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Adapted from Emergency Field Coordinators Training


Nutrition Cluster Coordination Training

Leadership Style Questionnaire
Instructions - Think of a group or organisation in which you are a member.  Visualise yourself in charge of a group discussion.  As you lead the group, the following six problems arise. Read the first problem and possible solutions.  Choose the best of the possible solutions and circle the letter, which matches that solution.  Keep in mind that you are in charge of group discussion for a particular group. 

1.
Your group is having trouble getting started.  You have tried to make everyone feel comfortable.  You have allowed time to get acquainted.  Everyone seems interested and cooperative, but reluctant to speak up. 

a.
Wait until they're ready to speak up. 

b.
Suggest that the group vote on what to do next. 

c.
Allocate specific assignments to different people and help them complete their assignments. 

2.   The group is operating extremely well.  Members get along well with each other.  Discussion is lively.  Everyone is contributing to the group.  You want to ensure that this continues. 

a.
Reduce your leadership. Let group members lead the group as much as possible. 

b.
Be sure agreement is reached on each point before proceeding. 

c.
Keep the group firmly under your control or the group will lose its momentum. 

3.
The group has been very productive.  Two or three members have done most of the talking and all of the work.  Everyone seems happy, but you would like to make some changes so that more members will get involved. 

a. Tell it like it is.  Outline the changes and see that they are made.

b. Propose the changes.  Explain why they are needed, then let the group decide what will be done. 

c. Don't do anything that might threaten group productivity. 

4.
The group is working well and relations among members are very positive.  You feel somewhat unsure about your lack of direction of the group. 

a. Leave the group alone. 

b. Slowly assert yourself to give the group more direction. 

c. Ask the group if you should provide more direction, then comply with their wishes. 

5.
The group was going great, but now it is falling apart.  Members are beginning to argue.  It is hard to stay on the subject.  Someone has just suggested that maybe the group should take a break for two or three months. 

a. Let everyone have their say.  Don't get involved. 

b. Take a vote on the suggested break. 

c. Propose a new course of action for the group.  If no one strongly disagrees, allocate assignments and see that they are carried out. 

6.
Your group has completed an excellent discussion on a topic they chose, but no one wants to take any action on what to consider next although several topics would be appropriate. 

a. Suggest that the group move on to another topic.  If no one disagrees, list possible topics. 

b. Choose an activity for the group and allocate assignments. 

c. Just keep quiet until the group arrives at a decision. 

Scoring Your Leadership Style Tendencies

Each of the three possible solutions to each problem corresponds to one of the three styles of leadership:

	Problem
	Directive
	Participative
	Delegative

	1
	C
	B
	A

	2
	C
	B
	A

	3
	A
	B
	C

	4
	B
	C
	A

	5
	C
	B
	A

	6
	B
	A
	C


Assessing Your Results and Your Leadership Style Tendencies

In problem 1, the group needs direction.  Voting would not be useful.  A delegative approach might work in the long run, but would be frustrating in the short term.  (c) is the best solution. 

In problem 2, there is no problem.  "If it isn't broke, don't fix it!" (a) is the best solution. 

In 3, the group is productive, but not everyone is contributing.  The group needs help but a directive approach (a) might cause a rebellion.  Delegative (c) style would not get the quiet members involved.  Go with (b). 

Problem 4 is similar to 2.  The group is working well.  Resist the temptation to take action when none is needed.  Try (a). 

In problem 5, the group was all right, but now it is not.  Leadership is required.  Delegative (a) leadership will only worsen the situation.  If you vote (b), frustration may get in the way of reason.  Directive leadership (c) is the best bet. 

In 6, participative leadership (a) is called for.  A directive (b) approach would oppose the group's stated position.  Since the group is at a stalemate, solution (c), the delegative style, would not help. 

How to Interpret this Exercise

The answers given above suggest the correct leadership style given the situation portrayed in each statement.   However, if you answered differently, don’t worry.  You may have interpreted the problems in a different way than was intended.  You may not be wrong at all.  

But if you chose mostly "directive" solutions, or mostly “participative”, or mostly “delegative”, take care: you may need to work harder on developing the other two styles.  An effective leader will develop their skills at each style and learn to use all three styles when necessary.  

Caution!!  The purposes of this exercise are to:

· point out three leadership styles

· reflect your tendencies in a specific situation

· highlight the need for practicing “situational leadership”. 

This exercise is not sophisticated enough to categorise your leadership style.  Please don't look at the results this way. 

LEADERSHIP STYLES

[Background Reading]

Introduction & Definition

Most leaders think very little about their own leadership style.  They "do what comes naturally" when leadership is needed. If they are successful leaders, their instincts usually serve them well.  To develop your leadership ability, however, you need to be more aware of how you lead.

A leader is someone who influences others.  We all have an image of a leader. It can be described by such words as intelligent, courageous, persuasive, skilful, and powerful.  You may have heard the myth that “Leaders are Born, Not Made!”  However, numerous leadership studies and programs have shown that individuals with a desire to do so, can take steps to learn, practice and improve their leadership capabilities and develop into leaders.

In this course, our working definition for leadership is the following: Leadership refers to the initiative or ability of a person (or group) to mobilize &/or influence internal and/or external stakeholders to achieve desired results.

Teamwork -- A leader cannot achieve success alone.  The old notion that a leader is "the top of the pyramid" is false.  An effective leader is involved and in touch with group members.  He/she enables them to act by providing technical assistance, emotional support and vision.  Effective leaders insist on the support and assistance of those affected by the project.  They think in terms of "we" not "I."

Visioning -- A leader also develops a vision of the organization's future. It is important to communicate this vision to members of the group, allowing them to respond and become part of the visioning process. You should build a vision with others. Visioning is a collaborative effort! Your group will grow and prosper by building commitment to a vision or dream that is shared by all. Telling others outside of the organization about the vision is important to the process of developing your own commitment to it.

Risk Taking -- A leader is a risk taker and an innovator. New ideas may come from you, from others in the organization, or from the community. A leader should recognize good ideas, actively support them, and encourage action. One may call them early adapters of innovation.  Just think of the first time you played baseball. You probably were not perfect at hitting the ball or running the bases. Leaders are learners and must be able to learn from their mistakes as well as their successes. So must they encourage their group members and support them through their mistakes. Without mistakes, there is no learning or growth.  All changes and innovations involve risk and challenge.

Recognition & Encouragement -- An effective leader must take the time to recognize and reward people for what they've done. Individuals may become tired, bored or frustrated with a particular task or goal. They are often tempted to give up. A leader must provide the encouragement to motivate members to carry on.  Recognition comes in many forms; it may be given to individuals or to groups. It may be as simple as a word of encouragement: "You did a great job, thanks." Whatever the method, give credit and praise when and where it is due. And do not forget to reward yourself. Celebrate once a goal or milestone has been reached.  Showing a genuine concern and respect for your work, your people and your community may be the best strategy in reaching your goal of outstanding leadership.

Leadership Styles -- Most writing on leadership deals with three styles of leaders.  These three styles are called by different names; characteristics of each are included below.  Each column represents the different names used.

	Directive
	Participative
	Delegative

	Initiates task

Direct others

Decisive
	Democratic

Initiates process or discussion

Involves others

Facilitates consensus building & decision- making
	Lets others take ownership of the task

Group makes decisions

Uses expertise of others


When a leader is directive, that leader initiates action, structures activities, motivates others, delegates responsibility, and praises or reprimands subordinates.  A participative leader gets results by leading discussions, asking questions to involve others, encouraging others to volunteer for responsibilities, confirming commitments, and asking for a vote to get a consensus decision or a majority decision.  A delegative leader refuses to make decisions for others, uses silence until someone in the group speaks out, gives non-verbal support [nods, smiles] to others who show positive leadership, and gradually fades out of a group when others in the group show an ability and a willingness to take over. 

Different situations require different styles of leadership.  A sudden change in the security situation can call for directive leadership to ensure immediate action is taken.  Deciding among several suggestions for organising a needs assessment calls for participative leadership, to ensure commitment to the process.  Setting up technical or working groups calls for delegative leadership – giving them clear responsibility and timeframes. 

Leadership will be most effective if a leader can look at a situation, decide what style of leadership is needed by the group and act accordingly.  When a leader is able to use each of the three leadership styles appropriately, we call that effective facilitator leadership.  A facilitator then may direct, use participative leadership or intentionally let the group provide its own leadership.  The style used will vary according to the leader's formal role within the group, the size of the group, skills and experience of group members, motivation and goals of group members.  It also depends on group maturity.  An effective facilitator leader will learn to quickly consider all of these factors and choose the best leadership style for the situation. 

Improving Facilitator Leadership Skills

If you would try to improve your facilitator leadership, try the following: 

Directive Leadership - Before you "take command" of a group, think  -   Does the group need directive leadership?  Are you the best person to direct?  Who in the group will compete with you for leadership?  How can you win that person's cooperation?  

If you are sure it is the right style – communicate clearly and openly;  explain the reasons for your actions;  motivate others by sharing the vision and benefits; allocate tasks fairly and recognising individuals' contributions; give positive feedback; follow up to ensure actions are carried out. When a decision you have made is wrong, admit it and reorganise. 

Participative Leadership -  Facilitation skills are key:  ask questions to get others involved especially the quieter members; use active listening; give clear direction on the process but encourage others contribute ideas;  use a variety of techniques for decision-making [consultation, majority voting, consensus, negotiation]; summarise agreements and commitments. 

Delegative Leadership – be aware of the capacity of all participants and delegate responsibility to match;  encourage the group(s) to make decisions for themselves, but ensure agreement on the vision and framework; have clear reporting lines and times;    

In summary, a "Facilitator" Leader assesses the situation and chooses an appropriate leadership style: 

	Directive
	Participative
	Delegative

	Initiates

Structures

Motivates

Delegates tasks

Gives direct feedback
	Asks questions to involve others 

Leads discussion


Tests to see if consensus exists

Encourages others to take responsibility

	Delegates responsibility

Uses silence and non-verbal support 

Encourages the group or sub-groups to make decisions 

Uses the knowledge, skills and experience of all group members
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