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Lead(or) Manage? 

 

It started with Bennis. 

 

Bennis wrote that “Managers do things right, leaders do the right 
thing.” Many other leadership and management gurus followed suit. 
Soon the holy grail of leadership writing seemed to be a pithy, one-
sentence distinction between leadership and management. 

But it’s a lot more complex than that. Leadership is a complicated 
subject that is difficult to summarize in a sentence, much less to 
distinguish it from management. 

So we gave up. 

Rather than attempt to settle on one, pithy distinction, we decided 
to band together and compile all of our distinctions. The challenge 
we gave ourselves was to use less than 200 words to answer the 
question: 

 

What is the difference between leadership and management? 
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Lead(or) Manage? 

Shared Vision 

 

 

 

Leadership includes developing a shared vision – then inspiring, 
developing and empowering the people who will achieve this vision. 
Management includes ensuring that the processes necessary for 
effective execution are carried out in an efficient way. 
  

 

 

 

 

 

 

 
Marshall Goldsmith is the New York Times best selling author of MOJO 
and What Got You Here Won’t Get You There and winner of the 
Harold Longman Award for Business Book of the Year.  He can be 
reached at marshall@marshallgoldsmith.com. 
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View 

The fundamental difference between those that act like managers 
and those that act like leaders is in how they view their followers.  
 
Managers tend to view employees as resources who also happen to 
be human. These human resources are needed to get the work 
done, but everyone is replaceable with another that is similarly 
qualified, just like interchangeable parts of a 
machine.  Consequently, managers tend to view followers as not 
wanting to do a good job and need to be coerced through reward 
or punishment into performing. 
 
Instead of treating followers as interchangeable parts of a machine, 
leaders leverage the unique skills and attitudes that individuals bring 
to the job and try to grow the organization based on those individual 
skills. Leaders also understand that employees are individuals who 
each have unique motivations and want to do a good job. Leaders 
find ways to support each individual’s growth and development, 
benefiting both the individual and the organization.   

 

 

Tom Glover has spent the last fifteen years working with, researching, 
teaching, training and speaking about Leadership and 
Organizational Dynamics.  He can be reached at 
www.reflectionleadership.net. 
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Not All Managers 

All leaders are managers but not all managers are leaders.  

The very nature of business today requires everyone holding a job 
from supervisor through CEO to handle the “what’s” of business – 
planning, organizing, directing and controlling.  A business person 
must be able to manage – meaning to plan, organize, direct and 
control things – things like finances, inventory, work schedules, 
logistics, sales, record-keeping and reporting, compliance.  The list 
goes on and on and represents the nitty-gritty requirements of 
running a business. 

Yet it is the rare individual – either inside business or outside, with or 
without a job title – who transcends managing to become a 
leader.  Someone whose personal qualities, the “how’s” of their 
existence, allow them to guide, motivate and inspire.  A leader 
touches people emotionally, even spiritually, bringing trust, respect, 
compassion, two-way communications and a feeling of 
collaboration and partnership to the organization.  If that person 
holds a management job, an effective leader touches hearts and 
balances that with head practices (management) to get the work 
accomplished. 

 

Jane Perdue, founder of The Braithewaite Group, is a leadership 
coach, consultant, speaker and author. She can be reached at 
thebraithewaitegroup@comcast.net. 
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Creators 

Leaders are creators. Managers are care-takers. 

 

Leaders create value. They visualize and articulate opportunities. 
They energize and enable others to turn opportunities into real 
services and products. 

Managers are care-takers. They operate and optimize existing 
organizations. 

 

Leaders are managers too.  Managers are not necessarily leaders. 

 

 

 

 

 

Tom Raptis has held several leadership roles in operational and 
customer-facing environments in the financial industry. He can be 
reached at tom.raptis@gmail.com. 
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Actions 

The distinctions between leadership and management can be 
made complex, but don’t need to be. They do, however, need to 
be understood.  

Management and leadership are made up of different skills and 
both are cornerstones of success. Knowing the difference between 
the two can support your ongoing development in both areas and 
inspire others to do their best work. 

Let’s start with a high-level distinction and then we’ll look at some 
tangible examples. 

Management is made up of activities needed to run a business, unit, 
or organization to help achieve its goals. Leadership is what it takes 
to inspire and engage employees to contribute their best to achieve 
the goals, support the vision, carry out the mission, and embody the 
company’s values. 
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What does that look like on a daily basis?  

 

Effective leadership can’t happen without effective management. 
The two applied in concert create a mighty force. 

 

 

Shawn Murphy helps business and organizational leaders grow their 
change leadership skills. He can be reached at 
shawn@achievedstrategies.com. 

Management Actions Leadership Actions 

 

Review market reports and 
identify opportunities 

Share a vision of the new 
opportunity and share it in 
ways employees understand 
and believe 

Analyze bank/financial 
statements 

Help employees see how their 
work contributes to success 

Assess risks 

 

Be willing to stand up for 
something, even if it means 
standing alone 

 



 

 
9 

LeaderLab Vol. 1. Issue 1. 
ISSN: 2153-2443 

CC BY-ND-NC LeaderLab Papers  01.01             

Lead(or) Manage? 

Get Rid of Management 

I get quite a reaction when I say: “Let’s get rid of management!” 
People just don't want to be managed. They want to be led. 
Leadership involves connecting with people in a meaningful way, 
while management focuses on the systems, processes and activities 
required to run the business day to day. 
 
Things need to be managed. People want to be led. While 
managers are appointed, leaders appoint themselves and go about 
achieving objectives differently than managers. Effective leaders 
create positive emotions that inspire people to achieve more than 
what’s expected. While managers are effective at getting things 
done in a precise way, they can’t motivate people to go beyond - 
to invest their "discretionary" energy. Only leaders can bring out this 
discretionary energy in people because of the way they connect 
with and engage them. At best, managers can get people to do 
what they’re required to do: comply. And they often rely on short-
lived extrinsic motivators like incentives or threats. 

Executives must maintain that balance between the necessary 
leadership that will inspire innovative thinking and commitment, and 
the appropriate management, that will maintain the consistency 
necessary to meet the marketplace expectations - without creating 
bureaucracy. 

Jeff Levy is a partner at Leadership Solutions, which helps 
organizations improve performance, teamwork, productivity, trust, 
retention and communications. He can be reached at 
jeff@ileadershipsolutions.com. 
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Leadership & Management or Leaders & Managers? 

Abraham Zaleznic believed managers are rational, impersonal and 
focused on getting the job done, whatever that job may be. By 
contrast, leaders are intuitive, empathetic and people-focused, 
primarily concerned with deciding what job should be done in the 
first place and getting people excited about doing it. Leaders steer 
their organization to new and exciting destinations, while managers 
make sure that everyone is fed along the way. It is important to note 
that Zaleznic distinguished leaders from managers, not leadership 
from management.  In Zaleznic’s view, managers and leaders were 
very different types of people, each with their own distinctive values 
and personalities. 

John Kotter offers a new view leadership versus management. 
Kotter’s work builds on Zaleznic’s view of warm, inspiring leaders and 
well-organized, task-focused managers and adds another dimension 
– change. Managers are concerned with stability, efficiency and 
order, while leaders are concerned with innovation, adaptability 
and change. Leadership and management are different roles – not 
different people. As a result, you need to attend to both the task at 
hand and the people completing it while focused on productivity in 
the present and positioning the organization for the future 

Leadership and management are complementary parts of your job. 

Shaun Killian (MLead, MEd) is an author and educator with the 
Australian Leadership Development Centre. He can be reached at 
www.leadershipdevelopment.edu.au. 
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External versus Internal Control 

The issue comes down to the characteristics of top-down, control, 
process-focused supervision (management) and bottom-up, goal-
oriented, inspired vision (leadership). Consider the difference 
between control and vision, or better yet, the difference between 
internal control (leadership that inspires me to volunteer) and 
external control (top-down direction that forces me to comply). 

This discussion is difficult and complex because there is no closed 
system where only one type of control exists.  Order presupposes 
some control and in the absence of internal control, external 
prevails. External control is therefore necessary.  Like darkness exists 
where light does not; external control exists in the absence of internal 
control.  External control (management) is the default state in the 
absence of internal control (leadership or inspiration). Leadership 
arises out of a vision, and management exists in its absence. Chaos 
exists in the absence of either. 

It is easier to fall back to the default of direction and control, 
enforcing rules and conformity.  Internal control that springs from 
volunteer contributors creates greater energy and possibility than 
external control could ever hope to achieve.  Instead, work to build 
consensus on a compelling, shared vision that inspires us to volunteer 
our lives in pursuit of noble achievements.  

Mike Henry Sr. is a leadership coach and consultant. He is the 
founder of the LeadChange Group. He can be reached at 
mike@leadchangegroup.com.  
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The Semantic Expanse 

Leadership and management are often seen as diametrically 
opposed forces.  Management resides at one end of the spectrum, 
scorned as the controlling, authoritative, process-oriented, ruler of 
the reactive, who assumes all responsibility for outcomes.  Across the 
semantic expanse, Leadership lives on exalted shores. Respected for 
an inclusive, supportive, influence-driven, people-oriented, proactive 
style, Leadership is known for delegating responsibility and ensuring 
outcomes through trust and accountability. This fulcrum model 
oversimplifies what it takes to get results in organizations. 

Though on paper the modus operandi, orientation, and sources of 
power for management and leadership seem to be counterweights, 
realistically they are applied in varying degrees according to the 
needs of the situation and the people involved.  For example, in 
dangerous jobs, a directive approach is of the utmost necessity as 
there is typically only one way to accomplish tasks safely. In less 
physically harrowing circumstances, such as the implementation of a 
new brand strategy, those in charge will find the most expeditious 
route to reaching goals is by inspiring cooperation and motivating 
cross-functional collaboration.  The brass ring is the perfect blending 
of the two. Manage with the character of a leader and lead with 
the efficiency and focus of a manager. 

Nicole De Falco is a freelance copywriter and instructional designer. 
She crafts compelling marketing messages and engaging learning 
experiences that inspire others to action.  She can be reached at 
nicole@writeinfluence.com. 
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The Axiology of Leadership 

Axiology is the study of value structures—how people make value 
judgments. There are three basic dimensions of value. They are (in 
descending order of importance): intrinsic (people), extrinsic 
(resources/productivity), and systemic (policies and procedures). 
Regardless of title, in any given moment a person is being either a 
leader, a manager, or a worker. In axiological terms, workers focus 
on compliance with established systemic work rules for applying 
extrinsic resources. Management is about the allocation of extrinsic 
resources and the development and enforcement of systemic work 
rules.  

Leadership is all about creation and development in the intrinsic 
dimension—the unique, and infinite value of people and their 
potential. Value-Centered Leaders operate from an intrinsic 
perspective above all else: considering the intrinsic value, impact, 
motivation, and de-motivation factors of all actions, choices and 
changes. Mediocre leaders try to get people to create reasonable 
value for the stockholders. Great value-centered leaders are 
focused on creating extraordinary value in and for all stakeholders 
(especially employees), which naturally inspires and unleashes vast 
reserves of discretionary effort in support of a common purpose, 
mission, and vision. In value-centered organizations people move up 
the corporate hierarchy as their focus and skill moves up the value 
hierarchy.  
Peter Demarest is the President of Mentis Education, LLC and coach, 
consultant, speaker, and author of the book, Valuecentrics. He can 
be reached at peterd@thementisgroup.com. 
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It’s NOT Paradoxical – It’s Definitional 

The difference between leadership and management is actually 
quite simple.  You manage things.   You lead people.  It’s amazing 
there is so much confusion and writing on this point. 

Management is task-focused.  It’s short term.  It’s a series of checklists 
and “to do’s” that ensure the work gets done.  It’s how we execute 
tasks to achieve a specific desired outcome.  It’s taking actions to hit 
a budget number or deliver a project on time.  Said most simply, it’s 
the movement of personnel, materiel, and tasks with an exact set of 
results in mind. 

Leadership is people-focused.  It’s the words said and actions 
performed to inspire something deep within another.  It is the 
demonstration of a belief that others come before you and your only 
interest is their best interest.  Leadership entails articulating a vision of 
something larger than all who are involved and helping those 
involved understand their role in achieving it.  It’s providing the spark 
that fires someone’s drive to go take on seemingly insurmountable 
challenges because they believe in the desired outcome to the core 
of their being. 

Leadership and management work hand in hand but truly are 
entirely different concepts. 

Mike Figliuolo is a West Point graduate and former consultant at 
McKinsey & Co. He is the founder of thoughtLEADERS, LLC, a 
leadership development and training firm. He can be reached at 
thoughtleadersllc.blogspot.com.  
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Interdependent 

 

 

 

Leadership and management are interdependent functions required 
in the healthy maintenance of organizational systems. Leadership is 
the enabling expression, which supports the healthy evolutionary 
response to the environment. Management is the constraining 
expression, which supports the healthy homeostatic dynamics that 
maintain the essential identity of the system as it lives within the 
environment. Together, these functions ensure the integrity of the 
system. 

 

 

 

 

 
Daniel Leahy is the past President of Leadership Institute of Seattle 
(LIOS) and past Dean of the LIOS/Bastyr University School of Applied 
Behavioral Science who currently serves on the Center for Ethical 
Leadership Board. He can be reached at danleahy12@gmail.com. 
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Leadagers 

Management is universally viewed as a type of work. You can get a 
job as a manager. Rarely, if ever, is one hired as an assistant leader. 
Whether you view the job of manager as being indispensable or 
reprehensible, you would likely agree that most people working 
under the job title of “manager” don’t alter the arc of history during 
the course of their career. To my knowledge, there is no Manager 
Hall of Fame. However, based on the sheer number of individuals 
working in the job of manager, it is obvious that collectively they 
most assuredly move the dial of progress. 

Leadership is a role. Leadership is be top-down, bottom-up, even 
sideways. No matter the scope or style, great leadership exists on 
small, medium, and large scales. If you are hired as a manager or 
cast as a leader, soon you will find that great leadership always gets 
the sugar (money, power, respect, better jobs). Great leadership can 
quicken the transformation from losers to winners, no matter how you 
keep score. Great leadership shines a light that can invigorate or 
rejuvenate. Great leadership can wipe away today’s pain or panic 
by focusing efforts toward a better tomorrow. Great leaders get 
more sugar because they bring forth the best chance to achieve 
success from plans, hopes, and dreams. 

Management is usually a job, leadership is a role, and you can be 
accomplished at both. If they are done well simultaneously, that is a 
“leadagers” legacy. 

Chase LeBlanc is the CEO Leadagers and the author of High Impact 
Hospitality. He can be reached at Leadagers@gmail.com. 



 

 
17 

LeaderLab Vol. 1. Issue 1. 
ISSN: 2153-2443 

CC BY-ND-NC LeaderLab Papers  01.01             

Lead(or) Manage? 

Situational Versus Operational 

 

 

 

 

The Leader is a person who has been given the authority to lead a 
group of people. This group of people could have come together 
because of work, leisure or any other event. A leader is a very 
situational role, which can be short, medium or longer term. The 
leader obtains the authority from the group to lead through their 
behavior, influence and negotiation approach. 
 
The Manager is a person who has been appointed to manage a task 
or activity. This could involve a group of people, but does not have 
to. Managing is an operational role driving to a specific goal or 
objective. The Manager is appointed based primarily on their 
technical skills.  

 

 

Barbara Moldenhauer is a highly experienced Business Excellence 
expert with a strong TQM background. Barbara currently works for PA 
Consulting Group. She can be reached at 
Barbara.Moldenhauer@pacconsulting.com. 
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Focus 

 

The difference between leadership and management can be 
summarized with the issue of focus – on “context” and “content.” 
Both are important. Both contribute to reaching peak performance. 
One without the other is destined to failure. These are two sides to 
the same coin. We manage content (e.q. time, space, tactics, 
logistics, projects, details, equipment, material, roles, resources, 
responsibilities, information, technology). We lead with context (e.q. 
priority, purpose, strategy, reasoning, relationships, meaning, value, 
connections). To truly inspire people and achieve results efficiently 
and effectively, we are wise to do both – in harmony. It is the 
balance of the two that gives us competitive advantage, innovation 
that matters, a system that fills a need and tactics that relate well to 
a strategy. One without the other is time consuming, frustrating and 
wasteful. When we divide the two, or see one as better than the 
other, we cause misunderstanding, confusion, disharmony and 
misalignment – surely a recipe for failure and something we often see 
when people manage without meaning.  

 

John Murphy is the founder and president of Venture Management 
Consultants, Inc., a firm specializing in creating high performance 
work cultures. He is the author of nine books, including Pulling 
Together, Agent of Change, Reinvent Yourself and Beyond Doubt. 
He can be reached at www.venturemanagementconsultants.com. 
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It’s All About Value Creation 

As a person who makes their living in the field of leadership, I can tell 
you without any doubt that the main difference between “Leaders” 
and “Managers” is found in their ability to create value. While both 
are unique in their value and contribution, this author simply believes 
that the law of scarcity applies to the topic at hand. There is an 
infinitely greater supply of managers, causing a much greater 
demand for leaders. Put simply, because leaders are much more 
difficult to come by, they are therefore more valuable to the 
enterprise. 

We have all witnessed companies that have been over managed in 
the absence of leadership. When leadership has been abdicated to 
management in a corporate setting you will always find that growth 
slows, morale declines, creativity wanes, and the competitive edge 
is weakened.  

If you still question who creates greater value and makes a larger 
contribution to a corporation, just examine the difference in the pay 
stubs of leaders versus managers. You’ll quickly see who the 
enterprise deems to be of higher value: leaders.  

I prefer to lead rather than manage and to be led rather than to be 
managed. 

Mike Myatt is a Top CEO Coach, author of Leadership Matters and 
the Managing Director of N2growth. He can be reached at 
www.n2growth.com. 
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20-40% 

 

In the normal routine of life, jobs are created and people are hired 
with the expectation that the duties of the job will require about 60-
80% of who that person is. This 60-80% can be defined as standard 
work.  The process of making this more efficient, error-proof, 
consistent, belongs to the Manager.  Management is focused on 
making processes better. 

The 20-40% that is not commonly accessed can be defined as 
discretionary effort.  This effort can only be summoned by the worker.  
This effort embodies creativity, passion, and innovation.  Enabling 
workers to exert this effort is the role of the leader.  Leadership 
involves working with any team to accomplish a task that is for the 
common good.  A leader does not squeeze efficiency out of their 
employees; rather they light their passions on fire and get out of the 
way.  Leadership is not directive; it is emboldening. It makes one’s 
followers feel free.  A leader is not a leader because they lead, but 
because they are followed.  The power in the relationship does not 
reside with the leaders. Rather it resides with the followers, because 
they hold the keys to their passion, creativity and spark. 

 

 

Brent Neilsen is an executive coach focused on leadership 
development. He can be reached at www.ableleadership.com. 
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Manage is Not a Four-Letter Word 

The past few years I have been drawn to the gumption down-to-
earth meat and potatoes of management while I have tired of 
attending yet another grandiose visioning session full of the future 
but lacking the substance of day-to-day operational work. Results 
occur through the art and science of managerial strategic 
improvisation responsive to change and also creating change.   

A good leader manages and a good manager leads. I believe it is 
time to jump into the engine of the leader-ship and ensure there is 
enough fuel, crew, and resources to get us to our next port.  

We need to manage all the demands and tasks coming at us and 
manage to ensure that leadership ideas and perspectives are 
brought to life and sustained in the organization. Management no 
longer gets work done through people it get work done with people. 

Henry Mintzberg in Managing, said it well, “we are now overled and 
undermanaged.” Being managed by someone who doesn’t lead is 
dispiriting but being led by some who doesn’t mange is disengaging. 

We need engaged managers who fully engage themselves and 
others in achieving results while strengthening relationships and 
building authentic community through conversation, collaboration 
and co-creation. 

David Zinger, M.Ed. is founder and moderator of the 2050+ member 
Employee Engagement Network. He can be reached at 
dzinger@shaw.ca. 
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Pithy 

 

 

There are a plethora of short descriptions of leadership. Perhaps the 
most famous assertion about the difference between leadership and 
management is that managers do things right, while leaders do the 
right things. Most of these statements have the goal of being short 
and catchy, so they circulate around and increase the notability of 
the author. These descriptions are short and pithy, but not all that 
descriptive. In the spirit of these pithy phrases, I offer a new one that I 
hope will actually be found descriptive (and increase the notability 
of the author). 

Management is concerned with coordinating individual strengths to 
achieve a determined outcome. Leadership, in contrast, is 
concerned with influencing individuals and teams to pursue a 
futuristic vision. Good managers become great by turning individual 
talents into performance.  Good leaders become great by rallying 
individuals to pursue a better future. 

 

 

David Burkus is the founder of LeaderLab. He is an executive coach 
and an adjunct professor at Oral Roberts University’s School of 
Business. He can be reached at www.davidburkus.com.  
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About LeaderLab 

LeaderLab is a community of resources dedicated to the 
advancement of leadership theory. We believe there is a great need 
for real-life leaders to embrace the research and promote the 
practice of leadership theory. However, leadership theory is often 
condemned to strictly academic circles because practitioners 
haven not been given simple explanations on how to apply the best 
of leadership theory. 

About LeaderLab Papers 

LeaderLab Papers is a serial published by LeaderLab. Shorter than 
books, but longer than articles, these eMonographs are designed to 
provide readers with a solid understanding of leadership and 
organizational theories. The eMonographs electronic format allows 
them to be read in any method you desire. Feel free to print, copy or 
email out this series to anyone who might find it of value. 
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From executives to professors, from consultants to coaches, the 
contributors to Lead(or) Manage represent an array of perspectives 
on leadership. 

Marshall Goldsmith Tom Glover Jane Purdue Tom Raptis 
Shawn Murphy Jeff Levy Shawn Killian Mike Henry Sr. Nicole 
Defalco Peter Demarest Mike Figliuolo Daniel Leahy Chase 
LeBlanc Barbara Moldenhauer John Murphy Mike Myatt Brent 
Neilsen David Zinger David Burkus (editor) 


