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Abstract

The article looks into the role of leadership skills in managing corporate human resources and project teams
as a key competency in the management of strategic change within organisations. Contemporary leadership
patterns meeting the needs of strategic management are presented, such as division-based, team-based, and

transformation-based leadership skills.
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Strategic management focussed on securing or-
ganisational development in dynamic environ-
ment also entails an analysis of the current situa-
tion of the organisation, justification of the pro-
spective situation, and a choice of ways of achiev-
ing these. Transition from the existing to a desired
condition of an organisation is achieved by means
of strategic change management, whose success
depends on numerous factors, the most significant
one being the human resources who are to imple-
ment the strategy. For the strategic changes man-
agement to produce any effect, the human re-
sources have to possess many professional com-
petencies. Leading people and teams is recognised
by specialists in strategic management as the key
competency, providing the strategic resource po-
tential and the necessary environment for long-
term development of the organisation.

In the majority of cases, strategic decisions are
developed and put into practice by means of pro-
jects. In particular, enterprise reconstruction, in-
troduction of innovation, organisational moderni-
sation, entry to new markets and other strategic
decisions are carried out in project format. In this
regard, the leadership of project teams is as par-
ticularly relevant as individual leadership. Indi-
vidual and team leadership patterns are trans-

formed into increasingly demanded forms and
types. This fact gives rise to a scientific and prac-
tical task of analysing and generalising different
forms of leadership skills, and the search for the
most optimum avenues of its realisation, taking
into account the characteristics and requirements
of strategic management.

The requirement for leadership skills as the
key competency of human resources and project
teams is conditioned by the coordination of lead-
ership skills and leader behaviour with features of
strategic management, in particular, strategic de-
cisions ([Tapaxuna, Makcumenko, & IlaHaceHko,
2012, pp. 27-28). First of all, strategic decisions
themselves are intrinsically innovative. In order to
prevail amid natural resistance to innovation, it is
necessary to apply leadership power and leader
influence, involvement in the innovative activity
of teams of human resources, formation of team
leader abilities, and innovative motivation. Sec-
ondly, strategic decisions highlight the prospec-
tive purposes and opportunities, rather than the
temporary tasks. These reference points differen-
tiate the leader from the operative manager.
Thirdly, strategic decisions differ from tactical
ones in that they enter the sphere of increased un-
certainty, risk and long-term effect. The ability to
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cope with conditions of uncertainty and complex-
ity of the environment with orientation to effi-
ciency perspective are the attributes of leader be-
haviour. All the above described expressions of
leadership ability secure the success of the organi-
sation in its strategic development.

We shall now consider the perspectives of us-
ing leadership skills in strategic management and,
in particular, in the implementation of project ac-
tivities in the management of strategic change in
the organisation.

Leadership skill is the ability to lead people
through a process of influencing them to achieve
particular goals. This ability may be possessed not
only by individuals and teams, but also by entire
organisations. It must pointed out that the essence
of leadership is manifested in the ability to both
lead and influence in the process, which is
achieved by means of this aptitude. That is, this is
a feature of both the subjects and their actions.
The presence of leadership qualities characterises
the potential to be a leader, but not the leadership
itself. In order to be successful, it is important for
leadership to exist as a real process, which can
produce appropriate outcomes in the form of staff
performance indicators.

Nowadays we can clearly see the tendencies in
leadership development which closely overlap
with the characteristics of strategic management,
to mention only some of them.

1. The transition from leadership role based
on maintaining stability and order to being
a leader in a specifically organised process
of change tends to give rise to chaos and
crisis. In other words, nowadays there is a
crisis of relevance of the leadership role,
innovation and leadership in chaos, which
is reflected in the idea of transformational
leadership.

2. The transition of leadership role within a
team with similar interests and goals to
leadership among different people with dif-
ferent and conflicting interests and conflict-
ing objectives. The outcome of this process
is diminishing the relevance of the leader-
ship role of a manager defending the inter-
ests of the team, while on the other hand,
producing an increase in the importance of
mediating leadership, including the conflict
of different teams.

3. The transition from individual leadership,
where one or more people lead the team, to
collective, delegated leadership process,
when all team members are leaders. Each
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team member is a leader in their own field.
A strenuous task of forming and managing
a team of leaders appears in this case.
There is a change in the role of the man-
ager as the “Leader-Captain” or “Leader-
Hero” to “Humble Leader” or “Leader-Peer
to strong Leaders.” Currently, many com-
panies are characterised by undeniable
relevance of delegated leadership through
trust and partnership. The current leader-
ship appears to create conditions for devel-
oping other leaders and becoming one of
many leaders.

4. Expanding the range of forms of leader-
ship, its features, growing relevance of fea-
tures such as the emotional, teamwork, or
inspirational leadership skill.

Thus, at this point, it is clear that leadership
skills can be implemented in various forms and
with different versions of its outcomes. Leader-
ship behaviour in these various manifestations is
especially in demand for project management
tasks in the area of innovation and strategic de-
velopment of the organisation.

A study conducted by the Department of Inno-
vation and Project Management of the Faculty of
Economics of the F.M. Dostoevsky State Univer-
sity in Omsk, i.e. research into the competencies
relevant to regional market specialists in project
management tasks, indicated a high status in the
ranking of important leadership skills. The study
involved 26 enterprises and organisations in the
city of Omsk employing different levels of devel-
opment methodology and project implementation.

These competencies, coupled with some of
their generalisations, were drawn from national
requirements for project management profession-
als, developed by the Russian Association of Pro-
ject Management “SOVNET” based on the stan-
dards of the International Project Management
Association — [PMA (YnpaBineHue NpoeKTaMu,
2010). A set of these skills is currently considered
fundamental to the objectives of the evaluation,
certification and training processes involving pro-
ject managers.

As Table 1 below demonstrates, many compa-
nies recognise the importance of behavioural
competencies. According to the experts’ evalua-
tions of enterprises in Omsk region, studies de-
scribe the project manager as an expert capable of
effective leadership and showing leadership, in-
volved and motivated by the project activity, reli-
able, result-oriented, able to work in a team, coor-
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dinate interests and solve problems. Leadership
ranks as the first on the list of the most important
qualities of the project manager. Furthermore,
many competencies on the list are the individual
indicators of leadership. For instance, an effective
leader must be able to work in a team, demon-
strate confidence and credibility, be possessed of
self-control and resistance to stress, as well as the
ability to cope with disagreements and crises.
What we consider debatable is qualifying compe-
tencies “understanding of the values of organisa-
tion and the project” and “ethical behaviour” as
unimportant by one-third of enterprises. For a
modern leader, the given qualities are very impor-
tant.

The essential character of leadership is evident
in the fact that all international standards, on
which project management is based on, related to
the leadership process and leadership competen-
cies as essential criteria for assessing the project
manager’s ability to harmonise project manage-
ment processes with the regulatory requirements.

Table 1 Distribution of replies to the question: “What
behavioural competencies should project managers
possess to perform their professional tasks successfully?”
(in % of respondents)

Competency (a com- Competency:
bination of knowledge,

skills, abilities, and very . ant not
personality traits mani- | important importan important
fested in behaviour)

gu_ldgnce and !eader- 73 23 4
ship in the project

|nvqlvement and 69 31 0
motivation

teamwork 58 42 0
self—contrql aqd 38 58 4
self-organisation

confidence and

credibility % 42 12
ten§|on release, stress 16 72 12
resistance

creativity 12 69 19
focus on results 54 46 0
efficiency 42 58 0
_the ability to align the 46 50 4
interests and negotiate

the a.b|||ty to manage 31 46 23
conflicts and crises

reliability 54 46 0
understanding the

values of the organisa- 19 54 27
tion and the project

ethical behaviour 16 54 32
troubleshooting 42 50 8

Source: Collection of papers from the 18 International Conference
Strategic Management, Pali¢, Serbia, April 2013
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We shall now look into the different types of
leadership and the possibility of their exploitation
in project management, i.e. the implementation of
strategic decisions. Classical types of leadership
are result-oriented and leadership development-
oriented creativity, manifested by individual pro-
ject team members. Which one is the most charac-
teristic of the projects of strategic organisation
development? The essence of the project as a set
of activities aimed at achieving the desired out-
comes and goals of the project, taking into ac-
count the established time, budget and quality,
accurately attributes the principle of guaranteeing
the desired result. But the essence of the project
activities testifies to the importance of innovation,
which is an attribute of any project, and innova-
tion activity is hard to predict and needs special
incentives for motivation through creativity. Con-
sequently, what emerges in the project is a prob-
lem of combining these two seemingly contradic-
tory forms of leadership approaches.

Rationalism and the defined condition of
drawing benefits from the project lead to the fact
that increasingly often, not only in practice, but
also in many publications, participants in various
training programs are encouraged to develop the
result oriented leadership. However, in the 1940s,
researchers showed that the behaviour of the
leader, “oriented on employees (human relations)
and their well-being, is more productive than the
behaviour -based results of the high performance
of tasks”. (Shermeron, Hunt, & Osbourne, 2007,
p- 290) Achieving the highest performance levels
of the project team required high level of con-
forming behaviour, both of the participants of the
project and those initiating the fulfilment of pro-
ject goals.

Advocated by some authors of publications,
and based on leadership practice, results-oriented
behaviour can have a manifest positive effect on
task management. In this, leadership can reach
high efficiency levels, if the task is not difficult,
and the employees have simple needs and the
structure of motivation. High performance levels
are the outcome of good organisational skills.
This is pure leadership, results-oriented only,
which will produce a successful completion a
fairly typical, simple project, which involved ex-
perts from semi-skilled and motivated ranks of
human resources. Building project work technol-
ogy itself, their control leads to the fact that the
planned project results can be achieved under
these conditions. At the same time, challenging,
innovative, complex projects involving highly
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qualified professionals with diverse motivation
require leaders directed at both tasks set before
them and an individualised approach to working
with the team members.

Leadership advocated by some authors and
practitioners is result-focussed leadership, and as
such may produce a positive outcome. This type
of leadership patterns enables achieving high ef-
fectiveness, provided that the tasks are not com-
plicated, and the employees have simple needs
and motivation structures. High performance is
the outcome of well-organised activities, that is,
leadership in its pure result-oriented form will be
effective in a fairly typical, simple project, involv-
ing experts with medium qualification and moti-
vation levels. All by itself, the technology of de-
signing project operation and control thereof re-
sult in an opportunity for achieving the planned
project outcomes. At the same time, complicated,
innovative, complex projects implemented by
highly qualified experts with different motives,
require leaders focussed at the same time on tasks
and individualised approach to work with team
members.

In the project activity, it is significant to dis-
play not only individual leadership qualities of
project managers, project initiators and customers,
but also the leadership skills of other project team
members. Delegated leadership is of vital impor-
tance for the successful implementation of pro-
jects. Quality that an effective leader needs is
equal to quality needed by effective followers, in
particular the project team members. Real follow-
ers are able to think for themselves, performing
their assigned tasks with energy and enthusiasm.
They are committed to something beyond their
personal interests, and are able to stand up for
their principles. Sometimes a person can be both
an effective leader and an effective follower, play-
ing one or the other role skilfully, as the situation
may require. Ideally, leadership is distributed
evenly between the leader and the team members.

A form that has gained a lot of popularity
lately is delegated or allocated leadership, which
means the performance of leadership functions by
team members as a result of delegating the func-
tions of the head leader to the leader-followers.
That is, a team consists of the head leader, lead-
ers-followers and mere followers. There is another
possible option, where the team has no principal
leader, and leadership functions are performed by
team core — the team of leaders, followed by the
followers.
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The idea of delegated leadership is consistent
with the theory of leadership roles. This theory
presents the leader as a professional, oriented to
solving business problems — or solves the prob-
lems of human relations and plays the appropriate
role. Leadership role is the behaviour exhibited by
leaders, based on their objectives, functions and
status in the team.

For example, E. de Beaune distinguishes types
of leaders who perform specific roles (bensikui,
2006, p. 1):

= captains — leaders who seek to make deci-
sions based on their own personal respon-
sibility, people for whom leadership is their
natural state, not inherited by birth, but
coming from experience,

= team organisers - leaders distinguished by
knowledge of the followers’ psychology,
and best suited to manage small teams, for
example, small project teams,

= artists — the most efficient type of leaders,
distinguished by vigorous activity, personal
example, commitment, ability to overcome
barriers and build a cohesive team,

* diplomats — leaders establishing contact
with the staff easily, who can defend their
opinions, use personal dialogue and ex-
tended negotiations,

= generators of ideas — leaders oriented to
new challenges promoting the best, charac-
terised by intuition, synthesis of knowl-
edge, and self-criticism,

= sellers of ideas — leaders with qualities
such as initiative, a fresh look at familiar
facts, and able to control their own and
other people’s emotions,

= reactors — leaders who actively and ration-
ally critically respond to the ideas of oth-
ers, gathering followers,

* communicators — leaders characterised by
well-developed sociability skills and ability
to listen to people,

= synthesisers — able to discern what is the
most important from a very large amount
of information, allowing them to discover
something new,

* interpreters — capable of explaining the
nature of even the most confusing situation
to the followers,

= researchers — able to perceive and process
information, compare and analyze facts,
and conduct experiments,

= pathfinders — leaders capable of independ-
ent search and implementation of methods
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towards the solution of the problem, at-
tracting followers on their way to the goal,
* information holders - leaders able to
gather information, who know where to
find and use it; these are expert leaders.

Project managers who build their leadership on
the concept of delegated leadership are able to
determine what type or amount of leadership each
team member is able to implement effectively.
Forming conditions for the performance of a par-
ticular role, encouraging and promoting the effec-
tive performance of the role, the leader-captain
takes people to the status from mere followers to
the status of leader-followers. For example, a
team may consist of the head leader, performing
the role of the organiser, and other leaders, per-
forming the role of diplomats, generators of ideas,
etc.

The concept of allocated leadership has many
advantages in terms of the success of the project
and the implementation of strategic decisions.
First, it is a better fit with the reality in which the
ideal leader, the head of the project team, is very
difficult to find. This case allows the execution of
various leadership functions by different team
leaders, the most successful ones in this particu-
larly functional part of leadership. Second, the
concept of delegated leadership helps maximise
engagement of all participants in the project
team’s activities, helping them realise their poten-
tial, and enhance the motivational effect of par-
ticipation in the project work. As practice shows,
the projects mainly involve specialists, for whom
self-motivation, creativity, innovation, and other
manifestations of the ability play a crucial role. In
this case, delegating leadership functions can be a
motivating factor for the project activity.

The main task of delegated leadership is to
achieve coherence of team leaders, obtaining syn-
ergy effect. Delegated leadership does not mean
abandoning the function of project manager or
delegating all their leadership powers. In the cur-
rent activity, their task is to coordinate the actions
of other team members. In complex situations,
crises or situations requiring operational deci-
sions, the head of the project team should be able
to fully assume all leadership functions and ap-
propriate leadership responsibilities.

Recognising the significance of delegated
leadership is necessary to realise its distinction
from team leadership. Delegated leadership sug-
gests that many team members are leaders in their
fields. The purpose of the head leader is to pro-
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vide conditions for the development of other lead-
ers. Team leadership - leadership of the team — is
secured by high complementarity and coordina-
tion of all the team members’ activities. This form
of leadership is realised in self-managing teams or
teams with high performance levels— teams that
exercise supervision independently. The mission
of the head leader in the teams is to form the team
and co-ordinate its members’ activity, i.e. keep
the team ready to manage the team independently.
It applies a combination of task-oriented leader-
ship with the leadership it entails, supports and
inspires.

Managing a large part of innovative strategic
projects involves a form of leadership such as
transformative (one that converts, reforms). It is
designed to change the dynamics of the organisa-
tion, the team and the people. Bernard Bass, a
researcher in the field of management, recognised
transformational leaders as the most brilliant rep-
resentative of the theory of transformational lead-
ership (George & Jones, 2005, p. 246), who:

1. increase understanding by subordinate im-
portance of their tasks and the need to run
them at a high level,

2. encourage junior staff to seek personal
growth, professional development and per-
formance, and

3. motivate their employees to work for the
benefit of the organisation, rather than
solely for their own.

The transformative leadership model assumes
that the leader and the followers manifest certain
behaviour, which is the most suitable for a crea-
tive solution to the crisis. The need is recognised
for a leader to influence followers through involv-
ing them in the management, being part of the
team itself, rather than “stand above it”, support-
ing joint efforts with their enthusiasm. (George &
Jones, 2005, p. 247).

Thus, the success of the project team imple-
menting strategically important decisions requires
new forms of leadership that can take into account
various features of the project activities and stra-
tegic management. In this case, leadership should
not only be a feature of project managers, but also
among many members of the project activity.

To describe the trend of increase in the spheres
of influence in the leadership of project manage-
ment subjects, we shall use the term “diversifica-
tion.” By diversification of leadership, we propose
implying the expansion of the sphere of realisa-
tion of leadership of certain subjects at various
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levels and in various fields. That is, new areas
requiring leadership feature as a result of the di-
versification of leadership. For example, a human
resources manager, as a part of the project man-
agement team, must be able to demonstrate lead-
ership, not only in solving the problems of his or
her direct role in the project. (S)he should be able
to act as the leader in a team with other leaders in
the development, monitoring and change the strat-
egy of the project activity, in substantiating the
risk management program in the project, in the
formation and execution of the project budget, in
the course of project marketing, etc. Of course,
this member of the project management team will
predominantly display expert leadership (lead-
professional among other leaders-professionals).
However, subject to qualifications of the expert,
he can and should lead not just, for example, in
marketing the project staff, but also in other mar-
keting of the project areas. This is not “dilution”
of leadership or replacement of one leader with
others, or loss of leadership by those who should
have been to made leaders in this field. This
means a more complex process synergy of efforts
of the team of leaders, while maintaining a certain
structure of their status, lines of authority and re-
sponsibility. Diversification means that leadership
becomes a pass-through process and direct com-
petency of many participants of the project activ-
1ty.

Admittedly, the presented idea of an inte-
grated, total leadership is difficult to implement in
practice. The concept of a single leadership (lead-
ership of limited number of persons), particularly
in the case of identifying only project managers,
the clients and several key figures of projects as
leaders, everything is quite clear - best practices
for leadership functions exist under these condi-
tions. The concept of delegated leadership en-
courages the search for new technologies and
methods of leadership functions. But, when prop-
erly implemented in practice, it is the most prom-
ising and productive, and much more effective. In
this regard, we consider the direction of further in-
depth study of the various forms of leadership
pertaining to the specific project activities, strate-
gic and project-based management, as important
and promising.

Conclusion

In conclusion, we wish to further emphasise the
special role of leadership in strategic manage-
ment. Not only material resources are used in the
management of the strategic development of the
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organisation, but also intangibles such as staff
competency, ability and motivation of project
team members to ensure high efficiency of joint
actions to achieve strategic objectives. The contri-
bution of intangible resources to the success of
strategic development projects is becoming more
important. “After all, it is a well-known fact that
the contribution of material resources is signifi-
cantly inferior to that of intangible in the competi-
tion, which is acquiring acute and uncompromis-
ing forms: according to Interbrand, the proportion
of the first factor at the turn of XX and XXI cen-
turies was only about a third of the market value
of business. What is it that gives the power to in-
tangible assets? Of course, the effectiveness of
joint and worthwhile actions of people using the
right tools”. (Haspy3zos, 2005, p. 12) A key role in
ensuring the quality of the intangible assets is
played by leadership. Commitment of human re-
sources and project teams through leadership al-
lows multiple enhancement of the efficacy of joint
activities of the human resources.

Thus, leadership in its various forms is one of
those resources that help to lead organisations to
strategic objectives. It is essential to use this re-
source properly, enhance and bring it up to date.
This requires developing leadership skills and
creating the conditions for the manifestation of
leadership behaviour of individuals and teams in
the organisation, that is, activities such as training
for individual and team leadership, diagnosis and
development of specialised programs for creating
leadership, forming the most conducive entities to
environmental leadership, and others that should
be part of a complex of measures to ensure the
strategic management of the organisation. @
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