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Leadership Styles 

	Purpose

This lesson explains the three different leadership styles.


Introduction

Style of leadership is the manner in which you go about communicating with those whom you lead. There are many things to be taken into account when determining what style of leadership is appropriate for a given situation. You must determine what is called for in the situation and what types of communications are possible, or necessary. You also must consider the capabilities of those whom you are leading and the con​straints of time. Knowledge of the geography, the political atmosphere, and the general mood of the populace will also be factors in your leader​ship style and decision making process. The three leadership styles that will be discussed are the authoritarian, the participative, and the delegative leadership styles.

Different situations call for different leadership actions or styles. As an MCJROTC cadet, you will face a variety of different situations that will require you to make a decision about the leadership style that is most appropriate. Therefore, it is important that you understand all three leadership styles.

Authoritarian Leadership Style

A leader displays the authoritarian leadership style when subordinates are told what is to be done and how it is to be done without the leader consulting others for advice or ideas. This style is quite often appropriate for situations involving the military. In using the authoritarian leadership style, one should remember that it is not necessary to be loud or abusive. There is no need to demean or belittle a subordinate in order to establish authority.

Occasions when the situation at hand will not allow sufficient time for the participation of others in the decision making process, may require the leader to use the authoritarian leadership style. In times such as these, it will be necessary for the leader to make a decision quickly and firmly. On the other hand, a situation calling for the authoritarian leadership style may be one where the task at hand simply does not require input from others. Often, it is a situation where there is much at stake and little room for error.

For example, such a situation can occur in a football game. If a team is behind by six points with only two minutes to play and the ball is on their own twenty yard line, some decisions need to be made quickly. Whether it is the coach or the quarterback that is calling the plays, there is little time for consultation or discussion concerning the play that should be called. There is also little room for error. For these reasons, the person making the decisions must act quickly and decisively.

In the Marine Corps, situations arise in which the authoritarian leadership style is the best style to use. Just as in a football game, there are moments when there is little time to accomplish the game plan. For example, it might be necessary for a Marine to replace supplies that have been delayed due to inclement weather; or, in a combat situation, a Marine might have to make advances against the enemy who is inflicting heavy casualties. In these situations, action must be quick and decisive.

It is necessary to see that situations such as these do not create morale problems. In a situation involving the lack of supplies, morale can become a problem. The supplies might be food, weapons, ammunition, or fuel. All are essential to a smoothly functioning military unit. The combat situation speaks for itself. When lives are at stake, action must always be swift and decisive.

As a MCJROTC leader, you may at times find it necessary to use the authoritarian leadership style. For example, you are the squad leader and your squad is participating in a drill competition. At the last minute, one of your squad members is unable to participate. You must decide who will replace the cadet in the competition.

A situation such as this requires that you act quickly. It is also necessary that you take into consideration as many factors as possible before making a decision. You should find out who is available and who is proficient at drill.
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The Follower

In an authoritarian situation, you must make sure that you understand your followers' capabilities. Again, football can be used as an illustration. In order for the person calling the plays in the last two minutes to make the best possible decision, that individual must be familiar with the players and their capabilities. If you know that your quarterback has a sore arm, you will have to go with medium range passes. If you have a running back with phenomenal speed, you might want to try to get the ball to him in the open field. Regardless of what play is called, if you do not know what your players are capable of, your chances of making a correct decision will be slim. This is not to say that if you do have all available information, you will make the best decision. It is to say that you will be in a position to do what is best for the team.

The example of the football team illustrates how important it is to know your followers in a unit. It is necessary that you know their abilities and backgrounds. You must be familiar with their knowledge of equipment and tactics. In this way, you will know which cadet is best suited for a specific task.

The Leader

You must also be aware of your own abilities and knowledge. The football coach has to understand that there is no time to develop new tactics or new plays, but he must apply what he knows. If he tries to create a play that is beyond his own and his players' understanding and capabilities, his chances of success are poor.

You, as a MCJROTC leader, must also be aware of your limits. There is no sense in attempting something that you know you are not capable of doing. This does not mean that whenever obstacles appear, you can pass the problem to someone else. It means that the most important thing for you to consider is the accomplishment of the task. If you are unsure of the situation and some aspects of the problem seem foreign to you, it might be best to delegate some of your authority to another individual or to seek advice. In some cases, authoritarian leadership is not the best style to use to accomplish a task.

Communication

Communication between you and your subordinates is essential to gain knowledge of each other's abilities and nature. The football coach must see that his plays are communicated correctly to the quarterback. He can do this by using signals from the sidelines or by sending the plays in with other players. Regardless of the method the coach uses, it is still necessary that the plays are communicated correctly. If they are not, the ensuing delay will result in penalties.

As a cadet leader, you must develop your communication skills so that you will be able to convey your ideas with ease. Clear, concise orders allow speed in the communication process. In an authoritarian leadership situation, this is of the utmost importance. A situation that requires speed cannot be dealt with if the communication process is inaccurate.

Situation

The knowledge and understanding of these factors is of little or no use if the leader has failed to correctly analyze the situation. You must determine what is going on and what needs to be done to alleviate the problem or complete a task. In a situation requiring the authoritarian leadership style, you must examine these factors as quickly as possible. You must establish the nature of the situation; decide what must be done, and then see to it that it is done.

The football coach must also understand the situation in which he is involved in order to generate a solution. He must examine the field conditions, check the injury report, see how many time‑outs are left, and consider the team's position on the field. This having been done, he is ready to make his decision.

It is often necessary to use the authoritarian leadership style when immediate action must be taken. In spite of the need for immediate action, the leader must still take into account the factors of leader​ship. These are the follower, the leader, communication, and the situation. These factors must also be taken into consideration when using the participative and the delegative leadership styles.
Participative Leadership Style

The participative leadership style involves the ideas and advice of others. Subordinates are involved in the determination of a plan of action. This does not mean that the leader is not responsible for the decision and the outcome of the action decided upon. It simply means that the leader has the benefit of the ideas, attitudes, and opinions of the group. This gives the leader a wider spectrum of possible actions. It also gives the group a voice in the decision making process.

Allowing the group or unit to have a say in the decision making process is good for morale. Subordinates are appreciative when their superiors consult them. Also, insight into a particular problem is not exclusive to the leader. Again, the analogy of a football team can be used to illustrate this leadership style.

During the course of a game, a coach has many decisions to make. He cannot always be aware of all the factors involved. For this reason, he has assistant coaches, much in the same way that Marine Corps and MCJROTC officers have NCOs. The coaches study game films and establish attitudes concerning the tendencies and abilities of the opposition. Since all individuals are different, their observations are also different. What one coach sees in the offense or defense of the opposition may well be missed by others. Armed with this information, the assistants meet with the head coach, express their opinions, and explain why they think their ideas will lead to the successful completion of the mission ‑‑ victory. In this manner, the assistant coaches, or subordinates, are participating in the decision making process.

The same principles are involved in a MCJROTC leadership situation. If there is sufficient time, the leader can call in subordinates, so that advice concerning the situation at hand can be requested. The subordinates, having been informed that the meeting was to take place, have studied the problem at hand and have developed plans of action. Once the subordinates have been consulted and all ideas have been examined, the decision will be made by the leader.

When discussing the participative leadership style, remember that asking subordinates for advice is not a sign of weakness. It is a sign of intelligence and maturity for an individual to acknowledge the abilities and intelligence of others.

The participative leadership style means that you merely listen to the advice of others. It does not mean that you are obligated to follow this advice. You must make the decision that will allow for the accomplishment of the task. If you believe that your idea is the best of all possible solutions, then it should be used.  

[image: image2.wmf] 


Delegative Leadership Style

When using the delegative style of leadership, your decision will concern assigning a specific task to a specific individual. In this style of leadership, decision-making authority is delegated to a subordinate. The responsibility for the actions and outcomes as a result of this delegation falls on the leader who assigned the task. In other words, you are responsible for the results of your subordinates' decisions.

Like the authoritarian and participative leadership styles, the delegative style can be illustrated by the workings of a football team. There is a great deal of time and effort spent in the preparation for a football game. It is almost impossible for one person to do everything. For this reason, the head coach delegates some of his authority to his subordinates. This allows the coach to work on the overall plan of action and to leave the details to others. The head coach is still responsible for the outcome; only the authority for the preparation has been delegated to others.

If a coach has enough confidence in the quarterback, the quarterback may be allowed to call his own plays. The coach might even allow the offensive coordinator to call the plays. Regardless of who makes the choices, the responsibility belongs to the coach because the coach is the leader. It is the coach's responsibility to win. If he is not success​ful, he will be fired. It does not matter who called the play, developed the offensive strategy, or decided upon what kind of defense to use, the responsibility belongs to the leader.

The delegative leadership style is also found in the MCJROTC. You, as a cadet officer, have authority delegated to you. You also delegate authority to others. The responsibility for actions taken through authority that has been delegated always belongs to the cadet officer that delegated the authority. This does not mean that anytime something goes wrong, you can blame the individual officer above you. All cadets have a responsibility to do whatever they can to accomplish their task completely.

If your commanding officer assigns you a task, your chief concern should be the accomplishment of the task, not who will be responsible for success or failure. Conversely, you should not be concerned with the responsibility for success or failure when you delegate authority to a subordinate. You should be concerned with the success of the task.

It is your responsibility, when assigning a task or delegating authority, to see that the assignment is of a nature that will allow success. For this reason, you must always consider the factors of leadership when making a decision. The examination and consideration of these factors ‑‑ follower, leader, communication, and situation ‑‑ will put you in a position to choose a wise course of action.

Conclusion

Styles of leadership are important aspects of the leadership process. You must know which style to use in which situation. You must understand what each style entails. There are no set rules or regulations concerning which style to use at any given time. You must use your own judgment.

Understand that these styles of leadership inter​relate and are interdependent. As you can see in the chart below, the leader receives input from subordinates. After the leader makes a decision for which the leader is responsible, authority is given or delegated to subordinates by way of orders. Notice that ultimate responsibility always belongs to the leader and that subordinate leaders must take on a degree of responsibility. There seldom will be only one leadership style involved in a particular situation. A leader who is using the authori​tarian leadership style has been delegated authority by a superior. A leader using the participative leadership style, after making a decision as to what to do, will often delegate authority to others to accomplish various tasks. (
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