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“Between stimulus and response, there is a space.
In that space lies our freedom and power to choose our response.

In our response lies our growth and freedom.”

— Viktor E. Frankl
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Six Styles of Leadership

Coaching

’y Democratic

Pacesetting Commanding

L 09owobGOo LEowo (bgwgzomo) - Visionary Style — “Let’s remind

ourselves of the bigger purpose”
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1. Visionary Style — “Let’s remind ourselves of the bigger purpose”
Primary Objective: Inspiring others by providing long-term direction and vision for individuals.
A leader using this style:

* Takes responsibility for facilitating the development and communication of a clear vision of how things
can be.

+ Solicits individuals” perspectives on the vision without surrendering authority or undermining the
integrity of the vision.

* Sees selling the vision as part of the leader’s job.

* Influences others by explaining, exploring and describing the vision

*  Ensures that others align the vision with their jobs and objectives.

* Uses a range of methods (both positive and negative) to enhance other’s motivation and performance.

The Visionary Style is most effective when:

* A new vision or clear direction is needed, e.g. when in a period of change — at an individual or
organisational level.

* The leader believes in the vision; and sees it as being in tune with his / her own values and those of the
organisation.

*  The leader is self-confident, self-aware and empathic to others.

The Visionary Style is least effective when:

# The leader is not regarded as credible, i.e. others feel they know more about the organisation than the
leader.

*  When overplayed, i.e. if trying to steal power from a team-based approach.

Summary

When used effectively the Visionary Style motivates individuals by focussing their attention on the long term
goals of the organisation; and how each individual contributes to its delivery. When not used effectively this
style fails to take into account the natural talents and experience of the knowledgeable team members.

To increase the Visionary Style, consider the following:

+ Formulate your vision, policy, strategy and objectives. Test it out with others. Consult appropriately —
with commitment and honesty. Keep true to the integrity of the vision.

*  Explain, communicate, influence others to understand and feel a part of the vision.

*  Solicit input and consider it carefully. Respond to it quickly and honestly.

* Provide a rationale for the vision.



*  Delegate responsibility for delivering the vision. Avoid getting involved directly with the doing.
Remember that your job is to influence and check alignment.

Ensure that the vision remains up to date and consistent with the current climate.

Provide feedback on a regular and ongoing basis.

Seek feedback on a regular and ongoing basis. Listen carefully. Act upon it where appropriate.

Advance others on merit only.
To turn down the Visionary Style:

*  First of all, ask yourself — why do | want to turn down this style? As Goleman says, “Any leader would
be wise to grab for the visionary “golf club” more often than not. It may not guarantee a hole in one
but it certainly helps with the long drive”.

¢ If you're over playing this strength —and it can happen - then ask yourself which of the other styles it is
appropriate for you to turn up. Focus on the “To increase...” section of that style.

*  Ask others for their feedback on exactly which aspects you're overplaying, e.g. It may be that they're
feeling you're too distant from them. Ask yourself and them how you may address this most
effectively without throwing out the bay with the bath water!
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4. The Coaching Style — “Let me help you develop”

Primary Purpose: Long-term professional development of individuals.

A leader using this style:

Helps individuals identify their individual strengths and weaknesses in the light of their aspirations.
Reaches agreement with individuals on both the manager's and the individual’s roles in the
development process.

Provides on-going support, challenge and feedback.

May trade-off short-term performance for longer term development.

Share exciting assignments for development purposes,

The Coaching Style is most effective when:

The team member acknowledges a discrepancy between where they are and where they would like to
be.

Individuals are motivated to take initiative, be innovative, take risks and seek professional
development,

The Coaching Style is least effective when:

In crisis and there is no time to invest in longer-term development of individuals.

The leader lacks personal credibility; or coaching skills, e.g. empathy, emotional intelligence etc.
When individuals are seeking direction and feedback — they will be uncomfortable with the self-
management aspect of the coaching style.

Summary

When used effectively the Coaching Style motivates individuals by linking their daily work to their personal
development intentions and long-term career plans. It helps individuals develop sound thinking strategies that
build their confidence in functioning more autonomously and at a higher level,

When used ineffectively the Coaching Style causes confusion, delays and conflict because individuals are
unsure what to do.
To increase the Coaching Style, consider the following:



* Establish professional and personal development goals. Try to reality check their suggestions and
resist telling them what to do. Seek to understand their perspective and not enforce your own.

* Contract to help. Ask them how you can support them. Resist finishing the discussion in one session if
they can't come up with any ideas. Ask them to book a follow up session with you — show them you
mean to support them and want their ideas.

* Resist telling employees what to do in any given situation. Encourage them to consult with you; but
ask them guestions, e.g. how do you feel about this challenge and how do you want to feel about this
challenge? What are you minded to do nest? How do you see your options? What would move you
towards that? Have you ever had a situation like this before and what did you learn from it?

+ Seek opportunities for their personal development. Offer them assignments that will challenge them
but will move them towards their goals. This may involve you advocating their involvement in an area
outside your immediate responsibility. Trust that you will reap your rewards later.

* Encourage partnership. Review employee’s progress and share responsibility for it. Don't takeover —
it's their life.

To turn down the Coaching Style, consider the following:

* First of all, ask yourself —why do | want to turn down this style? As Goleman says, “The coaching style
may not scream ‘bottom-line results’ but, in a surprisingly indirect way, it delivers them”.

+ |If this style is an over-played strength — it happens — ask yourself exactly what's going wrong here.
Seek feedback. Listen to the answers. What other styles need to be turned up? What's missing?

* Check that you've really been applying the coaching style effectively and have the skills for it. To
quote Goleman again, “Leaders who are also pacesetters — focussed exclusively on high performance —
often think they're coaching when actually they're micro-managing or simply telling people how to do
their jobs. Such leaders often concentrate solely on short-term goals [...]. That [...] bent keeps them
from discovering employee’s long-term aspirations — and employees in turn can believe that the
leader sees them as mere tools for accomplishing a task, which makes them feel underappreciated
rather than motivated"”.

3. 3830w0MqdMwo (dmzsgdomwo) bEowo - Affiliative Style - “People first, task
second”
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2. Affiliative Style - “People first, task second”
Primary Purpose: Creating harmony among individuals and between leaders and individuals.
A leader using this style:

Places more emphasis on the individuals than the task in hand.

Cares for the whole person.

Shares his or her emotional challenges with the team members in an appropriate manner.
Rewards personal characteristics and behaviours (the hows) as much as the delivery of the task.

(I O

The Affiliative Style is most gffective when:

The individual requires direct assistance, e.g. counselling and emotional support.
Seeking harmonious relationships between diverse and conflicting groups.
wWhen used as part of a repertoire of styles, e.g. coaching, visionary etc.
Recowvering trust and loyalty amongst a team.

(I T I ]

The aAffiliative Style is least effective when:

The leader lacks empathy — the ability to sense the feelings, needs and perspectives of others.
Individual performance is weak or inadeguate; and corrective feedback is necessary.

In crises or complex situations needing clear direction.

Used alone, i.e. not in conjunction with other styles.

with individuals who are task-orientated and see relationships with the leader as inappropriate /
unnecessary or distracting.

(I T B B

SLrTnmary

wWhen used effectively, the Affiliative Style motivates individuals by supporting them during highly routine or
stressful times. By strategically and explicitly focussing on the human element, this style succeeds in gaining
loyalty and support — and getting the task done.

wWihen not used effectively this style can lead to low standards, a sense of favouritism and frustration.
To increase the Affiliative Style, try the following:

= |dentify and act to resolve conflict. Recognise the individual positive traits in people and accept them
for who they are. Resist judging them harshly for not being like you.

= Encourage and reward harmonious and appreciative behawiours.

= Sympathise and empathise with others.



« Trust your people to perform. Trust that people who are respected and given authority and resources
will deliver.

* Initiate personal contact with your employees — find out what makes them tick, what they enjoy and
hate, what’s going on in their lives.
« Provide social activities and personal gifts.

urn down the Affiliative Style, try the following:

» Ask yourself how the team is performing. Are there any weak points and people? Is there anyone
who needs some constructive and critical feedback that you're avoiding? Ask yourself what would
allow you to provide that feedback? What’s holding you back? Listen to your answers and act upon
them.

» Force yourself to take a hard look at your range of leadership styles — are you relying too heavily on
this one? What are the implications of that?

» If you're over playing this strength — and it can happen - then ask yourself which of the other styles it is
appropriate for you to turn up. Focus on the “To increase...” section of that style.

» Ask yourself — what’s the purpose of my role? How much time are you devoting to the people
aspects? Track how much time you're devoting to the other aspects of your role. Be honest with
yourself. Decide how to go forward.

» Ask for feedback from your team members. Encourage them to tell you how it really is as they won’t
be keen to hurt you. See it as an over-played strength that can be adjusted.

4. ©gImM3M5E0mo bEGowo - The Democratic Style — “Let’s work it out together”
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3. The Democratic Style — “Let’s work it out together”

Primary Objective: Building commitment and generating new ideas.

A leader using this style:

=  Trusts that individuals have the capability to develop the appropriate direction for themselves and
their team.

- Invites individuals to make decisions affecting their work.

. Reaches decisions by consensus.

- Holds many meetings and listens to others’ concerns.

- Rewards adequate performance and rarely gives negative feedback or punishes others.

The Democratic Style is most effective when:

=  The team members are competent.
. When individual contributions must be co-ordinated.

» The leader is unclear about the best way forward and wants to hear others’ ideas and contributions
before deciding.

- Used after the Visionary Style has set the outline of the vision and the leader now seeks engagement
and participation.

The Democratic Style is least effective when:

- In crisis and there is no time to hold long meetings.
- Individuals are incompetent or need close supervision.
SLIFTHTIORY

When used effectively the Democratic Style motivates individuals by empowering them to make decisions
about their own work. It is designed to create teamwork and commitment.

When used ineffectively the Democratic Style causes confusion, delays and conflict amongst individuals due to
lack of focus and direction.

To increase the Democratic Style, consider the following:



+ Hold information-sharing meetings. Keep everyone involved and well informed. Always try to involve
everyone who might be directly affected by any decisions.

+« Demand excellent meeting management skills of yourself and others - otherwise you'll miss deadlines
and defer making decisions.

« Don't, however, forget to allow people opportunities to explore ideas and ask questions. Differentiate
between genuine exploration and deviation / time wasting,

+  Ask employees to share the decision making with you.

+ Seek consensus. Allow everyone to be heard before making important decisions.

To turn down the Democratic Style, consider the f0||ﬂwiﬁgl

+ Consciously differentiate between decisions that are most effectively dealt with through democracy;
and those that require a leader to act more authoritatively. Resist referring all / most decisions
through the democratic process.

+  Ask yourself what it will take to feel more confident in your own decision-making.

+ Consider the consequences of over-reliance on this style. Ask yourself how you might address these
short-comings and read up on that style’s “To increase...” section.

*  Ask yourself what opportunities are being missed by the long decision-making process. Are there
other ways of retaining the advantages whilst losing the disadvantages?

+  Catch yourself deferring a decision to a committee and make a decision instead.
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505,  90vbgegzo  9dols, mvy dowowo 16935  Fgaohmbgdm, 890035396GHMBM
9306505 9MH5 B0MY39353006M0L 3MGLOL MLOb) 353 F9a0dwosm.
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05658903 glsg 30 30050908 gdmEomo bEGMgbo Jmgwo Goyo 30MM3bwwo,
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& Maslach, 2000; Maslach & Leiter, 1997).
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59930 153 9d9d0;

6. OMmELSE 2MI6Mdm, MMI 9dm(3090Dg 3MBEGHMMWL 356030, 29bgHoEgM
Lo@¥oE0sl BoBogMemo Holigerom; Lo3MMIMmo ™ms3z0 bbgol syowbg Homdmoyobym
3MbRod@GHMO LoE)¥sE30530. 995505 FOOIYsHs30 3MMDEGTJOOL gooFMOL Bgdols
500mbBoBgbs  FoMdmbobgs FmBogeolizgh dodsmmgm, 56 gLomdMgm  molbdog
AbomdMgLs. F09g3000 0g396L M3l §IMmE30900L A9BEOLS S FoTMbOEBHZOL LodMsEGdS;

7. 35bbmggm, BmyxgeO [omdsGHgdmmds s 039EYIEMHMIOS FOEI3 30093
L0YodOLOYSD. Fg0degds F0s608690H96, MM Md3960 30BBYdO LoBOSBMS Md3z9bmM30U,
56 990dgds ©oR0RsMMb 3353500 O39ToLOYSD. olfogwgm Fg3mdgdHy. doomgom
0060953 gdMdS 5©00MJO0m ,09 3030 FJ3EMTs“ s ABMIg gbs. Bydoldogemo



MdgEMM0  9900bg93s,  JoMmBoGgdemds, b 0dgol 253609905,  3MmBGHYbE0IMS,
390059ddbols, 993300l 333960960 FglodergdMmdss.

8. v 50mBgbm, M™MI 3960 gbTsMgd0m Bo3MM® 3L, 9B Lbgsl Lmeoge
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