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Leadership Styles 

Objective: 
To learn more about your personal leadership style

Definitions
:
[image: image2.png]Lead: to guide the activities or performance of people working together in pursuit of a common purpose

Leader: one who heads

Leadership: the ability to lead

Leadership Style: the manner or way in which one leads.
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Situational Leadership: adapting one’s leadership style to the needs of the employee  according to the employee’s individual stage of development.


Default Leadership Style:
        -  most natural and comfortable

        -  tend to use without thinking or trying

        -  tend to use under stress

Exercise

Leadership Style Profile

The following questionnaire is designed to determine your default management style.  There are no right or wrong answers on this questionnaire.  Your first impression is usually the best answer.

Notice that opposite each statement there is a short horizontal line in one of the columns A-F.  Read the statements in each set of two statements.  Select the statement that you agree with most and place an X on the line in the column opposite the most agreeable statement.

Managerial Leadership Style Exercise
Place an X on the line provided which best fits your choice

Adapted from work by David McClelland
	1. I believe that once goals have been set, each person should have enough motivation to achieve them.

OR

      I give subordinates responsibility, but take it back if

      performance is not forthcoming.
	
	
	
	
	__
	__

	2. I tell subordinates to concentrate on self-improvement and not worry about other’s performance.

OR

      I feel that close supervision is not necessary in a

      situation where subordinates have participated in

      discussions of job-related issues.
	
	
	
	__
	
	__

	3. I have high standards of performance and have little sympathy for those whose performance falls short.

OR

      When a subordinate’s work plan is inappropriate, I

       suggest rethinking the matter and coming up with

       another plan.
	
	
	
	
	__
	__

	4. I believe that subordinates’ rights and feelings are more important than the immediate job at hand

OR

      I reward good work and feel that punishment for poor

      performance has limited use.
	
	
	__
	__
	
	

	5. I suggest alternative ways of doing things rather than indicating how I would do it.

OR

      I think subordinates should be able to find solutions to

      job difficulties on their own.
	
	
	
	
	__
	__

	6. When subordinates suggest alternatives to me, I am not long in indicating the alternative I prefer.

OR

       When a subordinate disagrees with me, I take care to

       explain why I want something done a certain way.
	__


	__
	
	
	
	

	7. I think that disciplining employees does more harm than good.

OR

       I believe developing close personal relationships with

       subordinates is the mark of a good manager.
	
	
	__
	__
	
	

	8. I reward good work and feel that punishment for poor performance has limited use.

OR

     When subordinates fail to perform, I calmly but firmly

      let them know why they failed.
	
	__
	
	__


	
	

	9. I expect my subordinates to carry out plans I have prepared.

OR

      I think subordinates should be able to find solutions to

      job difficulties on their own.
	__
	
	
	
	__
	

	10. When I make a decision, I try to persuade my subordinate to accept it.

OR

       I feel that work plans should represent the ideas of my

       subordinates.
	
	__
	
	__
	
	

	11. I feel that people develop best when given the opportunity to participate.

OR

       I believe that once the goals have been set, each person

       should have enough motivation to achieve them.
	
	
	
	__
	__
	

	12. When I discipline a subordinate, I let the individual know exactly what has been done wrong.

OR

       I feel that close supervision is not necessary in a

       situation where subordinates have participated in

       discussions of job-related issues.
	__
	
	
	__
	
	

	13. I believe that firm discipline is important to get the job done.

OR

      I insist subordinates submit detailed reports on their

      activities.
	__
	__
	
	
	
	

	14. I believe that a popular leader is better than an unpopular one.

OR

      I believe that subordinates should be able to overcome

      obstacles by themselves and not be discouraged by

      setbacks.
	
	
	__
	
	__
	

	15. I believe that it is a manager’s job to motivate subordinates by providing performance feedback.

OR

      I am concerned with high standards of performance and
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      encourage subordinates to reach these standards.
	
	
	
	
	__
	__

	16. I encourage subordinates to act as advisors to one another when they need help.

OR

       I feel that people develop best when given the

       opportunity to participate.
	
	__
	
	__
	
	

	17. When a subordinate’s plan is inappropriate, I suggest rethinking the matter and coming up with another plan.

OR

       I often give orders in the form of a suggestion, but

       make it clear what I want.
	
	__
	
	
	
	__

	18. I believe that job security and fringe benefits are important for employee happiness.

OR

      When a subordinate’s work plan is inappropriate, I 

       suggest rethinking the matter and coming up with

       another plan.
	
	
	__
	
	
	__

	19. In the long run, I will fire or transfer a person I consider to be unmanageable.

OR

      I discourage arguments which lead to conflicts among

      my subordinates.
	__
	
	__
	
	
	

	20. I feel that close supervision is not necessary in a situation where subordinates have participated in discussions of job-related issues.

OR

       I expect my subordinates to carry out plans I have

       prepared.
	__
	
	
	__
	
	

	21. I am more concerned with getting subordinates to follow my example than with establishing close personal relationships.

OR

      I believe that subordinate’s rights and feelings are more

      important than the immediate job at hand.   
	
	
	__
	
	__
	

	22. I focus on improvement in subordinate performance, rather than insisting on a given level performance.

OR

       I discourage arguments which lead to conflicts among

        my subordinates.
	
	
	__
	
	
	__

	23. I believe that subordinates should be able to overcome obstacles by themselves and not me discouraged by setbacks.

OR 

     When I make a decision, I try to persuade my

     subordinates to accept it.
	
	__
	
	
	__
	

	24. When a subordinate disagrees with me, I take care to explain why I want something done a certain way.

OR

       I think that disciplining employees does more harm

       than good.
	
	__
	__
	
	
	

	25. I am concerned with high standards of performance and encourage subordinates to reach these standards.

OR

      I believe that firm discipline is important to get the job

     done.
	__
	
	
	
	
	__

	26. I discourage arguments which lead to conflicts among my subordinates.

OR

      I expect my subordinates to follow my instructions

      closely.
	__
	
	__
	
	
	

	27. I believe developing close personal relationships with subordinates is the mark of a good manager.

OR

      When subordinates suggest alternatives to me, I am not 

       long in indicating the alternative I prefer.
	
	__
	__
	
	
	

	28. When subordinates fail to perform, I calmly but firmly let them know why they failed.

OR

      I am more concerned with getting subordinates to

      follow my example than with establishing close

      personal relationships.
	
	__
	
	
	__
	

	29. I expect my subordinates to follow my instructions closely.

OR

      I often give orders in the form of a suggestion, but

      make it clear what I want.
	__
	__
	
	
	
	

	30. I give subordinates responsibility, but take it back if performance is not forthcoming.

OR

      I encourage subordinates to act as advisors to one

      another when they need help.
	
	
	
	__
	__
	

	31. I think subordinates should be able to find solutions to job difficulties on their own.

OR

       When I discipline a subordinate, I let the individual
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        know exactly what has been done wrong.
	__
	
	
	
	__
	

	32. I tend to rely on group consensus rather than direct supervision or control.

OR

       I suggest alternative ways of doing things rather than                   indicating how I would do it.
	
	
	
	__
	
	__

	33. I try to reduce resistance to my decisions by indicating what subordinates have to gain.

OR

      I focus on improvement in subordinate performance,

      rather than insisting on a given level of performance.
	
	__
	
	
	
	__

	34. I often give orders in the form of a suggestion, but make it clear what I want.

OR

       In the long run, I will fire or transfer a person I consider

       to be unmanageable.
	__
	__
	
	
	
	

	35. I insist subordinates submit detailed reports on their activities.

OR

      I am concerned with high standards of performance and

      encourage subordinates to reach these standards.
	__
	
	
	
	
	__

	36. I feel that work plans should represent the ideas of my subordinates.

OR 

      I believe that a popular leader is better than an

      unpopular one.
	
	
	__
	__
	
	


Scoring the Leadership Style Questionnaire
To compute your marginal style score for each scale, count the number of X’s you made 

in Column A; then count those for Column B through Column F.  Put the number of X’s for each column here:



 A
 B
 C
 D
 E
 F



___
___
___
___
___
___
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Explanation of McClelland Leadership Style Questionnaire
Leadership Styles
Research has shows that managers have a tendency to use the same leadership behaviors or processes regardless of the people they are trying to influence or the context of the specific instance.  This is referred to as you default style.  The default style may be more or less effective depending upon the situation.

Your leadership style is one of the most important determinants of your effectiveness as a leader.  The purpose of this section is to help you recognize some leadership styles and their strengths and weaknesses.  It is important to recognize that fact that no one style or behavioral process is best, rather a mix of styles depending on the people and the situation usually provides the best results.  Based on the work of David McClelland and work by researchers at McBer and Company, six leadership styles emerge as follows:

Coercive: Managers with this style tend to  expect immediate compliance with their directions and solicit very little to no input.  They manage by controlling subordinates tightly, requiring many reports, and tend to motivate by using discipline.

Authoritative: Managers who use this style are many times referred to by employees or family members as being “firm, but fair.”  They tend to manage by providing clear instruction, soliciting some input (without leaving any doubt as to who the boss is), monitor behavior, motivate by both discipline and rewards, and see influence as a key part of the manager’s job.

Affiliative: Managers who have this as their dominant leadership style tend to feel that people come first and tasks second.  They see the manager’s job as one of maintaining a pleasant working environment, job security and other benefits and amenities as their key task.  They tend to provide little direction, especially feedback about negative performance.

Democratic: Managers with this style are known for their participative style.  They tend to believe that individuals and groups function best when allowed to work together and therefore tend to feel that close supervision or very detailed instructions are necessary.  Democratic managers tend to hold a lot of meetings, reward adequate performance and dislike punishing employees.

Pacesetting: These managers like to perform technical activities as well as manage.  They have very high standards and expect them in others.  These managers usually have high expectations of employee motivational development and responsibility.  Managers have little concern for interpersonal relations and may reassign work if employee ability or willingness hampers performance.  

Coaching: These managers see themselves as developing their subordinates and are 

concerned about high performance and standards.  They delegate authority and allow followers flexibility in setting goals and determining how to address their tasks.  They provide strong support when needed.

Leadership Styles and Characteristics

Coercive



“do it or else”


Authoritative



“firm but fair”


Affiliative



“good buddy”


Democratic



“let’s vote”


Pacesetting



“follow me”


Coaching



“developer, delegator”

Leadership Styles
Advantages and Disadvantages
Coercive
Advantages:
     Short term efficiency – Fast

     Clear line of authority 

Disadvantages:
     People don’t like it

     Inhibits growth and development

     May lead to high turnover
Authoritative
Advantages:

     Efficient

     Clear who is in charge

    Way of exercising power without          intimidation

Disadvantages:
     Not conducive to growth and   


development

     Some people may not like it

     Could lead to turnover
Affilitative
Advantages:
     Keeps people happy

     Helps people feel like they belong

Disadvantages:
     Change becomes a source of conflict

      Low productivity

      Decisions may not be in the best 


interest of the organization

      Little encouragement for personal

 growth

Democratic
Advantages:

     People “own” what they help create

     Benefits from group point of view

Disadvantages:
     Time consuming

     Losers may sabotage organizational goals

     Majority decisions aren’t always in best 


interest of the organization

Coaching
Advantages:
     Encourages growth and development

     Long-term productivity

     People respond well

Disadvantages:
     Time consuming

     Costs are high if you have turnover 

Pacesetting

Advantages:

     Can be very productive in the short term

     Works well if have committed followers

Disadvantages:     
     Doesn’t work well with unwilling,  unable followers

     Followers may not follow

     Problem in absence of pacesetters

Exercise

 Analyzing Your Leadership Style
1. According to the Leadership Style exercise you just completed, what is your strongest leadership style?

2. Read about Leadership Styles on p. 10-11 of this section in your manual.

3. Reflect on your own reaction to the revelation or discovery of your leadership style.  Are you surprised?  Happy?  Mad?  Jot down your thoughts.

4. Share the results of your leadership style profile and analysis with a partner.  What is his or her leadership style, and how does he/she feel about it?

5.
With your partner, develop a list of three strengths and three weaknesses for each of your leadership styles, and be prepared to share these lists with the group.

Tom Peter's "Leadership Alliance"

Review:"People Want To Be Great"

Ralph Stayer, the head of Johnsonville Foods in Wisconsin, saw that the company was growing and prosperous, but he also saw that its employees, although happy, were not developing to their fullest potential. He felt it was "immoral as a manager" to not let people develop their own talents to the fullest. He concluded that this was the manager's fault, not the employees. 

He realized that people "want to be great. They really need that. It is a change in view of what people are all about. Watching people grow, watching them expand, seeing the change we make in people's lives for being connected with this organization is a value that far exceeds anything else in the business."

Now, the employees are members, not workers, in the business. Everyone is responsible for what he or she does, contributing to the entire operation.

These members are in teams that do everything -- hiring and firing employees, scheduling, budgeting, recruiting, capital proposals, etc. They also test the product they are producing before it goes out of the plant, and develop new business ideas.

Middle Managers As Educators
The middle managers are considered educators who help employees to grow, rather than dictators. Stayer himself also considers himself an educator rather than a "boss."

Increases in wages resulted from an increase in knowledge and skills. The more employees sought to improve themselves and the company, the higher their wages.

The results of this business restructuring was a 20-fold growth in a six year period.
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Exercise

Leadership Styles Videotape: Johnsonville Foods
Work with a partner in answering the following questions.

1. Determine what leadership style or styles are exemplified at Johnsonville Foods.

2. What parts of the leadership style of Johnsonville Foods can you see as possibly beneficial to your operation?  Why?

3. What parts of the leadership style could be problems on your operations?  Why?

4. How did Ralph Stayer, head of Johnsonville Foods change his leadership style?

5. Do you see any opportunities or need for you to change your leadership style?

6. Does the leadership style you employ affect the kind of person you would want to hire to work on your operation?

Situational Leadership
Introduction:
We know that people respond positively to being given responsibility if they are confident they can handle the job. We also know that most of us enjoy the feeling of power that comes from being in charge of some aspect of a business. When an employee enjoys the work, and/or responds positively to responsibility, the quantity and quality of work are enhanced.

Situational Leadership is defined as adapting one’s leadership style to the needs of the employee according to the employee’s individual stage of development. Paul Hersey and Kenneth Blanchard of the Center For Leadership Studies have developed a “Situational Leadership” model that illustrates how to effectively lead an employee or “follower” to a position of authority. The model is simple and straightforward. However, if any of the four steps are skipped or passed through too quickly, problems will arise.

Step 1 -- Directing

When you first place an employee into a new area of responsibility, you must tell them what to do. You are very much involved in the job yourself and your relationship with the employee is one of the primarily teacher-student and involves considerable one-way communication.

Step 2 -- Coaching

As the employee or follower advances in competence and confidence, you begin to involve him or her in decisions -- to “buy into” the responsibility. Now your relationship with the employee is becoming one of sharing in decisions. 

Step 3 -- Supporting

As you progress through this stage, the employee shoulders the majority of the responsibility and you are shifting from coaching the person on taking responsibility to supporting as needed.

Step 4 -- Delegating

The employee (follower) now has the knowledge and the confidence to take on the responsibility completely. You are there to give support when needed and to evaluate performance. You have turned over the authority to the follower and, therefore, are free to carry out other management tasks.



Situational Leadership Model

Behaviors
Directive Behavior is more task-oriented than people oriented.

Key elements:

--
Controlling

--
Structuring

--
Supervising

Directive behavior at the extreme is:

a) one-way communication

b) not listening

c) spelling roles

d) telling

e) close supervision

f) know it all

g) task oriented

h) control oriented

Supportive Behavior is more people oriented than task oriented.

Key elements:

--
Listen

--
Praise

--
Facilitate

Supportive behavior at the extreme is:

a) listens

b) praises

c) asks for suggestions

d) encourages

e) assures

f) communicates

g) involves employees

h) shows appreciation




Four Worker Levels

Enthusiastic Beginner  -- Directing style

Disillusioned Learner
-- Coaching style

Reluctant Contributor
-- Supporting style

Peak Performer -- Delegating style

The Four Styles 
1.  Directing Style  (D+, S-)

a) Identifies the problem

b) Set goals

c) Defines roles

d) Develops a plan

e) Makes decisions

f) Give directions

g) Tells

h) Initiates everything

i) Announces

j) Supervises closely

k) Always evaluates

2.  Coaching Style (D+, S+)

a) Identification of problems

b) Sets goals

c) Consults with employees

d) Explains

e) Listens more

f) Improves communications

g) Still makes decisions

h) Gives direction

3. Supporting Style (D-, S+)
a) Involves workers

b) Gives workers initiative

c) Provides assurance and support

d) Serves as a resource

e) Shares responsibility

f) Listens actively

g) Talk to others

h) Involves others

i) Praises, supports, reinforces

j) Concerned with worker's feelings

k) Facilitates

i) Solicits ideas



4.  Delegating Style (D-, S-)

a) Always asks

b) Works jointly

c) Collaborates on goals

d) Accepts worker decisions

e) Seldom supervises

f) Workers evaluate

g) Workers have responsibility

h) Workers get credit

i) Others decide

j) Turns out "peak performers"

k) Readies for the next step
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Exercise

Situational Leadership
1. Select an employee, past or present, from your farm who was basically a good employee but presented you with a leadership challenge (NOT a performance problem). 

2. On your own, analyze this employee’s leadership needs according to the situational leadership model. 

3. Still on your own, evaluate how well you have provided the type of leadership this employee needs.  

4.
In small groups, take turns sharing your experiences with others and discussing them among yourselves. 

4. Select the most interesting or illuminating experience to share with the class.
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�Adapted from The American Heritage Dictionary
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