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“Then and Now” – a Comparative review of Helena Liu’s ‘Redeeming Leadership’ and Fred Feidler’s ‘A theory of leadership effectiveness’: Celebrating 50 years of Management Learning 

In thinking about developments in leadership studies over the half century of Management Learning’s life, I must admit to feeling simultaneously dismayed and heartened. On the one hand, mainstream leadership studies mostly continues to romantically fix their gaze upon the heroic individual who will save us all; a shared fantasy that critically oriented leadership scholars have repeatedly argued is profoundly wrong-headed and shown generates many troubling effects. Nonetheless, the pages of scholarly journals and books continue to be dominated by studies claiming to show us how this masterful ability derives from the leader’s superior traits, behaviour, cognition, charisma, transformational abilities, authenticity, ethics or some other personal capacity. 
Looking back at Fred Fiedler’s influential A theory of leadership effectiveness, first published in 1967 and which formulated a model still frequently studied today, this focus on the hero who knows best what others need and ought to do is clearly evident. As the title of his book promises, Fiedler’s goal was to offer a theoretical framework of leadership effectiveness, meaning he saw his task as being to ‘spell out the factors which determine how certain of the leader’s personality attributes and styles in interacting with others affect the performance of his (sic) group or his (sic) organisation’ (1967, p. 3). Fiedler’s work did, of course, highlight that organisational factors affect leader performance, helping to broaden the focus beyond just leader-related factors. 
However his concern with leader effectiveness as the assumed central issue requiring attention was, simultaneously, narrowly technocratic and instrumental in nature. This orientation ignores the relational nature of leadership and draws attention away from the political and ethical problem of the power relations which sit at the heart of leadership - and yet it remains central to most leadership studies. However, given our contemporary context, questions of how leaders (managers) can get followers (workers) to work harder seem to me neither the most important nor most interesting questions on which leadership scholars might these days spend their energies. 
[bookmark: _GoBack]Countering my dismay at how little change has occurred in the mainstream of leadership studies over the last half century, the growing influence of critically oriented scholarship and work rooted in the humanities provides, I think, a real sense of hope for its future. Recent examples from this perspective includes work that seek to advance a post-apocalyptic makeover of leadership studies (Carroll, Firth & Wilson, 2018), deploys critical perspectives to guide leadership education and development in ways that can help foster different ways of leading (Carroll, Ford & Taylor, 2019), highlights how talk of leadership routinely serves the interests of corporate power (Learmonth & Morrell, 2019), and shows how undergraduate leadership development efforts routinely function as a carrier of neoliberal, heteronormative ideals (Ferry, 2018).
As part of this shift, Helena Liu’s Redeeming leadership, due for release shortly by Bristol University Press, holds a place for me amongst the most important of books for leadership scholars and those interested in leadership to read. This is because it illuminates profound problems facing leadership theory and practice and offers powerful strategies for addressing those problems. It does so carefully, thoughtfully, evocatively and elegantly, rendering its ideas highly accessible such that readers need have no prior knowledge of the wide range of research on which Liu draws. The book comprises seven substantive chapters plus introductory and concluding chapters. 
Liu’s central thesis is that what we normally think of as constituting ‘leadership’ has been socially constructed in ways that render it an agent of, and servant to, the interlocking systems of imperialist, white supremacist, capitalist and patriarchal power. As a consequence, leadership itself - the interests it serves, the practices of control and exclusion that it involves and the goals it seeks to advance - routinely plays a pivotal role in enabling injustice, oppression and inequality and thus requires a redemptive re-making. 
In the first half of the book Liu examines a range of problems related to how, in both scholarly and popular discourse, prevailing notions of the ideal leader function to privilege and normalise a particular character: a hyperagentic, strong, heroic, individualistic, white, elite class, cis-gender, heterosexual and able-bodied man, whose charismatic confidence magically compels others to embrace their vision. She unpacks how this hegemonic ideal leader has as their priority to bring about order and control over that which is otherwise unruly, ineffective and inefficient: via their superior insight, intellect and will such a leader allegedly knows best what others need and the role of follower is thus to passively accede to the leader’s wishes. Media representations of iconicized leaders, Richard Branson and Steve Jobs, are deconstructed to help illustrate these ideas. The analysis Liu offers thus shows that built into the dominant notion of ‘leadership’ are norms and practices rooted in white values and interests, dependant on imperialist and patriarchal ambitions of control over others and nature, and serving to uphold neoliberal capitalism. 
Attention then turns to examine how women’s advancement into corporate leadership roles has thus far typically been on terms acceptable to imperialist white supremacist capitalist patriarchy. As a consequence of the hegemonic leader ideal being the standard against which all are judged, she highlights how women leaders are simply expected to pursue the same aims and deploy largely the same means as would a man: doing otherwise risks being seen to fail as a leader. Insofar as influential role models, such as Sheryl Sandberg, and policies aiming merely to increase the ‘body count’ of women in leadership roles do not call into question the very nature and purpose of leadership, they pose no real challenge to the status quo. Indeed, Liu highlights how a ‘feminine’ style that values nurturing and relationships as important for leadership has been readily appropriated, helping to make some men more appealing as leaders. Media representations of women leaders such as Sandberg are examined, showing how these serve to minimise women’s agentic qualities, essentialise their ‘caring nature’ and re-centre attention on their domestic roles as wives and mothers. Through all this Liu shows how the advancement into leadership roles of, typically, cis-gender, heterosexual, able-bodied white women from elite class backgrounds has largely played out in ways that preserves the status quo. This shift is thus less a win for feminism than it is evidence of how feminist efforts can readily be appropriated if we fail to grasp that patriarchal power is interlocked with imperialism, white supremacy and capitalism. 
Diversity management efforts, which Liu explores next, have likewise had their social justice potential appropriated, reframed as means by which individuals can find fulfilment via the pursuit of career advancement. In deconstructing the ‘business case’ rationale now routinely given to such efforts, Redeeming Leadership highlights how corporations act to commodify the identities of people of colour or other groups targeted by diversity management initiatives in their branding, thus defining them according to the social and economic value they provide to white people and white institutions. Liu’s analysis examines how the radical potential of what began as an attempt to remedy systemic discrimination has largely been neutered, with sexism and racism reduced to being seen as merely the unconscious bias of deviant individuals. An all-embracing definition of diversity that includes everyone depoliticises systemic inequality and poses less of a threat to those with established privileges.  Lui highlights, however, that structural inequality continues, constituting a form of violence in which a person’s dignity and identity is subjected to harm and resulting in feelings of ‘shame, guilt, anxiety and anger’ amongst those harmed. Because of this, women and people of colour are often exposed to greater scrutiny, regarded with suspicion when in leadership roles and expected to carry the burden of addressing diversity issues.
The answer to these various concerns, Liu then argues, is not to be found in the various efforts to formulate accounts of leadership that render it ‘quintessentially moral and good’, as these merely sustain a heroic ideal and silence the ways in which leadership is routinely implicated in systems of oppression. She examines how a white, colonising saviour routinely underpins modern notions of ethical leadership, illustrating their presence in a wide range of movies and in media representations of billionaire philanthropists. Liu also provides a case study showing how efforts to promote sustainability leadership were appropriated to serve neoliberal aims. Through these analytic moves, Liu demonstrates that theoretical and practical efforts lacking a politically informed and collectively oriented appreciation that leadership is routinely and deeply implicated in imperialist white supremacist capitalist patriarchy will readily be appropriated to serve the interests of these systems of power, least we still hold out faith that all we need is a ‘few good men’ to remedy all that troubles us.  
Having identified the range of problems in which leadership is enmeshed, the second half of the book turns to what Liu offers as solutions. She begins this by drawing inspiration from a variety of feminist, anti-racist traditions, providing an informative and widely researched chapter that introduces the reader to some of the diverse ideas to be found amongst these literatures. Importantly, Liu eschews the temptation to gloss over differences amongst these different traditions, whilst acknowledging what they share in common is a desire for a world where our human potential is rendered free from injustice, oppression and domination. Of particular focus are accounts that analyse the interlocking systems of oppression that Liu has focussed our attention on and that highlight issues of solidarity, self-definition, love, language use and how anti-racist feminist efforts can gain a greater reach. These perspectives hold, by Liu’s reckoning, significant potential to help in redeeming leadership. 
Building on this, Liu then turns her attention to what is involved if we are break from the hegemonic leader ideal specifically and, more generally, challenge imperialist, white supremacist, capitalist patriarchy. Three interconnected sets of practices are highlighted: decolonising our minds from the limiting and harmful effects of these oppressive systems; learning to relate with others in ways that build bonds of love and solidarity that sustain and enrich us and, simultaneously, build a shared capacity to challenge the myriad of ways in which imperialist, white supremacist, capitalist and patriarchal values and beliefs dominate and cause harm; and, reimaging leadership, through highlighting examples of those who are already leading in different ways and working in ways that serve to build on such examples. 
These practices in turn inform Liu’s approach in the next chapter where she examines white allyship, explicating what this involves and why it is quite so rare. While Liu is clear white people must take responsibility for eliminating white supremacy, she examines how white privilege, white guilt and white fragility need to be addressed for that to happen. She examines how white privilege is often denied but, once acknowledged, can result of feelings of shame and guilt that inhibit action. She shows how white fragility is itself an expression of white supremacist culture, resting on a sense that one ought not be challenged by uncomfortable truths about one’s position and behaviours. Liu then highlights strategies aiming to ‘redo whiteness’ by subverting white supremacist culture, or to ‘abolish whiteness’ via sustained efforts to reject an identification with white supremacist values and culture. The analysis offered has, I think, considerable educative potential and will be especially useful for white readers who recognise that racism harms all people and are looking for guidance as to how they can positively contribute to change.
Reading Liu’s work in conjunction with Fiedler’s cannot help but generate confidence that progressive change is indeed possible within leadership studies: the epistemic conditions of possibility in which truth claims may be advanced and taken seriously have broadened over the last half century, even if the mainstream cleaves ever more rigidly to a natural science paradigm (Wilson, 2016).  That which Fiedler could take for granted, along with those who continue to bring a narrowly instrumentalist lens to leadership, Liu exposes as deeply problematic, building and extending existing critiques. However, while the gendered character of the hegemonic leader ideal is now often acknowledged and ethics has gained greater attention in recent years, at least in the scholarly literature, Redeeming leadership shows clearly that these developments actually have little chance of generating transformative change as they typically pose no real challenge to dominant systems of power. If leadership is to be genuinely open to all and to be a vehicle for advancing justice and equality, then the manner in which leadership theory and practice has been infused with imperialist, white supremacist, capitalist and patriarchal norms and ideals needs to be acknowledged and addressed. Liu’s analysis exposes an uncomfortable reality: most leadership studies and theories, given their leader-centric, instrumental focus, speak only of, to and for those who are white, male, elite class, cis-gender, heterosexual and able-bodied, and in so doing serve the interests of imperialist, white supremacist, capitalist patriarchy. Redemption, however, is eminently possible. Liu’s inspiring and important work offers a pathway to follow in pursuit of that aim. I hope to meet you on it. 
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