Week Seven Lecture Notes B

LEADERSHIP STYLES & THEORIES
Leadership Style Based on Authority Retained
Leadership style refers to a leader’s behaviour. Behaviour pattern which the leader reflects in his role as a leader is often described as the style of leadership. It is the result of the philosophy, personality, and experience of the leader. It is the art or process of influencing people so that they contribute willingly towards group goal. 
In 1939, Kurt Lewin, Ronald Lipitt, and Ralph White studied the influence of leadership styles on performance. The researchers evaluated the performance of groups of eleven-year-old boys under different types of work climate. In each, the leader exercised his influence regarding the type of group decision making, praise and criticism (feedback), and the management of the group tasks (project management) according to three styles:

Autocratic or Authoritarian/ Dictatorial Leadership Style
Under the autocratic leadership style, all decision-making powers are centralised in the leader as shown in Figure A. Such leaders are dictators. They do not entertain any ‘suggestions, or initiative from subordinates. They give orders and assign tasks without taking subordinates into confidence. Such leaders generally attract the hostility of the subordinates. The autocratic management has been successful as it provides strong motivation to the manager. It permits quick decision-making as only one person decides for the whole group. In industry this style is quite common and has been successful in such situations where subordinates are reluctant to take initiative.
Advantages of the Autocratic Leadership Style

· Quick decision making

· Provides strong motivation and satisfaction to the leader who dictates terms

· Less competent subordinates are needed at lower level

· May bring positive results when great speed is required

Disadvantages of the Autocratic Leadership Style

· Autocratic leaders tends to stifle individual initiatives making workers depend only on directives.

· It contradicts many modern work managements that emphasize teamwork, group input and shared decision making.

· Since autocratic leaders take full responsibility for team decisions and review of teams’ work, they are extremely busy which can lead to high stress and even health problems.

· Few people like to be told what to do, especially those who are already intrinsically motivated and understand the task at hand. An autocratic leader facing this type of group will dampen morale and will reduce his teams’ creativity and productivity.

· In the absence of autocratic leader, there is no guarantee that team members will keep working.

· Frustration, low morale and conflict always develop easily with autocratic leadership

· Such a leadership style may lead to misunderstanding and communication breakdown

· This type of leadership leads to compliance, someone yields to the will of another but the leader cannot capture hearts or minds of the workers

· It leads to passive-aggressive followers

· Autocratic leaders tend not to be sensitive to the feelings of others and typically create resentment and these resentful workers wait for the magic moment when the autocratic leader gets in trouble so they can rise up and get their revenge.

· May lead to high labour turnover especially of the experienced staff

· May lead to defiance especially from the young modern generation with ‘I don’t care attitude’

Suitability of the Leadership Style

The leadership style is suitable when:

· Subordinates are uneducated, unskilled, lack of knowledge and experience on the part of subordinates

· Company follows fear and punishment disciplinary techniques

· Leader prefers to be determinant in decision making

Note: This style of leadership is less desirable in today’s organizations since employees are becoming more educated and well organized.
Participative or Democratic Leadership Style
The democratic leadership style favours decision-making by the group. Such a leader gives instructions after consulting the group. He can win the cooperation of his group and can motivate them effectively and positively. Thus, the number of complaints, employees’ grievances, industrial unrest and strikes can be reduced. The decisions of the democratic leader are not unilateral as with the autocrat because they arise from consultation with the group members and participation by them.

Advantages of Participative or Democratic Leadership Styles

· It improves the job satisfaction and morale of the employees

· Improves decision making abilities of subordinates

· Develop positive attitude and reduces labour turnover and absenteeism

· Quality of decision improves

· Leader multiplies his abilities through the abilities of his followers

Disadvantages 

· Time consuming and may result in delay in decision

· It may not yield positive result when subordinates prefer minimum interaction with the leader

· Leader may pas the work to subordinates and abdicate responsibility 

· Consultation with subordinates may be considered as a sign of incompetence of leader

Suitability of the Style

· When goal of the company is to increase job satisfaction ad independence of employees
· When leader wants to share decision making with the subordinates

· When subordinates have accepted the goals
Free Rein / Laissez Faire Leadership Style 

‘Laissez faire’ literally mean ‘let (people) do or make (what they chose) or n leadership’. In French it means giving complete freedom to subordinates. This type of leadership style is also known as the ‘permissive style’ of leadership, where there is least intervention by the leader, abdication of authority and letting the group cooperate entirely on its own. To start with, the manager or leader decides the policy programme and limitations for actions; then the entire process is left to the subordinates. This style leaves everything to subordinates who make decisions and it helps subordinates to develop independent personality. The contribution of leader is nil and it can create chaos. 
In this type of leadership, the leader is in name only. He keeps busy with paper-work and keeps away from his employees. He set no goals and decisions. Employees are directionless and free to make their own decisions; any organization headed by such a leader is unstable and has low output.

Advantages of Laissez Faire Leadership Style
· Leads to positive effect on the job satisfaction and morale of subordinates

· Maximum scope for development of subordinates

· Full utilization of potential and capacity of employees

Disadvantages

· Subordinates do not get the guidance and support of a leader

· It ignores the contribution of leader

· Subordinates may work in different direction and result in chaos

Suitability of the Style

· Subordinates are well trained and highly knowledgeable

· Subordinates are self motivated and are ready to assume responsibility

Leadership Style Based on Task Vs. People Emphasis

Some leaders are very task-oriented; they simply want to get things done. Others are very people- oriented; they want people to be happy. And others are a combination of the two. If you prefer to lead by setting and enforcing tight schedules, you tend to be more production-oriented (or task-oriented). If you make people your priority and try to accommodate employee needs, then you are more people-oriented. 
Neither preference is right or wrong, just as no one type of leadership style is best for all situations. However, it is useful to understand what your natural leadership tendencies are, so that you can then work on developing skills that you might be missing. A popular framework for thinking about a leader’s ‘task versus person’ orientation was developed by Robert Blake and Jane Mouton in the early 1960s. Called the Managerial Grid, the Leadership Grid, or simply the Blake Mouton Managerial Grid. It is a practical and useful framework that helps you think about your leadership style. It plots the degree of task-centeredness versus person-centeredness and identifies five combinations as distinct leadership styles. By plotting ‘concern for production’ against ‘concern for people’, the grid highlights how placing too much emphasis in one area at the expense of the other leads to low overall productivity. 
The model proposes that when both people and production concerns are high, employee engagement and productivity increases accordingly. This is often true, and it follows the ideas of Theories X and Y, and other participative management theories. While the grid does not entirely address the complexity of “Which leadership style is best?”, it certainly provides an excellent starting place to critically analyze your own performance and improve your general leadership skills.
Therefore, Task Oriented Leaders value mission or task to accomplishment and the technical aspects of the job. Their main focus is on results, performance, mission and profits at the expense of the needs of those engaged in production, which leads to dissatisfaction and conflict, hence adversely affecting performance. While People Oriented Leaders delegate decision-making and assist followers in satisfying their needs in a supportive work environment. They try to make warm and friendly relations with the group members and show concern for the welfare of the group, with intention to avoid conflict and maintain good relationships which is also detrimental to the achievement of goals and objectives.
In order to provide a framework for describing management behaviors, the two variables of “concern for production” and “concern for people” were plotted on a grid showing nine degrees of concern for each, from 1 indicating a low level of concern, to 9 indicating a high level of concern. Five positions on the grid represent five differing managerial behavior patterns.
[image: image1.png]Il w S ‘Aquarius Grid Paper Mar 98.pdf - Nitro Pro 10 - 8 x
HOME  EDT  REVEW  FORMS  PROTECT  CLOUD  HELP itro Cloud || | v
[E] | ) Aquarius Grd Paper Mar 58 | [8)Blake Mouton Manageral Grid [3) Draft Policy_Review_on Procuremen... (@) Textbook Anlyss- A Case Study... (@) ORIGINALTY REPORT [3)514_Future_Proof Your_Procurement. <
2 e
il
Figure 1. The Managerial Grid 5
High 9
1.9 9.9
8
7
6
Concemn
for
5
People 5.5
4
3
2
tow 11,1 9,1|®
1.2 3 4 5 6 7 8 9
Low High
Concern for Performance
- Adapted from Griaworks by Robert R. Blake, Jane S. Mouton and Walter Barclay, Scientiic Methods Inc.

RSN





1.     The Impoverished or the Indifferent Style (1,1) (Low Production / Low People)
A delegate-and-disappear management style. A basically lazy approach. The manager shows a low concern for both people and production. He/she) avoids getting into trouble. His main concern is not to be held responsible for any mistakes. Managers use this style to preserve job and job seniority, protecting themselves by avoiding getting into trouble. As a result, disorganization, dissatisfaction and disharmony due to lack of effective leadership are present. 

2. Country Club Style (1,9): (Low Production / High People)

One-sided, thoughtful attention to the needs of employees. The relationship-oriented manager has a high concern for people, but a low concern for production. He pays much attention to the security and comfort of the employees. He hopes that this will increase performance. He is almost incapable of employing the more punitive, coercive and legitimate powers. This inability results from fear that using such powers could jeopardize relationships with the other team members. The organization will end up to be a friendly atmosphere, but not necessarily very productive. 

3. Produce, Dictatorial or Perish Style (9,1): (High Production / Low People)

An authoritarian or compliance leader. A task-oriented manager, he has a high concern for production and a low concern for people. He finds employee needs unimportant and simply a means to an end. He provides his employees with money and expects performance back. There is little or no allowance for cooperation or collaboration. He pressures his employees through rules and punishments to achieve the company goals. Heavily task-oriented people are very strong on schedules. They are intolerant of what they see as dissent (it may just be someone’s creativity). This dictatorial style is based on Theory X of Douglas McGregor. It is often applied by companies on the edge of real or perceived failure, such as in Crisis Management. In this case, whilst high output is achievable in the short term, much will be lost through an inevitable high labor turnover.

4. The Middle-of-the-Road/ The Status-quo Style (5,5): (Medium Production / Medium People)
Balance and compromise. The manager tries to balance between the competing goals of the company and the needs of the workers. The manager gives some concern to both people and production, hoping to achieve acceptable performance. He believes this is the most anyone can do. Consequently, compromises occur where neither the production nor the people needs are fully met. 

5. The Team or Sound Style (9,9): (High Production /High People).

Contribute and commit. It is the ultimate. The manager pays high concern to both people and production. Motivation is high. This soft style is based on the propositions of Theory Y of Douglas McGregor. The manager encourages teamwork and commitment among employees. This style emphasizes making employees feel part of the company-family, and involving them in understanding organizational purpose and determining production needs. This method relies heavily on making employees feel they are constructive parts of the company. And this will result in a team environment organization based on trust and respect, which leads to high satisfaction and motivation and, as a result, high production.

Strengths of the Managerial Grid
· Using the Grid model makes the various leadership styles measurable to a certain extent and allows more than two competing options (X versus Y).
· Accurate measurement is important, because of the tendency by managers for self deception and exaggeration.
· 80% of all people rate themselves as 9.9! Once this is discussed using the grid, this number is reduced to 20%.
· Using a model makes it easier to openly discuss behavior and improvement actions. 

Limitations of the Managerial Grid

· There are more dimensions of leadership that can be relevant.
· The model basically neglects the significance of the internal and external constraints, context, circumstances and situation.
Methods of Improving Employees Performance in Organisations 
a) Trust: Employees need to trust each other as well as their leaders. Employees are constantly watching leadership to see how their decisions affect the strategic direction of the organization and if their behaviors reflect what they say.

b) Use of participative leadership: The need to build engagement by showing that you are genuinely concerned about employees’ opinions.
c) Set clear goals and expectations to your employees: The majority of employees want to know what is most important at work and what excellence looks like. Therefore setting meaningful targets is one way of motivating employees to be committed to their tasks.

d) Encourage innovation: Engaged employees are innovative and they are always looking for a better ways of doing things. This would help in increasing productivity.
e) Creation of strong team environment: Improve performance is dependent on how well employees get along, interact with each other and participate in team environment.
f) Creation of sense of belonging: This could be done through outside activities that foster relationships, increase engagement such as sporting activities, parties etc
g) Provide constant feedback on the positive: When people know what they are doing well, they will keep doing it or do even better. Providing someone with a little recognition on what they ar doing wll can go a long way towards boosting morale.

h) Collaboration and sharing responsibility on problem solving: Encourage team work members to take responsibility and work through problems or issues on their own, or collaborate without leaving the leader to solve all problems because this takes away employee empowerment.

i) Delegation: This would have expanded managerial span of control, demonstrated trust in them to do their jobs correctly hence increasing their ownership of tasks as well as providing growth opportunity.
j) Provision of incentives: These incentives must be allowed based on objective criteria and should have taken off time to understand what motivate each of his employees because different employees are motivated by different things.
k) Celebrating both financial and non-financial achievements: Employees need to feel validated and that they are a valued part of the organization. Leadership needs to show how much they care for their employees and show recognition for efforts.
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