	Discussion Invitation: Using the Right Leadership Style
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The following is sample e-mail text for inviting team members to a discussion on what leadership styles they gravitate toward and how to adapt their style to each of their employees’ developmental needs. You can edit the text to fit your situation.

Subject: Discussion on Using the Right Leadership Style
As a team leader or supervisor, you might be tempted to rely on a leadership style that comes naturally to you whenever you’re seeking to lead and motivate your direct reports. That’s understandable, as it’s much easier to use a style that feels natural and familiar. But the style that suits your temperament may not always be the most effective approach for every person who reports to you — or for every situation an employee may be facing. The fact is, there’s no one “right” leadership style; the best team leaders and supervisors use different styles as needed depending on the situation.
Our group’s success depends on your ability to help your employees deliver their best on the job. That requires recognizing when you’re using certain leadership styles just because they are familiar to you, and knowing when to adopt a different, more effective style with a particular employee. Your ability to adopt the best leadership style for each situation is good for you, your employees, and ultimately for our entire organization.

So please join me on [INSERT DATE/TIME/LOCATION] for a discussion about this important subject.
Before the discussion, please review the Harvard ManageMentor topic Leading and Motivating. As you go through the topic, think about the leadership style you tend to use no matter what’s going on in your group, and which styles you tend to avoid because they don’t come naturally to you. Reflect on how your employees differ in their developmental levels, and begin thinking about how particular employees would benefit from particular leadership styles.

Also, the excerpt below from the topic may help you further organize your thoughts.
I look forward to a productive and lively discussion!

Thanks.

The following excerpt is from the Steps section of the Harvard ManageMentor topic Leading and Motivating.

Steps for adapting your leadership style to individual needs

1. Determine the individual’s developmental level in relation to the task at hand.

Work with employees to identify their developmental level related to the task you have assigned them. An employee’s developmental level can be assessed by examining two factors:

· Competence: The person’s task-specific knowledge and any transferable skills that could be applied to the task 

· Commitment: The combination of the individual’s motivation and confidence to perform the task 

2. After you have assessed the employee’s developmental level, choose a leadership approach that will best meet his or her needs.

In general, there are four different leadership approaches that you will employ when working with employees. They are directive, coaching, supporting, and delegating. 

3. For those who are learning new skills, be directive.

People who are in this stage need very specific instructions and ongoing feedback. As a leader, your responsibilities include:

· Defining tasks clearly and in sufficient detail 

· Orienting the individual to the task 

· Checking and monitoring progress to make sure the person is not faltering 

4. For those who are learning skills, but are still gaining experience, provide coaching.

While these people may still need a certain level of direction, they also need the freedom to make some mistakes, and encouragement to keep going. As a leader, your responsibilities include:

· Explaining tasks 

· Clarifying issues if necessary 

· Redirecting if the person goes astray 

5. For those who may be highly competent, but who may lack self-confidence, offer support and encouragement.

Use positive reinforcement to help these people recognize their developing abilities. As a leader, your responsibilities include:

· Facilitating their progress, if necessary 

· Collaborating on issues 

· Reassuring them that they are doing a good job 

6. With highly motivated and experienced employees, you delegate tasks.

Don’t just delegate work that you find unpleasant. Determine whose expertise or personal experience is suited to a “stretch” assignment, then give that person the freedom and support she needs to succeed. As a leader, your responsibilities include:

· Affirming that the person is doing a good job 

· Challenging her to do her best 

· Empowering her to take on new tasks and responsibilities
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