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For Reinhard Schmitt, THE recur-
ring theme underpinning greater
momentum and vitality in
organizations is when leaders
adopt the attitude of “let decisions

be taken where they are needed

in day-to-day operations.” In his
opinion, the continual pursuit of
this principle is what distinguishes
companies that are serious about
agility from those that are merely
playing agile theater. In his work
as a consultant, he is continually
fascinated by the energy that
employees generate when they are
given responsibility to shape their
own purposeful working environ-
ments ... and how quickly this
energy dissipates when leaders do
not manage to let go and intervene
in these environments, whether
requested to or not.
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Despite all the criticism, one clear
benefit still remains: The situational
leadership model provides clear and con-
cise assumptions in an otherwise nebu-

T H E S |TUAT| O N A |_ lous landscape. It establishes a common
| FADE RS HIP M O DEL language and terminology that enable

both leader and led to shape the leader-
ship process.

It is particularly important for leaders
new to the role to believe that leadership
is a manageable task, thus enabling them

to build confidence and courage.

And, so, the situational leadership
model is just like the vast majority of
tools designed to help us deal with com-
plex (social) situations: they are as wrong
as they are useful. M O l ‘ S

SIYLE

PARTICIPATING SELLING

people orientation

DELEGATING TELLING

task orientation




In times of agility and New Work, however, the limits of
Hersey and Blanchard’s leadership styles have been reached,
because the degree of autonomy desired is in many contexts
significantly higher than that allowed for by the model.

A clear example of this was demonstrated during a
Learning Journey when the director of a public educational
institution we visited said: “I wanted to be sure that no good
idea had been left untried, that everyone could have the
opportunity to experiment.” Then someone asked: “Then
you most certainly delegated a lot?” After a moment of
reflection, he replied: “No, not really — I allowed.” This state-
ment clearly illustrates how decision-making autonomy can
be extended beyond the “delegating” leadership style.

“Greater autonomy” is the recurring theme of all organi-
zations serious about New Work and agility. Autonomy is
essential if decisions are to be made where they are needed
in day-to-day operations and not where allowed for in the
organizational chart or job description. Organizations that
succeed in implementing the guiding principle of autonomy
gain significant momentum and are able to leverage the
decision-making intelligence of the many rather than only
the few.

That is why we at Process One gave some
thought to what the situational leader-
ship model should look like if it is to
provide practical orientation for the
demands facing leadership today.
Ultimately, we have replaced the axis

of “task and employee orientation” with
“autonomy” as a key parameter in our
situational leadership model. The four
leadership styles from the Hersey and
Blanchard model can be easily mapped
along the key developmental aspect of
autonomy. This makes it immediately
clear that not everything that is suppos-
edly old is now useless and unfit for
purpose.
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PUTTING AUTONOMY

INTO PRACTICE

Most importantly, however, our extended model shows
how to translate the appeal to allow for greater autonomy
in organizations into action. For, even if you as a manager
are prepared to cede more autonomy, you still have to
reach agreement with your employees on how and in which
cases this is to be achieved.

If you are now wondering how to put words into deeds,
we would like to give you the following tried-and-trusted
tip. First, conduct a “decision inventory” by listing the
decisions that need to be made on a regular basis in your
organizational unit.

Then think about the decisions for which you would
like to increase your team’s level of autonomy. If the level
of autonomy you are aiming for is significantly higher than
the one currently practiced, we recommend you proceed
with caution in order to avoid excessive demands being

placed on both sides: acceptance of more responsibility on
the part of the employee or team, self-disciplined relin-
quishment of responsibility on your part (the generally
more difficult part of the two).
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If your team has reached a certain level of maturity,
discuss with them how to define the decision-making or
leadership style to be applied in future to each decision.

Or use Decision Poker cards* for this step: Each employee
receives a set of cards containing the leadership styles and
places their preferred leadership style (and hence their
desired level of autonomy and responsibility) in the middle.
This usually results in them quickly reaching a common
understanding of the various degrees of freedom and
responsibility.

Our model “ends” with the “allowing” leadership style.
Employees and teams that are led using this style are
self-organizing. They take all necessary decisions and are
responsible for implementing those decisions. Nevertheless,

you remain — outwardly — responsible for results as a leader

and can rescind this style should it transpire that it doesn’t
make any sense. However, there is a risk associated with
this: Teams and employees who have become used to taking
responsibility for their own work mostly react negatively to
the withdrawal of autonomy.

In connection with Decision Poker, however, the model
also shows that they do not first need to have gone through
a major transformation in the direction of New Work; rather,
they can start immediately. It only takes the courage to
begin and the courage to grant autonomy “from the bottom
up” and to demand it “from the top down.”

THE AUTONOMOUS
LEADERSHIP STYLE

Once a quarter, we publish a report on
topics relating to the world of business,
the economy, and society that we find

of relevance to our work as consultants.
These are topics which are ideal for
exploring contexts that are both complex
and not easy to grasp and, therefore,

in our experience, need to be addressed
in greater depth. Ultimately, the way

in which we address the topics says a lot
about how we see ourselves: as curious,
unbiased consultants who are committed
to making an impact.
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