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• Interactive Lecture 
• Activity  
• Present and discuss 
• Reflective exercise 
• Q&A

Today’s class



• What are leadership styles? 
• Is leadership style a function of personality? 
• What are the situations that a leader might 

encounter? 
• What are the emotional intelligence 

competencies required for a successful leader?

Motivating questions



• What do effective leaders do? 
• A cottage industry: 
•  “leadership experts”: advice based on 

inference, experience, and instinct 
• Quantitative research based 

Effective Leadership_what do we know



• Data 
• A random sample of 3871 executives among more 

than 20,000 executives worldwide 
• Findings 
• Six distinct leadership styles 
• Each has a direct impact on the working 

atmosphere 
• Most successful leaders use most of them depending 

on the business situation. 

Research on effective leadership (Hay/McBer)



Six styles

• The coercive  

• “Do what I say”  

• The authoritarian  

• “Come with me”. States 
the overall goal but gives 
people the freedom to 
choose their own means  

• The affiliative  

• “People come first” 
attitude.  

• The democratic 

• giving workers a voice in 
decisions 

• The pacesetting  

• Sets high performance 
standards and 
exemplifies them himself  

• The coaching  

• focuses more on personal 
development than on 
immediate work-related 
tasks. 



• Which style do you think is the most effective? 
• Examples: your own experience 
• Pros and Cons



• Organizational climate 
• Psychologists George Litwin and Richard Stringer and later refined by McClelland 

and his colleagues 
• It refers to six key factors that influence an organization’s working environment 

• flexibility: how free employees feel to innovate unencumbered by red tape 
• The sense of responsibility to the organization 
• the level of standards that people set 
• the sense of accuracy about performance feedback and aptness of rewards 
• the clarity people have about mission and values 
• the level of commitment to a common purpose.  

•

Measure leadership’s impact 



• How important is the organisational climate/working atmosphere 
• What do you care the most  

•  flexibility: how free employees feel to innovate 
unencumbered by red tape 
• The sense of responsibility to the organization 
• the level of standards that people set 
• the sense of accuracy about performance feedback and 

aptness of rewards 
• the clarity people have about mission and values 
• the level of commitment to a common purpose.



  
•drivers of climate, or working atmosphere 

•for instance, if we look at the climate driver of flexibility, we see that the coercive style has a -.28 
correlation while the democratic style has a .28 correlation, equally strong in the opposite direction. 
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into a grand, shared mission. Such a loss,
measured in terms of diminished clarity and
commitment, leaves people alienated from
their own jobs, wondering, “How does any of
this matter?”

Given the impact of the coercive style, you
might assume it should never be applied. Our
research, however, uncovered a few occasions
when it worked masterfully. Take the case of a
division president who was brought in to
change the direction of a food company that
was losing money. His first act was to have the
executive conference room demolished. To him,
the room—with its long marble table that looked
like “the deck of the Starship Enterprise”—
symbolized the tradition-bound formality that
was paralyzing the company. The destruction
of the room, and the subsequent move to a
smaller, more informal setting, sent a message
no one could miss, and the division’s culture
changed quickly in its wake.

That said, the coercive style should be used
only with extreme caution and in the few situa-
tions when it is absolutely imperative, such as

during a turnaround or when a hostile take-
over is looming. In those cases, the coercive
style can break failed business habits and shock
people into new ways of working. It is always
appropriate during a genuine emergency, like
in the aftermath of an earthquake or a fire.
And it can work with problem employees with
whom all else has failed. But if a leader relies
solely on this style or continues to use it once
the emergency passes, the long-term impact of
his insensitivity to the morale and feelings of
those he leads will be ruinous.

The Authoritative Style. Tom was the vice
president of marketing at a floundering na-
tional restaurant chain that specialized in
pizza. Needless to say, the company’s poor
performance troubled the senior managers,
but they were at a loss for what to do. Every
Monday, they met to review recent sales,
struggling to come up with fixes. To Tom, the
approach didn’t make sense. “We were al-
ways trying to figure out why our sales were
down last week. We had the whole company
looking backward instead of figuring out

 

Getting Molecular: The Impact of Leadership Styles on Drivers of Climate

 

Our research investigated how each leadership style affected the six 
drivers of climate, or working atmosphere. The figures below show 
the correlation between each leadership style and each aspect of cli-
mate. So, for instance, if we look at the climate driver of flexibility, we 
see that the coercive style has a -.28 correlation while the democratic 
style has a .28 correlation, equally strong in the opposite direction. 
Focusing on the authoritative leadership style, we find that it has a .54 
correlation with rewards—strongly positive—and a .21 correlation with 
responsibility—positive, but not as strong. In other words, the style’s 

correlation with rewards was more than twice that with responsibility.
According to the data, the authoritative leadership style has the most 

positive effect on climate, but three others—affiliative, democratic, and 
coaching—follow close behind. That said, the research indicates that 
no style should be relied on exclusively, and all have at least short-term 
uses.

Flexibility

Responsibility

Standards

Rewards

Clarity

Commitment

Overall impact
on climate

Coercive

-. 28

-. 37

. 02

-. 18

-. 11

-. 13

-. 26

Authoritative

. 32

. 21

. 38

. 54

. 44

. 35

.54

Affiliative

. 27

. 16

. 31

. 48

. 37

. 34

.46

Democratic

. 28

. 23

. 22

. 42

. 35

. 26

.43

Pacesetting

-. 07

. 04

-. 27

-. 29

-. 28

-. 20

-. 25

Coaching

. 17

. 08

. 39

. 43

. 38

. 27

.42
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The impact of leadership styles on drivers of climate



• “I can’t use all those styles. It wouldn’t be 
natural.”  
• You can! 
• What leadership styles are you lacking? 
• Write these down

How to expand your repertoire



• First, identify the leadership styles you are 
lacking 
• Then, understand which emotional intelligence 

competencies underlie the leadership styles you 
are lacking. 
• Finally, work on these EQs

Steps



The leadership style at a glance
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think is most effective.
As for a sense of recognition and reward for

work well done, the affiliative leader offers
ample positive feedback. Such feedback has
special potency in the workplace because it is
all too rare: outside of an annual review, most
people usually get no feedback on their day-to-
day efforts—or only negative feedback. That
makes the affiliative leader’s positive words all
the more motivating. Finally, affiliative lead-
ers are masters at building a sense of belong-
ing. They are, for instance, likely to take their
direct reports out for a meal or a drink, one-on-
one, to see how they’re doing. They will bring
in a cake to celebrate a group accomplishment.
They are natural relationship builders.

Joe Torre, the heart and soul of the New
York Yankees, is a classic affiliative leader. Dur-
ing the 1999 World Series, Torre tended ably to
the psyches of his players as they endured the
emotional pressure cooker of a pennant race.
All season long, he made a special point to
praise Scott Brosius, whose father had died
during the season, for staying committed even
as he mourned. At the celebration party after
the team’s final game, Torre specifically sought
out right fielder Paul O’Neill. Although he had
received the news of his father’s death that
morning, O’Neill chose to play in the decisive
game—and he burst into tears the moment it
ended. Torre made a point of acknowledging
O’Neill’s personal struggle, calling him a “war-
rior.” Torre also used the spotlight of the vic-

tory celebration to praise two players whose re-
turn the following year was threatened by
contract disputes. In doing so, he sent a clear
message to the team and to the club’s owner
that he valued the players immensely—too
much to lose them.

Along with ministering to the emotions of
his people, an affiliative leader may also tend
to his own emotions openly. The year Torre’s
brother was near death awaiting a heart trans-
plant, he shared his worries with his players.
He also spoke candidly with the team about
his treatment for prostate cancer.

The affiliative style’s generally positive im-
pact makes it a good all-weather approach, but
leaders should employ it particularly when try-
ing to build team harmony, increase morale,
improve communication, or repair broken
trust. For instance, one executive in our study
was hired to replace a ruthless team leader.
The former leader had taken credit for his em-
ployees’ work and had attempted to pit them
against one another. His efforts ultimately
failed, but the team he left behind was suspi-
cious and weary. The new executive managed
to mend the situation by unstintingly showing
emotional honesty and rebuilding ties. Several
months in, her leadership had created a re-
newed sense of commitment and energy.

Despite its benefits, the affiliative style
should not be used alone. Its exclusive focus
on praise can allow poor performance to go
uncorrected; employees may perceive that

The leader’s modus operandi

The style in a phrase

Underlying emotional
intelligence competencies

When the style works best

Overall impact on climate

Coercive 

Demands immediate
compliance

“Do what I tell you.”

Drive to achieve, initiative,
self-control

In a crisis, to kick start a
turnaround, or with problem
employees

Negative

Authoritative

Mobilizes people 
toward a vision

“Come with me.”

Self-confidence, empathy,
change catalyst

When changes require a 
new vision, or when a clear
direction is needed

Most strongly positive

Our research found 
that leaders use six 
styles,each springing
from different compo-
nents of emotional 
intelligence.Here is a
summary of the styles,
their origin,when they
work best,and their 
impact on an organiza-
tion’s climate and thus 
its performance.

The Six Leadership Styles at a Glance
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The leadership styles at a glance (cont.)
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mediocrity is tolerated. And because affilia-
tive leaders rarely offer constructive advice
on how to improve, employees must figure
out how to do so on their own. When people
need clear directives to navigate through
complex challenges, the affiliative style
leaves them rudderless. Indeed, if overly re-
lied on, this style can actually steer a group
to failure. Perhaps that is why many affilia-
tive leaders, including Torre, use this style in
close conjunction with the authoritative
style. Authoritative leaders state a vision, set
standards, and let people know how their
work is furthering the group’s goals. Alter-
nate that with the caring, nurturing ap-
proach of the affiliative leader, and you have
a potent combination.

The Democratic Style. Sister Mary ran a
Catholic school system in a large metropolitan
area. One of the schools—the only private
school in an impoverished neighborhood—
had been losing money for years, and the arch-
diocese could no longer afford to keep it open.
When Sister Mary eventually got the order to
shut it down, she didn’t just lock the doors.
She called a meeting of all the teachers and
staff at the school and explained to them the
details of the financial crisis—the first time
anyone working at the school had been in-
cluded in the business side of the institution.
She asked for their ideas on ways to keep the
school open and on how to handle the closing,
should it come to that. Sister Mary spent

much of her time at the meeting just listening.
She did the same at later meetings for

school parents and for the community and dur-
ing a successive series of meetings for the
school’s teachers and staff. After two months
of meetings, the consensus was clear: the
school would have to close. A plan was made
to transfer students to other schools in the
Catholic system.

The final outcome was no different than if
Sister Mary had gone ahead and closed the
school the day she was told to. But by allowing
the school’s constituents to reach that decision
collectively, Sister Mary received none of the
backlash that would have accompanied such a
move. People mourned the loss of the school,
but they understood its inevitability. Virtually
no one objected.

Compare that with the experiences of a
priest in our research who headed another
Catholic school. He, too, was told to shut it
down. And he did—by fiat. The result was di-
sastrous: parents filed lawsuits, teachers and
parents picketed, and local newspapers ran edi-
torials attacking his decision. It took a year to
resolve the disputes before he could finally go
ahead and close the school.

Sister Mary exemplifies the democratic
style in action—and its benefits. By spending
time getting people’s ideas and buy-in, a
leader builds trust, respect, and commitment.
By letting workers themselves have a say in
decisions that affect their goals and how they

Affiliative

Creates harmony and builds
emotional bonds

“People come first.”

Empathy, building
relationships, communication

To heal rifts in a team or 
to motivate people during
stressful circumstances

Positive

Democratic

Forges consensus through
participation

“What do you think?”

Collaboration, team
leadership, communication

To build buy-in or
consensus, or to get input
from valuable employees

Positive

Pacesetting

Sets high standards for
performance

“Do as I do, now.”

Conscientiousness, drive 
to achieve, initiative

To get quick results from 
a highly motivated and
competent team

Negative

Coaching

Develops people for the 
future

“Try this.”

Developing others, empathy,
self-awareness

To help an employee
improve performance or
develop long-term strengths

Positive
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• Coercive: drive to achieve, initiative, self-control 
• Authoritative: self-confidence, empathy, forward thinking  
• Affiliative: empathy, building relationship, 

communication  
• Democratic: collaboration, team leadership, 

communication  
• Pacesetting: drive to achieve, initiative, 

conscientiousness 
• Coaching: developing others, empathy, self-awareness  

Leadership styles and Emotional Intelligence



•Why does improving an emotional intelligence competence take 
months rather than days?  

•Thinking brain: learns technical skills and purely cognitive abilities, 
gains knowledge very quickly 

•Emotional brain: need repetition and practice.  

•Improving your emotional intelligence is akin to changing your habits.  

•The more often a behavioral sequence is repeated, the stronger the 
underlying brain circuits become. At some point, the new neural 
pathways become the brain’s default option.

The science of emotional intelligence



Emotional intelligence: a primer
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four of the six consistently have a positive ef-
fect on climate and results. Let’s look then at
each style of leadership in detail. (For a sum-
mary of the material that follows, see the
chart “The Six Leadership Styles at a Glance.”)

The Coercive Style. The computer company
was in crisis mode—its sales and profits were
falling, its stock was losing value precipitously,
and its shareholders were in an uproar. The
board brought in a new CEO with a reputation
as a turnaround artist. He set to work chop-
ping jobs, selling off divisions, and making the
tough decisions that should have been exe-
cuted years before. The company was saved, at
least in the short-term.

From the start, though, the CEO created a
reign of terror, bullying and demeaning his ex-
ecutives, roaring his displeasure at the slightest
misstep. The company’s top echelons were dec-
imated not just by his erratic firings but also by
defections. The CEO’s direct reports, fright-
ened by his tendency to blame the bearer of
bad news, stopped bringing him any news at
all. Morale was at an all-time low—a fact re-
flected in another downturn in the business

after the short-term recovery. The CEO was
eventually fired by the board of directors.

It’s easy to understand why of all the lead-
ership styles, the coercive one is the least ef-
fective in most situations. Consider what the
style does to an organization’s climate. Flexi-
bility is the hardest hit. The leader’s extreme
top-down decision making kills new ideas on
the vine. People feel so disrespected that they
think, “I won’t even bring my ideas up—
they’ll only be shot down.” Likewise, people’s
sense of responsibility evaporates: unable to
act on their own initiative, they lose their
sense of ownership and feel little accountabil-
ity for their performance. Some become so re-
sentful they adopt the attitude, “I’m not going
to help this bastard.”

Coercive leadership also has a damaging
effect on the rewards system. Most high-
performing workers are motivated by more
than money—they seek the satisfaction of
work well done. The coercive style erodes
such pride. And finally, the style undermines
one of the leader’s prime tools—motivating
people by showing them how their job fits

Self-Management
? Self-control: the ability to 

keep disruptive emotions
and impulses under control.

? Trustworthiness: a 
consistent display of 
honesty and integrity.

? Conscientiousness: the abili-
ty to manage yourself and
your responsibilities.

? Adaptability: skill at adjust-
ing to changing situations
and overcoming obstacles.

? Achievement orientation:
the drive to meet an inter-
nal standard of excellence.

? Initiative: a readiness to 
seize opportunities.

Self-Awareness
? Emotional self-awareness:

the ability to read and
understand your emo-
tions as well as recognize
their impact on work
performance, relation-
ships, and the like.

? Accurate self-assessment:
a realistic evaluation 
of your strengths and
limitations.

? Self-confidence: a strong
and positive sense of 
self-worth. 

Emotional Intelligence: A Primer
Emotional intelligence – the ability to manage ourselves and our relationships effectively –
consists of four fundamental capabilities: self-awareness, self-management, social awareness,
and social skill. Each capability, in turn, is composed of specific sets of competencies. Below
is a list of the capabilities and their corresponding traits.

Social Awareness
? Empathy: skill at sensing 

other people’s emotions, 
understanding their 
perspective, and taking 
an active interest in their 
concerns.

? Organizational awareness:
the ability to read the 
currents of organizational
life, build decision net-
works, and navigate 
politics.

? Service orientation: the 
ability to recognize and 
meet customers’ needs.

Social Skill
? Visionary leadership: the ability to take charge

and inspire with a compelling vision.

? Influence: the ability to wield a range of 
persuasive tactics.

? Developing others: the propensity to bolster 
the abilities of others through feedback 
and guidance.

? Communication: skill at listening and at sending
clear, convincing, and well-tuned messages.

? Change catalyst: proficiency in initiating new
ideas and leading people in a new direction.

? Conflict management: the ability to de-escalate
disagreements and orchestrate resolutions.

? Building bonds: proficiency at cultivating and
maintaining a web of relationships.

? Teamwork and collaboration: competence at 
promoting cooperation and building teams.
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• EQ can be learned at any age 
• Takes practice and commitment 
• Others might be of help: friends, families, professional coaches 

etc.  
• Work out a plan to turn day-to-day life into a learning laboratory  

• E.g.  problem: tend to tune out others in crisis.  
• Practice:  as soon as feel tensing up, immediately step back, 

let the other person speak, and then ask clarifying questions.  
• Review progress

Growing your emotional intelligence



• Hand out the cases  
• Discuss what style, pros and cons

Activity 



The computer company was in crisis mode—its sales and profits were falling, its stock was 
losing value precipitously, and its shareholders were in an uproar. The board brought in a new 
CEO with a reputation as a turnaround artist. He set to work chopping jobs, selling off 
divisions, and making the tough decisions that should have been executed years before. The 
company was saved, at least in the short-term. 

From the start, though, the CEO created a reign of terror, bullying and demeaning his 
executives, roaring his displeasure at the slightest misstep. The company’s top echelons were 
decimated not just by his erratic firings but also by defections. The CEO’s direct reports, 
frightened by his tendency to blame the bearer of bad news, stopped bringing him any news 
at all. Morale was at an all-time low—a fact reflected in another downturn in the business 
after the short-term recovery. The CEO was eventually fired by the board of directors. 

What style_A CEO in a computer company



Tom was the vice president of marketing at a floundering national restaurant chain that specialized in pizza. 
Needless to say, the company’s poor performance troubled the senior managers, but they were at a loss for what 
to do. Every Monday, they met to review recent sales, struggling to come up with fixes. 
To Tom, the approach didn’t make sense. “We were always trying to figure out why our sales were down last 
week. We had the whole company looking backward instead of figuring out what we had to do tomorrow.” Tom 
saw an opportunity to change people’s way of thinking at an off-site strategy meeting. There, the conversation 
began with stale truisms: the company had to drive up shareholder wealth and increase return on assets. Tom 
believed those concepts didn’t have the power to inspire a restaurant manager to be innovative or to do better 
than a good-enough job. 
So Tom made a bold move. In the middle of a meeting, he made an impassioned plea for his colleagues to think 
from the customer’s perspective. Customers want convenience, he said. The company was not in the restaurant 
business, it was in the business of distributing high- quality, convenient-to-get pizza. That notion— and nothing 
else—should drive everything the company did. 
With his  vibrant  enthusiasm and clear vision,  Tom filled a leadership vacuum at  the company. Indeed,  his 
concept  became  the  core  of  the  new  mission  statement.  But  this  conceptual  breakthrough  was  just  the 
beginning. Tom made sure that the mission statement was built into the company’s strategic planning process as 
the  designated  driver  of  growth.  And  he  ensured  that  the  vision  was  articulated  so  that  local  restaurant 
managers  understood they  were  the  key  to  the  company’s  success  and were  free  to  find new ways  to 
distribute pizza. 

What style_Restaurant manager Tom



During the 1999 World Series, Torre tended ably to the psyches of his players as they endured 
the emotional pressure cooker of a pennant race. All season long, he made a special point to 
praise Scott Brosius, whose father had died during the season, for staying committed even as 
he mourned. At the celebration party after the team’s final game, Torre specifically sought out 
right fielder Paul O’Neill. Although he had received the news of his father’s death that 
morning, O’Neill chose to play in the decisive game—and he burst into tears the moment it 
ended. Torre made a point of acknowledging O’Neill’s personal struggle, calling him a 
“warrior.” Torre also used the spotlight of the victory celebration to praise two players whose 
return the following year was threatened by contract disputes. In doing so, he sent a clear 
message to the team and to the club’s owner that he valued the players immensely—too much 
to lose them. 
The year Torre’s brother was near death awaiting a heart transplant, he shared his worries with 
his players. He also spoke candidly with the team about his treatment for prostate cancer. 

What style_Joe Torre, the heart and soul of the Yankees



Sister Mary ran a Catholic school system in a large metropolitan area. One of the schools—the only 
private school in an impoverished neighborhood— had been losing money for years, and the arch- 
diocese could no longer afford to keep it open. When Sister Mary eventually got the order to shut it 
down, she didn’t just lock the doors. She called a meeting of all the teachers and staff at the school 
and explained to them the details of the financial crisis—the first time anyone working at the school 
had been included in the business side of the institution. She asked for their ideas on ways to keep 
the school open and on how to handle the closing, should it come to that. Sister Mary spent much of 
her time at the meeting just listening. She did the same at later meetings for school parents and for 
the community and during a successive series of meetings for the school’s teachers and staff. After 
two months of meetings, the consensus was clear: the school would have to close. A plan was made 
to transfer students to other schools in the Catholic system.
 
By allowing the school’s constituents to reach that decision collectively, Sister Mary received none 
of the backlash that would have accompanied such a move. People mourned the loss of the school, 
but they understood its inevitability. Virtually no one objected. 

What style_Story of Sister Mary



Sam is a biochemist in R&D at a large pharmaceutical company. Sam’s superb technical expertise 
made him an early star: he was the one everyone turned to when they needed help. Soon he was 
promoted to head of a team developing a new product. The other scientists on the team were as 
competent and self-motivated as Sam; his métier as team leader became offering himself as a 
model of how to do first-class scientific work under tremendous deadline pressure, pitch- ing in 
when needed. His team completed its task in record time. 
But then came a new assignment: Sam was put in charge of R&D for his entire division. As his 
tasks expanded and he had to articulate a vision, coordinate projects, delegate responsibility, and 
help develop others, Sam began to slip. Not trusting that his subordinates were as capable as he 
was, he became a micromanager, obsessed with details and taking over for others when their 
performance slackened. Instead of trusting them to improve with guidance and development, Sam 
found himself working nights and weekends after stepping in to take over for the head of a 
floundering research team. Finally, his own boss suggested, to his relief, that he return to his old 
job as head of a product development team. 

What style_Biochemist Sam



A product  unit  at  a  global  computer  company had  seen  sales  plummet  from twice  as  much  as  its 
competitors to only half as much. So Lawrence, the president of the manufacturing division, decided to 
close the unit  and reassign its people and products.  Upon hearing the news, James, the head of the 
doomed unit, decided to go over his boss’s head and plead his case to the CEO. 
Instead of blowing up at James, he sat down with his rebellious direct report and talked over not just the 
decision to close the division but also James’s future. He explained to James how moving to another 
division would help him develop new skills. It would make him a better leader and teach him more about 
the company’s business. 
Lawrence acted more like a counselor than a traditional boss. He listened to James’s concerns and hopes, 
and he shared his own. He said he believed James had grown stale in his current job; it was, after all, the 
only place he’d worked in the company. He predicted that James would blossom in a new role. 
The conversation then took a practical turn. James had not yet had his meeting with the CEO—the one 
he had impetuously demanded when he heard of his division’s closing. Knowing this—and also knowing 
that the CEO un- waveringly supported the closing—Lawrence took the time to coach James on how to 
present his case in that meeting. “You don’t get an audience with the CEO very often,” he noted, “let’s 
make sure you impress him with your thoughtfulness.” He advised James not to plead his personal case 
but to focus on the business unit: “If he thinks you’re in there for your own glory, he’ll throw you out 
faster than you walked through the door.” And he urged him to put his ideas in writing; the CEO always 
appreciated that. 

What style_ What did Lawrence do? 


