
 



 

Management and Leadership 
The Roles of Managers 

 

People are idiots.  
The only difference among us is that we’re  

idiots about different things at different times. 
Scott Adams, The Dilbert Principle 

 

Key terms and definitions 
What do managers manage? Managers manage organizations. 

What are organizations? Organizations are teams of people (members) that use 
equipment and technology. The founders of an organization can become 
members of that organization; the purpose of an organization is to realize a 
certain mission and to achieve established goals. The mission is a value 
(something rare) that the organization should create for its environment (the 
broader society in which an organization operates and to which it sells or passes 
on its products, expecting to receive the means for further continuation and 
development in return), its members and founders. Goals are asks that help with 
the realization of the mission.  

Organizations are characterized by internal unity, which means that the 
relations between their members and divisions, departments or branches are 
stronger than their relations with elements from the outside environment. The 
strength of these relations results from organizations being constructed in such a 
way that their members and their teams all contribute to the mission and goals. 
In return, the whole contributes to the success of the component, providing a 
livelihood, a sense of safety, prestige, and satisfaction.  

Some organizations pursue maximum profits for their owners; others have 
political, religious, athletic, social or even criminal objectives. It is possible for 
an organization to have more than one goal. However, this may lead to an 
internal incoherency in activities when one goal is in conflict with another. 
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Diagram:  Management vs. Leadership 

 

 

What is organizational management? 

Management is the creation and maintenance of such so that an organization 
can fulfill its mission, achieve its goals, and maintain unity, which will enable 
the organization to continue existing. In this sense, management points the 
organization in the right direction and makes sure it remains on track. 

Who is responsible for keeping an organization on track? The conventional 
answer is a “boss,” “manager” or “director.” However, large organizations have 
entire networks of managers, directors and leaders. 

A “role” can be compared to a film role. An actor has to carry out what is in 
the script. Similarly, managers, directors or leaders perform roles as defined 
within the organization. For example, subordinates have the right to expect 
guidelines and an evaluation of their work from their supervisors. 

Second, the same part can be played by different actors, as long as they 
conform to the expectations of that part. Every actor plays the role in a 
different way, depending on talent, skills, commitment, advice from the 
director and his or her interpretation of the role. The same happens in an 
organization. Each role has its requirements. At the same time, the people who 
have to play a certain role are evaluated according to their performance. 
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Finally, the members of an organization, just as actors, can simultaneously 
play more than one role. 

The role of a manager has to be defined according to the character and size 
of the organization, as well as its range of operation, the culture of the society in 
which it operates as well as the particular situation in which the organization 
finds itself. However, there are some common aspects of these roles. A manager 
acts in the name of the owners or other principals. This means, on the one hand, 
responsibility for the entrusted property and assigned missions and tasks, and on 
the other hand, the need to comply with the instructions and guidelines of the 
principals. These instructions and guidelines can interfere with the job of the 
manager. The managers are appointed, evaluated, rewarded and dismissed by 
their principals. The principals also define the criteria and conditions that 
managers must meet. 

The roles of managers are usually intertwined with the roles of directors and 
bosses – superiors. This function may entail a partial or full selection of the 
subordinate personnel and always involves the division and assignment of tasks, 
ensuring the right conditions and resources for their fulfillment, motivating the 
subordinates to perform the tasks to expectations, and evaluating their performance. 

Leaders are different from managers and directors, because the 
characteristics that a leader should have are difficult to find. Leadership is the 
ability to inspire followers. Leaders can formulate and communicate a vision for 
a group of followers to pursue together. This vision has to be attractive enough 
to create among your followers a strong desire to realize the vision. This desire 
is only partly based on rational calculations of future benefits. It has to be driven 
by higher motivations, such as the wish to be distinguished as an individual and 
as a group. Sometimes it is compensation for past failures, the desire to 
complete an ideological mission, or to accomplish something extraordinary.  

The followers have to intuitively believe in the leader’s talents, skills, 
knowledge, foresight, and moral superiority. This phenomenon is related to 
charisma. These skills cannot be found in many people. Leadership is usually 
associated with national political or military functions, and with manipulation and 
deceit. Sometimes this kind of manipulation becomes destructive, as in the cases of 
Hitler, Stalin or Mao Zedong. Some managers, entrepreneurs and company founders 
often become social and political leaders. The directors of firms are leaders in the 
eyes of their subordinates. It is becoming commonplace to believe that leadership 
qualities can be acquired through training, education, and experience. In 
organizations, one can also encounter informal leadership. Informal leaders enjoy 
exceptional esteem and prestige without holding a managerial or directorial position. 
Others are inclined to listen to them and act in accordance with what they say. In 
these cases, the leadership role is usually only temporary. 
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Theory 
Management theory has a normative character and formulates the conditions that 
have to be met in order for management and leadership to achieve the intended 
goals. The theory answers three questions: 

• What should managers do in an organization? 
• What should leaders do in an organization? 
• Where do those functions overlap? When are leadership and management 

required simultaneously? 

Managers should fulfill the function of management. There is an enormous 
body of literature that identifies and describes management functions. In 
reference to this literature we propose a typology of managers’ most important 
functions. This typology includes the following elements: 
1. Planning – the preparation of programs for future activities that will be 

carried out by the organization (or a part of it) that is entrusted to the 
manager. Such programs include goals to be achieved; clearly identified tasks 
to be carried; and the resources needed to fulfill the tasks and the timetables.  

2. Organizing – the creation of structures that enable the realization of plans 
and other routine or temporary activities that are not incorporated in the 
plans. Such structures define the formal rules for the division of tasks, 
entitlements (authority), responsibility and information. 

3. Knowledge and information management – a conscious and organized 
way of obtaining, storing, locating, processing and using information that is 
important for the survival, functioning and realization of organizational 
objectives. Information has to be analyzed, interpreted and generalized. As a 
result of such operations, crucial knowledge is created about, for instance, 
the market, technology, political, legal and social environment. Knowledge 
enables an organization to function properly for a longer period of time and 
prepare for future challenges. 

4. Financial management – to provide the financial basics for the 
organization’s functioning and development. The most important 
requirement is solvency, which is the capacity to settle financial liabilities. 
Additionally, managers need to know how to manage the financial risk 
assumed by the organization bears, as well as to manage the value of all the 
organizational assets, including the immaterial ones, such as brand, 
reputation, credit standing and human capital. 

5. Operations management – the management of the activity, which is the 
reason for the organization’s survival, the source of its income and the basis 
of its mission. An organization can have several basic operations. For 
example, a company can design manufacture, sell, maintain, and repair a 
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product. A university recruits and educates students and conducts research. 
A manager cannot avoid direct involvement in operations and cannot 
perform his or her role without a thorough knowledge of operations. 

6. Human resources management – is crucial for the success of the 
organization and requires immediate attention from and interaction among 
managers. It also entails the selection and guidance of a group of immediate 
subordinates, as well as defining the rules for selection, evaluation, motivation 
(including remuneration), promotion and dismissal of the employees. 

7. Marketing and public relations – developing external relations with the 
social, political and media environment. The acceptance of the environment 
of the organization and its products determines its income from product 
sales (for for-profit businesses), and from donations, grants (in case of non-
profit organizations). This acceptance determines the extent of goodwill 
from the political, legal, social and institutional (or bureaucratic) 
environment. Therefore, managers must be personally involved in the 
establishment of relations with the external environment. 

8. Negotiations – to reconcile conflicting interests and/or opinions. Negotiation 
solves many problems that are of key significance to the organization. 
Negotiations can be held with external (clients, business partners, banks) or 
internal (employees, members of the organization, associations that operate 
on the territory of the organization, unions) partners. The success of 
negotiations is determined by important matters, such as the contract 
conditions, settling conflicts, establishing alliances, mergers, or takeovers. 
That is why managers must use their skills in negotiation and compromise. 

9. Control – entails the definition and enforcement of standards. The 
following step is to draw conclusions from this verification. These 
conclusions should concern changing the standards and/or way of working. 
This verification should take place regularly, but not too frequently; it 
should be thorough enough to accommodate the personal initiatives of the 
subordinates with the maintenance of a consistent line of action and the 
fulfillment of the mission and plans. The plans are often used as a point of 
reference for verification. 

Management concerns “solid,” mostly calculable, aspects of the functioning of 
an organization. It consists of skills that can be taught and learned in a business 
curriculum. Leadership, however is entirely different. Leadership has “soft” 
aspects that can be social, cultural and even emotional. Leadership is based on a 
leader’s personal characteristics. Leadership skills can be developed but not 
acquired. The essential question is whether or not leadership skills and style can 
be deliberately developed. 
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Charisma is the foundation of leadership. Can charisma be obtained and 
developed? A good leader is able to impress his or her subordinates. He or she 
needs to express to them the possibilities are of creating and communicating a 
plausible legend. In business organizations the elements of charisma are 
remarkable financial success that results from astute judgment, the ability to foresee 
situations, courage and determination, expert knowledge, and extraordinary 
interpersonal skills. In order to maintain this reputation among subordinates, the 
leader’s concise, coherent, consistent and convincing message needs to be 
reiterated. The creator and disseminator of the legend has to be the leader. Image 
handlers can only do the fine-tuning. The legend has to be based on fact. A leader 
with a legend can act like a star, attracting the attention, hopes and fears of both the 
members of the organization and its environment. An organization that is well 
managed, especially a big one, needs someone to fulfill this role. This will give the 
organization credibility and renown. More renown often means more income. 
Investors would much rather buy shares of well-known companies that are led by 
managers who are stars, and donors and sponsors are more willing to give money 
to organizations that are represented by famous names. A leader must craft his or 
her own celebrity carefully. Managers who cannot do so are less likely to become 
leaders. Only rarely is an aura of mystery effective. Creating a legend is a part of 
the creation of a larger organizational culture or at least an organizational identity. 

Organizational culture consists of the intellectual and spiritual community 
of its members. It involves shared values, goals and missions, standards of 
professional and ethical conduct, behavioral patterns, attitudes, intellectual 
development, and even language. An important element of this community is 
the feeling of shared destiny, history, myth, and heroes. The elements of 
organizational culture that define the identity of an organization include material 
creations such as buildings, equipment, company colors, and logo. These 
elements can also be immaterial: legends, myths, stories, hymns, songs, 
ceremonies and rituals. Obviously, a large part of the culture is formed 
spontaneously and throughout a long period of time. However, leaders can, and 
definitely should, try to sensibly influence the process of culture development. 
This can be done by creating, interpreting, and maintaining artifacts. What 
distinguishes leaders from managers is the ability to use the organizational 
culture to reach organizational goals. Followers believe in their leaders and in 
their words, even if they would not believe them if spoken by anyone else. 

A leader is perceived as a model personality by followers, and as a role 
model. Such a perception makes management easier, because it facilitates the 
standardization of conduct, the anticipation of behaviors and the mobilization of 
as subordinates, especially those who are ambitious. That is why it is so 
important for leaders when creating their legend and working with their 
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subordinates, not to give the impression of dishonesty and hypocrisy and not to 
do anything that contravenes the values of the organization. It is hard to become 
a leader, but very easy to lose a position of leadership. 

A leader is a trust guarantor for the members of the organizations, for 
business partners, and for the business environment. A leader enables, simplifies, 
accelerates and reduces the costs of collaboration inside the organization and with 
its external environment. A leader’s personal guarantee can be a substitute for 
complicated negotiations, and so can agreements and security systems. The 
personal trust that leader enjoys can have monetary value. However, it requires a 
record of absolute and uncompromising respect for commitments. Additionally, a 
leader has to be well-known. One blunder or broken promise destroys trust and 
creates negative value. It creates a perception that the leader cannot be trusted, and 
the partners will demand extra external guarantees and precautions. 

Leadership, therefore, can make management effective, faster and cheaper. 
However, the intersection of management and leadership is of fundamental 
significance for the success of an organization. Managers need to be leaders and 
leaders need to be managers. That is why organizations demand the most of their 
management staff expect them to combine their managerial and leadership 
skills, knowledge and abilities. This combination requires years of learning, 
training and practical experience and that could explain the high remuneration of 
managers who meet those requirements. 

Diagram:  The roles of managers 
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The main activities, functions and actions that can be qualified both to 
leadership and to management are as follows. 
1. Giving a vision of the development of the organization and a strategy that 

will be used to realize the vision over a longer period of time, which 
significantly exceeds the horizons of the current management. A vision is an 
image of the organization in the future, an answer to the question: what do 
we want the organization to be, while carrying out its mission? This often 
results in a complete change of profile and style of operating. An example of 
fulfilling such a mission is IBM, who from being a hardware and software 
producer became a service provider in the nineties of the past century. 
However, this vision came into being in the 1980s and was being fulfilled in 
the next two decades. A vision that has a chance of being achieved is never 
generated by just one person. Usually it is the result of a lengthy debate with 
many participating members of the organization and often also external 
experts and consultants, and supervisory bodies. The role of the leader is to 
raise such a debate, to give it some sort of shape and to draw conclusions 
from it. The conclusions have to lead to a straightforward vision that is 
convincing, ambitious, and capable of setting the future course of the 
organization. A strategy is a long-term program of action that includes the 
most important factors, such as products and their market positioning, 
finances, human resources, knowledge and intellectual capital. Strategy 
turns a vision into a reality. 

2. Leaders and managers can mobilize and motivate. Basing motivation solely 
on material and rational arguments may not be enough to make it work. A 
leader needs to appeal to followers’ fear, hope, ambition, the spirit of 
competition, pride, identification with the organization, even patriotism or 
humanity. Non-business organizations appeal only to those emotions. 

3. An important aspect of the functioning of an organization is power play, the 
pursuit of entities, groups, and sometimes coalitions to achieve a greater 
influence on the functioning of part or all of the organization. Power, in 
other words the formal ability to influence the behavior of others and to 
control the material resources of the organization not only satisfies 
ambitions and conveys a sense of security, but i is also the basis of 
privileges and benefits. That is why power is desirable. However, power 
enables the realization of visions, strategies and plans. It is therefore an 
essential element of management and of leadership. A functioning 
organization requires stability and consolidation of the management. 
Therefore, what managers and leaders have to do is to ensure that they have 
real power in an organization and are protecting this power from the 
machinations of others. This requires an effective power play and the control 




