                                MANAGEMENT STYLE INVENTORY
This exercise is designed to give you some insights into your management style and how it affects others.  There are 10 sets of statements, each of which relate to different components of management styles. 

Select the statement that is most representative of your own thinking, and give it a rating of 4. Then select the next most representative statement, and give it a rating of 3. Do the same with the other three statements in the set. Here are the ratings:

4 most representative; I agree strongly

3 next to most representative of my thinking

2 next most representative

1 next to least representative

0 least representative of my thinking

In other words, each of the five statements in each set will receive a different rating from 4 to 0. You may find it easiest to make your selections if you pick the most (4) and least (0) statements first, followed by your next to most (3) and next to least (1) statements. The remaining statement will then receive your only remaining rating (2).

When you've completed the ten sets and entered your ratings on all fifty statements, turn to the scoring sheet and follow the scoring instructions. Then, when you've obtained your scores, read the section titled "The Juggling Act Called Managing." This will help you interpret your scores and the effect of your management style on those whom you supervise.

	Q1 - Role Perception 

	Rating
	

	
	A 
	I see my work group as a team on which I function as a member, bringing resources that they need to achieve their goals.

	
	B 
	One of my priority roles as supervisor is to see that my people are happy in their work, since good morale is the key to productivity.

	
	C 
	My style is to spell out the details of an assignment as clearly as possible, then step back and let my employees do it with little or no contact with me.

	
	D 
	When the needs of my employees and the organisation are in conflict, my role is to find a compromise solution that satisfies both sides.

	
	E 
	I avoid a democratic style of supervision because it leads to poor decisions and reduced productivity from workers who lack the necessary experience and resources.


	Q2 - View of Authority 

	Rating
	

	
	F 
	I regard authority, not compromise or consultation, as the prime tool of management and the ultimate source of a supervisor's power.

	
	G 
	When I make a decision, I outline the reason behind it so that my employees will see the logic and accept it.

	
	H 
	I'm pretty good at integrating our group goals and standards with the skills and abilities of my people.

	
	I 
	I rely on precedent and past decisions, since these are a major source of my authority.

	
	J 
	Sometimes the expectations and standards that come down from above are arbitrary or rigid, and I have to protect my workers from them.


	Q3 - Setting Goals and Standards 

	Rating
	

	
	K 
	On many matters my hands are tied and I act in accordance with our policies, procedures, and precedent.

	
	L 
	I like my employees to "buy in" to the goals and activities that I set for them, and to feel that the ideas are theirs.

	
	M 
	Close supervision is important in setting the pace, the standard, and the importance of the work at hand.

	
	N 
	I avoid imposing my will on my employees; they work out their own goals and do their own planning.

	
	O 
	The key to high productivity is to help my work team to develop a personal commitment to goals and standards that become theirs through involvement in planning.


	Q4 - View of Work and Workers 

	Rating
	

	
	P 
	I sometimes have to serve as a "buffer zone" between the needs of my employees and the policies and procedures of the organisation.

	
	Q 
	The work that I supervise is not inherently enjoyable or challenging, and a system of close control is necessary to keep people productive.

	
	R 
	Each of my workers brings special resources and talents to the job, and I encourage them to arrange assignments so as to draw on each other's, strengths.

	
	S 
	Employees usually go along with the assignments I make, but this requires a flexible style of management on my part.

	
	T 
	In today's business climate, there is relatively little latitude for independent action; my role and my worker's roles are rather well defined.


	Q5 - Planning and Scheduling Work

	Rating
	

	
	U 
	It's important to me that my employees are involved in planning the work they perform.

	
	V 
	Many of the decisions I make are actually determined by well-established policies or by the authorisation of my superiors.

	
	W 
	While I must exercise control over situations, I try to get the opinions and inputs of my employees and utilise them when appropriate.

	
	X 
	Managers who involve their workers in making decisions and setting goals are abdicating a major responsibility and inviting problems.

	
	Y 
	Strong discipline and difficult goals set by upper management only serve to frustrate workers and the people who supervise them.


	Q6 - Giving Feedback

	Rating
	

	
	Z 
	I like to reward successes in a group setting and address failures in private with just the two of us.

	
	AA 
	One of the reasons my people think of me as a friend is that I avoid correcting them or causing them discomfort.

	
	AB 
	I avoid becoming personally involved in giving employee feedback; they don't like appraisals and neither do I.

	
	AC 
	I like to see my workers giving feedback to one another on each other's performance.

	
	AD 
	When I give criticism, employees often don't know how to take it... they're defensive and offer excuses.


	Q7 - Team Building

	Rating
	

	
	AE 
	My people expect me to make assignments, plan their work, and evaluate them.  Overseeing their work is my job.

	
	AF 
	I get my people to plan their work and their goals so as to achieve our organisation's mission and our personal growth needs at the same time.

	
	AG 
	As a supervisor, I know my people and their limitations fairly well, and can give assignments that are appropriate to their capabilities.

	
	AH 
	I let my employees handle the work; they know where to find me when they need me.

	
	AI 
	I prefer a consultative role, supplying ideas and then getting my people to "massage them" until they become their own.


	Q8 - Implementation

	Rating
	

	
	AJ 
	I follow a policy of "management by exception," paying less attention to the normal flow of "business as usual" work.

	
	AK 
	I am "on call" to my people to help them fight fires when necessary or when plans or goals need to be revised.

	
	AL 
	I expect strict and speedy execution from my people, who know that I run a "tight ship."

	
	AM 
	I provide relatively little direction, preferring to function as a support person who creates a climate of high worker satisfaction.

	
	AN 
	The quality of my group's output is enhanced by encouraging their increased participation in the setting of goals and the planning of implementation.


	Q9 - Evaluation

	Rating
	

	
	AO 
	I tend to avoid discussing my employees' mistakes or failures with them, since people benefit more from encouragement and a pat on the back.

	
	AP 
	I try to avoid subjective evaluations of an employee's performance, and favour the objectivity of checklists and formal appraisal forms.

	
	AQ 
	I view evaluations as a learning experience for supervisor and subordinate alike, and a part of every project we undertake.

	
	AR 
	In our daily interactions, I give feedback to my people frequently and informally. This is preferable to formal evaluation sessions.

	
	AS 
	In my opinion, most workers do not like to be evaluated.


	Q10 - Management Philosophy

	Rating
	

	
	AT 
	I believe that workers who are going to be directly affected by a decision should participate in making the decision.

	
	AU 
	I'm convinced most workers would rather not take on more responsibility or authority. They look to management to plan, direct, and control the work.

	
	AV 
	It's important that my people accept and like me; supervisors who are not liked by their workers are usually less effective.

	
	AW 
	Although my door is always open to my people, I usually have minimum participation in their work unless a crisis comes up.

	
	AX 
	With people less and less interested in their work, we supervisors are hard pressed to get high productivity from our workers.


Scoring Sheet

Instructions for scoring: This exercise enables you to assess the relative strength of five different styles of management as they relate to your own views of supervision. The five styles are listed below the total boxes. A detailed description of each style is included in the section "The Juggling Act Called Managing".

Transfer your scores from the question sheets onto the grid below (Note that the letters A-E are NOT in the same column for each question), total each column to get the score for each style.

	Question Number
	
	
	
	
	
	
	
	
	
	
	
	

	1
	A
	B
	C
	D
	E
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	2
	C
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	D
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	D
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The juggling act called managing

During the first quarter of this century, the "scientific management" view of work and workers prevailed.  Emphasis was placed on work measurement, production quotas, and relating wages to productivity.  The second quarter of the century saw the rise of a counter movement known as the "human relations" view of work and workers.  Emphasis was placed on asking workers for their opinions, getting more employee involvement in company activities, and meeting the social and psychological needs of workers as well as their financial and physical needs.

These two schools led managers in the 1950's and 60's to see leadership styles as an "either / or" dichotomy.  A manager was either autocratic or democratic, authoritarian or participative, parent-child or adult-adult, Theory X or Theory Y. This stress on extremes led many mangers to conclude that the human relations view (people-centred management) is preferable to the scientific management view (production-centred management).  This preference has historically been the bias of instructors who have taught management theory (and who have rarely had to meet deadlines, payrolls, and the harsh realities of a production line).  However, many other managers concluded that neither alternative was acceptable and that one did not have to be "hard" or "soft" to be effective.

In the 1970's there emerged a fresh approach to management style.  Known as "situational leadership," it has become the prevailing view today. It began with the work of Robert Blake and Jane Mouton on the "Managerial Grid" and was picked up by Kenneth Blanchard and Paul Hersey, William Reddin, Jay Hall, and other behavioural scientists whose research and instruments have made grid theory the best known leadership concept in the literature today.


Situational leadership, simply put, is an acknowledgement of the futility of seeking a universal model to explain supervisory / managerial behaviour. Our style as a manager is dynamic, not static. It must be responsive to a variety of situational factors (twelve of which are listed on the next page).

Thus, a manager's behaviour may be viewed on the grid shown to the right, where concern with people  (relationships) and concern with tasks (production) are the two major forces working on a manager. These two should be kept in balance over the long run, although the needs of any given situation may push a manager toward the upper left or lower right corner of the grid.

Factors affecting your style as a supervisor/manager

	FACTOR
	DESCRIPTION

	Personality
	Your genes and your upbringing have made it easier for you to behave in some ways than others

	Values and Assumptions
	Your values and perceptions of people and situations are the filters through which all your actions and decisions are passed,

	Expectation of the Workgroup
	You must respond to the values and needs of your workers. Supervisors in strongly organised (union) settings display different behaviours in non-union settings.

	Relationships Downward
	The trust and openness of downward communications influences (and is influenced by) your leadership style.

	Relationships Upward
	The models and mentoring that you are or are not receiving from above will shape the way you behave in turn.

	Organisational Structure
	As companies become more complex and adopt a "matrix" type of structure, supervisors must learn how to negotiate, compromise, adapt, and accommodate.

	Nature of the Work
	Some tasks are pleasant; others less so.  Some work stations and environments make supervising easy; others less so.

	Culture and Climate
	The philosophy of the organisation, its norms and culture, its climate and tempo all exert their influence on how you supervise.

	Expectations of Society
	Employees must respond to the larger environment: expectations of the public, demands of consumers, the changing work ethic.

	Degree of Pressure
	Given time, you can invest in the coaching and development of workers. But under pressure for immediate results, you are pushed toward a "hard," or task-oriented style.

	Level of your Employees
	In general, better educated and/or more experienced workers respond to a more participative style, while inexperienced and/or less educated workers need closer supervision. As your employees develop, so should your style.

	Rewards and Reinforcers
	All organisations have formal and informal systems for rewarding and punishing behaviour - positive and negative sanctions, reinforcers and constraints These flow downward from superiors, sideways from peers, and upward from workers.


H Hard Style

Seen by others as authoritarian, autocratic, Theory X, parent child, "task master," judgmental.
This manager places production before people. "Getting the work done is more important than being popular or keeping everyone happy," says the H supervisor. This style is appropriate in emergency situations for example, a manager getting employees out of a burning building, a platoon lieutenant getting his men to move across a field under fire, a football coach calling the plays for a team that is trailing in the last quarter with five minutes left to play.

The H style is likely to be found where there has been a militant union, or where the work is routine and monotonous, or where workers are new, inexperienced, and less educated. It may also prevail where the workers expect it and regard it as a sign of strength (e.g., in traditionally male-dominated jobs: truck driving, construction, lumbering, oil rigging, marine-maritime, etc.).

Most managers find that the H style can be effective in the short run to accomplish unusual, one-time, extraordinary effort... for example, a sales manager running a campaign or special promotion to get lagging sales up by the end of the quarter. But if H is the prevalent style of a supervisor, employees will become dependent and are likely to respond to the "carrot and stick" of their boss rather than to the situation itself.  And when they do become bruised or "bent out of shape," the supervisor is not likely to be very effective in restoring harmony.

S Soft Style
Seen by others as permissive, democratic, Theory X, parent child, "country club manager," pampering.
This manager is permissive, placing people before production. The S supervisor believes that "Overemphasis on productivity, objectives, and standards will merely turn people off, and they won't do their best work, at least, it won't be as good as you'll get by taking care of your people and being popular with them." This style is appropriate in situations where creativity, individuality, and relationships are important, for example, a dean of faculty or department chairman at the university, the head of a team of research scientists, the supervisor of volunteers in a charity or social welfare agency, or the president of local service clubs (Woman's Club, Junior League, Elks, Moose, etc.).

The S style is likely to be found in situations where relationships are more important than output.  But the S style will emerge whenever the supervisor has a strong need for acceptance (need to be liked, to be popular, to "make up" for an unpopular prior action.). Such supervisors tend to overlook human error: "Everybody makes mistakes.  If he does it again, we'll have a talk." Unfortunately, this increases the probability of future errors, which tends to fuel the supervisor's belief that people are dependent on them to correct them and make things right.

Both the S and H styles are Theory X managers in that both expect less of subordinates than they are capable of.  The Hard manager sees workers as incompetent or lazy, while the Soft manager sees workers as prone to make mistakes or as feeling "put upon" if extra demands come along.  Thus, both the H and S managers end up doing much of the work themselves rather than delegating it.

M Middle-of-the-Road Style
Seen by others as compromiser, manipulator, highly political, "good guy," juggler.
This manager believes that it's important to push for productivity until people begin to feel "put upon" or abused. Then the manager "makes peace" or "buys time" by paying some attention to relationships and people's ego needs.  The high M believes that " It's important to plant the seeds of change with employees so they'll come up with the ideas and feel a degree of authorship.  They want to feel in on the decisions."

This style is manipulative. The manager is a see-saw, balanced on the thin edge of trying to get the job done and keeping people happy. The high M style is quite common and can be effective if the manager has sound judgement (better than the group's) and enough charisma and personality to get people to trust their leader.  But the danger faced by high M supervisors is that they may be seen as insincere or manipulative.  When this occurs, the supervisor's effectiveness will diminish rapidly.

The M supervisor believes that the needs of the organisation and its employees are inherently in conflict. Thus, this supervisor becomes a compromiser, a referee, a juggler of advantages.

("I owe you one; I'll make it up to you next week.") Rather than seek the best situation from either a production or a people standpoint (since this would take its toll on the opposite dimension), the high M tries to find a position that is in between, something that is half-way acceptable.

The high M supervisor prefers one-to-one relationships with subordinates, which means that members of the work group usually do not function as a team. This supervisor often plays politics, both downward with subordinates and upward with the boss and upper management. Indeed, to the high M, it is more important to do what is expedient (acceptable and workable) than to do what is best for production and people.

I Ineffective Style 

Seen by others as abdicating, Impoverished, Impersonal, highly bureaucratic, paper shuffler.
This manager, like the high M, sees a basic incompatibility between production needs and people needs. However, rather than seeking compromise, high I managers tend to back off and abdicate. They are reactive rather than proactive.  They respond rather than providing leadership.  They keep busy writing "C.Y.A." memos and looking up policy and procedures. They maintain a low profile and believe in the value of not rocking the boat.

In some settings, the high I can be effective. Some departments or work units require a high attention to detail or to well established, tightly defined procedures (e.g., a quality control lab, accounting, purchasing, payroll, the military). At other times the high I style may emerge in response to dysfunctional organisational actions (e.g., where the supervisor is less competent than the employees who proceed on their own, or where the organisation is highly bureaucratic, or where feather-bedding creates jobs and work units that have no functional utility).

The high I manager has a strong need for security, and avoids risk at all costs. This manager avoids giving personal opinion, citing instead the organisation's policy, often by chapter and verse. This manager engages in "we-they" thinking on downward communications: "They say we have to clean up the situation by the 15th." And on upward communication, the high I is likely to blame the troops for any failures or shortfalls: "Well, with the kind of employees we're getting..."

In the long run, no profit-oriented business could exist for long with a high I style. However, the individual high I manager has tenacity and an ability to survive, especially under a management where "no one is ever fired."

T Team Builder

Seen by others as participative, catalyst, coach, integrator, Theory Y, adult to adult.
This manager shows maximum concern both for people and production, and is the most effective style one can have. There is no inherent conflict between the needs of the organisation (production) and the needs of the workers (good relationships). Indeed, most people come to work expecting to be challenged.

New problems, decisions and goals are what a job is all about. They make the work interesting and provide the flame to temper each worker's steel, the fuel for personal growth and development. As the high T puts it, "My aim is to create a work environment that integrates individual creativity, high productivity, and job satisfaction.  By building a team, my people can learn how to play the game and win through teamwork. It's they who will take me to our organisation's superbowl not vice versa.

The high T makes frequent use of words like: joint goal setting, accomplishment, contribution, challenge, mutual benefit, orchestrate (or integrate), tracking of progress, rewarding performance. The goal of the high T is to foster participation and employee involvement in the planning of work so that everyone in the work group can find the chance to invest of themselves and find meaning, commitment, purpose, and opportunity for personal growth and development in the group's work.

To achieve this end, the high T manager is in the game for the long run. Sometimes short-term efficiencies or gains are sacrificed for long-term effectiveness, such as in delegating to party B a job that could be done quicker and better by self or party A. Other styles "come naturally" and are reactive; the high T style is proactive and must be cultivated.  But over time it is the most satisfying and the most productive.

