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MANAGERS VS. LEADERS

Managers and leaders are often viewed to be one and the same. While it is true that a lot of the same 
requirements fall on the shoulders of managers and leaders, the two are distinctly different yet com-
pletely interwoven entities. Management exists to allow organizations to run effectively and efficiently 
by reducing chaos (Northouse, 2007). Fayol’s five elements of management are explained as: planning, 
organizing, leading, supervising, and controlling (McNamara, 2009). Notice there is no mention of human 
resource elements of motivating, training, guiding, and leading individuals—yet leading people is often 
a task given to managers. To differentiate the two entities, leaders exist to encourage and ensure action 
among people to complete a task (Armstrong, 2011). Bennis and Nanus (1985) separate the categories 
of managers and leaders by stating, “Managers are people who do things right and leaders are people 
who do the right thing” (p. 221). This statement is popular, and it does mentally help to separate the two 
categories. It could imply that leaders are more concerned with an ethical decision-making process than 
managers, but that might not necessarily be the case. As cited by Northouse (2007), Bennis and Nanus 
separated the two categories by stating, “To manage means to accomplish activities and master routines, 
whereas to lead means to influence others and create visions of change” (Leadership and Management, 
para. 5). In order to be a leader, one has to have someone to lead. Managers do not have to have someone 
to manage. Therefore, leaders are more people oriented than managers.

This distinction makes perfect sense in the theoretical world. However, in reality, the two distinctive 
roles of mangers and leaders become confusing. For any individual, situations arise where one has to 
change his or her current role or outlook to adapt to the new situation. Managing and leading are simply 
roles that individuals sometimes play in order to successfully navigate through situations in life. Life 
is not structured or consistent; therefore, individuals need to be prepared to rise to the occasion and 
become whatever role is needed for success. Dealing with others to complete tasks for each other, other 
individuals, and organization is critical no matter the management style. Because managing people is 
a process of learning through growth for both the leader and the individual, a helpful resource is Il-
leris’s three-dimensional learning model to develop individuals cognitively, emotionally, and societally 
(Merriam, Caffarella, & Baumgartner, 2007). Growth allows for open mindedness and change to occur. 
Growth and learning are two essential components that all individuals no matter the level within the 
organization strive to achieve. Illeris’s model also accepts the whole person. Growth and learning is for 
the whole individual not just the professional individual.

Trompenaars and Hampden-Turner (2004) looked into cultural differences in managing people, and 
explained the concept of creating success in teams through a look into roles played by team members. 
R. Meredith Belbin (1996) identified nine roles needed in any team: idea generator, shaper, resource 
investigator, coordinator, specialist, implementer, team worker, evaluator, and finisher. There is no dis-
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tinction between who is managing and who is leading; in fact, most roles have a combination of leading 
and managing. While the development of the nine roles was intended for groups, it is possible for one 
person to play all nine roles at once. Individuals simply cannot be fixated to a single role or title, but 
must be ready to fit into any needed role or title. An individual’s preference for the title of manager or 
leader does not matter. These titles and roles are simply one or more of the many “hats” individuals 
must wear throughout life, but they are not the only roles that leaders may take on. Other, possibly more 
important, roles include being a visionary and a task manager.

Visionary

Being a visionary person is to be someone with a future-oriented frame of mind. Visions of the future 
are always changing and developing (Blanchard & Bowles, 1993). People who look at ways to change 
current situations are visionaries. Visionaries are hopeful and optimistic about the future (Novak et al., 
2014; Denny, 2006). They think of demanding and achievable goals for self and organization (Armstrong, 
2011). Visionaries are usually self- motivated and are willing to try anything (Denny, 2006). Anyone 
can be visionary; however, the question is: when does a visionary become a leader?

Visionaries become leaders when they initiate, inspire, and continuously encourage change. It is 
important as a leader to first decide and make clear a vision or put frankly, “decide what you want” 
(Blanchard & Bowles, 1993, p. 21). When working on developing a vision, paying attention to different 
perspectives within one’s community is essential (Novak et al., 2014). A visionary then needs to work 
to build her or his abilities as well as her or his confidence in himself or herself (Denny, 2006). Once the 
visionary has built up his or her self-confidence and understands his or her own vision, it is important 
to share the vision and plans with those being led (Armstrong, 2011). Becoming confident in oneself 
before sharing the vision is critical because criticism is inevitable (Denny, 2006). When criticisms arise, 
visionaries work to minimize criticisms of his or her vision by being adaptable, considering audiences, 
and understanding his or her vision in its entirety. The visionary who stands by his or her novel idea over 
the voices of the nay-sayers will share the illustrious company of many visionaries throughout history, 
including Galileo Galilei, who proposed heliocentrism and had to wait more than 350 years before the 
Catholic Church apologized for its handling of the controversy; Alexander Graham Bell, whose inven-
tion, the telephone, was considered an electrical toy of no value; and Henry Ford, whose automobile 
was considered to be a fad.

As a leader, involving others in the decision-making process is essential, especially when it comes to 
leading visions through to completion. Visions can only either grow or die (Blanchard & Bowles, 1993), 
and visionaries therefore need to look towards others to help their visions grow. They will also need to 
give those others a voice in the direction and future of the team or organization to empower them as a 
way to create buy-in (Armstrong, 2011). The visionary’s true self-confidence thus allows for new or 
better ideas to bring the vision to fruition (Dweck, 2013).

According to Novak et. al. (2014), the foundation of leadership can be broken down into four com-
ponents: structural, human relations, political, and symbolic leadership.

Structural leadership deals with the wherewithal and rationality necessary for “getting the job done,” 
human relations leadership is about productivity with people, developing and managing people, political 
leadership focuses on honestly facing the reality and constraints of power relationships and the limited 
availability of resources, symbolic leadership means attending to the intangibles that spur the motivation 
to carry on during difficult times. (p. 5)
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