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In Leadership, Style IS Substance

By Ann Beatty, Ph.D., and Victor R. Buzzotta, Ph.D.

hat makes the difference
between the leader who rises steadily
through the ranks of an organization
versus the derailed executive whose
career mysteriously jumps the track,
short of expectations?

A recent study by Psychological
Associates, a St. Louis-based
consulting firm, suggests that a major
factor governing executive success is
leadership style. A majority of the
successful executives in the study
exhibit similar behaviors
characteristic of a collaborative style
of leadership. In fact, the study
indicates that collaborative leaders are
twice as likely to be successful as
those practicing any other style of
leadership. (See sidebar: Leadership
Behavior)

Sixty-seven top executives — vice-
presidents and above — were
evaluated for success on the job
during the research. Each of the
executives had been referred to
Psychological Associates for training
and consultation. Some were referred
by their organizations because they
were perceived to be successful
managers who merely needed more
development. Others were charac-
terized as “derailed” managers whose
future with the company was in
doubt due to sub-par performance.

The data for the study was
extracted from more than 550 multi-
rater feedback documents. These
documents were submitted by the 67

executives themselves, as well as by

their bosses and their direct reports.
Each participant was asked to rate
the executive on specific manage-
ment behaviors that make up
leadership style: setting direction,
delegating, decision making,
communicating, and feedback.
Subjects were also rated on their
proficiency in basic management
practices: controlling, leading,

organizing, and planning.

A Two-Horse Race?

Make no mistake. When
measuring successful performance,
the boss’s evaluation matters most;
and productivity is an overriding
concern of bosses. After all, managers
are paid to get results. The study
confirms that bosses prefer leaders
who place an emphasis on pro-
ductivity — in this case, the Q1
autocratic and Q4 collaborative
leadership styles located above the
horizontal line in the behavioral
model, which indicates dominance or
people who get the job done. On the
other hand, submissive leadership
styles such as the Q2 uninvolved or
the Q3 sociable styles do not get the
job done.

What seems to be a two-horse race,
however, takes an odd turn. When
indicating the type of leader they
find most effective, bosses, as well as
all other participants in the study,
chose the Q4 collaborative style of
leadership overwhelmingly — two-
to-one over the Q1 autocratic style.
What's more, despite a bias toward

productivity, the Q1 autocratic
leaders make up the majority of
derailed executives in the study.
Clearly, the preference is not simply a
question of productivity.

When a worker is promoted into a
management slot, that decision is
most likely based on the person’s
ability and success on the job. What
many managers fail to understand is
that effective leadership depends on
the performance of other people.
Derailed managers never fully realize
that successful leadership rests on
their ability to influence others to
cooperate and participate.

This lack of insight seems evident
when autocratic leaders assess their
own performance. First, these
derailed executives are perfectly
happy performing in a Q1 manner.
While they recognize that they are
practicing an autocratic style of
leadership, they see no reason to
change. They fail to notice anything
detrimental about their brand of
behavior, even though their bosses
and direct reports disagree.

Derailed managers operate under
another misconception. They tend to
overestimate their management
abilities. While their bosses rated
them average or above on
management practices, the derailed
executives consistently rated
themselves significantly higher. It is
important to emphasize that bosses
appear to be satisfied with the

derailed executives’ skill levels. This



would seem to indicate that their
dissatisfaction pertains to behavior.
In other words, bosses aren’t unhappy
with what these executives do, but
rather with the way they do it.
Effective leadership, then, IS a matter
of style.

As stated earlier, the Psychological
Associates” study reveals that most
successful managers are Q4-style, or

collaborative, leaders. It also shows
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that collaborative leaders are more
highly skilled at management
practices. They consistently show a
greater capacity to look ahead, to set
purpose and direction, to coordinate
the activities of others, and to make
sure everything stays on course
(planning, leading, organizing, and
controlling).

Mastery of the basics is only the

beginning. Collaborative leaders are

Leadership Behavior

more greatly valued because they not
only get things done, they do so in a
manner that motivates the people
around them. It’s their style of
leadership that brings out the best
performance in others. It’s their style
that makes them successful. In

leadership, style counts!
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If youd like to learn more about Q4
techniques, read:
+4+ 4
MAKING COMMON SENSE
COMMON PRACTICE
Achieving High Performance by
Using What You Already Know
+ 4+
I¢’s the book that shows how Q4
leaders can turn the tension that
occurs naturally in the workplace
into an energizing, creative force.
It outlines actions that are woven
into a step-by-step process to build
trust and create a motivating power,
enabling the organization and its

people to perform at optimal levels.
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The book features:

Common Sense Capsules — a
page-by-page synopsis of key points
for ready reference for executive

“readers-on-the-run.”

Common Sense Gap Analysis —
an opportunity to assess your
organization in relation to the

principles advocated in the book.

Graphic Models — illustrations that
summarize the book’s primary
concepts including the High
Performance Model, the Leadership
Style Quadrant, and the Tension
Thermostat.

For more information, contact

Psychological Associates at

800-345-6525.
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St. Louis, MO 63105 U.S.A.
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