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Introduction

Leadership is a critical component for the success of a firm.  Understanding leadership and the associated concepts are important for a business in heavily competitive markets.   A business without strong leaders to focus on opportunities and address the firm’s operations will be lacking in overall management capability.  A venturing firm cannot support their innovation without leadership.

For any manager, the ability to be a good leader is not a given.  In addition there are leaders with focus external to the firm and those with an inwards orientation.   These individuals use different styles in application of their leadership skills.  

Leadership is an important topic in any endeavor but especially so in the context of the innovative firm.  The concepts of leadership and management in a corporate environment are covered within this paper.

Management and Leadership

A manager is not always a good leader.  Management and leadership are not the same and differ in the application of influence to obtain end results.   Management can be described as the process of planning, organizing, coordinating resources such as people, material, time and money to accomplish the organizational mission.   Leadership is the process of influencing people in such a manner as to accomplish the mission.  The key difference between the two definitions is that a leader uses his/her influence while the manager uses other sources of power.  

Oden (1997) notes two concepts pertinent to power, bases of power and sources of power (p. 249).    The bases of power are what give the intrapreneur control while the sources of power are where the intrapreneur obtains their base of power.   The bases of power as depicted by Oden (1997) include: coercive, reward, expert, legitimate, and referent (p. 249).   These are fairly much the same as available to most managers in one or several combinations.  Oden (1997) shows six sources of power to include: organization position, personal attributes, knowledge / mental skills, resource control, information control, and reputation / image (p.251).

The basic difference between managers and leaders is that a leader gets his/her staff to accomplish tasks and projects because they want to while the manager gets his/her staff to accomplish the tasks and projects because they are required.  To truly use leadership in motivating the staff to task or project accomplishment the manager would most likely be using either an expert or referent base of power coupled with sources of power of either personal attributes or knowledge / mental skill or reputation.  

Leadership

During training as a future Army officer a frequently covered definition is that of leadership and especially how a leader differs from a manager.  In 1987 at the United States Army Infantry School the school commandant, Brigadier General Barry McCaffrey, stated the brief explanation that  “the job of a leader is to make people succeed.”  


Some excerpts from the Army leadership creed are very applicable to management and leadership within a corporate enterprise and also to intrapreneurs.  The wording of these bullet statements has been modified to fit a corporate outlook.

· I make a difference ... what I do is important for my staff.  Leadership involves hard work.

· The key to leadership is technical knowledge of every aspect of my job.  I will learn well so that I can teach others.

· My personal success is solely dependent upon the success of my subordinate staff and the employees under my care.  I will develop and recognize their individual and collective talents.

· I will not tolerate poor execution of projects.  Second rate performance of work, if uncorrected or unnoticed, becomes the bad department standard.  Manager ignorance does not create popularity, it breeds contempt.

· I will not take counsel of my fears.  My staff expects positive, confident, and goal-oriented behavior.  Many will say the job can’t be done, should not be done, or can be delayed.  Employees need leaders who know they can “make it happen”.

Entrepreneurs and Intrapreneurs

Some authors have referred to intrapreneurs as internal entrepreneurs.  An entrepreneurial leader differs from an intrapreneurial leader in the same way that entrepreneurs differ from intrapreneurs.  The entrepreneur is focused on developing new business outside the firm while the intrapreneur is internally focused on developing new businesses within the firm.   Oden contrasts entrepreneurs to intrapreneurs in that the entrepreneurial effort “refers to a new business developed outside an existing business rather than inside” (p. 2).  Another difference between entrepreneurs and intrapreneurs is that the intrapreneur is heavily involved with the corporate culture.  Pearce and Robinson (1997) note that “leaders typically attempt to manage and create distinct cultures” (p. 357).  Another related to the intrapreneur is that he/she has to deal with internal firm politics and power issues.  

Intrapreneurial Leadership 

The firm does not use managers to foster the venturing process, rather they use leaders.   Innovation cannot succeed without leadership since it is the intrapreneurial leader that is the venture manager.   The intrapreneur is also key to the firm since he/she can be instrumental in building the proper corporate culture.  Taking the new product development process to a final conclusion is also a major role for the intrapreneur.  It is not just the start of the venture that is important; taking the product all the way to production is critical.  Intrapreneurship is a central theme of the Oden (1997) text on corporate innovation.  Oden notes “an intrapreneur is involved in the venturing process, that is in developing a new business inside a corporation from its initial idea until it becomes a viable business” (p. 1).  

Oden (1997) offers some advice to the intrapreneur to improve the chance of success for the innovative effort.

· Be resourceful in obtaining approvals.

· Find and use allies.

· Form coalitions.

· Persuade management to relax policies and procedures.

Leadership Styles

A manager can learn techniques, some leadership, and other tools of the trade.  But the manager must develop his/her own style of leadership.  Any one particular style of leadership cannot be taught.  Some leaders are more decentralized, others more hands-on, and some are detail oriented.  Leaders should be personable to a degree while some are more stern and some are more friendly.  Some leaders are extremely hard working, some are team oriented, some are project oriented, and so forth.  Leadership style will also most likely be adjusted as the manager ages and gain more experience. There is no way to be a true leader and not have developed a style.  Leadership style affects how the manager addresses problems, their job, and their staff.

Oden provides suggestions to the intrapreneur in their development of a management style.  His guidelines include:

· Undercommit and overperform.

· Cope with unanticipated problems.

· Avoid premature publicity.

· Share credit.

· Control time expectations.

The lntrapreneur Website (2001) lists ten commandments, which are comparable to some of the areas covered by Oden as guidelines for intrapreneurs.  These should be of great use in direction to the leader of an intrapreneurial effort.

1. Build your team, intrapreneuring is not a solo activity.

2. Share credit widely.

3. Ask for advice before you ask for resources.

4. Underpromise and overdeliver -- publicity triggers the corporate immune system.

5. Do any job needed to make your dream work, regardless of your job description.

6. Remember it is easier to ask for forgiveness than for permission.

7. Keep the best interests of the company and its customers in mind, especially when you have to bend the rules or circumvent the bureaucracy.

8. Come to work each day willing to be fired.

9. Be true to your goals, but be realistic about how to achieve them.

10. Honor and educate your sponsors.

Some leaders treat their staff with somewhat of an attitude of disdain, believing that the employee only works because they are paid or due to some other negative motivation.  On the other end of the spectrum are leaders that believe their staff truly is motivated to work as a team.  This is commonly called theory X versus theory Y leadership.  

Theory X leaders believe that the employee’s on their staff:

· are self oriented

· act to avoid discomfort or work

· respond only to fear of punishment

· do only what the leaders check

· personal goals and the firm’s are rarely the same

Theory Y leaders have a much more positive outlook to the staff and believe that their employees:

· work for reasons of self esteem

· would rather be productive than bored

· can thrive on challenge and adversity

· have personal aspirations but want their team to succeed

It could almost be argued that theory X leaders are not true leaders at all due to their overall negative outlook towards their staff.  

Conclusion

Leadership and management are not one-and-the-same.  Leaders are required for the firm to successfully develop new products.   Leaders must be developed and use their leadership style in application to problems and projects, especially in the case of the venturing process within the innovative firm.  A true leader has the ability to make use of their power in order to get the staff motivated and focused on mission accomplishment.
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