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Abstract

Effective leadership is vital for achieving the virtues of decentralisation. However, the
leadership approaches regarding the behaviour of leaders and the interrelationships
among leaders and followers in the decentralised local government (LG) system in
most developing countries appears to be directive, instructive and prescriptive rather
than involving the followers and beneficiaries in the decision-making and
implementation processes. The paper examined the leadership approaches in LGs in
the Central Region of Ghana. Descriptive survey design and mixed-methods were used.
A sample of 989 respondents was selected from three LG areas namely; Cape Coast
Metropolis (CCM), Effutu Municipality and Asikuma-Odoben-Brakwa (AOB) District
using multi-stage, purposive and stratified sampling procedures. Interview guide and
interview schedules were used to collect primary data from regional, district and
community actors. The data were analysed using content analysis and descriptive
statistics. The study revealed that leadership was perceived as a position and not an
influence relationship and mixed leadership behaviours were exhibited depending on
the accountability expectations of leaders and followers. Also, capabilities of leaders
were based on academic qualifications, professional backgrounds and experience and
not their ability to influence followers to enhance management of LGs. It was
recommended that LG practitioners and civil society should raise consciousness among
the leadership of the LGs to recognise leadership as an influence relationship between
leaders and followers and to adopt leadership approaches that will facilitate
interdependence between leaders and followers.

Keywords: Leadership, management, development interventions, decentralisation, local
governments

INTRODUCTION
Leadership is an influence relationship between leaders and followers that reflect their shared
purposes (Rost, 1993). Leadership approaches regarding the behaviour of leaders and the
interrelationships among leaders and followers is vital for effective management of
development interventions (Flynn, 1997). Management focuses on planning, organising and
controlling the interventions to maintain stability (Daft & Marcic 1998). Development
interventions on the other hand are the initiatives, actions, processes and procedures adopted
in providing social services, improving well-being of citizens, alleviating poverty and achieving
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development goals (Chambers, 2005). LGs are established to undertake development
interventions to alleviate poverty and provide other social services (Oates, 2006; Shah, 2006).

Leadership approaches that facilitate leader-follower interrelationships ensure commitment,
ownership, achievement and sustenance of development goals. Jung and Avolio (1999) have
argued that in accordance with the transformational and integrative leadership theories,
leaders must build self-confidence, self-sufficiency and self-esteem in the followers, positively
influence followers’ identification with the organisation and vision, as well as boost motivation
and goal achievement. Similarly, proponents of decentralisation theory have emphasised that
effective leadership facilitates achievement of the virtues of decentralised local government
(LG) system by eliciting participation and enhancing responsiveness to mandates and
development aspirations of constituents (Ahwoi, 2009; Antwi, 2009).

Literature on leadership and management of development interventions in most developing
countries suggests a tendency for leaders to be directive, instructive and prescriptive rather
than involving the followers and beneficiaries in the decision-making and implementation
processes (Chambers, 1997). According to Chambers (2005; 1997), this approach to leadership
slows down development and sustained growth at the various levels of governance. The
followers and beneficiaries are disempowered and assume passive roles in managing the
development process, resulting in loss of confidence and trust in their ability to drive their own
development agenda (Covey, 2004). Until the followers reduced dependence on the leader and
followers developed their creative abilities, development goals cannot be achieved and
sustained (Osei-Ababio, 2007).

Ghana’s decentralisation programme introduced in 1988 devolves political, administrative and
fiscal authority to LG structures: the Metropolitan, Municipal and District Assemblies [MMDAs]
(Ministry of Local Government and Rural Development [MLGRD], 1996). Following two
decades of implementation, it has been observed that the LG system is faced with leadership
challenges (Asante, 2009; Gyimah-Boadi, 2009; Offei-Aboagye, 2009). Similarly, Ahwoi (2009)
notes that the MMDAs experience frequent and uncoordinated transfers and changes in the top
political and administrative hierarchy of the leadership due to autocratic tendencies of the
leaders, arbitrary use of power as well as inability to respond to mandates and development
aspirations of constituents.

Several studies have been conducted to assess progress made by LGs in responding to their
mandates and the development aspirations of constituents, but the focus has been on response
to legal and regulatory requirements with less attention to the role that leadership approaches
play in the process (MLGRDE, 2007). The MLGRD introduced the Functional Organisational
Assessment Tool (FOAT) in 2008 to assess the performance of the MMDAs in responding to
their mandates and management requirements, and motivate them by giving qualified ones
additional resources known as the District Development Facility (DDF). Two assessments had
been conducted as at January 2011, the first in 2008 and the second in 2009 (MLGRD, 2010a,
2010b) but the assessment focused on efficiency and effectiveness requirements with less
attention to the leadership approaches in motivating followers and coordinating actions of the
various actors.

It is within the context of the FOAT assessment that this paper examined the leadership
approaches in LGs in the Central Region of Ghana which has featured prominently in Ghana’s
decentralisation process. Despite being a precursor in the decentralised LG system in Ghana,
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the region is facing leadership and management challenges. It is the fourth poorest region out
of 10 regions in Ghana despite its first class educational institutions (Central Region
Coordinating Council, 2009). It was also the second poorest performed region with only two
out of the 13 districts qualifying for the DDF in 2008, and the third best in 2009 with 16 out of
the 17 MMDAs qualifying for the DDF (MLGRD, 2010b).

THEORETICAL PERSPECTIVES

The paper is steered by leadership theories, structural functionalism and systems thinking.
Several theories, including the great man, traits, behaviour and situational theories underpin
the leadership approaches of leaders. The great man theories of leadership led to the trait and
other theories that emphasised situational and environmental factors as well as theories
around persons and situations, psychoanalysis, role attainment and contingencies. The great
man theory argues that few people are born with the necessary characteristics to be great and
created the perception that only few people were born with and could exercise leadership
(Covey, 2004). Similarly, the traits theory suggests that the leader is endowed with superior
traits and characteristics that differentiate the leader from followers. Researchers
characterised these traits as initiative, creativity, enthusiasm, intelligence, emotional maturity,
communication and interpersonal skills, self-confidence, honesty, fairness, loyalty,
dependability as well as technical mastery (Manning & Curtis, 2007; Fairholm, 1998).

In Bennis’ (1993) view, effective leaders perform three functions, they align, create, and
empower. Leaders transform organisations by aligning human and other resources, creating an
organisational culture that fosters the free expression of ideas, and empowering others to
contribute to the organisation. Enthusiasm shown by a leader generates enthusiasm in
followers (Covey, 2004). Manning and Curtis (2007) contend that the cluster of characteristics
differentiate leaders from followers and effective from ineffective leaders. They submit that
conceptions of the characteristics of leadership are culturally determined. The qualities of the
person and environmental factors are critical elements in the leadership equation, thus
leadership results from the inextricable interaction between the two.

Lewin, Lippit and White (1939) identified behaviours indicative of three leadership styles
namely; autocratic, democratic and laissez-faire. The autocratic style was characterised by the
control of group activities and decisions made by the leader. The democratic style emphasised
group participation and majority rule, while the laissez-faire leadership style entailed low
levels of involvement by the leader. The leadership styles emphasise the impact of the
behaviour of the leader on the performance of followers. Marriner (1994) notes that the traits
in a leader differ according to varying situations including situational and environmental
factors so the leadership behaviour cannot be predetermined. This makes leadership
behaviour and its responsiveness to followers’ expectations complex (Beerel, 1998).

The structural-functionalists see the society as a system of interconnected parts that work
together in harmony to maintain a state of balance and social equilibrium for the whole. They
emphasise the interconnectedness of society by focusing on how each part influences and is
influenced by other parts (Mooney, Knox & Schacht, 2002). It is in the context of the structural-
functionalist paradigm that this paper views the leader-follower relationship in the leadership
process from a systems thinking perspective. Systems theory provides the framework for
systems thinking. It focuses on the interconnectedness between the parts which make it a
whole, referred to as ‘holism’ and which provides synergy (von Bertalanffy, 1968). This
perspective is known as ‘systemic’ while the way of thinking is ‘systems thinking’ (Checkland,
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1999). These principles of holism and synergy provide the basis for understanding the
interrelationships between leaders and followers in LGs.

Covey (2004) contends that the leadership approach should seek to reduce leader-dependency
and leader-follower co-dependency inclinations in which the followers over-depend on the
leader and both the leader and followers depend on one another for subordination and
authority. It should empower followers to conceptualise and analyse issues in order to enhance
commitment and ownership.

LEADERSHIP IN THE DECENTRALISED LOCAL GOVERNMENT SYSTEM
Leadership is the ability to inspire confidence and support among people (DuBrin, 1997). Daft
and Marcic (1998) and Hodgetts (1999) see leadership as the process of influencing people to
direct their efforts toward the achievement of some particular goal(s). In Robbins’ (2003) view,
leadership is about controlling and directing people or organisations towards predetermined
goals. Covey (2004), on the other hand, defines leadership as communicating to people their
worth and potential so clearly that they realise it themselves. According to Manning and Curtis
(2007), leadership is a social influence. It is leaving a mark by initiating and guiding to achieve
change. Leadership has, therefore, been understood as a real and powerful influence in
organisations and societies (Rondinelli & Heffron, 2009).

The different notions about leadership translate into having a vision and the ability to
communicate that vision to influence people to achieve a desired goal. However, all but Rost
(1993) and Covey (2004) appear to highlight only the leaders’ ability to influence the followers
without making explicit the ability of followers to influence the leaders. Daft (1999) argued
that leadership involves influence, occurs among people and those people intentionally desire
significant changes that reflect purposes shared by leaders and followers. The relationship
among people is not passive, but multidirectional, non-coercive and reciprocal.

Covey (2004) contends that leadership is not a formal position, but a choice to deal with people
in ways that communicate their worth and potential. The definitions of Rost (1993) and Covey
(2004) respond to the context of this paper and highlight the complex interrelationships
between the leader and followers. They see leadership not as a position but involving leaders
and followers, with leaders influencing the followers to achieve shared purposes. Implicit in
the definitions is the followers’ opportunity and choice to influence the leaders.

The leadership of the MMDAs are expected to play critical roles in facilitating efficient service
delivery, good governance and effective management of development interventions (Kendie &
Mensah, 2008). Management involves getting things done in an effective and efficient manner
by planning, organising, leading, controlling and making decisions on the use of organisational
resources to accomplish goals. Planning defines goals for the future organisational
performance and the tasks and resources needed to attain goals. Organising entails assigning
tasks, grouping tasks into departments, and allocating resources to departments. Leading
involves the use of influence to motivate employees to achieve the organisation’s goals, while
controlling is concerned with monitoring employees’ activities, keeping the organisation on
track toward its goals, and making corrections as needed. Managers and leaders use a lot of
skills to perform these functions. They require conceptual, human and technical skills (Daft &
Marcic, 1998).
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The conceptual framework for the study (Figure 1) views the leadership process in the LG
system from a systems thinking perspective. The interrelationship between leaders and
followers should form the basis for achieving responsive leadership approaches. Each sub-
system needs to function in relation to its elements. Leadership cannot be reduced to position
but should be viewed from the leadership approaches in terms of style, and how it influences
leader-follower interrelationships. Leadership should also be viewed from the perspective of
how it relates to the situational and environmental contexts of LGs in order to respond to
mandates and development goals (Van der Lee, 2002).

Influence of
leadership:
qualities, style,

Situation

Environment Situation/

Environment

Leader Follower

Follower actions and
influence: perceptions,
response: actions,
attitudes, respect, trust,
loyalty, commitment, etc.

Situation/
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Environment

Environment

Figure 1: The leadership process
Source: Adapted from Mooney, Knox & Schacht, 2002; Covey (2004) and Rost (1993)

EMPIRICAL REVIEW

The interrelationships among leaders and followers have been used to emphasise the
importance of viewing leadership from a systems perspective. A number of studies have
examined different processes through which leadership effects are ultimately realized in terms
of management outcomes (Avolio et al. 2009). These processes include followers’ formation of
commitment; satisfaction; identification; perceived fairness (e.g. Liao & Chuang 2007,
Walumbwa et al. 2008); job characteristics such as variety, identity, significance, autonomy
and feedback (e.g. Piccolo & Colquitt 2006); trust in the leader (e.g. Wang et al. 2005); and how
followers come to feel about themselves and their group in terms of efficacy, potency, and
cohesion (e.g. Bass et al. 2003, Bono & Judge 2003, Schaubroeck et al. 2007).

Nitin et al. (2003) in Covey (2004, p.115) conducted a five-year study on over 200 well
established management practices used over a 10-year period by 160 companies and
concluded that practices which yielded superior results were those that promoted stronger
interrelationships among leaders and followers. Similarly, Heifetz (1994) in his work on
leadership and management at the JF Kennedy School of Government concluded that
effectiveness was demonstrated by the co-creation of solution through meaningful
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participation of all relevant stakeholders. Although the concept of leader-follower
interrelationships has met with wide acceptance in the scientific community and has proved
successful in many Western countries, it is not confirmed, whether the same level of success
will occur in the decentralised system of LG in Ghana, as leadership approaches in Ghana are
still evolving in response to the tenets of decentralised system of LG.

RESEARCH METHODOLOGY

Both quantitative and qualitative data were collected and analysed using the mixed-methods
design. In addition, descriptive survey study design was used to obtain information on the
current situation of the leadership process in the MMDAs. Three areas were selected for the
study namely; CCM, Effutu Municipality and AOB District. The study population was 53,506 out
of which 989 respondents were sampled for the study. This comprised the Regional
Coordinating Director (RCD) and Economic Planning Officer (REPO) at the regional level, the
political and administrative leadership at the district level, as well as the registered voters in
the electoral areas of the elected Assembly members in the three study areas.

Using a multi-stage sampling procedure involving five main stages, the respondents at the
regional, district and community levels were sampled. This ensured that the different
categories of regional actors, MMDAs, Metropolitan, Municipal and District Chief Executives
(MMDCEs), Metropolitan, Municipal and District Coordinating Directors (MMDCDs), heads of
department (HoDs), Assembly members (AMs) and community members that were of interest
to the study were adequately represented on the sample. This facilitated comparison, ensured
valid conclusions, and enabled generalisation in terms of the population.

At the first stage, the regional level respondents namely; the RCD and REPO were purposively
selected. As the study was conducted within the FOAT setting, the regional actors who
provided policy, monitoring and coordinating support were purposively sampled to share their
perspectives on leadership and management issues in the MMDAs.

The second stage involved purposive selection of the three MMDAs. As only two FOAT had
been conducted by January 2011, the 17 MMDAs in the region were categorised into three,
namely MMDAs that qualified for the DDF in all the two assessments, MMDAs that qualified in
only one, and those that did not qualify in any of the two assessments to ensure
representativeness. One district was purposively selected from each of the three categories as
follows: the only Metropolitan Assembly (CCM) which qualified for the DDF in the second
assessment; one District Assembly, AOB, which qualified for the DDF in both assessments and
the only Municipal Assembly, Effutu, which did not qualify for the DDF in both assessments.

At the third stage, all the three MMDCEs and all the HoDs (16 in CCM, 13 in Effutu Municipality
and 11 in AOB District) were purposively selected due to their key roles in the leadership and
management processes in their Assemblies. Also, all the AMs (60 in CCM, 24 in Effutu
Municipality and 33 in AOB District) who ended their term of office in October 2010 were
purposively selected to ensure that the AMs in office at the time of the FOAT assessments were
interviewed. They constituted the leadership of sub-committees of the Assembly and could
appropriately respond to the leadership and management issues investigated.

The fourth stage entailed establishing the number of elected AMs that were available for
interview in order to ensure that their constituents were located to assess their leadership
approaches. Since the term of office of the elected AMs had expired, some had relocated
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outside the area and could not be contacted. Those who could be contacted formed the basis
for selecting the community level respondents.

For the CCM, 36 out of the 60 AMs (18 elected and 18 appointed) were located. Of the 24 AMs
in the Effutu Municipality, 14 comprising seven each of appointed and elected members were
located. For the AOB District, 20 (10 elected and 10 appointed) members could be located.
Since the community level respondents were expected to share their perspectives on their
elected representatives, only the communities that constituted the electoral areas of the
elected AMs who could be contacted were purposively selected. This resulted in the selection
of 18 electoral communities in CCM, seven in Effutu Municipality and 10 in AOB District.

The list of the 2008 registered voters by constituency was procured from the Electoral
Commission of Ghana and used to establish the adult population in each of the electoral areas
of the elected AMs that were contacted at the fifth stage. The registered voters were selected as
respondents for this study on the assumption that at the voting age of 18 years they were
capable of making informed judgement on the leadership approaches of their AMs
(Government of Ghana, 1992).

The registered voters were selected using the stratified sampling method, with each selected
district forming a stratum from which the registered voters were selected. Using Cochran'’s
(1977) sample size estimation formula, the sample size of the registered voters from the three
study districts was calculated. A margin of error of 0.05 was adopted, indicating the level of
risk the study was willing to take that the true margin of error may exceed the acceptable
margin of error. By using the formula, the proportion of registered voters in the selected
communities to the total number of registered voters produced a sample size of 295, 230 and
302 voters for CCM Assembly, Effutu Municipal Assembly and AOB Assembly respectively.
Based on the proportion of the registered voters in each community to the total number of
registered voters in the respective district, the sample sizes were proportionately allocated to
the various communities.

A key factor considered in sampling the community level respondents was the need to ensure
that only persons who had experienced the leadership of the elected AMs were interviewed. A
minimum of five years stay in the community was considered. Consequently, a snowball
sampling approach was used until the required sample sizes were exhausted in each
community. Interview schedule and interview guide were used to collect the data. The data
was analysed using Statistical Product and Service Solutions version 17 software. Descriptive
statistics including frequencies and percentages were used to present the data. The descriptive
statistics were supported by statements and quotations from the respondents to explain the
reasons behind the figures.

RESULTS AND DISCUSSION
This section discusses the perspectives of respondents on who constituted the leadership in
the MMDAs. It also discusses the leadership behaviours, qualities and interrelationships.

Leadership in the MMDAs

The views of the 105 district level respondents were sought on who constituted the leadership
in the MMDAs. Overall, 35 percent, 21.7 percent and 27.2 percent of the 180 responses
indicated that the MMDCEs, MMDCDs and Presiding Members (PMs), respectively, constituted
the leadership in the MMDAs (Table 1). Similar proportions were observed in the MMDA-
specific responses. For example, 37.3 percent in CCM, 32.7 percent in Effutu Municipality, and
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33.9 percent in AOB District regarded the MMDCEs as constituting the leadership, whilst 26.7
percent, 28.5 percent and 26.8 percent in CCM, Effutu Municipality and AOB District
respectively, perceived the PMs as the leadership.

Thirty-eight percent, 14.8 percent and 28.1 percent of the 128 responses from the 105
respondents on who provided vision and direction for development also perceived the
MMDCEs, MMDCDs and PMs, respectively, as doing so. Figure 2 on the MMDA-specific
responses revealed similar proportions, for example 35.8 percent, 13.2 percent and 32.1
percent in CCM as perceiving the MMDCEs, MMDCDs and PMs respectively as providing vision
and direction.

Table 1: Perceptions on who constitute the leadership by Assembly
District responses

Leadership CcCM Effutu AOB Total
Municipality District
f % f % f % f %

MMDCE 28 37.3 16 32.7 19 33.9 63 35.0
MMDCD 15 20.0 10 20.4 14 25.0 39 21.7
Presiding Members 20 26.7 14 28.5 15 26.8 49 27.2
Heads of Department 6 8.0 4 8.2 4 7.2 14 7.8
Chiefs 4 5.3 4 8.2 4 7.1 12 6.6
Opinion leaders 2 2.7 1 2.0 0 0.0 3 1.7
Total 75 100.0 49 100.0 56 100.0 180* 100.0

f = frequency
*The total number of responses (180) is more than the number of respondents (105) due to
multiple responses.
Source: Field survey (2011)

The results suggest that leadership was perceived as the exclusive preserve of the
administrative and political top hierarchy of the MMDAs due to the positions they held. The
HoDs who were in positions to influence management decisions were not perceived as part of
the leadership as very few responses identified them as leaders. Similarly, chiefs and opinion
leaders, including religious leaders, queen mothers, market queens, community and civil
society leaders were not perceived as part of the leadership.

These perceptions confirm the relegated role of chiefs in the LG system (Ahwoi, 2010). They
also confirm Covey’s (2004) assertion that both leaders and followers had the tendency to see
leadership as a position and not an influence relationship between the leaders and followers.
In addition, they support Chambers’ (2005) view of the followers looking up to persons in
position to provide direction. As noted by Litvack and Seddan (2002), this limits commitment
and ownership.
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Figure 2: Perceptions on who provides vision and direction for development by Assembly
Source: Field survey (2011)

Leadership behaviours, qualities and inter-relationships

Effective leadership requires an integrative leadership approach that aligns human and other
resources, an organisation culture that fosters free expression of ideas, and followers
empowered to participate in the leadership process (Bennis, 1993). In order to examine how
these elements revealed themselves in the MMDAs, respondents’ perceptions were elicited on
the leadership approaches in terms of behaviours, qualities and inter-relationships between
leaders and followers. Issues elicited on the leadership behaviours related to whether the
leaders were autocratic, democratic or laissez faire. The leadership qualities focused on
competence: qualifications, experience and capabilities; concern for others; integrity; self-
confidence; and performance of the MMDAs. The inter-relationships examined the leaders’
interactions with followers, communication and information sharing and interdependence
between the leaders and followers.

Leadership behaviours

Table 2 presents the perceptions of the 107 respondents made up of the RCD, REPO, the
MMDCEs, HoDs and AMs about the leadership behaviours at the various levels. The
respondents viewed the leadership as exhibiting a mix of autocratic, laissez faire and
democratic behaviours. Of the 731 responses, 36.1 percent, 17.7 percent and 46.2 percent
indicated that the leadership behaviours were autocratic, laissez faire and democratic
respectively.

Table 2 also reveals that each group of leaders at the various levels were perceived as
exhibiting mixed leadership behaviours. The majority, 54.4 percent and 51.7 percent of the
respondents reported that the leadership behaviours of the AMs and heads of civil society
organisations (CSOs) respectively, were democratic. About 50.6 percent of the respondents
also perceived the heads of the central administration as autocratic. The leadership behaviours
of the MMDCEs, MMDCDs, HoDs and heads of sub-district structures (SDS) were perceived as
skewed towards autocratic and democratic tendencies.
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There were, however, variations in the district-specific responses in the three study areas
(Figure 3). About 34.4 percent, 51.7 percent and 54.8 percent of the responses in the CCM,
Effutu Municipality and AOB District respectively perceived the leadership behaviours as
democratic. The variations in responses by MMDA were statistically significant as indicated by
chi-square of 7.05 with p-value of 0.01.

Table 2: Perceptions of the leadership behaviours at the various levels in the

Assemblies
Leadership behaviours
Autocratic Laissez Democratic Total

Level faire

Assembly Members 24(23.3) 23(22.3) 56(54.4) 103(100.0)
MMDCEs 40(37.0) 20(18.5) 48(44.4) 108(100.0)
MMDCDs 42(37.8) 19(17.1) 50(45.1) 111(100.0)
Heads of Central Adm. 47(50.6) 11(11.8) 35(37.6) 93(100.0)
Heads of Department 42(43.2) 12(13.4) 43(44.3) 97(100.0)
Heads of SDS 35(34.0) 22(21.3) 46(44.7) 103(100.0)
Heads of CSO 34(29.3) 22(19.0) 60(51.7) 116(100.0)
Total 264(36.1) 129(17.7) 338(46.2) 731*(100.0)

Percentages are in parentheses

*The total number of responses (731) is more than the number of respondents (107) due to
multiple responses

Source: Field survey (2011)

SL7 54.8
43.7
g 34.4
S 29.8
g 26.3
]
s 17.9 185 18.9
-
Cape Coast Fffitn Asikuma-Odoben-
Assemblies Brakwa
Autocratic Laissez faire Democratic

Figure 3: Perceptions of district-specific leadership behaviours
Source: Field survey (2011)

Although 58 percent of the 827 sampled community level respondents perceived the
leadership behaviours of the AMs as democratic, the MMDA-specific responses varied. In CCM,
67.9 percent of the sampled respondents perceived their AMs as democratic while in the Effutu
Municipality and AOB District, 47.7 percent and 48.8 percent respectively held that view.
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The respondents at the regional level and in CCM attributed the predominant autocratic
leadership behaviours in CCM to its location within the regional capital. This had implications
for their vertical accountability and demanded that the leadership responded to the demands
of the political and administrative leadership in the region and the national headquarters more
promptly than the other districts outside the regional capital. Decisions in planning,
implementation, monitoring and evaluation were more likely to be implemented by the
leadership without recourse to democratic and laissez faire behaviours.

The respondents at the MMDAs and regional levels also indicated that districts located further
from the regional capital and national headquarters tended to have some leeway regarding
timely implementation of directives from the regional and national headquarters. As noted by a
respondent at the regional level: “the leadership had the opportunity to experiment with
democratic behaviours before adopting autocratic behaviours to get the directives
implemented to avoid reprisals from the authorities”.

The context-specific ways in which leadership behaviours were perceived is consistent with
Fielders’ (1957) contingency theory of leadership which indicates that the most productive
leadership behaviour is contingent upon situational variables. It also corroborates Manning
and Curtis’ (2007) view that conceptions of the characteristics of leadership are culturally
determined and differ from time to time and from culture to culture. In addition, it confirms
the complex nature of the leadership process which needs to be viewed from a structural-
functionalist and systems thinking perspectives in order to understand and appreciate the
dynamics in meeting decentralisation and management challenges (Mooney, Knox & Schacht,
2002; Checkland, 1999).

These perspectives on the leadership behaviours in the MMDAs resonate with the integrative
leadership behaviours expounded by Bennis (1993). They also suggest that the leaders at the
various levels adopted different leadership behaviours in different contexts in order to align,
create and empower the followers but the followers had varied perceptions about the
behaviours of leadership groups. Generally, the AMs and CSO leaders were perceived as
democratic while the MMDCEs, MMDCDs and HoDs were perceived as autocratic.

The reasons assigned by the respondents to their perceptions suggest that the AMs had
horizontal accountability towards their constituents. The AMs were elected into office by their
constituents and were directly accountable to them. Therefore, skewing their leadership
behaviours towards the autocratic behaviour could make them unpopular and result in their
failure to be re-elected. Similarly, the respondents indicated that CSO leaders by their mandate
were expected to be democratic in order to secure buy-in from the people to achieve
ownership and commitment.

The respondents further indicated that the MMDCEs, MMDCDs and HoDs, on the other hand,
had vertical accountability requirements and were not directly accountable to the people.
These leaders responded to the demands of those who appointed them into office by adopting
autocratic behaviours to ensure that their constituents work towards the agenda of the
headquarters of their political and administrative hierarchy. This autocratic behaviour
confirms Chambers’ (1997) assertion that leaders in developing countries tended to be
directive and instructive in their leadership approaches.

The autocratic behaviours contravene the second principle of Stigler’s (1957) menu which
required people to have the right to vote for the kind and amount of public services they want.
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It also goes contrary to the demand responsive approach in which development interventions
are provided based on demands of the beneficiaries and followers to ensure sustainability
(Litvack & Seddan, 2002). The followers, therefore, failed to successfully pursue the
development agenda initiated by the leaders as they had not been adequately involved in the
decision-making process. The autocratic behaviours undermined the initiative, ownership and
commitment of followers.

Leadership Qualities

The perceptions of the 107 respondents at the regional and district levels of the capabilities of
the leadership at the various levels of the MMDAs are shown in Table 3. About 13.5 percent
and 48.3 percent of the respondents perceived the leaders’ capabilities as very good and good
respectively. Around 50.5 percent of the respondents perceived the capabilities of the AMs as
at least good while less than 50 percent of the respondents perceived the capabilities of heads
of CSO and SDS as at least good.

Table 3: Perceptions of the regional and district level respondents of the
capabilities of the leadership at the various levels

Capabilities

Leaders at Very
various levels Very good Good Fair Poor poor Total
Assembly

14(13.1 40(37.4 43(40.2 10(9.3 0(0.0 107(100.0
Mombors (13.1)  40(37.4) 43(40.2)  10(9.3)  0(0.0)  107(100.0)
MMDCE 29(26.7) 60(56.0) 17(16.0) 0(0.0) 1(1.3) 107(100.0)
MMDCD 27(25.2) 66(61.7) 13(12.2) 1(0.9) 0(0.0) 107(100.0)
Heads of
Central Adm. 16(14.7) 60(56.0) 27(25.3) 4(4.0) 0(0.0) 107(100.0)
Heads of

Departments 11(10.6)  56(52.0) 37(347)  3(2.7)  0(0.0) 107(100.0)

Heads of Sub-

District

1(1.3 51(48.0 32(29.4 19(17.3 4(4.0 107(100.0
Structure (13) (48.0) 32(294) 19(173)  4(4.0) (100.0)
Heads of CSO 3(2.6) 29(26.7) 60(56.0) 15(14.7) 0(0.0) 107(100.0)
Total 101 362 229 52 5 749

(13.5) (48.3) (30.6) (6.9) (0.7) (100.0)

Percentages are in parentheses
Source: Field survey (2011)

The MMDA-specific perceptions followed similar trends with the MMDCEs, MMDCDs, Heads of
central administration and HoDs being rated higher than the AMs, heads of SDS and CSO. In the
AOB District, none of the leadership’s capabilities were perceived either as very good or very
poor. Reasons assigned by respondents for perceiving the leadership as being capable focused
mainly on their academic and professional qualifications, long experience in their various fields
as well as responsiveness to regulatory requirements. In the case of the AMs their ability to
mobilise the communities for development activities was given as the main reason.
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On the contrary, the 827 respondents at the community level rated the AMs higher than the
respondents at the regional and district levels. About 72.5 percent of the community level
respondents rated the AMs as good and very good compared to the 50.6 percent of the regional
and district level respondents. Similar proportions in rating of the AMs by the community
members as at least good were observed in the district-specific situations (i.e. CCM - 78.8%);
Effutu Municipality - 70%; AOB District - 62.5%).

The respondents at the regional and district levels attributed their ratings of the capabilities of
the AMs to their low academic and professional qualifications, inadequate experience in their
various fields and their inability to respond to regulatory requirements. However, the
community level respondents rated the AMs higher because they found them responsive in
mobilising the community members for action.

The respondents at the MMDAs level attributed their lower ratings of the heads of SDS and CSO
to the non-functional SDS and CSOs in the study areas. The varied perceptions about the
leadership capabilities at the various levels agree with the perception and attribution theories
as well as the systems thinking perspective of multiple realities with different people
perceiving their realities as a range of diverse relationships (Saal & Moore, 1998; Starbuck &
Mezias, 1996).

Apart from the community level respondents in the three study areas who indicated that the
AMs’ leadership behaviours enabled them to mobilise the followers, none of the reasons
focused on the leaders’ behaviours and other qualities and skills. The focus on the academic
and professional qualifications and regulatory requirements as the basis for rating the
capabilities confirms the tendency for both leaders and followers to overlook the leadership
behaviours, qualities and skills (Manning & Curtis, 2007). This suggests that although followers
may be uncomfortable with the leaders’ behaviours, once they had the qualification, experience
and ability to deliver results as mandated by the regulatory requirements and as expected by
the political and administrative authorities, they were seen as capable. Thus, the initiative,
ownership and commitment of followers to the development agenda are undermined with
followers living with the perception that the leader was capable of doing everything without
their involvement.

The majority (79.1%) of all the 934 respondents indicated that the leaders were competent in
managing the MMDAs. The MMDA-specific responses reflected that 80.6 percent of the 345
respondents in CCM, 72.3 percent of the 255 respondents in the Effutu Municipality and 82
percent of the 332 respondents in AOB District perceived the leaders as competent. The
reasons assigned to the higher ratings included their qualifications, experience and good
performance in the FOAT assessment. As noted earlier, these reasons limit the competence of
the leaders to qualifications, experience and responsiveness to regulatory mandates.

However, the respondents who gave lower ratings attributed leadership competence at the
various levels to their inadequate response to reporting requirements, poor response to the
constituents’ needs and slow pace in operationalising systems and structures. Other factors
were over-dependence of the leadership on the headquarters for instructions, poor
performance in the FOAT assessment as in the case of Effutu Municipality, autocratic
leadership behaviours, politicisation of issues and inadequate involvement of followers in
managing development interventions. These views resonate with those shared by Ahwoi
(2010), Asante (2009), Gyimah-Boadi (2009) and Offei-Aboagye (2009) on the challenges
confronting the LG system in Ghana.
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Even though some critical issues were overlooked in assessing leadership capability and
competence, the majority (79.1%) of the respondents had positive view in terms of
mobilisation of followers in the leadership process. This is especially so, if it is complemented
by integrative and transformational leadership behaviours that would ensure the adoption of
appropriate mix of leadership behaviours, qualities and skills in response to a given context.

Higher ratings were also given to concern for others, integrity and self-confidence of the
political and administrative leadership of the MMDAs by the 934 respondents at the regional,
district and community levels. Overall, 25.9 percent and 38.1 percent rated concern for others
as very high and high respectively, integrity with 19.6 percent and 45.4 percent as very high
and high respectively, and self-confidence with 34.6 percent and 36.5 percent as very high and
high respectively. The ratings were also higher for the AMs at the community level, with 76.9
percent of the respondents rating AMs’ concern for others as at least high. Integrity and self-
confidence were rated by between 65.1 percent and 72.6 of the respondents as at least high.
These ratings give a positive view of these aspects of the qualities of the MMDAs’ leadership
and would generate enthusiasm in the followers (Covey, 2004).

Leadership inter-relationship

The responses were mixed regarding the inter-relationship among leaders and followers as
presented in Table 4. Across the regional and MMDAs levels, 25.6 percent, 36.6 percent and
34.6 percent of the 107 respondents perceived the inter-relationships as very strong, strong
and neutral respectively. Similar perceptions were held by the 827 respondents at the
community level about the interrelationships between the AMs and their followers with 37.5
percent, 36.9 percent and 18.8 percent perceiving the interrelationship as very strong, strong
and neutral respectively.

Table 4: Regional and district level respondents’ responses on the inter-relationships between
leaders and followers at the various levels

Interrelationships

Level Very strong Strong Neutral Weak Very Weak Total
A bl b

SSEMbLy Members 40(37.4) 40(37.4)  26(243)  1(0.9) 0(0.0) 107(100.0)
MMDCE 45(42.1) 45(42.1) 15(14.0) 1(0.9) 1(0.9) 107(100.0)
MMDCD 39(36.5) 50(46.7) 17(15.9) 1(0.9) 0(0.0) 107(100.0)
Heads of central admin. 24(22.4) 47(44.0) 30(28.0) 6(5.6) 0(0.0) 107(100.0)
HoDs 24(22.4) 45(42.1) 37(34.6) 1(0.9) 0.0 107(100.0)
Heads of SDS 10(9.4) 23(21.5) 68(63.6) 6(5.5) 0(0.0) 107(100.0)
Heads of CSO 10(9.4) 24(22.4) 66(61.7) 6(5.6) 1(0.9) 107(100.0)
Total 192 274 259 22 2 749

(25.6) (36.6) (34.6) (2.9) (0.3) (100.0)

Percentages are in parentheses
Source: Field survey (2011)
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In proportionate terms, the inter-relationships among the AMs, MMDCEs, MMDCDs, heads of
central administration and HoDs and their followers were perceived as strong, ranging
between 22.4 percent and 42.1 percent for very strong, 37.4 percent and 46.7 percent for
strong, and 14.0 and 28 percent for neutral. However, the majority, 63.6 and 61.7 percent,
perceived the interrelationships among the leaders of SDS and followers, and CSOs and
followers respectively as neutral. The respondents attributed their perceptions to the non-
functional SDS and CSOs in the three study areas.

The inter-relationships were further explored by eliciting the perceptions of the political and
technocratic heads of the MMDAs on the scale of very cordial, cordial, neutral, not cordial or
not at all cordial regarding the relationships between the central administration and other
departments of the MMDAs. The majority (71.4%) of the 105 respondents perceived the
relationship as at least cordial. Similar proportions perceived the relationships as cordial in the
MMDA-specific situations with 71.43 percent of the 50 respondents in CCMA, 72.7 percent of
the 25 respondents in Effutu and 80 percent of the 30 respondents in AOB indicating that the
relationships were very cordial. Although the responses suggest that the relationships were
cordial, challenges the respondents enumerated as confronting the districts in their working
relationships pointed to the contrary. Most of the challenges were externally motivated,
thereby reflecting the interactions between the internal and external environments and the
multiple and complex factors in the leadership process.

The challenges included inadequate involvement of the decentralised departments in the
planning and implementation of projects and inadequate resources to facilitate collaboration.
Others were dual allegiance of the HoDs to the MMDAs and their headquarters at the regional
and national levels, inadequate coordination, communication and information flow, as well as
political interference. The respondents reported that the challenges had impacted negatively
on the implementation of the decentralisation policy.

A respondent in one of the districts intimated that, “the inadequate integration of development
plans, weak collaboration among departments, duplication of efforts and inadequate response
to mandates had poorly affected local development”. These observations are consistent with
those observed by Kendie and Mensah (2008) regarding the tendency for the other
departments to defer to the headquarters for instruction and funding with their associated
challenges. These challenges go contrary to the decentralisation theory as espoused by Oates
(1972), the correspondence principle (Oates, 1972), Stigler’'s menu (Shah, 2006), and
subsidiarity principle (Carrington, Tymms & Merrell, 2008) as they do not adequately
empower the MMDAs to reap the full benefits of decentralisation.

CONCLUSIONS AND RECOMMENDATIONS
A key objective of the decentralised LG system is to ensure equitable growth and development.
However, this is dependent on effective leadership in LGs. The paper has demonstrated how
leadership is perceived in the MMDAs in the Central Region by focusing on five key findings:

1. Leadership was perceived as a position and not an influence relationship and this has
limited commitment and ownership.

2. Mixed leadership behaviours were exhibited by the leaders depending on the
accountability expectations of the leaders and followers as well as the environmental
context of the leadership process.

3. The respondents perceived the leadership competences in terms of the academic
qualifications, professional experience and vertical accountability of the leaders and not
how the leaders motivated followers in the leadership process.
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4. The interrelationships between the leadership of the central administration and other
departments were weak as a result of the dual allegiance of the departments to the
MMDAs and their regional and national headquarters.

5. Leadership was not perceived as a key success factor in LGs. The focus was more on
response to regulatory requirements as well as the demands of the political and
administrative authorities.

Six recommendations emerging from the study are:

1. The LG institutions should build the capacity of the leadership of the Assemblies and
heighten their awareness to see leadership not as a position but an influence
relationship.

2. They should also create awareness among the leadership of the MMDAs to appreciate
that leadership is an essential element in the LG system. They should also appreciate the
interdependence among leaders and followers.

3. The MMDAs should employ appropriate mix of leadership behaviours in given contexts
to strengthen effectiveness of the leadership processes.

4. The general public should be oriented towards seeing the competence of MMDAs’
leadership in terms of their responsiveness to followers’ expectations and motivation
but not the qualifications, experience and allegiance to political and administrative
authority.

5. The leadership of LGs should strengthen collaboration between the central
administration and other departments through regular meetings, follow-ups, and
involvement of HoDs in the decision-making, planning, implementation, monitoring and
evaluation processes.

6. The leadership of the MMDAs should develop standard organisational structures with

clear mandates and accountability requirements.
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