harvard Business Review Magazine® of January 2024 an article on “Understanding
Leadership” started with a quote by W.C.H. Prentice

“Effective leaders take a personal interest in the long-term development of their
employees, and they use tact and other social skills to encourage employees to
achieve their best. It isn’t about being “nice” or “understanding™—it’s about tapping into

individual motivations in the interest of furthering an organization wide goal’.
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In an article of August 2022 on “What is Leadership” under Featured Insight Section of
McKenzie & Company website?, the following pragmatic quote provides one of the definitions
of the term “Leadership”.

“Leadership is a set of behaviours used to help people align their collective direction,

to execute strategic plans, and to continually renew an organization”.

As such we are in a Volatile, Uncertain, Complex, and Ambiguous (VUCA) Environment. During
Covid-19 we have gone through one of the major global disruptions after the second world
war. We were stranded, felt almost helpless, and that forced the global community of leaders
and followers to find mutually useful solutions and alternatives. Such disruptions usually raise
guestion about the fundamentals of theories and practices at that time horizon. The situation
and to some extent autocratic leadership styles became obvious choices. We learned,
unlearned, and relearned and pulled together ideas, resources, technological developments,
and most importantly deployed essentials of leadership and followership to survive and

revive. Globally, humanity paid a heavy toll, physically, emotionally, and economically.

As we are overcoming our nightmarish experiences felt during the pandemic period, we
should not forget hard lessons learned. If we do so, it will be a disaster and intellectual
bankruptcy. We are also in the midst of another major disruption, the “climate crisis”. It is
again a global phenomenon and leadership along with followership are stretched to almost
extreme to find alternative potential solutions as scientists, researchers, and practitioners

have warned about dire consequences of our own existence on this planet.
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If we continue business as usual and do not learn from hard lessons, then “get ready to face

crisis after crisis”.

Do we wish to follow that option?

Is that approach “sustainable”?

While there are several other issues that can be studied, analysed, and presented in the form
of articles, book chapters, case studies, and more, the author has decided to focus on 5 Es in
this chapter. They are:

1. Encourage

2. Engage

3. Evaluate

4. Empower, and

5. Entrust

These are essential qualities and traits for leaders to learn, practice, internalise, and adapt as
per the situation. These attributes have been carefully chosen based on several decades of
interactions with experts, academicians, practitioners at various conferences, seminars,
forums, and the experience of the author in educational institutions, industries, and
government related organisations. We are mindful that these are only attributes and others
can interpret and come up with completely different sets of attributes. If that happens after
reading this chapter, that would be one of the satisfying outcomes of the efforts of the various

authors who have joined together for publishing this book.
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The proposed relationship and flow of these 5Es are depicted in Figure 1.

Encourage

Figure 1: 5Es of Leadership Essentials

While it is desirable that the process be followed cyclically for the new and emerging leaders
and managers, experienced ones would also find it very useful in following the proposed
process. If these five attributes are treated as five different processes and synergised
systematically, it is envisaged that learners can extract essential features of effective

leadership.

We will now first attempt to understand these five essential attributes and readers are
requested to allow themselves to follow them while reading this chapter. The author has
preferred a qualitative approach in presenting these attributes and those interested in

guantitative analysis can take them to different research projects.
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2. Encourage:

The first proposed attribute of the leadership essentials is “Encourage”. According to
Oxford Dictionary, meanings of the word “Encourage” related to the topic of the chapter:
“give support, confidence, or hope to (someone)”.
“persuade (someone) to do or continue to do something by giving support and

advice”.

“stimulate the development of (an activity, state, or belief)”.

There are various ways to encourage others as well as self. We need it from time to time
to overcome challenges and setbacks we face. However, in practice, we have to be very
careful using the attribute “encourage”. As can be observed from Figure 2 that over usage

of the “encourage” may result in reduction in performance over the period.
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Figure 2: Encourage versus Performance
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Charlie Scott, Director of the Management Training Centre, UK, in her blogpost® writes:
“Encouraging others is a key leadership skill. Leaders who praise achievements,
small and large, and who recognise excellence will inspire people to excel. It shows
that as a leader, you care about people as well as results. Encouraging starts with
showing that you believe others have the capacity to excel, and then celebrating

the progress that is being made”.

Therefore, leaders are encouraged to encourage self and followers on encouragingly regular
intervals to observe and notice encouraging signs of desired outcomes emerging from such

efforts.

3. Engage:

The second proposed attribute of the leadership essentials is “Engage”. According to
Oxford Dictionary, meanings of word “Engage” related to the topic of the chapter could be:

“attract (someone's interest or attention)”.
“participate or become involved in”

“establish a meaningful contact or connection with”

Leaders have to engage with the followers on a regular basis. Engagement can be formal as
well as informal. In an organisation, engaged employees can consistently perform as per the
goals and objectives. Such engagement provides an avenue for the employees to clarify actual
expectations rather than perceived expectations from the leadership. It has been reported
that managers find it time consuming and distracting to engage employees on a regular basis

and that could be one of the major reasons for absenteeism and drop in productivity.
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As such engagement should be to find out challenges faced by followers/employees and how
leaders can guide them and provide appropriate resources if needed. If employees perceive
that managers usually engage to give more work rather than finding out how the current
allocated work is being carried out, then such engagements could have detrimental effects. In

such situations, employees may find ways to avoid engaging managers.

Solomon Markos and co-authors in their research paper “Employee Engagement: The Key to
Improving Performance” in International Journal of Business and Management® Vol. 5, No. 12;
December 2010 observed and concluded that:

“The literature indicates that employee engagement is closely linked with

organizational performance outcomes”.

“Companies with engaged employees have higher employee retention as a result of
reduced turnover and reduced intention to leave the company, productivity,

profitability, growth and customer satisfaction”.

“Engaged employees are emotionally attached to their organization and highly
involved in their job with a great enthusiasm for the success of their employer, going

extra mile beyond the employment contractual agreement.”

John Storey and co-authors of the book chapter on “Employee Engagement”, in book: The
Routledge Companion to Strategic Human Resource Management’ (pp.299-315) highlighted

that:
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“Employee engagement is attracting a great deal of interest from employers across

numerous sectors”.

“The aspiration to involve, engage and win commitment from employees has long been

high on the agenda of a select portion of enlightened management”.

Engagement is expected to be a two-way process and both employees and managers can
substantially benefit from it. Sharing problems faced can also strengthen and enhance

bonding (Figure 3).
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Figure 3: Engage versus Performance

4. Evaluate:

The third proposed attribute of the leadership essentials is “Evaluate”. According to Oxford
Dictionary, meanings of word “Evaluate” related to the topic of the chapter could be:

“form an idea of the amount, number, or value of; assess”.
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Regular evaluation provides objective ways to assess the performance and take corrective
steps to adjust the workflow. Focus of the evaluation should be to find out gaps and remedial
measures to bridge them. The 360-degree evaluation has been recommended by several
authors and practitioners. Professional development programmes, coaching, and mentorship
are useful tools for preparing followers and employees in line with the vision, mission, and

organisational goals and objectives.

The Centre of Creative Leadership in an article® identified 4 benefits of Evaluation.
e Fvaluation clarifies outcomes.
e Fvaluation focuses attention.
e FEvaluation supports ongoing learning.

e Evaluation influences future actions and decisions.

“Evaluation separates real outcomes from wishful thinking, slogans, or vague program

aspirations®”.

It is a natural progression of the “encourage” and “engage” attributes. The processes and
approaches of the first two proposed attributes need to be evaluated and appropriate
adjustment in the processes must be made before embarking on the next phase of the action

plan.

5. Entrust

The fourth proposed attribute of the leadership essentials is “Entrust”. According to Oxford

Dictionary, meanings of word “Entrust” related to the topic of the chapter could be
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“assign the responsibility for doing something to (someone)”.

“put (something) into someone's care or protection”

Once the follower and employees achieve performance consistent with the set targets
reasonably consistently for a certain period, the stage is set for entrusting them to take up

those assignments almost independently.

C. Cvitonic and co-authors in their research article® made very pertinent observations:

“Through analysis have highlighted the importance and fragility of trust at the
interface of environmental science and policy and identified 14 strategies with key
actions to establish and nurture trust between trustor and trustee. Despite the best
intentions, however, there are circumstances where trust can be lost or eroded,

therefore, authors have also provided five key steps for trust repair.

It has been said time and again that it requires considerable efforts to entrust others. It is also

said that “trust has to be earned”.

The process gets time tested with every situation we encounter. It also requires development

of mutual understanding at mindset and behavioural level.

As advocated by many practitioners, leaders and followers have to

“talk the walk” and

“walk the talk”
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6. Empower:

The fifth proposed attribute of the leadership essentials is “Empower”. According to Oxford

Dictionary, meanings of word “Empower” related to the topic of the chapter could be:

“give (someone) the authority or power to do something”.

“make (someone) stronger and more confident, especially in controlling their life and

claiming their rights”.

Once the followers/employees rigorously go through evaluation and entrusting mode,

empowering them becomes critical to maintain and enhance their performance.

Vanessa Boris, senior manager, Learning Design and Media, at Harvard Business Publishing
Corporate Learning!® highlighted that:
“The best leaders make the purposeful choice to empower everyone they lead, whoever
they are, wherever they are. When they do, individuals flourish, and the group works
like a well-oiled machine. Let’s look at what it takes to truly empower others and bring

your team together around a shared purpose”.

In an article of August 2022 on “What is Leadership” under Featured Insight Section of
McKenzie & Company website!! highlights importance of Empowerment”.
“Organizations whose leaders successfully empower others through coaching are
nearly four times more likely to make swift, good decisions and outperform other

companies”.
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In their Meta Analysis’® on Leader Styles and Psychological Empowerment, Carsten C.
Schermuly & co-authors have found that:
“Relationships between psychological empowerment and empowering leadership style

was, on average, moderately positive and significant”.

“Psychological empowerment has a variety of positive effects for employers and

employees”.

According to Bill Gates

“As we look ahead into the next century, leaders will be those who empower others."

Once four proposed attribute processes start showing tangible and intangible results, evoking
the “Empower” process would become apparent. Once the organisation and nation enter into
the innovation phase of economy, empowered followers/employees are expected to perform

considerably at the higher level than traditional hierarchical mode.

7. Comments and Observations:

Figure 4 shows how the performance can be different under different leaderships for the
proposed 5Es. During the initial stages when leadership skills are being learned, acquired, and
practiced, the performance of the leaders could be similar to Leader-A. It is expected that such
leaders need to undergo systematic training, coaching, and mentorship programmes to

develop themselves.
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Once the leaders become experienced and with appropriate coaching and mentorship, they
can perform better as depicted in Figure 4. However, achieving idealistic performance like
Leader-D would be exceptional. Such leaders enjoy celebrity status and fan following. It is very
crucial that such charismatic leaders mentor and nurture future leaders in organisations for

resiliency and sustainability.

Leadership Performance

== | cader A Leader B Leader C Leader D

Encourage
100

80
60

40
Empower Engage

2

Entrust Evaluate

Figure 4: Potential profile of 5Es of Leadership Essentials

8. Summary and Conclusions:

In this chapter five essential attributes of effective leadership have been proposed and
described. These attributes should be treated as independent as well as integrated processes.
Once the shared vision, mission, goals and objectives of the organisation are articulated and
set, the first process prosed is “Encourage”. Leaders have to encourage themselves and
followers on a regular basis to take actions and stay on the path in spite of challenges and
setbacks. To encourage, we have to engage them at appropriate intervals. The process of

engagement has to be bi-directional to understand root causes of challenges faced and
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remedial steps need to overcome them. The processes of encouragement and engagement
have to be evaluated to assess the performance of all the stakeholders. It also sets the stage
for entrusting followers/employees to a higher level of commitment. Once that happens then

empowering followers/employees becomes much easier.

Integrating these processes is an art as well as science. The scientific aspects have been
deliberated and discussed in the chapter. In the modern era of analytics and artificial
intelligence, data provides insight into what is working and what is not. As such, prediction of
behaviour is very complex and therefore the artistic aspect becomes critical. The leaders
ability to adapt and adopt as per the experiences is considered as an art that has to be
acquired by learning, unlearning, relearning and practicing. There is hardly any substitute for
thatin the VUCA world. It is aptly illustrated in the diagram shown in Figure 5. Let me conclude

the chapter with that in mind.

Encourage

Figure 5: Integrating 5Es of Leadership Essentials
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