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Kazakh Organizational Leadership Style Development:
action-centered leadership vs. situational leadership

The article is devoted to the study of organizational leadership and consideration of the features of leadership
theories. Different researches in regard to this issue tend to be aimed at identifying the relationship between
leadership and power, the influence of a certain style of leadership on the well-being of the organization,
which may be connected to the production objectives as well as the interests of workers. The author identifies
certain leadership styles, such as situational leadership theory and concentrated leadership, as well as some
specific aspects of the welfare of the organization. The effectiveness of leadership style is determined by a
variety of situational factors. The author also considers the relevant methods of developing leadership skills
of Kazakhstan companies’ leaders.
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For the past 20 years leadership is the topic of management development programs because many lea-
dership theories have been proven to inspire employees to achieve department and organizational goals [1].
It is important not only to recognize a challenge for leadership but also take first step in awareness that lea-
dership is a demanding and vital vocation [2].

The action centered leadership theory proposed by John Adair is based on the three areas of managerial
leadership activity. The main idea of this theory is to manage team; achieve task and develop individual and
do these three things simultaneously. The areas of overlap in three interlocking circles are important particu-
larly the one in centre. The leader is effective when he/she keeps the balance and the amount of attention
given to each circle is approximately equivalent [3]/ The theory is focused on what leaders need to do to be
effective emphasizing more on training of leadership skills and less on selection [4]. So, the ideal position of
circles within action centered leadership theory is presented below (Figure 1).
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Figure 1. Adair’s Action-Centered Leadership Model [5; 283]

In previous times people think about leadership linking to particular individual, nowadays the idea of
leadership moves towards the group of people within organization [6; 19-26]. Littrel [7; 21] argues that there
are three dimensions in Asian leaderships have been identified: task orientation (production), consideration
orientation (people) and moral character building. Consequently, there are some alikeness with leadership
tendency of Kazakh management, their culture and values.

The ‘task’ circle is what organization expects from employee to accomplish. In other words the leaders
have to be effective in work performance and make sure that job is done or produced effectively. It is also
noteworthy to mention about authoritarian leadership style applicable that time in Soviet Union which is still
effective and partially influence nowadays [4]. Consequently, it shows that task orientation has a significant
meaning for employees of the majority of Kazakhstan companies. Besides it is argued that Kazakh business
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leaders like some Asian colleagues from China put more emphasis on growing revenues and talent shortages
comparing with American counterparts who are more focused with customer service and product quality [8].

The ‘team’ circle means how to build a good team to produce work effectively. Nurmi [3] argues that
teamwork facilitates management and leadership, improves communication and creates innovation. Accord-
ing to Dobbins and Pettman [2], leader is a linker who brings together all talents of team members to have a
winning team. In Kazakhstan companies general cultural values between different nations are important to
consider because they have some similar peculiarities due to historical background. They are, for instance,
seniority, which means priority and is considered as respect to elder people. The similarity is that young
people living in villages are more following old people rather than same generation in big cities because city
is more exposed to external changes and the use of modern technologies develops young generation learning
process much quicker.

Besides, Kazakhstani culture accentuates on parent’s leadership covering communicating, collaborat-
ing, caring, controlling and coaching aspects [10]. The authoritarian leadership style partially presented in
Kazakhstani companies [11] and poor interaction of leadership competencies between team members creates
the environment of group identity of ideas.

The ‘individual’ circle is attention to every individual of the team. The leader has to pay attention to
these employees in order to have a winning team. On the one hand task orientation challenges individual to
get new knowledge, skills and experience. Moreover, a positive approach towards work performance allows
individual be closer to a leader and have opportunity to learn leadership.skills. On the other hand a Maslow’s
hierarchy of needs representing physiological, safety, affiliation, esteem and:self actualization needs may
affect individual at stage of self esteem to take another approach towards task orientation style. At this stage
person need motivation, recognition as result of effective work from others and establish reputation or own
status in organization [11]. Therefore it is important for leader to listen to individual, provide assistance, pay
attention when required and create healthy team atmosphere where new ideas are born and as a result en-
courage people to new products, developments, services and effective work performance.

Thus we can argue that current position of circles within action centered leadership theory in Ka-
zakhstan companies [12] represents low focus of attention from management to teams and individuals (Fig-
ure 2). Individuals are de-motivated and need to be developed within area of soft skills development and
feedback process. It also might be argued that action centered leadership approach works only at operational
level, because task is not strategy and do not give any perspectives to measure it. However, if organization
structure is properly designed and managed by effective leader this approach may also work.
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Figure 2. Action-Centered Leadership Theory in Kazakhstan (created by author)

Another significant theory in leadership development is situational leadership model proposed by Her-
shey.and Blanchard. This model is based on three interactive interplays, two of them are relationship beha-
vior, task behavior and the third is readiness or maturity level of employee to achieve a task [13]. According
to McKenna [11] maturity consists of two parts: job maturity and psychological maturity. Job maturity re-
lates to technical knowledge and task related skills and psychological maturity to confidence, ability and wil-
lingness to carry out the task and be responsible for own behavior. The effectiveness of this leadership is in-
creased by matching level of leadership style and maturity level of employees. Hershey and Blanchard lea-
dership model is highly applicable because it considers people as main resource to fulfill task and achieve
organizational success. The maturity level of followers is important part of leadership behavior analyses and
this model is simple to understand and apply.

As a result of situational nature, situational leadership applies on the assumption of present situation
and circumstances (Graph 3). Therefore, it is important for leader to select appropriate leadership style (tell-
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ing S1, selling S2, participating S3 and delegating S4) towards the groups or individuals who are at the dif-
ferent maturity stage because it effects work performance and overall organization success as well as the pro-
fessional and personal learning and development process of follower. Even the same task within one group
may require leader to apply different leadership styles to different followers as the maturity level of em-
ployees is not always the same.
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Graph 3. Situational leadership theory [1; 300]

The style ‘telling’ (S1) is appropriate for the employees where they are-unable and unwilling. In this
case a leader should provide clear instruction and step by step process [14]. There are some leaders for whom
such employees are relevant because followers suit leader’s strategy by understanding nothing and only per-
forming work. These employees are like ‘raw material’ and if they are given with exact tools, information,
knowledge and appropriate motivation they perform their job. The style ‘selling’ (S2) is complicated than
‘telling’ because employees have willing but no ability. If a'leader gives motivation for continuous learning
then follower is expected to provide good results. The style ‘participating’ (S3) is for the employees who are
experts in their jobs. Leaders should get more explanatory role and motivate their followers. To some extent
line managers might be more interested to retain.such employees rather than employees themselves. The
leader use ‘delegating’ style (S4) when followers are able and willing to perform job. At this stage the leader
should interest follower, provide information,’support and assistance.

There is a tendency in Kazakhstan companies, managers contend that their subordinates do not require
additional soft skills for their personal-development. The managers are more interested in the employees’
hard skills developments that help subordinates be more professional in their area. One the one hand it is the
consequences of task orientation, However, it can be argued that managers still want their personnel to de-
velop skills to perform in a better way. On the other hand, this is a negative sign, meaning that the leader
does not allow his/her subordinates to attend soft skills trainings such as communication, effective negotia-
tion or English learning classes because it does not correlate with the works associated with these skills.
Such leader selects participating:leadership style (S3) whereas employees are able and competent but inexpe-
rienced or de-motivated (unwilling). The maturity level of subordinates allows leader to apply delegation
style (S4) although the latter is not encouraged to delegate because of fear to lose control of functions or be-
ing replaced. According to Hershey and Blanchard leadership model a leader at the stage of participating
style (S3) should reduce relationship behavior so that the learner can begin to accept responsibility for own
risks and progress towards high maturity with low task and low relationship behavior [15]. It means that in
most cases managerial involvement is not required with the exception of significant problems. This allows
leaders to have more free time and be focused on higher value tasks that are critical and important for organ-
1zation growth [14].

Mastrangelo, Eddy, Lorenzet [15] highlight professional and personal leadership. Professional leader-
ship is to provide direction, process and coordination in view of achieving organization’s goals. Personal
leadership is personal behavior of leader by performing the responsibilities of professional leadership includ-
ing demonstrating expertise, building trust, caring and sharing for people and acting in moral way. In the
context of Kazakhstan companies issue we see that professional leadership is prevailing personal leadership
and this can be critical and risky for organization because it has some uncertainties with overall readiness of
tomorrow people who will be able to respond to any external or internal change [12].

John Adair’s theory gives understanding that if organization has a good position of circles meaning a
balance between task, individual and team, this organization may increase their productivity and get stability
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of tomorrow day. In case with Kazakh companies we see that task orientation circle dominates other circles
as individual and team. The ineffective communication with individual demonstrates poor interest from
management side which is risky for employer, employee and organization as a whole. Consequently, em-
ployees can be very disappointed with leadership style and request from management significant changes in
different forms.

Therefore to get balance and put this circles proportionately, it is recommended to conduct anonymous
e-test among all employees. It is important to note that it is e-test and for motivation purposes inform em-
ployees that the test with best ideas will get awards. The test should contain different questions, standardized
responses and suggestion part. The standardized responses may help to determine current situation in area of
weakness such as communication, learning from feedback, knowledge sharing. The purpose of suggestion
part inclusion into e-test is to collect ideas. The results of test with the best ideas should be anonymously dis-
tributed. This test will help employer to identify gaps in people leadership and if required reinforce strategy
towards motivation by tangible and intangible values.

The situational leadership model gives ‘response’ to the present situation emphasizing on how leader
perceives this situation but it did not involve such issues as the leader’s characteristics and the perception of
followers. It has been argued by Chen and Silverthorne [5] that the higher leader’s leadership scores, the
higher willingness and job satisfaction employee has towards work and the lower the employee’s job stress
and the lower the employee’s turnover. As for Kazakh companies, it is critical to mention that Line Manag-
ers are more interested to develop hard skills of employees rather than soft which make the last ones to stay
in S3 position and a leader to follow with participating style of leadership.

However, it is argued by Hersey [5] organization should focus on employees to improve leaders’ lea-
dership skills, because there is no leadership without someone to follow. So, in order to push leader to use
delegating style of leadership and move followers from S3 to S4 position it is recommended to analyze train-
ing needs of these followers and prepare training plan with focus on soft skills development. Moreover, it is
important to discuss and share knowledge with Line Managers about delegation and if required to organize
training course for them. This will be as experiment group which gives not only a picture of the employees’
potential including their strengths and weaknesses, butalso a tool for management to promote employees
and assess their readiness to respond to tomorrow change.

The complexity nature of today’s organization and changes in external environments require leadership
efficiency and mastery. It is important to recognize that leadership in organizations coincides not only with
task performance but also with other leadership capabilities as building relationships, fostering trust and
goodwill. The successful leader in twenty one century is the one who has to develop not only knowledge,
skills and abilities but also willingness to lead and partner with others to achieve organizational goals.
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M.K.EpmekbaeBa

¥YilbIMIBIK KOMIOACHIBLIBIKTBIH KA3aK CTUJIIHIH 1aMYybI:
HIOFBIPJIAHFAH 7KJHE aXyaJ/Ibl KOII0ACIIBLIBIK

Makanana yHbIMIBIK KOIIOACIIBUIBIK JKOHE KOIIOACIIBUIBIK TEOPHSACHIHBIH ©3TELIENiri KapacThIpbuIFan. by
CYPaKTBIH 3epTTeiyi KOIIOACIHIbUIBIK jKOHE OWIIIK apaKaThIHACTHIH OAachlH allyra OarbITTalFaH, YibIMHBIH
WTUTITIHE TaHJaIFaH KeINOACHIBUIBIKTBIH Typi KaJlali BIKHal eTce, COHAal-aK IKYMBICKEPICPIIH
MyYAJeepiMeH Tikesled OaiiaHbICTBI. ABTOP KONIOACIIBUIBIKTHIH Kelieci CTHIBIEPIH Oeiriieni: axyanmibl
KOLIOACIIBIIBIK JKOHE LIOFBIPJIaHFaH KONIOACIIBUIBIKTBIH TEOPHUSICHI, COHBIMEH KaTap YMBIMHBIH HLUTITiHIH
HaKThI acnekTinepi. bacuibuIbIK CTHIIBAIH THIMALTIT TYpIi axyainisl GpakropiaapMen Herizneneni. JKoHe aBrop
Ka3aKCTaHIbIK KOMIAHMSUIAPABIH OaCUIbUIBIK JAFAbICBIHBIH JaMybIHBIH PEJICBaHT ofic-aiianapsl Ti3iMiH
YCBIHJIBL.

M.K.EpmekbaeBa

Pa3BuTHe Ka3axCKoOro CTHJs OPraHm3aluoOHHOrIo0 JuJaepcTrBa:
KOHIHCHTPUPOBAHHOC U CUTYAIHOHHOC JIUICPCTBO

B craThe H3y4eHO OpraHMU3alOHHOE JIMAEPCTBO U PACCMOTPEHBI 0COOCHHOCTH Teopuii unepersa. Hccneno-
BaHHUA ITOr0 BOINPOCA, KAaK NPAaBHJIO, HANPaBJCHbl Ha BBISBJICHHC COOTHOLICHUS JIMACPCTBA U BIACTH,
BIIUSIHUE OIPE/EIICHHOIO CTUJIS JIMACPCTBA Ha ONAronoiydde OpraHd3alid, KOTOPOe MOXKET OBITh CBS3aHO
Kak C TPOM3BOJCTBEHHBIMH LIEISAMH, TaK U ¢ MHTEPECaMH PaOOTHUKOB. ABTOPOM CTaThH BBIICICHBI ONpE/ie-
JICHHBIC THIBI CTHIIS JIMAEPCTBA, TaKHE KAK CUTYaI[MOHHOE JIMJICPCTBO M TEOPHUsI KOHIEHTPHPOBAHHOIO JIH-
JIEPCTBA, a TAaK)Xe HEKOTOPbIE KOHKPETHBIC aCMeKThl Oiaronoiyuus opraHuzaunu. DPGeKTHBHOCTD JHaep-
CKOro CTHIISI 00YCIIOBICHA Pa3InyHBIME CUTYaIMOHHBIMU (hakTopamu. Takke aBTOPOM PacCMOTPEHBI pelie-
BaHTHBIE CIIOCOOBI Pa3BUTHS JIMAESPCKUX HABBIKOB JIMJEPOB Ka3aXCTAaHCKUX KOMIIAHHH.
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