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Abstract

This paper looks at the various leadership styles and how each style contributes to the success of an organization.  Effective leaders must establish and continually communicate the vision, mission and beliefs of an organization in order to achieve success and optimal performance from their employees.  There are core characteristics that an effective leader must possess as well as the use of the various leadership styles.  

Research by the author was initiated based on the findings of a previous survey, which the results facilitated a change in leadership within Division A.  The findings indicated that Division’s A performance was substandard and employee morale was very low.  Additional research has been conducted to determine if the change in leadership “style” has promoted effectiveness in the core areas that affect an organization’s climate.  This paper attempted to assess the effectiveness of the new leadership and which styles may have been more predominate in the prior and current leadership based on the data obtained.  What is clear about the research done within this paper is the more styles that a leader uses the better.  Each style depends on the situation and what results are needed to achieve the task at hand.
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I.  Introduction
Organizations are faced everyday with challenges in retaining and attracting highly qualified employees.  Just as the demand exists for qualified employees, organizations must recruit leaders who are visionaries and who are effective in getting the job done.  Organizations must find leaders who have the characteristics of a good leader and who have mastered the various leadership styles.  Leadership can be best defined as the process of influencing the activities of an organized group toward goal achievement.  Leaders carry out their roles in a wide variety of styles, (e.g., autocratic, democratic, laissez-faire).  Often, the leadership style depends on the situation, including the lifecycle of the organization.  The leadership qualities that are required to make a good leader can vary in different organizations, teams and situations.  This is one of the fundamental principles underlying most popular leadership systems such as Situational Leadership (developed by Blanchard and Hersey in the late 1960s).  However, there is a misunderstanding between leadership and management.   These two roles seek to do different things, but both must accomplish the desired goals of the organization.  

Notably, Bennis & Nanus (1985) stated, “there is a profound difference between management and leadership, and both are important.  To manage means to bring about, to accomplish, to have charge of or responsibility for, and to conduct.  Leading is influencing, guiding in a direction, course, action, and opinion.  The distinction is crucial.  Managers are people who do things right and leaders are people who do the right thing” (p. 21).
One expert stated, “while there is an overlap of functions, the qualities and characteristics that make for a great leader are not necessarily possessed by those who are considered excellent managers. The major difference is that leaders are prepared to lead organizations through changes in the organizational structure, strategy, and culture” (Weese, 2005, p.45).  As leadership research continues, “many studies have shown that the more styles a leader exhibits, the better.  Leaders who have mastered four or more - especially the authoritative, democratic, affiliative, and coaching styles-have the very best climate and business performance” ( Goleman 2000, p. 87).  
A. Background

For the purpose of this research, and in protecting the identity of the organization and division segment, the organization will be referenced as Organization X and the division segment will be identified as Division A.  Organization X was established as an independent agency under the President by Executive Order 5398 on July 21, 1930, and was elevated to Cabinet level on March 15, 1989 (Public Law No. 100-527).  The Department's mission is to serve its customers with dignity and compassion and to be their principal advocate in ensuring that they receive medical care, benefits, social support, and lasting memorials promoting the health, welfare, dignity, and recognition of their service to this Nation.  Organization X is the second largest Federal Department and has over 235,000 employees.  Among the many professions represented in the vast workforce are physicians, nurses, counselors, statisticians, architects, computer specialists, and attorneys.  Organization X is committed to providing the very best services with an attitude of caring and courtesy for it customers. (Office of the Human Resources and Administration [OHRA], 2006, p.1)
B.  Organization Structure

The Organization is comprised of several facilities; however, the main focus of this research topic is Division A.  Division A is responsible for ensuring that 57 benefit sites are provided with the necessary guidance and instructions in administering benefits to the organization’s customers.  This division is further responsible for ensuring that when Congress implements legislation that affects Division’s A programs, that the legislation is written in layman terms and that it provides guidance to the benefit sites.  To further ensure that each benefit program is managed effectively, Division A is comprised of the following staffs that provide oversight:  Office of the Director:  two Deputy Directors, Executive Assistants, and Program Administrators; Policy: Legislative Staff, Advisory Staff, Budget Staff, and Regulation Staff; Procedures:  Procedures & Program Development Staff, Procedures Maintenance Staff; Training & Data Management:  Training Staff, Contract Exams Staff; Benefits Delivery:  Program Operation Staff, Program Review Staff; Business Applications Management & Data Sharing:  Technical Rules Development Staff, Business Process Development, Business Lab, Agency Data Sharing; Customer Services:  Fiduciary Staff, Outreach Staff, and Direct Services Staff.  The leadership roles for each primary level are comprised of an assistant director and each staff under the primary level has chiefs that oversee the day-to-day operations.  
C. History

In March 12, 2004, Organization X’s leadership commissioned a team to conduct a climate survey in Division A.  Executive leadership was concerned about reports of low employee morale and that the division was operating at a substandard rate.  Executive management believed that the current leadership was ineffective and that the perception of Division A needed to improve.  Before the survey was conducted, Division’s A leadership was comprised of one director, deputy director, executive assistant, and two program administrators.  After the findings of the survey were presented to Organization’s X executive management, a change in leadership was implemented as a result of these findings.  This change basically occurred within the Office of the Director.  The previous director was removed, and additional leadership roles were created.  Executive management established two new positions within Division’s A leadership in order to evenly distribute the workload and to promote efficiencies within the core areas of operation.  The Director’s office is now comprised of one director, two deputy directors, and two executive assistants.  These new roles were established to address some of the concerns noted in the previous survey findings.  Executive management believes that these changes will be the turning point within Division A, and that the new leaders have what it takes to improve employee morale, performance, job satisfaction, and the climate.  It is hoped that these changes will further enable Division A to become successful at meeting the needs of its employees and customers, and once again become a high performing division.
II. Problem Statement

The findings of the previous survey conducted on March 12, 2004, showed that employee morale within Division A was considered to be at its lowest and has had an impact on the overall mission of the service.  Organization X’s executive management believed that the leadership style within Division A was the underlying purpose for low employee morale, thus causing Division A to perform at a substandard rate.  Based on the assumption that the current leadership style affected the performance and employee morale, a change in leadership within Division A was implemented.  The initial survey team assessed several areas within Division A such as employee development and expectations, concerns that staffs work poorly together, perception of favoritism, delegation vs. centralization, and lack of planning.  The areas reviewed were duly noted in the findings and they have been paraphrased as noted below:

A.  Employee development and expectations:  It was perceived by most employees that once hired by Division’s A, leadership would take an invested interests in preparing its employees to assume greater responsibilities within the organization.  Since employee development was perceived to be at an all time low, some employees viewed this as a broken promise and contributed it to poor leadership, thus further contributing to low employee morale.  It is important to note that at the time of the initial survey, Division A was comprised of 151 employees.  However, the author discovered that there has been a high turnover within the division.  Evidence showed that there has been a 45 percent turnover rate within Division A since the initial survey.
B.  Staffs work poorly together:  Employees sensed a lack of distrust and unwillingness of other staffs to work collaboratively on related tasks.  Some felt that managers did not want them to cross staffs on their own, thus minimizing employee effectiveness and undermining the sense of being a team.  It is important to note that effective leaders must learn the importance of building teams, and build upon the strengths and weakness that each member can contribute to the overall success of the organization.
C.  Perception of favoritism:  It was the perception of the employees that certain staffs received all of the favorable attention, and were given all the resources and awards they asked for, and that this was the result of favoritism by leadership.  Leadership must recognize the value of honestly rewarding those employees who perform at an exceptional level, as it will lead to motivating others to excel and increase performance.  

D.  Delegation versus Centralization:  The assumption is that within most government agencies, there is a lot of red tape, which may or may not impact an agency’s ability to accomplish its objectives within a timely manner.  Within Division A, there are three tiers of management, which is comprised of the Section Chief, Assistant Director, Deputy Director, whom all report to the Director.  At the time of the survey, lower levels of management felt that the director did not trust them enough to accomplish certain tasks, thus creating a perception of distrust and controlling.  
E.  Lack of Planning:  A lack of planning for both the short term and long term were discovered during the review.  The perception by all was that leadership was more reactive to current situations than strategically planning to accomplish all deliverables and meet the needs of its external and internal customers in a timely manner. 
Leadership begins with a set of principles and beliefs regardless of the environment in which a leader leads.  As noted, leadership is best viewed as the ability to lead, manage, motivate, influence, recognize hidden talent, and foster relationships.  All of the above areas can be contributed to how effective a leader is within managing and empowering others to manage the various processes within an organization, as well as the leadership style or styles that could have contributed to low employee morale, performance and either the success or failure of the organization.  How does leadership affect the success of an organization?    Based on the March 2004 survey, Division’s A leadership was changed.  The area that this study attempts to address is whether the leadership change within Division A has impacted the functional areas previously identified.  Specifically, the writer has directed her efforts in assessing the leadership “style” that was put in place since the removal of the previous leader, and whether the new leadership has been effective in improving the overall climate of the division.  
III. LITERATURE REVIEW

Everyone has the potential to become a leader within an organization.  If there were not any leaders, companies could not survive.  They would fall under a blanket of chaos and confusion.  A few select people in an organization bloom into true leaders and actually lead and not manage.  These people develop certain styles and qualities that they find effective means to lead by.  Everyone has the potential to lead, but do they have the right qualities or traits to be an effective leader?  Leadership is something that needs to be perfected over a given period of time, which may vary for each individual.  
Leadership definitely involves creating a vision and sticking to it because of ones character.  A vision is something that comes from within the individual and can either have a positive or a negative outcome based on the individuals’ character.  Leadership is not positional and does not require formal authority or personal charisma.  

The study of leadership has dwelt on issues of style and levels of decision making, assessing the consequences of their variations for followers’ satisfaction, individual compliance and performance, and organizational effectiveness.  Which style is better warm or cold, autocratic or democratic, task or relationship, directive or participatory, initiating structure or consideration, production emphasis or personal emphasis?  
Burns’ (as cited in Nisivoccia, 1997, p. 4) theory of leadership is one of the most observed but least understood concepts.  Today, we know much about leaders but very little about leadership.  What leaders do is important but how they do it is of equal concern so research on leadership has focused a considerable amount on style.  Rosenback and Taylor (as cited in Nisivoccia, 1997, p. 5) stated that “leadership is all about getting people to work together to make things happen that might not otherwise occur or prevent things from happening that ordinarily would take place.” 
Research shows great efforts have been made on fully assessing the distinction between leadership and management.  Evidence further shows that there is a clear difference between these two roles.  Leaders are those individuals who need to be visionaries.  By focusing on a vision, the leader acts on the emotional and devotional resources of the organization along with its values, commitment, and aspiration.  As the vision is implemented, the manager begins to act on the physical resources of the organization such as its capital, human skill, raw materials, and technology in ensuring that the vision becomes a reality.  A manager can get work accomplished on schedule and with a high level of quality; however, the leader helps people in the organization to strive for excellence and satisfaction in their work.  Effective leaders inspire their followers to high levels of achievement by showing them how their work contributes to the success of the organization.  This behavior can produce work that is more productive and efficient.  

Many organizations are failing because they over manage and under lead.  There is a profound difference between leadership and management.  Management means bringing about, accomplishing, having charge of, or responsibility for conduct.  Leadership means to influence and guide in a direction, course, action, or opinion.  The distinction is important because as Bennis and Nanus (as cited by Nisivoccia, 1997, p. 5) stated, “managers are people who do things right and leaders are people who do the right thing.”

There are many problems that organizations are faced with and they are becoming increasingly complex and all are questioning and challenging the power structure.  The concept of power and leadership as explained by Bennis and Nanus (as cited in Nisivoccia, 1997, p. 6) suggested that, “power is the basic energy needed to initiate and sustain action or the capacity to translate intentions into reality and sustain it.  Leadership is the wise use of this power.”   Rosenback and Taylor (as cited by Nisivoccia (1997, p. 6) have indicated that successful leaders seem to have a global view, understanding not only the microcosm of the organization but also where the organization stands in the later perspective.  To develop a vision of the future, leaders must have great insight into the environment in which the organization currently exists and in which it will exist in the future.  

Effective leadership strives to implement a vision that will enable an organization to become successful, and, allow it stay in front of its competitors.  It is truly taking the vision and translating it into reality.  Bennis and Nanus (as cited by Nisivoccia, 1997, p. 6) noted that, “without the ability of translation, there cannot be an essence to an organization.  It was further pointed out that leadership is the pivotal force behind successful organizations.  In order to create vital and viable organizations, leadership is necessary to help develop new visions of what can be and then mobilize the organization change toward new vision.  The new transformational leader is one who commits people to action, converts followers into leaders, and leaders into agents of change.”
Through the years the views of what leadership is and who can exercise it has change considerably.  Leadership competencies in organizations have remained relatively constant although the understanding of what is, how it works, and the ways in which people learn to apply it has shifted.  Bennis and Nanus (as cited by Nisivoccia, 1997, p. 7) suggested that there is a commitment gap because leaders have failed to instill vision, meaning, and trust in their followers.  They have failed to empower them.  
In order to continue this review, several working definitions of what leadership means is important.  While there are several known definitions of what leadership means, the following definitions can be considered.  Leadership is the process of leading others to a desired outcome based on the leader’s effectiveness to influence, motivate, and develop high performing teams, empowering and being task oriented and people focus driven.  According to van Knippenberg (2004), “leadership is a process of social influence in which the leader enlists the talents and efforts of other group members, (i.e., followers) in order to accomplish the group’s chosen task” (p. 6).  Another expert stated, “leadership is the capacity to lead, to conduct, to escort, to guide, to route, to steer, or manage others.  Leadership is also the office or person who leads a group” (Evans (2002) ¶ 3).
Even though the focus of this paper is about leadership; however, there are certain characteristics of a good leader that must be considered for the success of an organization.  The leadership is only as good or successful as the leader.  In assessing this area of concern, there are certain known characteristics that are required of a good leader in order for the leadership to affect the success of an organization.  The leader must have the ability to be an effective communicator, which entails being a good listener, speaker and writer.  An effective communicator is an important characteristic, because you take time out to listen to other ideas from peers, team members, employees, and thus fostering creative thinkers from within the organization.  
For example, Pallock (2002) notes the following “listening is important for three reasons:  First, no one knows the problems of a job as well as the man who is doing it.  Second, only by listening can the manager spot forthcoming trouble before it develops.  Third, group members want to feel that their leaders take an interest in their viewpoints.  Listening enables a leader to respond to the needs of the workers.” (p.37)
This unique characteristic is considered to be multi-faceted, because it also demonstrates that the individual is an effective speaker, who has the ability to present ideas in a logical manner, which clearly identifies the objectives, desired goals to be accomplished, and obtain buy-in based on his effectiveness to communicate the intended results.  It is important to note that once you have mastered the art of self-confidence, your writing and speaking skills will continue to improve overtime.  
While Pallock focuses on listening, Buckman (2003) has also addressed communication skills and has stated the following: “the two basic communication skills-speaking and writing-are central, and they are skills you can practice and continue to develop over your entire career.  One of the most effective techniques for improvement and one that surprisingly few people use is to watch other people who are good communicators, and model yourself after them” (pp.131-132). 
Integrity is an essential characteristic for an effective leader to have.  When a leader possesses such a characteristic, it will promote trust amongst peers, team members, and employees.  It will also illustrate that the leader has the best interest of the employees when making difficult decisions that may affect retention or performance.  Integrity is truly the human side of a good leader, because it promotes an inner reward for the individual to know that while a decision may have been difficult to make, it was the right decision at the time.  It is important to note that Pulusani (2005) has stated that “candor and honesty, especially when delivering bad news, help to establish a leader's credibility with people, as does following-up on commitments consistently and reliably” (p.45).  While some may not view honesty as the best policy; however, it all depends on the leader’s position within the organization.  A point made by Sugarman (2000) emphasized that, “great leaders excel in the art of communication and motivation, mutual respect, instilling confidence and enthusiasm, and showing credibility and integrity on a consistent basis” (¶ 11). 
Further, being a visionary is a good characteristic that is found in most leaders because the demands for success are always aggressive and ever evolving.  Most visionaries are those leaders who not only see a short-term solution to an immediate task, but see other opportunities and ways to refine the process to produce even a greater level of success.  Being a visionary enables you to perceive a holistic approach to a solution, and encourages you to stay on the cutting edge of technology.  It was suggested by Sugarman (2000), “that excellence in leadership is acquired by people who have a strong sense of vision, have passion and are able to get people to commit 100% and take the necessary action to see that vision become a reality” (¶ 11).  Once the vision has been effectively communicated, the leader must be able to motivate his followers to embrace the vision.  Though a strong sense of vision is needed, Goleman (2000) stated, “effective leaders set strategy; they motivate; they create a mission; they build a culture” (p. 78).
At any level of progression within an organization, one must show a level of competence.  Any good leader will have the ability to recognize hidden talent and invest in mentoring the individual.  According to Gadzinski (1995) “leaders develop competencies and courage as a result of deliberate efforts of the organization to teach them” (p. 62).  Though another expert stated, “successful companies are led by individuals who strive to build leadership-oriented organizations.  Leadership development is one of their highest priorities. The best leaders spend a significant amount of their time teaching others how to lead” (Weese, 2005, pp. 47-48).  
A good leader who is climbing the success ladder will ensure that his employees are being developed along the way.  He will not only think about his on development, but go to bat for others to be recognized and promoted.  In addition, team building is the catalyst of a good leader, because he learns to build bridges on solid foundations, and it demonstrates that he has worked in the trenches with others, as well as relationships are built and nurtured along the way.  Peters (1995) stated “when everything is on the line, what really matters are the relationships that leaders create” (p.4).  
At the heart of every organization, its leaders must have the necessary characteristics and abilities to make a difference and contribute to the success of the organization.  “Successful leaders adapt to meet the needs of a particular situation. They empower an organization to attract and retain the most talented employees, to optimize growth and productivity, to attract and retain clients and to maintain a better quality of management. And, perhaps most important, they are the models for the people who will become tomorrows leaders” (Beasley, 2005, p. 92).  However, does the type of leadership style(s) used by leaders affect the success or failure of an organization?  There is extensive research on the subject of leadership styles and how each style contributes to the success or failure of the organization.  The research further shows that in order for a leader to be successful, he must be able to balance these leadership styles within his organization and foster an environment that is conducive for its employees.  Leadership styles do affect the climate, which may cause employees to perform at a substandard rate.  It is important to note that research further shows that different styles are needed for different situations, and that each leader needs to know how and/or when to exhibit a particular style.  There are several known basic leadership styles; autocratic/authoritarian, democratic, laissez-faire, authoritative, coercive, affiliative, pacesetting and coaching.  As previously noted, each style when used by an effective leader seeks to do different things.  
A.  Leadership and Styles

Transactional Leadership:  The transactional type of leadership has centralized control which maintains differences in status between workers and managers and among levels of management.  It relies on top-down decision making or the power to control staff, the allocation of resources, and the process of change.  The transactional leader is a manager that believes people prefer to be lead, rather than be accountable for their own actions and decisions Silins (as cited by Nisivoccia, 1997, p.7).  Research shows that when an organization is faced with performance issues and needs structure, the transactional leadership style may be best suited for the environment.  According to Avolio (2001), “transactional leadership works well when the organization needs clarity, structure, communication, and focus is needed on performance” (p. 7).  Further, transactional leadership is based on an exchange of services for various kinds of rewards that the leader basically controls.  Leithwood (as cited by Nisivoccia, 1997, p.10) indicates that some researchers claim that the transactional practices help people recognize what needs to be done in order to reach a desired outcome and that transactional and transformational leadership practices are often viewed as complementary.  Bass and Sergiovanni (as cited by Nisivoccia, 1997, p. 8) consider transactional practices to be central in maintaining the organization and getting daily routines accomplished.  However, they believed that such practices do not stimulate improvement.  Mitchell and Tucker (as cited by Nisisvoccia, 1997, p. 8) have suggested that transactional leadership only works when both leaders and followers understand and agree about the important tasks to be performed.  This leadership can be effective, if the necessary control is obtain over the rewards system, which enables the leader to reward high performing employees.  As Avolio (2001) stated, “transactional leaders provide rewards and/or promises for people who meet standards of performance set jointly or by the leaders” (p. viii).  With any leadership style, it must be augmented based on the situation that the leader is faced with in getting the necessary goals accomplished. 
Transformational Leadership:  The development of the concept of transformational leadership can be traced back to the works of Burns (1978) and Bass (1985).  Burns (as cited by Nisivoccia, 1997, pp. 8-9) pioneered the idea of transformational leadership in which he made the distinction between leaders and managers examining the behavior of political leaders.  He noted that great leaders do more than satisfy their followers’ wants in exchange for support.  They win allegiance by sensing and articulating their followers’ deepest needs and forming a relationship that raises the level of human conduct and ethical aspirations of both, thus transforming effect on both.  As Avolio (2001) stated, “transformational leaders motivate others to do more than they originally intended and often even more than they thought possible.  Such leaders set more challenging expectations and typically achieve higher performance” (p. 1).
Research further shows that “transformational leadership can be directive or participative, as well as democratic or authoritarian, elitist or leveling,” according to Avolio (2001 p. 1)  However, this type of leadership is based on a different form of power that is consensual in nature and emphasizes participative decision making as much as possible.  It is a form of power brought forth through other people and not over them.  This form of power is unlimited and substantially enhances the productivity of the organization.  Sarason (as cited by Nisivoccia 1997, p. 10) explains that when a process makes people feel that they have a say in matter that affect them, they are more likely to have commitment and will take greater responsibility for what happens to the organization.  Avolio (2001) makes a point in stating, “managers have at least learned that before making a decision it pays to consult with the people who will implement the decision” (p. 6).  Overall, “transformational leaders develop people through delegation and empowerment.  They make them responsible and accountable for organizational goals, and then get out of their way” according to Avolio (2001), p. 7.
As previously noted, a leader must possess certain known characteristics in order to be effective within an organization.  The development of character which reflects a high standard of moral and ethical behavior is a vital aspect of effective leadership.  A person with character has both the knowledge to know what is proper and the wisdom and courage to act on that knowledge and do what is right Docheff (as cited by Nisivoccia, 1997, p. 11).  Character is the link that enables the transformational leader to act in accord with their beliefs.  The character issue is an important factor for effective leadership because it can allow the leader to look critically at how they influence the character development of those they lead.  The leader not only has to develop his own moral character but has the responsibility to create situations that will enhance the character development of their followers.  Transformational leadership arises when leaders are more concerned about gaining overall cooperation and the most energy from organization members than in getting particular tasks performed.  It involves shared influences where the responsibility shifts from a few people who are formally designated as leaders to all who participate, Staurowsky (as cited by Nisivoccia, 1997, p.12).  Leadership is a process of influence which both the administrator and stakeholder share in the advancement of the organization, seek common solutions to problems, and benefit form its success (Edginton, as cited by Nisivoccia, 1997, pp. 12-13).

Autocratic/Authoritarian Style:  The autocratic/authoritarian leadership style tends to demonstrate that the leader wants to retain full power.  The leader does not consult with his staff and basically control much of the decision making authority.  Brennen (n.d.) stated “the authoritarian leadership style is characterized by a leader who makes all the decisions and passes the directives to subordinates who are expected to carry these out under very close supervision” (¶ 4).  According to Bose (n.d.) “some studies say that organizations with many autocratic leaders have higher turnover and absenteeism.  These studies show that autocratic leaders; rely on threats and punishment to influence employees, do not trust employees, and do not allow for employee input” (pp. 14-15).  It is important that an autocratic leader resist the temptation of being overbearing, especially in the presence of experts and peers.  It is important to note that one expert stated, “top-down autocratic leadership is obsolete.  Participatory leadership has its place” (Weese, 2005, p.48).  It can be perceived that a leader who uses this style does not trust his employees and may use other means of persuasion/threats to control them.  It is believed that autocratic/authoritarian leadership style will accomplish the stated goals better than a democratic style in conditions of crisis or when detailed instructions are needed to accomplish the task at hand.

Democratic Style:  The democratic leader makes decision by soliciting for suggestions from team members.  He is not a one man show and knows that the support of team members is needed in order for the organization to be successful.  Even though the democratic leader allows the team to decide on how the task will be performed and how the members will evenly distribute the workload, control is still maintained by the leader.  As Evans (2002) stated, “the democratic leader does provide directions, but allows the group to make its own decisions” (¶ 6).  DeVito (as cited by Evans 2002, ¶ 6) noted that the leader encourages members to determine goals and procedures, and stimulates members’ self-direction and self-actualization.  It is important to note, that even though the democratic leader solicits from the team members how the task will be accomplished; he should never lose sight of the fact that regardless of the outcome of any task, he bears the sole responsibility of leadership.  

Brennen (n.d.) makes an interesting point by stating “that the democratic style is characterized by a structured but cooperative approach to decision making.  It focuses on group relationships and sensitivity to the people in the organization” (¶ 9).  This type of leadership style fosters professional competence.  Supervision is minimal as individuals take the responsibility for their behavior.  Subordinates are encouraged to express their ideas and make suggestions. However, shared decisions are not likely to occur in all aspects of the organizational operations. Democratic leaders sell ideas.  They tend to be warm, confident, and friendly.  The democratic leadership style encourages employee participation and professional growth.  It is well suited in environments where people have a very high level of expertise such as software engineers, lawyers, doctors, mature teachers, etc.  The democratic leadership style promotes greater job satisfaction and improved morale.
It has been stated by Bose (n.d.) “that the democratic leadership style is also called the participative style as it encourages employees to be a part of the decision making process.  The democratic manager keeps his or her employees informed about everything that affects their work and shares decision making and problem solving responsibilities.  This style requires the leader to be a coach who has the final say, but gathers information from staff members before making a decision.  Democratic leadership can produce high quality and high quantity work for long periods of time.  Many employees like the trust they receive and respond with cooperation, team spirit, and high morale.  Like the other styles, the democratic style is not always appropriate.  It is most successful when used with highly skilled or experienced employees or when implementing operational changes or resolving individual or group problems” (pp. 15-16).  

Evidence shows that the democratic style supports an environment that builds employee morale.  This leadership style enhances teams’ involvement and validates that they do make a difference in contributing to the overall success of the organization.  According to Goleman (2000) “by spending time, getting employee’s ideas, and buy-in, a leader builds trust, respect, and commitment.  It allows the employees to have a say in decisions that affect their goals and how they do their work, and such a leader drives flexibility and responsibility.  He further stated that by listening to employees’ concerns, the democratic leader learns what to do to keep employee morale high” (p.85).  However, when this particular leadership style is measured up against the climate of an organization, it is believed that the democratic style has the least impact than any of the other styles.  According to Goleman (2000), “the democratic style has it drawbacks, which is why its impact on the climate of an organization is not as high as some of the other styles” (p. 85).  While the democratic leader adds to value input from team members and their participation, he must also assess the abilities of the employees when soliciting ideas, and ensure that there is a level of competency.  Goleman (as cited by Breen, “n.d.” ¶ 6) the democratic style requires highly developed and competent constituents to respond appropriately to the open-ended questions and request for opinions.
Laissez-faire Style:  The laissez-faire leadership style is basically viewed as the hands-off approach.  Even though it is believed that you must empower your employees to make sound decisions, this particular leadership style may not be as effective as the other leadership styles.  As Avolio (2001) stated, “the laissez-faire leadership style is avoidance or absence of leadership. It is, by definition, the most inactive form of leadership as well as the most ineffective style” (p.4).  A leader is held accountable for the outcome of any decisions that will have an impact on the organization achieving its objectives and goals.  This particular style is most effective when leading a team that is highly motivated and has a track record for success.  With this particular leadership style, there is the absence of any real leadership and every one is free to do as he pleases.  Such a style may not provide the necessary guidance that is needed, thus creating a state of confusion and lack of confidence in leadership.  The employees also often doubt their own ability to accomplish the task at hand, thus productivity is usually very low. Although this leadership style is not usually advocated, it has its place with persons who are highly motivated and can work totally on their volition. (Brennen (n.d.) ¶ 11)
Bose (n.d.) stated that, “the laissez-faire leadership style is one in which the manager provides little or no direction and gives employees as much freedom as possible.  All authority or power is given to the employees and they must determine goals, make decisions, and resolve problems on their own” (p. 16).  When a leader has determined that his team is highly effective, self sufficient, motivated, it is in his best interest to step back and let the team accomplish the various tasks without interfering.  Again, it is about empowering the team and enabling them to charter their own path to success.  
Lewin, Lippit, and White (as cited by Bolman and Deal (2003, p. 170) in a classic experiment (Lewin, Lippitt, and White, 1939), researchers compared autocratic, democratic, and laissez-faire leadership in a study of boys’ clubs.  They found that leadership style had a powerful impact on both productivity and morale.  Under autocratic leadership, the boys were productive by joyless and experienced a high level of dependence and frustration.  Laissez-faire leadership led to aimlessness and confusion.  The boys strongly preferred democratic leadership, which produced a more positive group climate. 

If a leader is going to be successful, he must rely on several of the leadership styles to be effective.  As the leader is accountable for the overall performance of the organization, and how it will achieve its goals, it must clearly have the qualities of a good leader.  As Goleman (2000) stated “research indicates that leaders with the best results do not rely on only one leadership style; they use most of them in a given week – seamlessly and in different measure- depending on the business situation” (p. 80).  However, according to Breen (n.d.) “what has become clear over the years is that a “best” leadership style does not exist; rather a successful leader is one that matches the style with the current situation to maximize productivity and human satisfaction.  The adaptability of a leader appears to be his or her greatest asset” (¶ 4).   
	Style
	Characteristics
	Effective when…
	Ineffective when…

	 

 

 

Autocratic

 

 

 

 
	- Retains much of the power and/or  control

-  Does not allow input from employees and tells others what to do

- Uses threats and punishment to influence employees.
	- Limited time in which to make decisions

- Employees/teams lack skill and knowledge

- Detailed instructions are needed to accomplish the objectives.
	- Low employee morale, high turnover and absenteeism

- Employees want their opinions heard

-Employee have some degree of skill/knowledge

- Employees wants an element of spontaneity in their work.

	 

 

 

 

Laissez-faire

 

 

 
	- Hands-off and it gives employees as much freedom to carrying out assignments
- Extends power to the employees in the decision making process
- Promotes a sense of teamwork.
	- Employees are highly skilled, experienced, and educated.

- Employees take the initiative on their own to accomplish the task and have the drive to succeed

-Employees are very conscientious of their work and can be trusted.
	- Employees are insecure and not motivated
- Employees have little skill or knowledge

- High degree of conflict present.
 

 

	 

 

 

 

Democratic

 

 

 

 
	- Encourages employees to be a part of the decision making process

-Extends trust and empowers the employees

- Recognizes and encourages achievement.
	- Team building and participation is required

- Employees are kept informed about matters that affect them

- Opportunities for employees to develop and acquire job satisfaction.
	- There are time constraints on deliverables

- Low sense of team/interdependence

- Employees have low degree of skill/knowledge

 

 


While autocratic/authoritarian, democratic, and laissez-faire styles are perceived as the basic leadership styles; however, research continues to evolve on this topic.  The following table describes when each style is effective and/or ineffective for a leader.  http://www.markville.ss.yrdsb.edu.on.ca/history/civics/lead.html
Coercive Style:  The coercive leadership style will not be a practical style to use in most business settings because of its negative impact on employee morale.  A leader’s ultimate goal is to get positive results from his followers.  This style should only be used when it is essential such as to implement a turnaround in the organization that is failing, and immediate change is required in order for the organization to stay afloat.  According to Goleman (2000) “the coercive style should be used only with extreme caution and in the few situations when it is absolutely imperative, such as during a turnaround or when a hostile takeover is looming” (p. 83).  If employees are ineffective, the coercive leadership style may be used to get results and drive them to conformance.
Affiliative Style:  The affiliative leader is one who attempts to establish trust and provide a working environment that is conducive for open channels of communication and one that fosters harmony.  This style is based upon nurturing relationships that will last, and an environment of such will enable the leader to be effective in motivating and developing teams.   As Goleman (2000) stated “the affiliative leader strives to keep employees happy and to create harmony among them” (p.84).  This style allows employees to work in an environment of freedom, thus being creative in doing their jobs in the way they think is suitable.  However, providing such freedom depends on the maturity level of the employee, and may not be best suited for an employee that requires a high level of oversight.  It is important for employees to know if they are meeting the objectives of the organization and delivering high quality products.  This style fosters a sense of recognition and reward, thus providing positive feedback and further motivating employees to perform at an optimal level.  Though this particular style may have several benefits, it should not be used alone.  As Goleman (2000) stated, “in exclusive focus on praise can allow poor performance to go uncorrected; employees may perceive that mediocrity is tolerated” (p. 85).  To maximize this style, it should include the authoritative style when a leader finds an employee rudderless.  
Authoritative Style: While the authoritative leader provides a clear vision, motivates and encourages employees to take calculated risks.  This style provides freedom and it motivates the employees to be creative in achieving the task at hand.  As Goleman (2000) stated “the authoritative style one is most, driving up every aspect of an organization’s climate.  The authoritative leader is a visionary; he motivates the employees to be creative in their pursuit of the organization’s mission and how their work fits into a larger vision for the organization.   Such leadership style maximizes commitment to the organization’s goals and strategy; freedom to innovate; experiment; and take calculated risks.  An authoritative leader charts a new course and sells his people on a fresh long-term vision” (pp. 83-84).  The authoritative style is believed to work well in any business situation.
Pacesetting Style:  The pacesetting leadership style may be one to use with caution in leading an organization.  This style has the potential to destroy a climate by not providing a vision, and the leader demands high performance standards from the employees.  In addition, pacesetting leaders are quick to identify those that are not keeping pace with their expectations.  Poor performers are asked to rise to the occasion - and if they do not, then they are quickly replaced.

Goleman (2000) stated, “this type of leader sets extremely high performance standards and exemplifies them himself.  He is obsessive about doing things better and faster, and he asks the same of everyone around him.  He quickly pinpoints poor performers and demands more from them.  If they don’t rise to the occasion, he replaces them with people who can” (p.86).
Highly motivated and competent employees or teams who require minimal direction would be best suited for a leader who demonstrates this style.  This means that the motivation that's driving the leader must also exist among the leader's followers.  The pacesetting style can be very effective in getting results in the short term; it's simply not a style that can be used over the long haul.  Because of the high demands for excellence, the pacesetters are great at burning out their employees.  This style can be very effective if used sparingly - when it's really needed for the good of the business. 

Coaching Style:  The coaching style is very effective when the leader provides the necessary mentoring to his employees.  The effective use of this style enables the leader to identify the employee’s strengths and weakness, and determines how to link his career aspirations and personal goals. (Goleman, 2000, p.87)  They help you see how everything fits together.  And because of this ability and interest in you, the leader can help you develop a long term plan to reach your long term goals.  As Goleman (2000) stated, “leaders who ignore this style are passing up a powerful tool: its impact on climate and performance are markedly positive” (p.87).  While this style focuses upon an employee’s personal development, it also improves performance.  The effective use of this style requires an employee to possess the willingness and ability to improve his own performance and a leader who is dedicated and committed to the development of the employee.  The coaching style works well in many business situations, but it is perhaps most effective when people on the receiving end are “up for it.”  For instance, the coaching style works particularly well when employees are already aware of their weaknesses and would like to improve their performance.  Similarly, the style works well when employees realize how cultivating new abilities can help them advance (Goleman, 2000, p. 87).  One of the interesting findings of Goleman in his research was that the coaching leadership style was the least used style in the workplace.  Many leaders do not believe they have the time to dedicate to helping others.  An effective leader will make the initial investment upfront with the expected returned on the back end.  Goleman’s research points these styles do affect the performance and organizational climate.  The following is a table that describes the six leadership styles from Goleman’s research. 
	Coercive
	Authoritative
	Affiliative
	Democratic
	Pacesetting
	Coaching

	Demand immediate compliance
	Mobilizes people toward a vision
	Creates harmony and builds emotional bonds
	Forges consensus through participation
	Sets high standards for performance
	Develops people for the future

	To be used in crisis or to start a turnaround
	To be used when change requires new vision or to provide clear direction
	To be used to motivate people in stress or to heal team conflicts
	To be used to build consensus or get employee input
	To be used to get quick results from a motivated and competent team
	To be used to help improve performance or develop strengths in employees

	Negative impact upon climate
	Most strongly positive impact upon climate
	Positive impact upon climate
	Positive impact upon climate
	Negative impact upon climate
	Positive impact upon climate


IV. Methodology

Within any organization, it is important to establish a vision that identifies where the organization is going and how it plans to get there in accomplishing the desired objectives and goals.  However, the organization can only accomplish the desired vision, if the leadership can lead and encourage all to embrace the vision.  An initial survey was conducted on March 12, 2004, because Organization X’s executive management was concerned about low employee morale, job satisfaction, and performance of Division A.  Based on the results of the previous survey, executive management implemented a change in leadership within Division A, hoping that such change would improve employee morale, job satisfaction, thus creating a high performing division.  New leadership was brought on board in August 2004, and the individual has attempted to restructure the various areas relating to employee development, teamwork, eliminating perception of favoritism, empowering the various levels of management, enforcing accountability, and implementing strategic planning.  The writer has conducted research to determine whether the change in leadership and/or style(s) has further affected Division’s A employee morale, job satisfaction, performance, and whether the findings have shown improvements in the areas previously noted.  

The design of the post survey was drawn from the previous survey, thus using a five point-scale, where each question had a response of:  strongly disagree, disagree, neither, agree, or strongly agree.  The survey was either issued electronically or hand delivered to participants.  It is important to note that the survey was considered voluntarily, which has had an affect on the outcome due to the lack of participation.  The survey given was titled “Employee Satisfaction Survey Questions.”  The following questions were listed in the survey:

1.  At my office, high-performing employees receive monetary awards (for instance, cash awards, QSI).
2.  My supervisor personally recognizes the contributions of individuals and teams.

3.  Employees receive the training they need to perform their jobs.

4.  Risk-taking is encouraged without fear of punishment for mistakes.

5.  There are service goals aimed at meeting customer expectations.

6.  Customers have access to information about products and services, and are informed about the process for seeking assistance and/or making complaints.

7.  Managers and supervisors communicate the organization’s mission, vision, and values.

8.  Employees are comfortable making suggestions for improvements.

9.  My supervisor sets and communicates challenging, yet attainable performance goals.

10.  Disputes and conflicts (between co-workers, or between supervisors and employees) are resolved fairly.

11.  People treat each other with respect.

12.  The distribution of work among employees is fair.

13.  Managers and supervisors consider good ideas, even if different from their own.

14.  Employees share their knowledge with each other.

15.  I work in an environment that supports employee involvement, contributions, and teamwork.

16.  Employees are held accountable for achieving positive results.

17.  “Red tape” and unnecessary rules and regulations do NOT interfere with the completion of work in a timely manner.

18.  Interruptions are kept to a minimum to allow employees to finish their work on time.

19.  Physical conditions (for example, noise level, temperature, cleanliness) allow employees to perform their jobs well.

20.  My supervisor understands and supports employees’ family/personal life responsibilities.

21.  Different work units cooperate to get the job done.

22.  Managers and supervisors work well with employees of different backgrounds.

23.  I have enough information to do my job well.

24.  My job makes good use of my skills and abilities.

25.  Considering everything, I am satisfied with my job.

Overview

The author has explored how the change within Division’s A leadership “style” has affected the employee morale, job satisfaction, performance, and whether the areas previously addressed in the pre-survey have improved under the new leadership.  The previous survey showed that Division’s A environment did not support a high-performing organization.  These concerns alone, initiated changes throughout the service to improve the climate. 

Population

During the initial survey, which was conducted in March 2004, there were 140 employees assigned to Division A.  Evidence shows that Division A has had a high turnover and only 70 employees remain that were a part of the initial survey.  It was believed that the majority of the new employees were unfamiliar with the previous leader, and therefore, the survey was only issued to those employees who knew the previous leader and his leadership style.  In order to measure the success of Division A, the survey was issued to the 70 employees with 25 responses received.  This actually represents a 35.7% response rate.  

Rationale

After the findings of the initial survey, the writer wanted to conduct research to determine whether the new leadership has had an impact on employee morale, job satisfaction, and performance.  Since these areas are crucial to the success of any organization, it was believed that with changes in leadership, things would improve and the employees would have a better sense of knowing their purpose and how they fit within the organization’s mission.  In March 2004, Division’s A director’s staff was comprised of one deputy director, one executive, and six assistant directors. After the initial survey findings in 2004, three new leaders were brought on board to improve the office.  The director’s staff is now comprised of two deputy directors, two executive assistants, and six assistant directors.  It was believed by executive management that Division A should be staffed with an additional deputy director and executive assistant to evenly distribute the workload and to promote greater efficiency within the service.  The post survey was done to assess the effectiveness of the leadership, and to determine whether employee morale, job satisfaction, and performance have improved within Division A.  
V.  Results

From the initial survey that was conducted in March 2004, 107 surveys were sent to the employees.  Evidence showed that 67 employees responded to the survey, which represented a 62.6% response rate.  The post survey was issued to 70 employees and 25 responses were received.  This represents a 35.7% response rate.  Currently, Division A has been authorized a staffing level of 154 employees.  The current staffing level in place represents the following:  69 new employees; 70 employees remain that participated in the initial survey; and 15 vacant positions.  The researcher only issued the survey questionnaire to those employees that were a part of the initial survey.  It was believed at the time of the survey that the newer employees were unaware and/or unfamiliar of the prior leadership.  Evidence showed that these employees had only been in their current positions less than six to eight months; and therefore, they were excluded from the survey.  

In order to adequately assess the effectiveness of the new leadership “style” and whether there has been improvements within the areas of employee morale, job satisfaction, and performance, the survey questions were categorized based on several core functions and the findings are noted below:
Rewards:  Question 1 asked employees if they felt that high performing employees received monetary awards.  Of the 25 respondents, five employees strongly disagreed; four disagreed; five agreed; and 11 strongly agreed.  The second question asked employees if they believed whether their supervisor personally recognized the contributions of individuals and teams.  No responses were noted for strongly disagree; five employees disagreed; 15 agreed and 5 strongly agreed.  In combining the agrees and strongly agrees for each question, it appears that 64% and 80%, respectively, believed that they were rewarded and recognized for their efforts in contributing to Division’s A goals.  The strongly disagreed and disagreed responses were combined, and the evidence shows that 36% and 20%, respectively, believed that they were not rewarded for their performance.  The results for questions 1 and 2 are displayed in appendix B.

In assessing the results of the survey, evidence shows an increase based on the new leadership efforts.  However, it is believed that a greater number of respondents are required in order to fully assess the effectiveness of the current leadership.  See appendix H for comparison of the survey results.  The results from the initial survey referenced that the perception among Division’s A employees was that favoritism was the underlining reason for awards; however, the author has determined that favoritism as perceived by the employees did not exist.  It is important to note that employees are not always in a position to know which projects and/or assignments are delivered by their coworkers and there importance to the overall mission of the division.  Evidence further showed that within Division A, recognition was given out regularly (e.g., employee of the quarter); however, it was hard to determine if recognition was rewarded fairly amongst the total 70 employees since there was only a 35.7% respondent rate.      
In order to achieve organizational effectiveness, leadership must ensure that there is a well structured reward system in place, and that employees are recognized based on their performance as individuals and/or teams.  It is very important that employees are recognized in front of their colleagues for doing a good job.  It motivates them to continue and inspires others to start contributing to the organization in a positive manner.  Research suggests that reward systems play a major role in an organization’s success.  Reward systems shape an organization’s workforce by influencing employees’ performance.  While notably it could be conceived that the new leadership has been effective; however, the limited responses do not reflect the overall success, and therefore, it is highly recommended that Division A conduct an additional post survey within the next 6 to12 months in order gauge the success and effectiveness of its new leadership. 
Career Development:  Employees were asked if they received the training they needed to perform their jobs.  In assessing the results of the survey, three employees strongly disagreed; five disagreed; 15 agreed; and two strongly agreed.  Question 23 asked employees if they had enough information to do their jobs well.  No responses were noted for strongly disagree; five disagreed; 20 agreed; and zero for strongly agree.  In combining the agrees and strongly agrees for each questions, the results show 68% and 80%, respectively, believed they received the necessary training and have the necessary information to effectively perform their jobs.  The strongly disagreed and disagreed responses were combined, and the evidence showed that 32% and 20%, respectively, believed that the career development structure is ineffective.  The results for questions 3 and 23 are displayed in appendix B.  

The results from the initial survey stated that employees believed that leadership had failed them in their career development opportunities.  The author discovered during the survey that there has been a high turnover in Division A under the new leadership.  When the initial survey was conducted in March 2004 there were 140 employees assigned to Division A.  Evidence showed that there has been a 50% turnover rate under the new leadership.  Attempts were made to identify if the employees who left the division were promoted, lateral out of their existing position, or terminated employment all together.  It was determined that two employees were promoted, one left the agency, and the reasons for the other employees were unknown.  However, the assumption for the remaining employees is that these individuals took lateral positions within the organization.  Even though the results from the survey show a positive trend in employee career development, it is believed that a greater number of respondents are required in order to determine the effectiveness of the new leadership.  See appendix H for comparison of the survey results.  When there is a high turnover rate within an organization, it can be contributed to the ineffectiveness of its leaders and the organization’s career development program.  It is important to provide training, workshops, conferences and other programs that will allow employees to stay abreast of the latest strategies, best practices and methodologies in order to stay efficient and effective.  To retain employees and their devotion to the organization and its mission, leadership should make the employees' career advances an important objective within the development of the organization.   Leadership must understand employees' career strategies and their influences, as well as help them achieve their career goals and enhance their work performance, which in turn can 'push' the performance of the whole organization.  Effective leadership must create an environment of continuous learning and career development programs for its employees. When leaders take an invested interest in their employees, it will enhance career satisfaction for the employees and improve organization effectiveness.     
Innovation:  Question 4 asked if risk taking was encouraged without fear of punishment for mistakes.  Of the 25 respondents, four strongly disagreed; six disagreed; one neither; 15 agreed; and no responses were indicated for strongly agree. (see appendix B)  The results of the survey show that 60% agreed that risk taking was encouraged, which shows an improvement over the prior survey results.  See appendix H for comparison of the survey results.  With the limited number of responses, the author was unable to determine if the new leadership is a big proponent of risk taking.  The results do not reflect the perspective of the entire population. 
A leader has to be able to adapt and use resources that will make the organization function more effectively and efficiently.  Research states that leaders must empower their employees and encourage them to be creative and risk takers.  Innovation is the key to a successful organization and its lifecycle.  Innovation promotes an environment that empowers its employees to become creative thinkers and risk takers.  It allows them to think outside the box without the fear of punishment for mistakes.  An effective leader will motivate employees and use it as a tool to build their self confidence and personal growth.
Customer Satisfaction:  Question 5 asked employees if the service goals were aimed at meeting customer expectations.  The survey results show that 100% of the employees agreed that the service goals were aimed at meeting customer expectations.  In comparing the data with the prior results, this clearly represented a significant improvement in this area.  Questions 6 asked if customers had access to information about products and services, and are informed about the process for seeking assistance and/or making complaints.  Of the 25 respondents, 20 agreed and 5 strongly agreed. The results for agree and strongly agree were combined representing 100% of the employees believed that information about products and services were available, and they are knowledgeable of how to initiate complaints.  The results from this question also show a significant improvement in this area under the new leadership.  The results for questions 5 and 6 are displayed in appendix C.  The results show that the new leadership has had a major impact, and that customer satisfaction has increased.  See appendix H for comparison of the survey results.  

Regardless of the type of business customer satisfaction should always be a top priority.  Leaders must learn how to maximize customer satisfaction from an internal and external perspective.  The new leadership has made great strives to improve this core area of organization effectiveness.  The author was unable to truly measure this area, since only a limited number of responses were received.
Leadership Quality:  Employees were asked if managers and supervisors communicated the organization’s mission, vision, and values.  In reviewing the results of the survey, 15 disagreed and 10 agreed.  Question 8 asked employees if they were comfortable with making suggestions for improvements.  No responses were noted for strongly disagree; 10 disagreed; and 15 agreed.  In addition for this category, employees were asked if their supervisor set and communicated challenging, yet attainable performance goals.  Of the 25 respondents, 8 disagreed; 1 neither; 15 agreed; and 1 strongly agreed.  In combining the agrees and strongly agrees for each questions, the results show 40%, 60%, and 64%, respectively, believed that leadership effectively communicated the vision and attainable performance goals.  The strongly disagreed and disagreed responses were combined.  The evidence shows that 60%, 40%, and 32%, respectively, believed that leadership was ineffective in this area.  The results for questions 7, 8, and 9 are displayed in appendix C.  

In comparing the results from the prior survey, evidence showed that the new leadership had been ineffective in communicating the organization’s mission, vision and values.  The current results show a slight improvement for these core objectives (see appendix H).  The author discovered during the survey that even though additional positions were created to evenly distribute the leadership’s priorities, there seems to be a tremendous power struggle and miscommunication of mission and current assignments.  This struggle amongst leadership has had impact on the climate and employee morale, because it has presented a state of confusion.  It was also discovered during the survey that division lines were unaware of other division lines’ work, and as a result, would be working on related assignments with different outcomes to the products.  Research shows that leaders must be effective in communicating the organization’s vision.  Without a vision, the people perish.  It is very important that the leadership is fair, honest and consistent in conducting business.  It is difficult to get people to follow if there is instability and inconsistency.  It is also important to try to get to know your employees and be genuinely concerned about them.  Even though questions 8 and 9 show positive results, it is believed that a greater number of respondents are required in order to determine the overall effectiveness of the new leadership.  
Climate:  Employees were asked if they believed that disputes and conflicts were resolved fairly between employees and supervisors.  In assessing the results, 3 strongly disagreed; 10 disagreed; 1 neither; 10 agreed; and 1 strongly agreed.  Question 11 asked if employees treated each other with respect.  One strongly disagreed; 8 disagreed; and 16 agreed.  The additional question under this category asked if the distribution of work amongst employees was fair.  Of the 25 respondents, 8 strongly disagreed; 5 disagreed; and 12 agreed.  In combining the agrees and strongly agrees for each questions, the results show 44%, 64%, and 48%, respectively, believed that disputes and conflicts were resolved fairly, and that employees treated each other with respect,  and that work was evenly distributed.  The strongly disagreed and disagreed responses were combined, and the evidence shows that 52%, 36% and 52%, respectively, believed that climate overall had not changed.  The results for questions 10, 11, and 12 are displayed in appendix C.  

In comparing the results from the prior survey, there has been little improvement concerning the climate of the division.  Research states that different leadership “styles” create a climate that affect the success of an organization in different ways.  The prior results showed that employees worked poorly together and there was a sense of distrust.  It is important to provide a safe, healthy and caring environment.  It is important that people feel valued.  They also need to feel as though there is ownership and that they have a say in how the organization functions.  While there is a slight variation in the prior results, leadership needs to find a way to change the climate, so that the environment will promote a high performing division.  It is important to note that leaders must lead by example, thus respecting employees and promoting an environment of such.  It is really about changing the culture of the organization through effective leadership.  This area of concern should be further evaluated by leadership.  See appendix H for comparison of the survey results.
Organizational: Question 13 asked if managers and supervisor considered good ideas, even if different from their own.  Of the 25 respondents, 5 disagreed and 20 agreed.   The results of the survey show that 80% agreed that managers and supervisors valued their ideas, even if different from their own. (see appendix D)  Evidence shows that the new leadership supports employees and their ideas and encourages them to be innovative.  See appendix H for comparison of the survey results.  
When leadership fosters an environment where employees feel that they are valued and their ideas, it will increase a level of commitment from the employee.  In addition, the environment motivates employees to become a part of the decision making process.    
Team Performance:  Employees were asked if they shared their knowledge with each other.  The results of the survey show that that 2 strongly disagreed; 8 disagreed; 14 agreed; and 1 strongly agreed.  Question 15 asked employees if they worked in an environment that supported employee involvement, contributions and teamwork.  The results show that 1 strongly disagreed; 2 disagreed; and 22 agreed.  Question 21 asked employees if different work units cooperated to get the job done.  The findings show that 5 disagreed, and 20 agreed.  Employees were further asked under this category, if manager and supervisors worked well with other employee of different backgrounds.  Of the 25 respondents, 4 disagreed and 21 agreed.  In combining the agrees and strongly agrees for each questions, the results showed 60%,  88%, 80%, and 84%, respectively, believed that teamwork was promoted throughout the division under the new leadership.  The strongly disagreed and disagreed responses were combined, and the evidence shows that 40%, 12%, 20%, and 16%, respectively, believed that the environment did not foster teamwork and leaders did not fully leverage diversity within the division.  The results for questions 14, 15, 21, and 23 are displayed in appendix D.
In comparing the results from the prior survey, evidence showed that teamwork was not encouraged and that most employees believed that leaders did not want them crossing division lines on their own.  This was viewed by most employees as controlling and not allowing employees to manage their own assignments in a manner that promoted cohesiveness. Though the current survey shows significant improvements, the sampling size does not reflect the entire view of the remaining population.  See appendix H for comparison of the survey results.  
It is important to recognize team performance as well as individual performance.  Productivity will be higher when people work as a team and people can support each other’s strengths and compensate for weaknesses.  An effective leader has the ability to get everyone working for a common goal.  The organization will not function properly if everyone is working from their own personal agenda.  Within an organization there may be several core teams such as management teams, work teams, virtual teams, and taskforce teams.  A leader’s ability to promote team building provides collaboration amongst peers’ thus increasing organization performance.  It is important for leaders to leverage diversity within their organizations.  Leveraging diversity offers organizations with opportunities to obtain knowledge from different perspectives and to learn how to do their business better based on such diversity.  Leadership must become more flexible in seizing opportunities where diversity can expand their organization’s market-base, and create an environment where diverse employees can excel in achieving their professional goals.  It is worth noting that diversity expands the knowledge pool based on varying perspectives and experiences, and offers greater opportunities for success.  The current results show that the new leadership viewed teamwork and diversity as being important to the overall success of promoting employee morale, performance and job satisfaction.  It is b 
Employee Performance:  Question 16 asked employees if they believed they are held accountable for achieving positive results.  Of the 25 respondents, 2 disagreed; 15 agreed, and 8 strongly agreed. (see appendix D)  The results for agree and strongly agree were combined, and 92% believe they are held accountable for achieving positive results.  In comparing the results, there has been a significant improvement, but the response rate does not reflect the total population of the division. See appendix H for comparison of the survey results.

It is necessary to have the ability to measure the performance of the organization.  Data has to be collected and decisions made based on the analysis of the data.  Leaders must set goals and expectation of what is required and to ensure that results are accomplished.  
Resources:  Employees were asked if red tape, unnecessary rules and regulations interfered with their completions of work in a timely manner.  In assessing the survey results, 16 strongly disagreed and 9 disagreed. (see appendix E)  In combining the responses for this particular question, 100% of respondents believe that red tape and too many rules and regulations interfere with their work.  In comparing the results from the prior survey, this area still ranked low. See appendix H for a comparison of the survey results.  The author determined during the survey, that employees believed that because of the numerous levels of reviews, they were unable to complete their projects on time. Based on the prior survey, it was recommended that leadership establish standard operating procedures and consider us of electronic media for reviews in order to eliminate frustration caused by red tape and labor-intensive rework of assignments.  The author was unable to locate or determine if a document was written concerning standard operating procedures.   However, evidence shows that more use of electronic media is being used to promote efficiency.  Because this area is still viewed as being ineffective, leadership must find ways to promote efficiency and increase job satisfaction.  The job can not be accomplished if the appropriate resources are not made available.  This includes human and material resources.  It is the job of the leadership to provide the necessary resources to get the job done.

Organizational Planning:  Question 18 asked employees if interruptions are kept to a minimum to allow them to finish their work on time.  The results of the survey show that 4 strongly disagreed; 19 disagreed; and 2 agreed.  Question 19 asked employees if the physical conditions allowed them to perform their jobs well.  The results show that 5 disagreed and 20 agreed.  (see appendix E)  In combining the responses for each question, the results show that 8% of the respondents agreed and 92% disagreed that interruptions were kept to a minimum.  Secondly, 20% disagreed and 80% agreed that physical conditions allowed them to perform their jobs well.  See appendix H for a comparison of the survey results.  The author determined that there still remains a lack of planning by leadership. Evidence shows that certain leaders request meetings without written agendas, written plans or documented approaches.  This leadership style has been perceived “moment by moment” decision making, which has caused confusion and has had a direct impact on performance and job satisfaction.  The new leadership needs to incorporate a more systematic approach to planning in order to be proactive and consistent.  
Planning is a necessity for a business or organization to be successful.  A good leader must also be capable of managing material and human resources.  There must be procedures in place that govern the daily operations of the organization.  
Work/Personal Life:  Question 20 asked employees if their supervisor understood and supported their family/personal life responsibilities.  The results show that 2 disagreed; 5 agreed; and 18 strongly agreed. (see appendix E).  The results were compared to the previous survey, and evidence shows that leadership is concerned about the employees and their personal life responsibilities.  See appendix H for a comparison of survey results.  

It is vitally important that one be able to balance work and personal matters.  There is a term that Steven Covey uses called “sharpening the saw.”  In order to be productive one must continue to grow, mentally, spiritually, physically and financially.  Though the organization’s goals must be accomplished, leaders must be concerned about their employees’ safety and wellbeing.    
Job Satisfaction:  Employees were asked if their jobs made good use of their skills and abilities.  Of the 25 respondents, 1 strongly disagreed; 8 disagreed; 15 agreed; and 1 strongly agreed.  Question 25 asked if employees if they were satisfied with their jobs.  The results show that 2 strongly disagreed; 8 disagreed; and 15 agreed.  In combining the agrees and strongly agrees for each question, evidence shows that 64% and 60% respondents, respectively, believed they are satisfied with their jobs.  While on the other hand, 36% and 40% disagreed.   In comparing the previous survey results, evidence shows an increase in job satisfaction.  See appendix H for a comparison of survey results.  The author was unable to collect additional information or conduct interviews to further assess job satisfaction.  It is believed that a greater number of responses are required in order to fully assess this area, since there was only a 35.7 respondent rate.  The survey results do not reflect the entire population, since there has been a significant turnover in the division under the new leadership.  
It is very difficult for anyone to give 100% on any job when there is no job satisfaction.  One must feel as if they are making a positive contribution to the organization.  Leaders must show employees that they are committed to their career development by investing in training, mentoring, rewarding, and establishing a climate that represents the organization’s values and beliefs.  
VI. Conclusion

This research attempted to address whether the change in leadership “style” within Division A has been effective and whether the overall climate has improved.  Organization X implemented a change in leadership because the climate did not reflect a high performing division.  
It is important to note that the results of the survey do not reflect the total population of Division A, or the number of participants that were identified for the post survey.  The post survey was issued to 70 employees and only 25 responses were received.  The number of returned surveys represents a 35.7% response rate.  While the majority of the responses are viewed favorable, the new leadership should conduct an additional post survey to capture the entire population.  The total population within Division A at this time is 157 employees.  If the results from the entire population are captured, it would definitely measure the effectiveness of the new leadership “styles.” 

As a result of the data obtained from the 25 participants, the overall findings show that the new leadership “style” has made marginal improvements to the climate.  Research shows that there are six key factors that affect an organization’s climate: flexibility-that is, how free employees feel to innovate unencumbered by red tape; their 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; and finally, the level of commitment to a common purpose. (Goleman, 2000, p. 81)  All of these core areas were noted in the prior survey at substandard rates, thus reflecting a poor performing division.  Based on research, when a leader demonstrates predominately leadership “styles” of coercive and pacesetting, they both tend to have a negative affect on an organization’s climate, and affect employee morale, performance and job satisfaction.  In order for a leader to be effective, he must exhibit a combination of leadership styles.  When comparing the prior survey results against the new data, it can be assumed that the prior leader did not entirely exemplify the various leadership styles, but used those styles that had a negative impact on the climate.  It was viewed by some employees that the prior leader did not respect them nor their ideas and decisions.  He was perceived by some as being very abrasive and ruthless.  Based on leadership research, the prior leader did not possess the necessary characteristics to be an effective leader.  The limited results of the current survey show improvements basically in every area that affect an organization’s climate and its overall performance.  Based on the survey results, it can be assumed that Division’s A new leadership uses several of the styles, which has improved certain core areas of the organization and its climate.  Goleman’s research shows that when a leader has mastered four or more, especially the authoritative, democratic, affiliative, and coaching, he will have the very best climate and performance will increase.  
It is important for leaders to understand the affects of the various leadership “styles” and how each one can drive the success of their organizations.  Leaders must create an environment that allows their employees to feel that they are valued, and for them to believe that they are a part of the overall mission of the organization.  When the leaders within Division A begin to recognize their leadership “styles” and how each may affect the organization climate, only then can it become a high performing division.  Each style affects and cultivates the performance, employee moral and job satisfaction.  
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VIII. Appendixes 

Appendix A - EMPLOYEE SATISFACTION SURVEY QUESTIONS

Please answer the following 25 questions about your job and your office by marking only one column.

Your individual answers will be kept anonymous, whether you return this survey by email, or mail a printed copy to Pamela Liverman.
	
	Strongly

disagree
	Disagree
	Neither
	Agree
	Strongly

agree

	1. At my office, high-performing employees receive monetary awards (for instance, cash awards, QSI).
	
	
	
	 
	

	2. My supervisor personally recognizes the contributions of individuals and teams.
	
	
	
	 
	

	3. Employees receive the training they need to perform their jobs.
	
	 
	
	
	

	4. Risk-taking is encouraged without fear of punishment for mistakes.
	
	 
	
	
	

	5. There are service goals aimed at meeting customer expectations.
	
	
	
	 
	

	6. Customers have access to information about products and services, and are informed about the process for seeking assistance and/or making complaints.
	
	
	
	
	 

	7. Managers and supervisors communicate the organization’s mission, vision, and values.
	
	 
	
	
	

	8. Employees are comfortable making suggestions for improvements.
	
	
	
	 
	

	9. My supervisor sets and communicates challenging, yet attainable performance goals.
	
	
	
	 
	

	10. Disputes and conflicts (between co-workers, or between supervisors and employees) are resolved fairly. 

	
	 
	
	
	

	
	Strongly

disagree
	Disagree
	Neither
	Agree
	Strongly

agree

	11.  People treat each other with respect.
	
	
	
	
	

	12. The distribution of work among employee is fair.
	
	
	
	
	

	13  Managers and supervisors consider good ideas, even if different from their own .
	
	
	
	 
	

	14  Employees share their knowledge with each other.
	
	 
	
	
	

	15. I work in an environment that supports employee involvement, contributions, and teamwork.
	
	
	
	 
	

	16 Employees are held accountable for achieving positive results.
	
	
	
	
	

	17.  “Red tape” and unnecessary rules and regulations do NOT interfere with the completion of work in a timely manner.
	 
	
	
	
	

	18 Interruptions are kept to a minimum to allow employees to finish their work on time.
	
	 
	
	
	

	19. Physical conditions (for example, noise level, temperature, cleanliness) allow employees to perform their jobs well.
	
	 
	
	
	

	20. My supervisor understands and supports employees’ family/personal life responsibilities.
	
	
	
	 
	 

	21. Different work units cooperate to get the job done.
	
	
	
	 
	

	22. Managers and supervisors work well with employees of different backgrounds.
	
	 
	
	
	

	23. I have enough information to do my job well.
	
	 
	
	
	

	24. My job makes good use of my skills and abilities.
	
	
	
	 
	

	25. Considering everything, I am satisfied with my job.
	
	
	
	 
	


Appendix B

Figure 1 – Displays the number of respondents and their responses to the questions on the survey that pertained to the rewards, career development, and innovation provided by the employer.
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Appendix C  Figure 2 – Displays the number of respondents and their responses to the questions on the survey that pertained to customer satisfaction, Leadership quality and climate of the organization. 
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Appendix D

Figure 3 - Displays the number of respondents and their responses to the questions on the survey that pertained to organizational structure, team performance and individual performance.
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Appendix E

Figure 4 – Displays the respondents and their responses to the questions on the survey that pertained to resources, organizational planning and work along with personal life.
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Appendix F

Figure 5 - Displays the number of respondents and their responses to the questions on the survey that pertained to job satisfaction experience by the employees.
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Appendix G

Figure 6 - Displays each survey question that has been categorized into a particular function and how the question was rated based on the combined averages of agree and strongly agree responses.  The questions are listed in the order as ranked based upon the combined responses. 
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Appendix H
Figure 7 - Displays a comparison of the survey results for March 2004 and July 2006.  Each survey question shows the positive and negative effects that the new leadership has had on the various functional areas.  
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