
Topic 4 Leadership Behaviors, Attitudes & Styles

Introduction
Is there one best or most effective leadership style?
This module provides an understanding of basic leadership behaviour and attitudes, as well
as styles. An effective leader is one who helps group members attain productivity, including
high quality and customer satisfaction, as well as job satisfaction. Leadership effectiveness
is typically measured by both objective and subjective data in terms of judgments by others.
This module focuses attention on the study of leader behaviours because behaviours can be
observed, are measurable and can be taught.

Learning Objectives
• Explain the key leadership dimensions of initiating structure and consideration.
• Describe at least five task-oriented leadership behaviors and attitudes.
• Describe at least five relationship-oriented attitudes and behaviors.
• Explain how leaders use 360-degree feedback to improve their performance.
• Describe the autocratic and participative leadership styles.
• Present the case for the entrepreneurial style of leadership and for gender differences in

leadership style.
• Determine how to choose the most appropriate leadership style.

Leadership Behaviours
For leadership to occur, traits and skills must be transformed into behavior or actions and
consistent behaviours or actions, as seen by others, represent a leader’s style.

THE CLASSIC DIMENSIONS OF CONSIDERATION AND
INITIATING STRUCTURE
The Ohio State studies developed questionnaires about leaders that included self-
assessments and assessments by subordinates. This research became the foundation for
most of the future research about leadership behaviour, attitudes and styles. Two
dimensions (as identified by factor analysis) accounted for 85 percent of the variance in
descriptions of leadership behaviour.

Consideration is the degree to which the leader creates an environment of emotional
support, warmth, friendliness and trust. Leaders who score high on the consideration factor
typically are friendly, trustful, earn respect and have a warm relationship. Making
connections with people is part of consideration.

Initiating structure is the degree to which the leader organizes and defines relationships in
the group by activities such as assigning specific tasks, specifying procedures to be
followed, scheduling work and clarifying expectations with team members.

An important output of the research on initiating structure and consideration was to
categorize leaders with respect to how much emphasis they place on the two dimensions.

Combining Initiating Structure & Consideration
Both dimensions do contribute to an understanding of leadership because both are related
to leadership outcomes such as satisfaction and performance.



Consideration – satisfaction of group members and the leader; worker motivation; leader
effectiveness
Initiating Structure – job, group and organization performance

Source: DuBrin A J (2013) Leadership (7th Ed) South-Western Cenage Learning, Ohio, p109

Task-Related Attitudes and Behaviour
Here the focus is more on the task to be performed than on the interpersonal aspects of
leadership:
Adaptability to the situation, choosing a tactic based on the unique circumstances at hand
(the contingency approach).
Direction setting that creates vision and strategies and sets the direction of change.
High-performance standards increase productivity.
Concentrating on strengths of followers rather than concentrating on the effort of patching up
areas for improvement. The effective leader helps people improve, yet still capitalizes on
strengths.
Risk-taking with execution of plans brings about constructive change. The leader must take
risks and be willing to implement these risky decisions.
Hands-on guidance and feedback helps the group accomplish important tasks, and at the
same time group members learn important skills. Too much guidance, however, can lead to
poor delegation and micromanagement.
Ability to ask tough questions that makes a person or group stop and think about why they
are doing or not doing something.
Organising for collaborative behaviour is on the borderline between a task orientation and a
relationship orientation. The task focus is on ensuring that information sharing takes place,
whereas the relationship focus is on ensuring that group members must work collaboratively
with each other.

Relationship-Oriented Attitudes & Behaviour
Leadership involves influencing people, so it follows that many effective leadership attitudes,
behaviours, and practices deal with interpersonal relationships:

Aligning people in to a state of pulling together, working together smoothly toward a higher
purpose. Mobilization is easier with an agreed-upon mission.
Openness to worker opinions is a set of leader behaviours particularly relevant to
subordinates’ motivation to voice their opinion. Being open to worker opinions is part of the
consideration dimension and also central to participative leadership.
Creating inspiration and visibility builds enthusiasm about projects and assignments. Being
visible and available facilitates inspiration.



Satisfying higher-level needs energizes people by satisfying needs for achievement, a sense
of belonging, recognition, self-esteem and a feeling of control over one’s life.
Giving emotional support and encouragement toward team members usually increases
leadership effectiveness.
Promoting principles and values is a major part of a top leader’s role and helps contribute to
the welfare of individuals and the organisation. What constitutes the right values depends on
the leader’s core beliefs.
Being a servant leader is to serve others by working on their behalf to help them achieve
their goals, not the leader’s own goals. A servant leader is a moral leader. Key aspects of
servant leadership include the following:
a. Place service before self-interest.
b. Listen first to express confidence in others.
c. Inspire trust by being trustworthy.
d. Focus on what is feasible to accomplish.
e. Lend a hand.
f. Provide emotional healing.

360-Degree Feedback -- Multi-Source, Multi-Rater
Many leaders solicit systematic feedback to improve their leadership behaviour and
attitudes. 360-degree feedback is a formal evaluation of superiors based on input from
people who work for and with them, sometimes including customers and suppliers. 360-
degree feedback is most frequently used for leadership and management development to
illicit qualitative comments. Coaching can be used to help a person benefit from critical
feedback and place it in perspective. 360-degree feedback is beneficial when the feedback
connects to an organisation’s business goals and strategy, feedback reflects leadership
functioning, workers have been trained on giving and receiving feedback, action plans for
improvement are implemented and individual leader has ownership of the feedback
received.

Leadership Styles
A leader’s behaviour begins to reveal a consistent, regular and predictable pattern of dealing
with group members. This consistency then reveals a pattern of behaviour, which
characterizes the leader’s actions into one of three styles: Participative (Consultative –
Consensus – Democratic), Autocratic and Entrepreneurial. Most classifications of
leadership style are based on the dimensions of initiating structure and consideration.

Participative Leadership
This is when there is a sharing of decision making with group members. Participative
leadership encompasses the team approach as leaders accept suggestions from group
members related to managing the operation. The participative leadership style is well suited
to managing competent people who want to get involved in making decisions and giving
feedback to management. However, the style is often time-consuming.

Participative leadership can be divided into three subtypes:
Consultative
Leaders confer with group members before making a decision but the leader retains the final
authority to make decisions.
Consensus
Leaders strive for consensus in discussions and decisions are made reflecting a general
agreement that group members support.



Democratic
Leaders confer final authority to group members.  This leadership style can be time-
consuming and does result in reducing the power of the leader. Democratic leadership can
sometimes develop into a laissez-faire leadership style, which has been known to create role
ambiguity for some workers.

Autocratic Leadership
Leaders retain authority and make all decisions assuming group members will comply but
does not necessarily imply the leader is impulsive or stubborn. This style is considered task-
oriented as the leader’s focus is on getting tasks accomplished. Typical behaviors include
telling, asserting and serving which is effective in certain situations.

Leadership GridTM

The Leadership Grid is a framework for simultaneously specifying concern for production
and concern for the people dimensions of leadership. The manager should use principles of
human behaviour to size up the situation. Grid styles are based on the extent of a person’s
concern for production and people:
Authority - Compliance, Controlling (Direct & Dominate) (9,1)
Country Club Management - Accommodating (Yield & Comply) (1,9)
Impoverished Management - Indifferent (Evade & Elude) (1,1)
Middle-of-the-Road Management - Status Quo (Balance & Compromise) (5,5)
Team Management - Sound (Contribute & Commit) (9,9)

Two other styles are Paternalistic (Prescribe & Guide), and Opportunistic (Exploit &
Manipulate). In both styles, the leader attempts to take advantage of people.
The ideal position is the 9,9 orientation, which integrates concern for production and concern
for people. This sound management style usually results in improved performance, low
absenteeism and turnover and high employee satisfaction.

Entrepreneurial Leadership
A general picture emerges of a task-oriented and charismatic leader, and there are some
traits and behaviours characteristic of entrepreneurs:

Strong achievement drive and sensible risk taking
High degree of enthusiasm and creativity
Tendency to act quickly when opportunity arises
Constant hurry combined with impatience
Visionary perspective combined with tenacity
Dislike of hierarchy and bureaucracy
Preference for dealing with external customers
Eye on the future

Gender Differences in Leadership Styles
Women are more likely to exhibit higher levels of people skills than men AND consequently
men and women have different leadership styles. Several researchers and observers argue
that women have certain acquired traits and behaviours that suit them for relations-oriented
leadership. Consequently, women leaders frequently exhibit a cooperative, empowering
style that includes the nurturing of team members. The other facet of this stereotype is that
men are inclined toward a command-and-control, militaristic leadership style. However, this
naturally draws criticism and controversy due to the insufficient evidence to draw decisive
conclusions. The individual differences among women and men are probably far more
important than any relatively small overall average difference between the two gender
groups.



Selecting the Best Leadership Style
There is no one best or most effective leadership style. Leaders who get the best results do
not rely on one style. Effective leaders need to focus on BOTH structuring the work (task
behaviors) AND supporting and developing good interpersonal relationships with and among
group members (relationship behaviors).

Effective leaders may use several different styles in any one week such as being autocratic
in some situations and democratic in others. The cultural setting must also be considered.
The organizational culture also influences which leadership style will be effective, such as a
collaborative culture calling for a more consensus style of leadership.

Summary
The following statement about selecting a leadership style still holds true today: “The most
effective leaders appear to exhibit a degree of versatility and flexibility that enable them to
adapt their behaviour to the changing and contradictory demands made on them.”

A leader should diagnose the situation and then choose the appropriate leadership style to
match.


