     PATHFINDER’S LEADERSHIP STYLES
In the past several decades, management experts have undergone a revolution in how they define leadership and what their attitudes are toward it. They have gone from a very classical autocratic approach to a very creative, participative approach. Somewhere along the line, it was determined that not everything old was bad and not everything new was good. Rather, different styles were needed for different situations and each leader needed to know when to exhibit a particular approach. 

INTRODUCTION

The study of leadership is almost as old as mankind, but only in the past couple of centuries has the study of leadership styles, traits, and behaviors really been studies, documented, and theorized.

There are six most referenced leadership styles. The first listed are active type styles while the sixth (Laissez-Faire) is more of an inactive

Type. 

In 1939, Kurt Lewin, a renowned social scientist identified three different styles of leadership, including Authoritarian, Democratic and Laissez-Faire. His results indicated that the democratic style (more recently referred to as “Transforming” or “Transformational” or even “Constructive” styles) is more effective and superior to the other two styles. Daniel Goleman is notorious for his article, “Leadership that Gets

Results,” where he targets six leadership styles, including Authoritative,

Democratic, and Coercive. Probably most recently, there has been a significant emphasis placed on examining the differences between Transactional and Transformational Leadership ideas. 

What is interesting and important to know about leadership is that paradigms continue to shift. As society changes, leadership changes, so naturally the study and theories about leadership change as well. Fifty years from now, it is likely that a new leadership style will have evolved, or society might possible return to adopting old ideas and leadership styles. Go to any bookstore and you will find numerous attempts of scholars and writers trying to capture the “essence” and “answers” to the intriguing field that has yet to be and probably never will be “nailed-down.”

The Pathfinder’s Six basic leadership styles are: 
	


Transforming Style

Entrepreneurial Style

Utilitarian Style

Command & Control Style

Bureaucratic Style

Laissez-faire Style

This document will briefly define each style and describe the situations in which each one might be used. 

Transforming Leadership
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Transforming Leadership is a leadership style where one or more persons engage with others in such a way that leaders and followers constructively raise one another to higher levels of motivation, effective relationships, quality orientation and overall workplace productivity. The term was used by James V. Downton in 1973 in Rebel Leadership: Commitment and Charisma in a Revolutionary Process and more recently encompasses the leadership principles of Paul Theriault, Vice-President of Human Resources, of New Brunswick Power. 

Power bases are linked not as counterweights but as mutual support for the common purpose of coaching, encouraging and developing employees:

Theriault’s Guiding Philosophy

Separate the leader from leadership

1. Determine where you want to go.

2. Enthuse others to want to follow.

3. Provide the necessary resources.

4. Let employees deliver – you applaud.

Transforming Leaders offer higher order intrinsic needs. This results in followers identifying with the needs of the leader. The four dimensions of transformational leadership are idealized influence (or charisma), inspirational motivation, intellectual stimulation and individual consideration.   

Transforming leaders: 

· Induce performance among followers by negotiating an exchange relationship that arouses transcendental interests in followers and/or elevates their need and aspiration levels. In doing so, transforming leadership may result ultimately in a higher level of satisfaction and effectiveness among the led.  
· Transforming leadership challenging employees to be innovative problem solvers, and developing followers’ leadership capacity via coaching, mentoring and provision of both challenge and support. Based on these behaviors. 

· The essence of Transforming Leadership becomes inextricably linked to a higher purpose common to all in the organization. They enable their teams and the organization with the necessary commitment and energy to collectively realize a vision of a better workplace.

·  The Transforming Leader focuses on what is required for positive change, and how this change plays a role in the evolution of the business, organizations, and management. 

· This democratic leadership style is also called the participative style as it encourages employees to be a part of the decision making. The democratic manager keeps his or her employees informed about everything that affects their work and shares decision making and problem solving responsibilities.
· The Transforming Leader is quick to offer strategies for dealing with the challenges and conflicts that can arise in organizations with rapid changes and are in a better positioned to create a constructive environment for others to work in.
The components of transforming leadership are identified as:

· Idealized influence … transformational leaders’ perform as a role model to their employees. 

· Inspirational motivation … team spirit, enthusiasm and optimism can be raised when leaders involve their employees to build a future vision, and clearly communicate the expectations with the employees. 
· Intellectual stimulation … Leaders stimulate their employees to behave in different ways and do not criticize their mistakes

.

· Individualized consideration …Leaders provide new learning opportunity a supportive climate. Leaders accept followers’ different needs and desires, and there are two-way communications and personalized interactions between transformational leader and employees.

Typical Behavioral Factors/Competencies

Primary:

Initiates Independently

Focuses on Results

Manages Stress

Leads decisively

------------------------------

Secondary:

Thrives on Chaos

Communicates Clarity

Seeks Innovation

Demonstrates Social Charisma

Entrepreneurial Leadership 
	


In the new era of rapid changes and knowledge-based enterprises, management becomes increasingly a leadership task. Entrepreneurial Leadership is a primary force behind successful change

Venture values are different from established corporate shared values. "Entrepreneurial independence demands space for action and trust, while traditional independence in a corporation implies responsibility and control imposed from above. Corporate experimentation comprises analysis, review, and sober consideration of facts, and willingness sacrifice speed for thoroughness. Entrepreneurial paranoia - competitors are catching up to us - is overshadowed by an essential need to build corporate consensus and minimize perceived risk."

These wealth-building Entrepreneurial leaders are not simply "executing better" – they're radically changing the rules of the success game in the workplace. They ask their employees: “Where in your business can you break the rules? How can you set yourself apart from the crowd in this company?

For the Entrepreneurial leader creativity is a continuous activity … always seeing new ways of doing things with little concern for how difficult they might be or whether the resources are available. But the creativity in the entrepreneur is combine with the ability to innovate, to take the idea and make it work in practice. This seeing something through to the end and not being satisfied until all is accomplished is a central motivation for the entrepreneur. Indeed once the project is accomplished the entrepreneur seeks another 'mountain to climb' because for the Entrepreneurial leader creativity and innovation are habitual, something that he or she just has to keep on doing. 
Entrepreneurial Leaders need to encourage expansive out-of-the-box thinking to generate new ideas, but also filter through these ideas to decide which to commercialize. Use a balanced "loose-tight" style of leadership alternates the creation of space for idea generation and free exploration with a deliberate tightening that selects and tests specific ideas for further investment and development. Looseness usually dominates the early stages of the Entrepreneurial Leaders process; in the later stages, tightening becomes more important to scrutinize the concepts and bring the selected ones to the market. A balanced approach is essential to Entrepreneurial Leaders. Those who remain loose too long generate plenty of ideas but have difficulty commercializing them. 
Entrepreneurial Leaders.

· Entrepreneurial Leaders dare to be contrarians and are the change agents in the business world. 

· Believe you don't know what you can get away with until you try. Entrepreneurial leaders don't wait for official blessing to try out. If you ask enough people for permission, you inevitably come up against someone who believes his job is to say "no". So, the moral is, don't ask. 

· Entrepreneurial leadership demands agility, experimentation, adaptation, and rapid response in order to be first to market.

· Entrepreneurial leadership involves instilling the confidence to think, behave and act with entrepreneurship in the interests of fully realizing the intended purpose of the organization to the beneficial growth of all stakeholders involved.

· Entrepreneurial Leaders empower employees to act on the vision. 

· They execute through inspiration and develop implementation capacity networks through a complex web of aligned relationships. 

· Take initiative and act as if they are playing a critical role in the organization rather than a mostly important one and energize their people, 

· Demonstrate entrepreneurial creativity, search continuously for new opportunities and pursue them, 

· Take risk, venture into new areas and provide strategic direction and inspiration to their people. 

· Take responsibility for the failures of their team, learn from these failures and use them as a step to ultimate success and strategic achievement. 

· The Entrepreneurial leader’s vision statement is short and inspiring. They set a challenging and stretching goal that gives employees enormous freedom in finding ways to achieve it. 

· They communicate the message that doing what you do now, only better, is not enough. If you do what you always did then you will not even get what you always got as you have to keep growing to stay where you are. "You have to do something different to get different results. You have to do something significantly smarter to get significantly better results.

Typical Behavioral Factors/Competencies

Primary:

Focuses on Results

Drives Achievement

Manages Stress

Sustains profitability

Builds Consensus

Utilitarian Leadership

The doctrine of utilitarianism saw the maximization of utility/productivity as a moral criterion for the organization of the workplace. According to social utilitarian’s, such as Jeremy Bentham (1748-1832) and John Stuart Mill (1806-1876), society and therefore the workplace should aim to maximize the total utility of individuals, aiming for the greatest number of task accomplished from the greatest number of employees. In workplace economics terms, rationality is precisely defined in terms of imputed utility-workplace productivity maximizing behavior under economic constraints. 

As a hypothetical behavioral measure, utility or level of productivity achieved daily does not require attribution of mental states suggested by "happiness", "Job Satisfaction", etc., rather, a “sense of accomplishment” that comes from performing at one’s best, whether at work or play. This also includes attitudinal constructs at work, such as the indifference curve, which plots the combination of commodities produced that an employee or an employer requires to maintain a given level of accomplishment.

Utilitarian Leaders are recognize the warning signs of lagging productivity and overall effectiveness in not reaching targeted results and processes that increases competitive advantage and a lack of commitment to the organizations need for higher productivity. 

The term, Pareto efficiency is an important concept in Utilitarian leadership with broad applications in game theory, engineering and the values adopted by the society within the workplace. The term is named after Vilfredo Pareto, an Italian economist who used the concept in his studies of economic efficiency and income distribution, i.e. the Utilitarian leader believes strongly in the concept that work produced should be the main or only criteria of one’s salary level. Given a set of alternative allocations of, say, goods or income for an employee, a work activity that can better increase productivity of one individual without making any other employee worse off is called an utilitarian   improvement.

A weak productivity optimum (WPO) satisfies a less stringent requirement, in which a new allocation of work to an employee or employees or changes of improvement to workplace efficiencies is only considered to be an improvement if it is strictly preferred by all individuals (i.e., all must gain with the new allocation of energy and resources provided to perform the work. In other words, at a WPO, alternative allocations where every individual would gain over the WPO are ruled out. A common criticism of a state of Utilitarian Leadership is that it does not necessarily result in a socially desirable distribution of resources, as it may lead to unjust and inefficient inequities among hoe employees are treated or rewarded.

Utilitarian leaders

· The leader’s approach fundamentally alters how a group of people can work more productively within high performance teams. 

· They are committed to the absolute highest productivity, both in organization performance and human satisfaction, and view themselves as demonstrations of how teams can work to everyone's fulfillment. 

· Utilitarian leaders motivate employees to do more than the expected and sometimes even more than thought to be possible.  
· In Leadership terms, Utilitarian Style is a measure of the relative satisfaction from or desirability of day to day productivity achieved through others under one’s direct accountability. Given this measure, one may speak meaningfully of increasing or decreasing employee’s utility to the organization, and thereby explain workplace economic behavior in terms of attempts to increase others utilitarian performance on the job. 

· For illustrative purposes, changes in utility are sometimes expressed in units of tangible productivity … quality as well as quantity.

· Utilitarianism is applied by leaders who are “economically oriented” as they go about leading those they manage through their own example and “strong work ethic”. 
· Individual utility and workplace utility can be construed as the dependent variable of a utility function (such as an indifference curve map) and work is viewed as a social welfare function or individuals right to work respectively. When coupled with production or commodity constraints, these functions can represent Pareto efficiency. 
For the Utilitarian Style Leader, an allocation of employee time and function is “utilitarian efficient” or optimal when no further improvements can be made. 

Typical Behavioral Factors/Competencies

Sustains Profitability

Manages Stress

Exercises Political Influence

Negatively Correlated:

Demonstrates Character (-.62)

Builds Consensus (-.44)

Strives for Excellence (-.41)

Command & Control Leadership

This is often considered the classical approach. It is one in which the manager retains as much power and decision-making authority as possible. The Command & Control leader does not consult employees, nor are they invited or even allowed to give any input. Employees are expected to obey orders without receiving any explanations and to receive “constructive criticism” without discussion or challenge. The motivation environment is produced by creating a structured set of rewards and punishments. 

This Command & Control leadership style has been greatly criticized during the past 30 years. Some studies say that organizations with many autocratic or Command & Control leaders have higher turnover and absenteeism than other organizations. Certainly Gen X employees have proven to be highly resistant to this leadership style. 

Command & Control leaders: 

· The Command & Controlling autocratic leader believes they and they alone are given the power to make decisions, having total authority. 

· Direct reports typically complain that they are being “micro-managed”.

· The Command & Control leaders believes it is their prerogative to criticize or address any employee’s performance directly and even publically, regardless of lines of reporting authority

· Rely on threats and intimidation to influence employees 

· Do not trust employees and believe they are the only manager capable of ensuring everything is done properly and without them “The place would fall apart.” 

· Do not allow for employee input and tend to impart direction without dialogue … “Just do what I say, the way I want it and we will get along just fine.”

· They have minimal “people skills” and yet insist on believing people enjoy working for them because of the high standards they expect

Yet, Command & Control leadership is not all bad. Sometimes it is the most effective style to use. This leadership style is good for employees that need close supervision to perform certain tasks. Creative employees and team players resent this type of leadership, since they are unable to enhance processes or decision making, resulting in job dissatisfaction.

These situations can include: 

1. New, untrained employees who do not know which tasks to perform or which procedures to follow and where effective supervision can be provided only through detailed orders and instructions for safety sake.

2. Employees do not respond to any other leadership style 

3. There are high-volume production needs on a daily basis and there is limited time in which to make a decision 

4. A manager’s power is challenged by an employee  and their area is being  poorly managed 

5. Work needs to be coordinated with another department or organization 

The Command & Control leader style should not be used when: 

· Significant and rapid change must be embraced and adopted within the organization

· Employees prone to being tense, fearful, anxious, self-belittling or resentful 

· Employees expect to have their views and opinions heard and seriously considered or discussed in full 

· Employees begin depending on their manager to make all their decisions 

· There is low employee morale, high turnover and absenteeism and work stoppage 

Typical Behavioral Factors/Competencies

Establishes Order

Demonstrates Social Charisma

Reasons Critically 

Negatively Correlated:

Builds Consensus (-.60)

Demonstrates Character (-.57)

Establishes Alliances (-.45)

Manages Stress (-.40)

Leadership - Bureaucratic Style 

The Bureaucratic Leadership Style was one of three leadership styles described by Max Weber (1947). The bureaucratic leadership style is based on following normative rules and adhering to lines of authority. The Bureaucratic Leader is actually not even considered by modern management to be leadership at all and often distinguish it in the literature as “management” VS “leadership”. Bureaucratic leadership is where the manager manages “by the book¨. This manager is really more of a police officer than a leader. He or she equates enforcing the rules as effective “leadership”...

If it isn’t covered by the book, the Bureaucratic Leader refers to the next level above him or her. You will often find this leadership role in a situation where the work environment is dangerous and specific sets of procedures are necessary to ensure safety. 

The characteristics of the bureaucratic style include:

· This style of leadership follows a close set of standards. Leaders impose strict and systematic discipline on the followers and demand business-like conduct in the workplace 

· Everything must be done according to procedure or policy and if there is no firm policy then additional administrative structures and procedures must be implemented.

· Leaders are empowered via the office they hold - position power and to ensure everything is done in an exact, specific way to ensure safety and/or accuracy.  

· Followers are promoted based on their ability to conform to the rules of the office 

· Follower should obey leaders because authority is bestowed upon the leader as part of their position in the company

Weber was the first to distinguish between Transforming style of leaders and bureaucratic leaders.  Weber also believed that most leaders exhibited multiple characteristics of all three styles in their day to day managerial activities and use different styles based on the situation and the employee’s attitude.

Benefits of Bureaucratic Leadership 

In the working world bureaucratic leadership skills would be best utilized in jobs such as construction work, chemistry-related jobs that involve working with hazardous material, or jobs that involve working with large amounts of money.  In school work, you may find that bureaucratic leadership skills are necessary when working on a group project for a science class. Precision is key in a science project, and meticulous notes are essential. A natural bureaucratic leader will tend to create detailed instructions for other members of a group. This type of leader would also be very successful working in student government roles. 

This style can be effective when: 

· Employees are performing routine tasks over and over and need to understand certain regulatory standards or safety procedures. 

· Employees are working with dangerous or delicate equipment that requires a definite set of procedures to operate especially where safety or security training is critical 

· Employees are performing tasks that require handling cash of financial activities of a detailed nature where even seemingly minor errors could be significant. 

This style is ineffective when: 

· Work habits and processes need to adapt to new “best practices” but the old ways of doing things are hard to break, even if they are clearly no longer useful. 

· Employees lose their interest in their jobs and in their fellow workers. 

· Employees are at work because they absolutely need the pay but dislike their day to day work activities and perform their role with little emotional engagement.

· Employees only motivated to do the absolute minimal expected of them and no more … even the opportunity for additional overtime that generates additional personal income is seen as an intrusion. 

Typical Behavioral Factors/Competencies

Establishes Order

Demonstrates Community Consciousness

Focus on Results

Demonstrates Character

Drives Achievement

Laissez-Faire Leadership Style 

The laissez-faire leadership style is also known as the “hands-off¨ style. It is one in which the manager provides little or no direction and gives employees as much freedom as possible. All authority or power is given to the employees and they must determine goals, make decisions, and resolve problems on their own. 

Laissez-faire ("let do") Leadership 
It works when:

· Employees are highly skilled, experienced, and educated. 

· Employees have pride in their work and the drive to do it successfully on their own. 

· Outside experts, such as staff specialists or consultants are being used 

· Employees are trustworthy and experienced. 

This style should not be used when:

On the other hand this type of style is also associated with leaders that don’t lead at all, failing in supervising team members, resulting in lack of control and higher costs, bad service or failure to meet deadlines: 

· It makes employees feel insecure at the unavailability of a manager. 

· The manager cannot provide regular feedback to let employees know how well they are doing. 

· Managers are unable to thank employees for their good work. 

· The manager doesn’t understand his or her responsibilities and is hoping the employees can cover for him or her. 

Typical Behavioral Factors/Competencies

Establishes Order 

Demonstrates Character

Demonstrates Strategic Vision 
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