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Foreword          …….. 

 

In an era defined by rapid change, global interconnectivity, and 

unprecedented uncertainty, the art and science of leadership have 

never been more critical—or more complex. Organizations large 

and small confront shifting market dynamics, technological 

disruption, and evolving stakeholder expectations. At the same 

time, an emerging generation of workers—millennials and Gen Z—

demands purpose, authenticity, and meaningful engagement from 

those who lead them. Against this backdrop, conventional notions 

of “one-size-fits-all” leadership have proven insufficient. Leaders 

today must not only master a suite of practical tools and processes 

but also ground their actions in clear ethical principles and adapt 

their behaviours to diverse contexts and personalities. 

Leadership Styles, Models and Philosophies addresses this 

multifaceted challenge by illuminating three complementary lenses 

through which to understand and practice leadership: 

1. Models provide structured, process-oriented “how-to” frameworks 

(e.g., Kotter’s 8-Step Change Model, Situational Leadership®, 

ADKAR) that guide leaders through diagnosis, action planning, 

execution, and evaluation. 

2. Philosophies articulate the enduring “why” that anchors every 

decision and interaction (e.g., Servant Leadership, Authentic 

Leadership, Ethical Leadership), ensuring consistency, integrity, and 

trust. 

3. Styles capture the observable “what” of leadership—the habitual 

behavioural patterns (e.g., Visionary, Coaching, Autocratic, 

Democratic) that define how leaders engage with followers in 

moment-to-moment practice. 

Rather than treating these categories in isolation, this book 

demonstrates how the strategic integration of models, 
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philosophies, and styles—each informing and reinforcing the 

others—yields leadership that is both effective and authentic. By 

weaving theory with rich narrative cases drawn from corporate 

turnarounds, start-up innovation sprints, non-profit missions, and 

public-sector reforms, we provide a living roadmap for leaders 

seeking to navigate complexity with purpose and agility. 

 

Structure of the Book 

• Part I: Leadership Models examines the evolution and application 

of major frameworks, highlighting their strengths, limitations, and 

contextual fit. 

• Part II: Leadership Philosophies delves into the moral and ethical 

foundations that guide decision-making and shape organizational 

culture. 

• Part III: Leadership Styles explores the spectrum of behavioural 

repertoires, from directive and transactional to transformational 

and affiliative, with guidance on flexing styles to match follower 

needs and situational demands. 

• Part IV: Integration in Practice offers diagnostic tools, case 

studies, and reflective exercises for aligning one’s philosophy, 

selecting appropriate models, and choreographing style shifts. 

• Part V: Future Directions considers emerging trends—digital 

leadership, AI-augmented decision support, sustainability 

imperatives—and their implications for evolving the three-lens 

approach. 

Whether you are an emerging leader seeking to develop a 

personal leadership brand, a seasoned executive confronting a 

major transformation, or an educator designing the next 

generation of leadership curricula, this book equips you with the 

conceptual clarity, practical tools, and reflective insights needed to 

lead with both conviction and adaptability. As you turn these 

pages, you will uncover not only the mechanics of leading change 
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and managing people but also the deeper questions of purpose 

and character that define truly enduring leadership. 

 

  



Rudy C Tarumingkeng:  Leadership Styles, Models and Philosophies 

 

 
 

6 

Contents 

 

Foreword 

Introduction 

1. Leadership Models 

2. Leadership Philosophies 

3. Leadership Styles 

4. Contrasting Models, Philosophies, and Styles  

5. Practical Implications and Discussion 

Closing Remarks 

Glossary 

List of Literature 

  



Rudy C Tarumingkeng:  Leadership Styles, Models and Philosophies 

 

 
 

7 

Introduction             ……..             

 

Leadership, at its core, involves influencing others toward achieving 

common goals. Yet the literature often conflates three distinct 

concepts—leadership models, leadership philosophies, and 

leadership styles—leading to confusion for both scholars and 

practitioners. Below, we unpack each term, illustrate their 

differences with real-world examples, and discuss the implications 

for teaching and developing leaders. 

 

 

1. Leadership Models 

A leadership model is a structured framework or “how-to” process 

that guides leaders in selecting, adapting, and applying specific 

behaviours according to context. Models typically prescribe stages 

or tools that a leader can learn and practice. 

• Example: Situational Leadership® (Hersey & Blanchard) 

o Framework: Leaders diagnose the competence and 

commitment of followers and adapt their style—telling, 

selling, participating, or delegating—accordingly. 

o Narrative Case: Consider a project manager on a software-

development team. When a new graduate joins (low 

competence, high enthusiasm), the manager uses a telling 

approach—giving explicit instructions. As the team member 

gains skill, the manager shifts to delegating, granting 

autonomy. 

o Discussion: The Situational model empowers leaders to be 

flexible tool-users; it prescribes which style to apply when, 

making it invaluable for teaching adaptive leadership. 

• Example: Transformational Leadership Model 

o Framework: Leaders engage followers by articulating a 

compelling vision, fostering intellectual stimulation, inspiring 
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individualized consideration, and modeling idealized 

influence. 

o Narrative Case: At Tesla, Elon Musk has communicated a 

bold mission (“accelerate the world’s transition to sustainable 

energy”), challenging engineers to rethink battery technology 

(intellectual stimulation) and rewarding creative solutions 

(individualized consideration). 

o Discussion: As a model, transformational leadership offers a 

roadmap for developing motivational behaviours—far 

broader than any single “style.” 

 

 

2. Leadership Philosophies 

A leadership philosophy reflects the leader’s fundamental values 

and beliefs about the purpose of leadership and how power should 

be exercised. It serves as an internal compass rather than a 

step-by-step toolkit. 

• Example: Servant Leadership (Robert K. Greenleaf) 

o Philosophy: Leaders prioritize serving the needs of followers, 

helping them grow and perform as highly as possible. The 

leader’s legitimacy arises from humility, empathy, and 

stewardship. 

o Narrative Case: In a rural healthcare NGO, the director 

spends significant time in the field—listening to nurses’ 

concerns and providing resources directly—demonstrating 

that service to others is the highest leadership calling. 

o Discussion: Teaching servant leadership involves exploring 

deep questions of ethics and purpose (“What does it mean to 

hold power on behalf of others?”), rather than memorizing 

behaviours. 

• Example: Authentic Leadership 
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o Philosophy: Leaders are genuine, transparent, and morally 

grounded. They build trust by aligning actions with core 

values. 

o Narrative Case: A university dean openly acknowledges her 

own research setbacks in faculty meetings, fostering a culture 

where admitting mistakes is accepted and learning is 

continuous. 

o Discussion: Authentic leadership philosophy focuses learners 

on self-awareness, integrity, and relational transparency. 

 

 

3. Leadership Styles 

A leadership style is a descriptive classification of observable 

behaviours that real-life leaders exhibit. Unlike models (toolkits) or 

philosophies (value systems), styles capture relatively narrow, 

consistent patterns of action. 

Style 
Key 

Behaviours 

Illustrative 

Leader 

Autocratic 

Centralized 

decision-

making; 

limited input 

from team; 

clear 

directives 

Henry Ford 

in early Ford 

Motor 

Company 

Democratic/Participativ

e 

Decisions 

made 

collaboratively

; broad input; 

consensus-

seeking 

Satya 

Nadella at 

Microsoft 
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Style 
Key 

Behaviours 

Illustrative 

Leader 

Laissez-Faire 

Hands-off 

approach; 

high 

autonomy for 

followers; 

minimal direct 

supervision 

Warren 

Buffett at 

Berkshire 

Hathaway 

Pacesetting 

Sets very high 

performance 

standards; 

leads by 

personal 

example; little 

coaching 

Gordon 

Ramsay in 

kitchen 

managemen

t 

Coaching 

Focus on 

individual 

growth; 

provides 

feedback; 

helps 

followers set 

long-term 

goals 

Sheryl 

Sandberg at 

Facebook 

• Narrative Discussion: 

o An autocratic style can drive rapid decision-making in crisis 

(e.g., a ship captain ordering emergency maneuvers), but 

risks alienating team members if overused. 



Rudy C Tarumingkeng:  Leadership Styles, Models and Philosophies 

 

 
 

11 

o A democratic style fosters engagement and buy-in—

valuable in R&D teams where creativity is key—but can slow 

decisions when quick action is needed. 

o Laissez-faire suits highly skilled professionals (e.g., senior 

surgeons in a hospital who value autonomy), yet may fail if 

team members lack self-direction. 

 

 

4. Contrasting Models, Philosophies, and Styles 

Aspect Model 
Philosoph

y 
Style 

Purpose 

Framework 

for how to 

lead 

Guiding 

beliefs 

about why 

and what 

Taxonomy of 

what 

behaviours 

occur in 

practice 

Scope 

Broad 

(process, 

stages, 

toolkit) 

Deep 

(values and 

truth 

claims) 

Narrow 

(specific 

behaviours) 

Flexibilit

y 

Adaptable—

diagnose & 

switch tools 

Relatively 

fixed—

rooted in 

beliefs 

Descriptive

—less a 

choice, more 

an 

observation 

Use in 

Teaching 

Core of 

leadership 

developmen

t programs 

Explored in 

ethics, self-

awareness 

modules 

Analyzed in 

behaviour 

observation 

exercises 
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5. Practical Implications and Discussion 

1. For Educators 

o Clarify terminology at the outset: ensure students distinguish 

model (the toolkit they will learn) from style (patterns they 

will observe) and philosophy (principles they will understand). 

o Use case studies to show how a single leader may embody a 

philosophy (e.g., servant leadership) while deploying multiple 

styles (e.g., democratic in team meetings, pacesetting during 

deadlines). 

2. For Aspiring Leaders 

o Recognize your default style (through 360° assessments) and 

reflect on how it aligns—or clashes—with your chosen 

philosophy. 

o Employ models strategically: for example, combine the 

situational model’s toolkit with the servant philosophy to 

decide when to delegate versus coach. 

3. Common Pitfalls 

o Interchangeable Terminology: Many texts misuse 

“leadership models” and “styles” interchangeably. Point out 

to learners that a style cannot, by itself, teach how to lead in 

varying contexts. 

o Rigid Toolkits: Beware of treating models as prescriptive 

toolboxes without grounding in personal philosophy—

leading to inauthentic leadership. 

 

Conclusion 

Understanding the distinction between leadership models (the 

“how-to” frameworks), philosophies (the guiding value systems), 

and styles (the observable behavioural patterns) is essential for 

both theory and practice. A well-rounded leadership education 

integrates all three: 
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• Models equip leaders with practical tools and processes. 

• Philosophies anchor leaders in a coherent set of values. 

• Styles offer a mirror to actual behaviours, highlighting strengths 

and blind spots. 

By teaching these distinctions with rich narratives and case 

examples—such as Ford’s autocracy, Nadella’s participative turn at 

Microsoft, or Greenleaf’s servant ethos—educators can prepare the 

next generation of leaders to be both effective and authentic. 
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1. Leadership Models              …….. 

 

Below is a detailed, academic-style exposition of Leadership Models, 

complete with definitions, typologies, narrative cases, critical 

discussion, and pedagogical implications. 

 

1. Definition and Purpose of a Leadership Model 

A leadership model is a structured framework or “how-to” guide that 

helps leaders: 

1. Diagnose the needs of their team or organization. 

2. Select an appropriate set of behaviours or tools. 

3. Adapt those behaviours as circumstances change. 

4. Evaluate outcomes and refine their approach. 

Unlike a narrow leadership style (a fixed pattern of behaviour) or an 

overarching leadership philosophy (a values-driven compass), a 

model is explicitly designed for learning and application. It 

provides both the map and the toolkit for navigating real-world 

complexity. 

 

2. Five Core Leadership Models 

Model Core Principle Primary Strength 

Situational 

Leadership® 

Match directive/supportive 

behaviours to followers’ 

competence and 

commitment 

Flexibility to lead 

beginners or 

experts 

Transformational–

Transactional 

Combine vision-driven 

inspiration with 

reward/punishment 

mechanisms 

Balances motivation 

for change with 

operational 

control 
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Model Core Principle Primary Strength 

Path–Goal Theory 

Remove obstacles (path), 

clarify objectives (goal), 

and offer support or 

incentives as needed 

Emphasizes leader as 

facilitator and 

motivator 

Leader–Member 

Exchange 

(LMX) 

Cultivate high-quality, 

individualized dyads 

between leader and 

each follower 

Highlights the impact 

of trust and 

personalized 

relationships 

Adaptive 

Leadership 

Engage in continuous 

diagnosis, 

experimentation, and 

empowerment to 

address complex, 

shifting challenges 

Equips organizations 

for VUCA 

(Volatile, 

Uncertain, 

Complex, 

Ambiguous) 

environments 

 

3. Narrative Case Illustrations 

3.1 Situational Leadership® in a Research Lab 

Dr. Simmons heads an interdisciplinary neuroscience lab. When a newly 

hired technician struggles with complex imaging protocols, she 

adopts a “telling” approach—providing step-by-step instructions 

and close supervision. Six months later, as the technician masters 

the techniques and shows confidence, Dr. Simmons shifts to 

“delegating,” trusting the technician to design imaging 

experiments independently. This staged adaptation accelerates skill 

acquisition and fosters ownership. 

3.2 Transformational–Transactional in a Fintech Start-up 

At NovaPay, co-founder Arif articulates a bold vision—“Banking on 

Everyone.” In weekly town halls he shares progress stories to inspire 

the development team (transformational). Simultaneously, he 
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maintains a leaderboard of daily feature-deployments, tying top 

performers to small bonuses (transactional). The combination keeps 

the team aligned with the mission while sustaining day-to-day 

delivery momentum. 

3.3 Path–Goal Theory in Public Infrastructure 

A state highway director, Maya, encounters community resistance to 

land acquisition. She first employs a directive style: delineating clear 

steps for public consultations and permit filings. When local staff 

feel overwhelmed, she switches to supportive leadership—

organizing legal-aid workshops and providing templates for 

community outreach. By clearing bureaucratic hurdles and offering 

emotional support, Maya’s team secures buy-in and accelerates 

project timelines. 

3.4 Leader–Member Exchange (LMX) in a Consultancy 

Consulting partner Karim prioritizes one-on-one rapport with each junior 

consultant. He invites them to co-author client reports, pilots stretch 

assignments, and regularly solicits feedback. This high-LMX group 

feels empowered and shows lower turnover. Meanwhile, newer hires 

in a low-LMX track receive standard assignments and limited 

mentoring. The quality differential in outcomes underscores the 

power of individualized leader–follower dyads. 

3.5 Adaptive Leadership in a Manufacturing Firm 

When global supply-chain disruptions hit, CEO Lina convenes 

cross-functional teams to diagnose emergent bottlenecks. She 

encourages rapid experimentation—shifting to alternative 

suppliers, piloting just-in-time deliveries, and crowdsourcing process 

improvements from floor staff. By empowering local managers to 

adapt on the fly, her company weathers volatility without resorting 

to top-down edicts. 

 

4. Critical Discussion 

4.1 Flexibility vs. Consistency 
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• Pros: Models like Situational Leadership® and Adaptive 

Leadership emphasize flexibility, enabling leaders to tailor their 

approach to follower readiness or environmental shifts. 

• Cons: Leaders may struggle to accurately assess situations or lack 

the self-awareness to switch behaviours smoothly. Over-reliance 

on prescription can lead to mechanical “style-flipping” without 

genuine engagement. 

4.2 Cultural and Organizational Context 

• In collectivist cultures, supportive and participative behaviours 

(Path–Goal’s supportive style, LMX’s relationship focus) resonate 

more deeply than highly directive tactics. 

• In high-pressure industries (e.g., investment banking), 

transactional elements may be necessary to maintain short-term 

performance benchmarks, even if transformational vision sets the 

long-term tone. 

4.3 Training and Development Approaches 

• Role-play Simulations: Trainees receive case vignettes describing 

follower profiles or crisis scenarios; they practice selecting and 

enacting the appropriate model behaviours. 

• 360° Feedback: Participants compare their self-diagnosed style 

usage against peer and subordinate perceptions, identifying gaps 

between theoretical choice and actual practice. 

4.4 Critiques and Limitations 

• Some scholars argue many leadership models remain overly 

mechanistic, underplaying emotional intelligence and relational 

dynamics. 

• Measurement challenges persist: for example, Adaptive 

Leadership’s iterative experimentation is hard to capture with 

standard surveys, hindering empirical validation. 

 

5. Implications for Educators and Millennial Learners 
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1. Clarify Terminology: Begin by distinguishing models (process), 

philosophies (values), and styles (behaviours) to prevent conceptual 

confusion. 

2. Local Case Studies: Integrate narratives from Indonesian 

organizations—e.g., how Telkom Indonesia applied adaptive 

leadership to navigate digital transformation—so learners see 

cultural resonance. 

3. Interactive Diagnostics: Use online instruments or quick 

questionnaires to help students identify their preferred model 

applications and reflect on development areas. 

4. Critical Debates: Encourage learners to debate the relevance of 

classical models in AI-driven, remote, and flat organizational 

structures. 

5. Integration Projects: Assign teams to design a leadership 

“playbook” for a hypothetical start-up, requiring them to select and 

justify a primary model and articulate contingency plans. 

 

6. Conclusion 

Leadership models equip aspiring leaders with structured processes 

rather than fixed personas. By mastering models such as Situational 

Leadership®, Transformational–Transactional approaches, Path–Goal 

Theory, LMX, and Adaptive Leadership, individuals gain a repertoire 

of tools to diagnose context, choose behaviours, and refine their 

impact. When taught with rich narrative cases, interactive 

diagnostics, and critical reflection—especially contextualized for 

millennial learners—these models become not just academic 

concepts but practical guides for navigating the complex, 

fast-changing world of modern organizations. 

 

Expanding on leadership models 
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Below is a deeper dive into leadership models, covering their historical 

evolution, theoretical roots, additional contemporary frameworks, 

measurement approaches, and guidance on integrating multiple models 

in practice. 

 

 

1. Historical Evolution of Leadership Models 

1. Trait and Early Behavioral Models (1900s–1950s) 

o Trait Theory: Early researchers (e.g. Stogdill, 1948) sought 

the “Great Man” qualities—intelligence, charisma, 

determination—that supposedly distinguish leaders. 

▪ Narrative: In the 1920s, factory foremen were chosen 

largely for forceful personalities rather than learned 

skills—a practice that later proved inconsistent with 

performance. 

o Ohio State & Michigan Studies: Shifted focus to observable 

behaviours—initiating structure vs consideration (Ohio State), 

and production-oriented vs employee-oriented 

(Michigan) Yukl, 2006 . 

2. Contingency and Situational Models (1960s–1980s) 

o Fiedler’s Contingency Model (1967): Effectiveness depends 

on matching a leader’s fixed style (measured by Least-

Preferred Co-Worker score) to situational favourableness 

(leader–member relations, task structure, positional power). 

▪ Case: A highly structured assembly-line environment 

suited a low-LPC (task-oriented) supervisor, whereas a 

R&D lab thrived under a high-LPC 

(relationship-oriented) leader. 
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o Hersey & Blanchard’s Situational Leadership® (1977): 

Emphasizes diagnosing follower readiness and flexing 

between telling, selling, participating, delegating. 

3. Motivational and Path-Goal Models (1970s–1990s) 

o Path–Goal Theory (House, 1971): Leaders clarify paths, 

remove obstacles, and provide support or rewards; styles 

include directive, supportive, participative, achievement-

oriented. 

o Transactional vs Transformational (Burns, 1978; Bass, 

1985): 

▪ Transactional: Exchanges reward for performance 

(contingent reward, management by exception). 

▪ Transformational: Elevates followers’ values and 

motivation through idealized influence, inspirational 

motivation, intellectual stimulation, individualized 

consideration. 

4. Relational and Contemporary Complex Models (1990s–

Present) 

o Leader–Member Exchange (LMX) (Graen & Uhl-Bien, 1995): 

Focuses on dyadic relationships—high-quality (trusted, 

involved) vs low-quality exchanges. 

o Adaptive Leadership (Heifetz, 1994): Calls for diagnosing 

technical vs adaptive challenges, orchestrating conflict, 

empowering change across organizational levels. 

o Distributed/Shared Leadership: Leadership functions 

emerge from networks rather than a single individual—

common in agile and self-managed teams. 
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o Authentic Leadership Model (Avolio & Gardner, 2005): 

Proposes four pillars—self-awareness, internalized moral 

perspective, balanced processing, relational transparency. 

o Servant Leadership Model (Greenleaf, 1977): Outlines 

attributes such as listening, empathy, healing, persuasion, 

stewardship, and community building as a process for 

serving first. 

 

 

2. Theoretical Underpinnings 

• Contingency Theory: No one best way; effectiveness hinges on 

situational factors. 

• Social Exchange Theory: Underlies LMX—trust and reciprocity in 

leader–follower dyads drive commitment. 

• Complexity Science: Informs Adaptive and Distributed Leadership, 

viewing organizations as complex adaptive systems where 

leadership emerges in interaction. 

• Moral and Ethical Foundations: Authentic and Servant models 

root leadership in ethics, virtue, and service rather than mere 

performance. 

 

 

 

 

3. Measurement Instruments 
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Model Common Instrument Key Metric 

Fiedler’s 

Contingency 

LPC (Least-Preferred 

Co-Worker) Scale 

LPC score (task vs 

relationship) 

Situational 

Leadership® 

Leadership Style 

Questionnaire 

(Hersey/Blanchard) 

Frequency of each style 

usage 

Path–Goal Theory 
Path–Goal Questionnaire 

(House) 

Perceived clarity, 

support, involvement 

Transformational–

Transactional 

MLQ (Multifactor 

Leadership 

Questionnaire) 

Scores on transactional 

vs transformational 

subscales 

LMX LMX-7 Scale 
Quality of dyadic 

exchange 

Authentic 

Leadership 

ALQ (Authentic 

Leadership 

Questionnaire) 

Self-awareness, 

relational transparency 

Servant Leadership 
SLQ (Servant Leadership 

Questionnaire) 

Empathy, stewardship, 

community building 

 

 

4. Strengths, Limitations, and Integration 

Model Category Strengths Limitations 
Integration 

Tip 

Contingency/Situational 
Promotes 

flexibility; 

tailored to 

Requires 

accurate 

situational 

Pair with 

Authentic 

model to 
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Model Category Strengths Limitations 
Integration 

Tip 

follower 

readiness 

diagnosis; can 

feel 

mechanical 

ground 

choices in 

values 

Motivational 

(Transactional/Transformati

onal) 

Balances 

short-term 

performanc

e with 

long-term 

inspiration 

Transactional 

can stifle 

innovation; 

transformation

al vision may 

outpace reality 

Use 

Transactional 

tools to track 

progress on 

Transformatio

nal initiatives 

Relational (LMX) 

Emphasizes 

trust and 

individualiz

ed support 

Risk of 

in-groups vs 

out-groups; 

potential for 

perceived 

favoritism 

Rotate 

high-LMX 

opportunities 

to broaden 

inclusion 

Complex/Adaptive 

Equips 

leaders for 

uncertainty; 

fosters 

bottom-up 

innovation 

Harder to 

teach and 

measure; may 

lack clear 

guidance for 

novices 

Introduce via 

action-learnin

g projects on 

real adaptive 

challenges 

Ethical (Authentic/Servant) 

Centers 

leadership 

on 

integrity, 

service, and 

community 

May 

under-emphas

ize 

performance 

metrics; can 

Combine with 

Transformatio

nal to link 

ethics with 

vision 
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Model Category Strengths Limitations 
Integration 

Tip 

be seen as 

“soft” 

 

 

5. Selecting and Blending Models in Practice 

1. Context Analysis 

o Stable vs Volatile Environment: In stable settings, 

contingency models (e.g. Fiedler) suffice; in VUCA contexts, 

Adaptive or Distributed models excel. 

o Task Complexity: Highly structured tasks may need directive 

(Path–Goal); ambiguous tasks benefit from transformational 

or servant approaches. 

2. Follower Profile 

o Skill & Motivation: Use Situational Leadership® to tailor 

direction and support. 

o Desire for Autonomy: Senior professionals appreciate 

Distributed and Servant models that emphasize 

empowerment. 

3. Organizational Culture & Values 

o Align model choice with organizational norms: e.g., 

non-profit NGOs may favor Servant Leadership, while sales 

teams might lean transactional frameworks. 

4. Hybrid Playbooks 
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o Design a “Model Portfolio”: Define core models for 

day-to-day operations (e.g. Situational) and supplementary 

models for strategic shifts (e.g. Transformational + Adaptive). 

o Scenario Planning: Map likely challenges (e.g. merger, crisis, 

innovation push) to specific model combinations. 

 

 

6. Pedagogical Approaches for Advanced Learners 

• Action Learning Projects: Teams tackle real organizational issues, 

applying different models in successive sprints and reflecting on 

outcomes. 

• Model Comparison Debates: Assign student groups opposing 

stances (e.g., “Fiedler’s Contingency vs Situational Leadership®”) to 

argue efficacy based on case evidence. 

• Model-Building Workshops: Have participants co-create new 

hybrid models by selecting complementary elements (e.g., 

combining LMX’s relationship focus with Path–Goal’s obstacle 

removal). 

• Reflective Journaling: Require leaders to document daily 

challenges, note which model behaviours they applied, and assess 

effectiveness against predefined metrics. 

 

By tracing leadership models from their trait and behavioural origins, 

through contingency and motivational frameworks, to relational, 

adaptive, and ethical paradigms, learners gain both conceptual breadth 

and practical tools. Embedding these models in rich narrative cases, 

measurement exercises, and integrative projects ensures that emerging 
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leaders not only understand how to lead but also why and when each 

approach is most powerful. 
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2. Leadership Philosophies        …….. 

 

Below is an in-depth exploration of Leadership Philosophies—the 

value-driven compasses that shape why and how leaders choose to 

exercise influence—illustrated with narrative cases and critical discussion. 

 

1. What Is a Leadership Philosophy? 

A leadership philosophy is a coherent set of beliefs and values that 

guides a leader’s purpose, priorities, and behaviour. Whereas a model 

prescribes how to lead and a style describes what behaviours emerge, a 

philosophy anchors both in a leader’s sense of self and moral outlook. It 

answers questions such as: 

• Why do I lead? 

• What is my ultimate purpose? 

• Which principles are non-negotiable? 

A clearly articulated philosophy fosters consistency, authenticity, and 

integrity, even as situational demands and available “tools” shift. 

 

2. Core Leadership Philosophies 

2.1 Servant Leadership 

• Belief: True leadership begins with serving others—meeting their 

needs, developing their potential, and elevating the community. 

• Key Values: Humility, empathy, stewardship, community building. 

• Narrative Case 

Maria, director of a community health clinic, spends mornings on 

the clinic floor—listening to nurses’ challenges, fetching supplies 
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alongside support staff, and soliciting ideas for process 

improvements. By putting team members’ welfare first, she builds 

deep trust and fosters a culture where staff feel empowered to 

propose innovations in patient care. 

• Discussion 

Servant philosophy can slow decision-making if consensus is 

over-emphasized, yet it often yields higher engagement, lower 

turnover, and stronger organizational citizenship. 

2.2 Authentic Leadership 

• Belief: Leaders must be genuine, transparent, and aligned with 

their core values; trust is built through consistency between words 

and deeds. 

• Key Values: Self-awareness, integrity, relational transparency, 

balanced processing of information. 

• Narrative Case 

At GreenTech Innovations, CEO Ravi openly shares with all 

employees the company’s financial struggles and his personal 

doubts about certain strategic bets. By modeling vulnerability, he 

invites team members to speak up when they see risks—leading to 

earlier identification of a flawed product design and saving millions 

in rework. 

• Discussion 

Authenticity fosters psychological safety, but leaders must balance 

openness with discretion—oversharing can undermine confidence 

or breach privacy norms. 

2.3 Ethical Leadership 

• Belief: Leadership is a moral endeavour; decisions must be guided 

by fairness, justice, and the greater good, not solely by profit or 

power. 
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• Key Values: Justice, respect, responsibility, transparency. 

• Narrative Case 

When Acme Exporters uncovers a safety risk in one of its factories 

abroad, the plant manager Halim immediately halts production—

despite significant revenue loss—and reports the issue to 

headquarters. His commitment to worker welfare over short-term 

gains establishes a company-wide code of ethics and improves 

brand reputation in global markets. 

• Discussion 

Ethical philosophy can create short-term trade-offs (e.g., cost vs 

safety), but it underpins long-term legitimacy and stakeholder 

trust. 

2.4 Values-Based Leadership 

• Belief: Leaders should explicitly define and live by a set of core 

organizational values, using them to guide every strategic and 

operational choice. 

• Key Values: Whatever the leader and organization jointly commit 

to—e.g., innovation, sustainability, inclusion. 

• Narrative Case 

TechStartupX embeds “radical inclusion” as its first value. In hiring, 

product design, and marketing, every decision is passed through 

an “inclusion filter,” ensuring accessibility for users of all abilities. 

This consistency attracts diverse talent and opens new market 

segments in underserved communities. 

• Discussion 

Values-based philosophy requires rigorous reinforcement—leaders 

must exemplify the values visibly, and hold everyone (including 

themselves) accountable when values are compromised. 

2.5 Level-5 Leadership (Jim Collins) 
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• Belief: The most effective leaders combine personal humility with 

an unwavering professional will to build enduring greatness. 

• Key Values: Humility, resilience, ambition for the organization over 

self. 

• Narrative Case 

Maria Soemi, CEO of a regional bank, attributes growth not to her 

“visionary” leadership, but to her team’s collective expertise—and 

publicly credits frontline staff in quarterly reports. Behind the 

scenes, she relentlessly drives strategic initiatives, refusing to 

accept underperformance. 

• Discussion 

Level-5 philosophy counters the “cult of personality,” but humility 

must be genuine—leaders who feign modesty risk appearing 

disingenuous. 

 

3. Developing and Articulating Your Own Leadership Philosophy 

1. Values Inventory 

o List the principles you believe should never be compromised 

(e.g., honesty, respect, service). 

o Rank them to clarify priorities. 

2. Personal Mission Statement 

o Draft a one- or two-sentence purpose (“To ______ by ______”). 

o Example: “To foster innovation in education by empowering 

teachers with continuous learning opportunities.” 

3. Reflection on Role Models 

o Identify leaders you admire and the values they embody. 
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o Analyze which of their actions resonate with your own 

beliefs. 

4. Behavioral Commitment 

o Translate values into concrete practices (“I will spend at least 

two hours per week in direct coaching conversations,” or “I 

will solicit anonymous feedback monthly”). 

5. Philosophy Statement 

o Write a formal declaration of your leadership philosophy, to 

share with teams and stakeholders for accountability and 

alignment. 

 

4. Teaching Leadership Philosophies 

• Reflective Workshops: Small groups discuss ethical dilemmas or 

service scenarios, then map responses back to underlying 

philosophical principles. 

• Philosophy Clinics: Students present draft philosophy statements 

and receive peer feedback on clarity, consistency, and authenticity. 

• Case Debates: Assign real-world leadership dilemmas (e.g., 

balancing profit vs environmental impact) and debate solutions 

based on differing philosophies (ethical vs values-based vs 

transactional). 

• Journaling & Mentorship: Encourage leaders to journal daily 

reflections on decisions and philosophies, pairing them with a 

mentor to discuss alignment between intent and action. 

 

5. Critical Reflections and Pitfalls 
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• Philosophy vs Dogma: A philosophy must guide, not imprison. 

Overly rigid adherence can stifle creativity or responsiveness. 

• Alignment Gaps: When leaders espouse a philosophy but behave 

inconsistently (e.g., preaching servant values while exercising 

authoritarian control), credibility erodes rapidly. 

• Context Sensitivity: Some philosophies (e.g., servant leadership) 

excel in collaborative cultures but may hamper urgent 

decision-making in crisis situations—leaders must recognize when 

to lean on complementary approaches (e.g., drawing briefly on 

directive tactics). 

 

Conclusion 

A well-crafted leadership philosophy serves as an internal north star—

illuminating why you choose certain tools, styles, or models, and helping 

you remain authentic under pressure. By studying and internalizing 

philosophies such as Servant, Authentic, Ethical, Values-Based, and 

Level-5 Leadership—and by actively reflecting on your own values—you 

equip yourself with the moral grounding to lead sustainably, especially 

for the millennial generation that values purpose, transparency, and 

impact. 

 

 

Elaborating on Leadership Philosophies 

 

Below is a deeper, more nuanced exploration of leadership 

philosophies—the value-driven lenses through which leaders 

make sense of power, purpose, and people. Each subsection 

includes origins, core tenets, narrative examples, benefits and 

pitfalls, and reflections for practice. 
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1. Why Leadership Philosophy Matters 

A leadership philosophy is more than a mission statement or set of 

platitudes. It underpins every choice a leader makes—how they 

allocate resources, whom they promote, how they respond in crisis. 

When clearly articulated, it: 

• Anchors behaviour in consistent values, even under pressure. 

• Guides trade-offs between competing priorities (e.g., profit vs. 

people). 

• Signals to stakeholders—employees, customers, partners—what to 

expect. 

Without a coherent philosophy, leaders risk drifting from one fad to the 

next, eroding trust and coherence. 

 

2. Core Philosophies Explored 

2.1 Servant Leadership 

Origin & Tenets 

– Coined by Robert K. Greenleaf (1970), who argued that “The 

servant-leader is servant first.” 

– Spears (1995) distilled ten characteristics: listening, empathy, 

healing, awareness, persuasion, conceptualization, foresight, 

stewardship, commitment to growth, building community. 

Narrative Case 

Anita leads an NGO providing clean water in rural Java. Each week 

she spends mornings clearing wells with field workers, then gathers 

the team for a “what’s hindering you?” forum. When a technician 

proposes a new filtration method, she reallocates budget—even 

though it delays other initiatives—because empowering innovation 

aligns with her service ethos. 

Benefits & Pitfalls 

– Plus: Builds deep trust, low turnover, strong organic leadership 

pipelines. 
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– Minus: Can slow urgent decision-making; risk of “leader as peer” 

eroding clear accountability. 

 

2.2 Authentic Leadership 

Origin & Tenets 

– Avolio & Gardner (2005) emphasize four components: 

1. Self-awareness – understanding one’s strengths, weaknesses, 

values. 

2. Internalized moral perspective – values drive actions, not 

external pressures. 

3. Balanced processing – objectivity in evaluating information. 

4. Relational transparency – sharing openly while maintaining 

discretion. 

Narrative Case 

CEO Dara of a digital media startup publishes weekly 

“warts-and-all” essays: revenue successes, product flops, and her 

own moments of doubt. When staff spot a security vulnerability, 

they feel safe reporting it immediately—knowing mistakes won’t 

be punished but will be addressed collaboratively. 

Benefits & Pitfalls 

– Plus: Fosters psychological safety, innovation, and rapid 

problem-spotting. 

– Minus: Over-transparency can undermine confidence or breach 

confidentiality; requires high emotional intelligence. 

 

2.3 Ethical Leadership 

Origin & Tenets 

– Brown, Treviño & Harrison (2005) describe ethical leaders as both 

moral persons (honest, caring) and moral managers (actively 

shape ethical culture). 

Narrative Case 

When a supplier in another country uses child labor, supply-chain 
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head Faisal halts all orders, absorbs the short-term cost, and works 

with local NGOs to establish fair wages—demonstrating that profit 

cannot trump people in his moral calculus. 

Benefits & Pitfalls 

– Plus: Builds reputational capital, stakeholder trust, and long-term 

sustainability. 

– Minus: Short-term financial hits; may spark internal conflict with 

those prioritizing quarterly results. 

 

2.4 Values-Based Leadership 

Origin & Tenets 

– Emphasizes value congruence: aligning leader, employee, and 

organizational values. 

– Leaders identify 3–5 core values and integrate them into every 

policy, decision, and communication. 

Narrative Case 

At EcoWare, “zero waste” is not just a tagline but a decision filter: 

from R&D (designing fully compostable packaging) to HR 

(interview questions probe personal environmental commitments) 

to marketing (campaigns highlight staff-led community cleanups). 

Benefits & Pitfalls 

– Plus: Creates a magnetic culture that attracts like-minded talent 

and customers. 

– Minus: Risk of values becoming superficial if not lived daily; can 

alienate stakeholders who don’t share them. 

 

2.5 Level-5 Leadership 

Origin & Tenets 

– Jim Collins (2001) identified Level-5 leaders as blending personal 

humility with professional will—a paradox of modesty and fierce 

resolve. 
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Narrative Case 

Rina, the turnaround CEO of a family-owned textiles firm, deflects 

praise to her management team publicly, yet behind closed doors 

insists on rigorous performance metrics and refuses to accept 

excuses for missed targets. 

Benefits & Pitfalls 

– Plus: Sustains high performance without ego-driven upheaval; 

builds resilient cultures. 

– Minus: Genuine humility can be mistaken for weakness; 

“ambition for the company” must be authentic, not a façade. 

 

2.6 Charismatic Leadership (As Philosophy) 

Origin & Tenets 

– Rooted in Weber’s concept of charismatic authority, where 

followers attribute extraordinary qualities to the leader. 

– Emphasis on emotion, rhetoric, and symbolic acts to inspire. 

Narrative Case 

During a major product pivot at a consumer-tech firm, CEO Nadia 

stages nightly “innovation fireside chats,” weaving a narrative of 

overcoming adversity and inviting employees to see themselves as 

protagonists in a collective hero-journey. 

Benefits & Pitfalls 

– Plus: Can mobilize rapid change and rally people behind a bold 

vision. 

– Minus: Risk of cult of personality; followers may hesitate when 

the leader is absent or falls short of expectations. 

 

2.7 Spiritual Leadership 

Origin & Tenets 

– Fry (2003) links leadership to spiritual well-being, defining two 

key constructs: 

1. Calling – sense of meaningfulness in work. 



Rudy C Tarumingkeng:  Leadership Styles, Models and Philosophies 

 

 
 

37 

2. Membership – sense of belonging to a community. 

– Spiritual leaders foster vision, hope/faith, and altruistic love. 

Narrative Case 

At Harmony Health, CEO Dewi opens each meeting with a brief 

reflection on the organization’s healing mission. Staff share 

moments when they felt most “called” to serve patients, reinforcing 

a shared sense of purpose that transcends mere job functions. 

Benefits & Pitfalls 

– Plus: Deepens engagement, commitment, and organizational 

citizenship beyond contractual obligation. 

– Minus: Requires sensitivity to diverse beliefs; can alienate secular 

stakeholders if not inclusive. 

 

3. Integrating and Articulating Your Philosophy 

1. Inventory Core Beliefs 

o What drives you beyond metrics? (e.g., justice, service, 

authenticity) 

2. Map to Behaviours 

o Translate each belief into concrete actions (e.g., “I will hold 

monthly town halls where I answer any question candidly”). 

3. Test in Dilemmas 

o Pose real or hypothetical ethical dilemmas (“Profit vs. 

safety?”) and see which philosophy yields coherent guidance. 

4. Write a Philosophy Statement 

o A concise declaration (“I lead to enable others to flourish by 

modeling integrity, service, and inclusive community”). 

5. Publish & Reflect 

o Share with your team; solicit feedback on consistency; revise 

annually. 

 

4. Teaching and Development Approaches 
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• Case-Based Workshops: Assign diverse real-world dilemmas, have 

student teams advocate solutions from different philosophical 

lenses. 

• Reflective Journaling: Leaders log daily decisions, note which 

principle guided them, and assess alignment. 

• Peer Coaching Circles: Small groups hold each other accountable 

to their stated philosophies, offering candid feedback. 

• Philosophy Clinics: Structured sessions where participants draft, 

critique, and refine their philosophy statements under mentor 

guidance. 

 

5. Critical Reflections 

• Rigidity vs. Flexibility: A philosophy should guide, not constrain; 

beware of dogmatism. 

• Authenticity Gap: Inconsistency between professed values and 

actions undermines credibility faster than no philosophy at all. 

• Context Sensitivity: Some philosophies excel in collaborative 

cultures (servant, spiritual), others in high-stakes environments 

(charismatic, Level-5). 

 

Conclusion 

Leadership philosophies are the moral and existential bedrock upon 

which models and styles rest. By deeply understanding—and 

continually refining—one’s servant, authentic, ethical, 

values-based, Level-5, charismatic, or spiritual philosophy, a leader 

gains the clarity and courage to navigate complexity with 

integrity. Embedding these philosophies into narrative cases, 

reflective practices, and peer feedback ensures they remain living 

guides, not empty slogans. 
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3. Leadership Styles       ……..      

 

 

Below is an even deeper dive into Leadership Styles, expanding on 

classic classifications, introducing additional contemporary styles, 

and exploring how leaders can diagnose, adapt, and blend styles in 

practice. 

 

1. Expanded Taxonomy of Leadership Styles 

While Lewin’s three (autocratic, democratic, laissez-faire) and Goleman’s 

six (visionary, coaching, affiliative, democratic, pacesetting, 

commanding) cover many behaviours, we can broaden the map 

further: 

Style Core Behaviours When to Use 

Autocratic/Commandin

g 

Centralized 

decision-making

; orders issued 

with little 

consultation; 

rapid execution 

Crisis or turnaround 

situations; 

unskilled teams 

Democratic 

Solicits wide input; 

builds 

consensus; 

facilitates 

collective 

problem-solving 

Complex, 

knowledge-wor

k settings; high 

buy-in needed 

Laissez-Faire 

Hands-off delegation; 

minimal 

oversight; trust 

in follower 

autonomy 

Expert teams with 

self-motivation; 

creative R&D 

units 
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Style Core Behaviours When to Use 

Visionary 

Paints a compelling 

future; aligns 

people behind a 

clear direction 

When strategic 

redirection is 

required; new 

ventures 

Coaching 

Focuses on individual 

development; 

sets long-term 

goals; provides 

feedback and 

resources 

Talent development; 

succession 

planning 

Affiliative 

Prioritizes emotional 

support; builds 

harmonious 

relationships; 

addresses 

personal needs 

After conflict or 

setbacks; to 

rebuild morale 

Pacesetting 

Sets very high 

performance 

standards; leads 

by example; 

expects instant 

compliance 

High-performing 

teams with 

experienced 

members; 

short-term 

goals 

Transactional 

Clarifies tasks and 

standards; uses 

rewards and 

corrective 

actions to 

manage 

performance 

Routine operations; 

environments 

driven by 

metrics 
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Style Core Behaviours When to Use 

Transformational 

Inspires through 

vision and 

intellectual 

stimulation; 

attends to 

followers’ 

individual needs 

Major change 

initiatives; 

innovation 

drives 

Bureaucratic 

Emphasizes rules, 

procedures, and 

hierarchy; 

ensures 

compliance with 

standards 

Regulated industries 

(e.g., healthcare, 

aviation); 

maintaining 

safety or quality 

Strategic 

Balances internal and 

external 

demands; 

integrates 

long-term vision 

with operational 

priorities 

Senior executives 

orchestrating 

cross-functional 

initiatives 

E-Leadership 

Leverages digital 

tools; 

communicates 

asynchronously; 

fosters virtual 

trust; adapts 

style for remote 

teams 

Distributed/remote 

work 

environments 

Servant (as style) 
Demonstrates humility 

in day-to-day 

Service-oriented 

organizations; 
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Style Core Behaviours When to Use 

interactions; 

removes 

obstacles for 

team; places 

followers’ 

growth above 

personal 

ambition 

non-profits, 

education 

Charismatic 

Uses personal 

magnetism and 

storytelling to 

rally followers; 

relies on 

emotional 

appeal 

Rallying support for 

transformative 

causes; startup 

founding teams 

 

2. Deep Narrative Cases 

2.1 Pacesetting in a High-Growth Startup 

At CodeWave, CTO Lina adopts a pacesetting style during a product 

sprint: she personally delivers working prototypes each morning, 

expects her engineers to match her pace, and offers real-time 

corrective feedback. While this accelerates feature delivery, newer 

hires feel overwhelmed; Lina must temper her pacesetting with 

occasional affiliative check-ins to sustain morale. 

2.2 E-Leadership in a Global Consultancy 

Raj leads consultants across five time-zones. He sets clear objectives via 

shared dashboards (transactional), records short video “daily 

stand-ups” to maintain vision (visionary), and holds bi-weekly 

virtual coffee chats to build rapport (affiliative). By consciously 

switching between asynchronous directive and relational styles, he 

maintains cohesion in a fully remote team. 
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2.3 Bureaucratic in a Pharmaceutical Division 

At MedCare Corp., Regulatory Head Dian enforces strict protocols for 

clinical trials: every document must follow standardized formats, 

and deviations trigger formal audits. Her bureaucratic stance 

ensures compliance and patient safety, but she periodically invites 

younger scientists to democratic workshops to surface innovative 

solutions—thus balancing safety with creativity. 

 

3. Diagnosing and Adapting Styles 

3.1 The Vroom–Yetton Decision Model 

This model helps leaders decide how much participation to allow: 

• Autocratic A1/A2: Leader decides alone, possibly after gathering 

information. 

• Consultative C1/C2: Seeks follower input individually or in group, 

then decides. 

• Group G2: Facilitates group decision with followers. 

By following Vroom–Yetton rules (e.g., “If decision quality is paramount 

and subordinates have relevant expertise, use C2/G2”), leaders 

tailor their style to the task and follower attributes. 

3.2 Style Flexing Framework 

1. Assess: What is the urgency, complexity, and follower readiness? 

2. Select: Choose a style aligned with situational needs (refer to the 

table in Section 1). 

3. Communicate: Explicitly signal your role (“I’ll take the lead here” 

vs. “Let’s brainstorm together”). 

4. Review: Solicit feedback on whether your approach supported 

performance and engagement. 

5. Adjust: Shift toward more directive, participative, or supportive 

styles as necessary. 

 

4. Style Synergy and Conflict 
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• Synergy Example: A visionary leader who can also coach bridges 

big-picture inspiration with individual growth, yielding highly 

motivated, skilled teams. 

• Conflict Example: A charismatic leader without ethical grounding 

can veer into manipulative territory—amplifying loyalty but risking 

organizational integrity. 

 

5. Cross-Cultural Considerations 

Culture Dimension 

(Hofstede) 
Preferred Styles Caution 

High Power 

Distance 
Autocratic, Transactional 

Democratic may be 

perceived as 

weak 

Low Power 

Distance 

Democratic, Affiliative, 

Coaching 

Autocratic can 

demotivate 

Individualism 
Visionary, Transformational, 

Pacesetting 

Bureaucratic may feel 

stifling 

Collectivism 
Affiliative, Servant, 

Democratic 

Laissez-Faire may 

appear aloof 

 

6. Developing Style Agility 

1. Style Diary: After each leadership interaction, record which style 

you used and its impact on outcomes and relationships. 

2. Peer Shadowing: Observe a colleague known for a style you lack 

(e.g., watching a democratic facilitator at work), then debrief on 

observed behaviours. 

3. Micro-Experiments: In low-risk settings, deliberately adopt a 

non-default style (e.g., a more affiliative tone in a status meeting) 

and note follower reactions. 
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4. Digital Feedback Tools: Use pulse surveys to gauge team 

perception of your style mix in real time, enabling rapid style 

tuning. 

 

7. Teaching Leadership Styles 

• Interactive Simulations: Virtual reality scenarios where learners 

must switch styles (e.g., triage simulation for autocratic style, 

design sprint for democratic). 

• Style Rotation Labs: In cohort workshops, assign participants to 

lead mini-projects using a prescribed style, then rotate roles so 

everyone experiences each mode. 

• Video Case Analyses: Analyze recorded speeches or meetings of 

well-known leaders—identifying style shifts and their effects. 

• Style Playbooks: Co-create personalized guides that map 

common situations (e.g., “When deadlines tighten…”) to preferred 

style responses. 

 

Conclusion 

Leadership styles are the observable threads that weave through every 

leader-follower interaction. By expanding our repertoire beyond 

classic categories to include emerging digital, bureaucratic, and 

strategic styles—and by learning structured diagnosis (e.g., Vroom–

Yetton) and reflection techniques—leaders cultivate the agility 

needed to thrive in today’s dynamic, multicultural organizations. 

 

 

Elaborating on leadership styles 

The user has already received comprehensive information on leadership 

styles, including explanations of classic styles, an expanded 

taxonomy, and adapting styles in diverse contexts. Now, deeper 

exploration is needed. This could involve diving into emerging 

leadership theories, including transformational or servant 
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leadership, their real-world applications with examples, and the 

psychological underpinnings of effective leadership. Additionally, 

ethical considerations, decision-making processes, and influence 

strategies can provide further depth. I'll aim to present this in a 

formal academic tone, still in English as per previous requests. 

Expanding on leadership styles 

To elaborate further, I could explore several key areas. For example, 

psychological theories like behavioral or emotional intelligence (EI), 

and their link to leadership styles. I'll also touch on toxic leadership, 

multi-style blending, and the "Full Range Leadership Model". 

Additionally, I'll discuss how new trends like "algorithmic 

leadership" are impacting styles in the digital age. Mapping styles 

to follower motivations and offering communication techniques for 

each type can deepen the discussion. Finally, I might consider 

adding case studies and a decision-making framework for style 

selection. 

Thought for 12 seconds 

Below is an even more granular, research-informed elaboration of 

Leadership Styles, covering psychological foundations, “dark-side” 

derailers, micro-behaviours, measurement insights, and guidance 

on fluidly sequencing and blending styles. 

 

1. Psychological Foundations of Styles 

Every leadership style rests on underlying psychological competencies 

and follower needs: 

• Emotional Intelligence (EI) 

o Self-Awareness & Self-Regulation support pacesetting and 

commanding styles without tipping into impatience or 

aggression. 

o Empathy & Social Skill underpin affiliative, democratic, and 

coaching styles, enabling genuine connection. 

• Motivation Theory 
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o Leaders who recognize followers’ Maslowian needs (e.g., 

belongingness vs. self-actualization) can tailor styles: an 

affiliative approach meets social needs, while a visionary or 

transformational style appeals to growth and purpose. 

• Trait and Behavioural Roots 

o Fiedler’s research suggests stable leader traits (e.g., task vs. 

relationship orientation) predispose preferred styles, but 

behavioural flexibility can be developed through deliberate 

practice (Fiedler, 1967; Yukl, 2013). 

 

2. “Dark-Side” and Derailer Styles 

Not all recurrent behaviours are constructive. Awareness of toxic variants 

prevents unintentional harm: 

Derailer Style Behaviours Impact 

Micromanaging 

Over-involvement in 

minutiae; lack of 

trust 

Lowers autonomy; erodes 

morale 

Bullying 
Intimidation, public 

criticism 

Drives fear, turnover, and 

disengagement 

Narcissistic 
Self-promotion, lack of 

empathy 

Creates dependency; stifles 

dissent 

Passive-Avoidant 
Withholding guidance; 

indecisiveness 

Leads to role confusion; 

missed opportunities 

Overly 

Pacesetting 

Unrealistic demands; 

minimal support 

Causes burnout; high error 

rates 

Narrative Case (Micromanaging): 

A logistics COO insists on approving every shipment plan—even 

trivial route choices—stifling team initiative. Over time, her 
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planners wait for her sign-off, delaying deliveries and dampening 

creativity in optimizing routes. 

 

3. Micro-Behaviours and Communication Techniques 

Each style comprises identifiable micro-behaviours: 

Style Key Micro-Behaviours Sample Phrases 

Visionary 

Storytelling; metaphor; 

future-focused 

questioning 

“Imagine where we could 

be five years from 

now if…” 

Coaching 
Active listening; Socratic 

questioning; goal-setting 

“What skills would you 

like to develop this 

quarter?” 

Affiliative 

Emotional check-ins; public 

recognition; informal 

gatherings 

“How are you feeling 

after last week’s 

rollout?” 

Pacesetting 

Rapid demonstration; tight 

deadlines; performance 

metrics 

“I’ve delivered draft 

prototypes daily—

let’s match that 

pace.” 

Democratic 
Round-robin input; voting; 

consensus summarization 

“Let’s go around the 

table—what’s 

everyone’s take?” 

Commanding 

Clear directives; predefined 

protocols; minimal 

debate 

“We will proceed with 

Plan A; please 

execute it now.” 

Training leaders to recognize and practice these micro-behaviours—and 

to listen for follower cues—builds style agility at the conversational 

level. 
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4. Measurement and Evidence 

• Multifactor Leadership Questionnaire (MLQ) shows: 

o Transformational styles correlate positively (ρ ≈ 0.45) with 

follower satisfaction and organizational performance. 

o Transactional styles link to short-term efficiency but weaker 

long-term innovation. 

o Laissez-faire often scores negatively on engagement metrics 

(Avolio & Bass, 2004). 

• 360° Feedback Data often reveal mismatches between intended 

and perceived style—leaders who think they are participative may 

be seen as autocratic if they solicit input but ignore it. 

 

5. Fluid Sequencing and Style “Choreography” 

Effective leaders treat styles like moves in a dance—sequencing them to 

guide teams through phases: 

1. Initiation (Visioning) 

o Use visionary/charismatic to generate excitement. 

2. Planning (Analysis) 

o Shift to democratic: co-create strategies with experts. 

3. Execution (Delivery) 

o Employ transactional or pacesetting to drive milestones. 

4. Support (Well-Being) 

o Move into affiliative: check morale and provide emotional 

support. 

5. Development (Growth) 

o Switch to coaching: invest in skills and career paths. 

Narrative Case: A pharmaceutical R&D director opens a new drug 

program with a visionary kick-off, brainstorms trial design 

democratically, enforces daily lab-bench targets pacesettingly, 

cares for team stress affiliatively during long experiments, then 

mentors junior scientists via coaching. 
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6. Cross-Generational and Digital-Era Considerations 

• Millennials & Gen Z especially value coaching, affiliative, and 

democratic styles—hungry for feedback, purpose, and 

participation. 

• E-Leadership: In remote settings, affiliative behaviours (e-coffee 

breaks) and visionary communication (asynchronous video 

messages) replace hallway conversations. 

 

7. Advanced Development Practices 

1. Style Micro-Learning 

o Short daily “style drills”: pick one micro-behaviour (e.g., active 

listening) and practice in every meeting. 

2. Critical Incident Logs 

o Document high-impact leadership moments, note which 

styles you used, and analyze alternatives. 

3. Peer Co-Coaching Pods 

o Small groups observe each other and offer feedback on style 

shifts in real time. 

4. Adaptive Style Mapping 

o Maintain a live dashboard (e.g., spreadsheet) tracking which 

styles you deployed each week, correlating with team 

engagement survey spikes or dips. 

 

Conclusion 

Leadership styles are the visible threads of daily leader-follower 

interaction. By understanding their psychological roots, avoiding 

“dark-side” derailers, practising micro-behaviours, leveraging 

empirical measurement, and choreographing style transitions, 

leaders cultivate the nuanced agility required for today’s 

fast-paced, diverse, and hybrid organizations. 
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4. Contrasting Models, Philosophies, and Styles  

                                            …….. 

 

 

Below is a deeper, integrated examination of how leadership models, 

philosophies, and styles differ—and how they interrelate—in both 

theory and practice. 

 

1. Core Distinctions 

Aspect 
Leadership 

Model 

Leadership 

Philosophy 
Leadership Style 

Definition 

A structured 

“how-to” 

framework 

or process 

A values-driven 

compass 

shaping why 

and what a 

leader does 

A descriptive 

taxonomy of 

habitual 

leader 

behaviours 

Purpose 

Guides learning, 

diagnosis, 

and 

adaptation 

Anchors decisions in 

ethical or 

purpose-driven 

beliefs 

Describes “what 

leaders do” 

in specific 

situations 

Scope 
Broad (process, 

stages, tools) 

Deep (principles, 

moral 

grounding) 

Narrow 

(observable 

actions) 

Flexibility 

Explicitly 

adaptive—

choose tools 

per context 

Relatively fixed—

rooted in core 

convictions 

Implicitly 

flexible—

leaders may 

shift but 

often 

gravitate 
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Aspect 
Leadership 

Model 

Leadership 

Philosophy 
Leadership Style 

Focus How to lead 
Why lead and what 

matters most 

What behaviours 

emerge 

Outcome 

Development of 

leader 

competence 

Consistency and 

authenticity 

Insight into 

behavioural 

patterns 

 

2. Narrative Illustration: Rolling Out a Major Change 

Imagine a mid-sized tech firm planning a shift from on-premises 

software to a cloud-native subscription model. Different leaders 

might approach this via: 

1. Model-Driven Leader 

o Choice of Model: Kotter’s 8-Stage Change Model 

o Process: 

1. Create Urgency: Commission an internal assessment, 

present data on customer churn. 

2. Form a Guiding Coalition: Assemble cross-functional 

change champions. 

3. … all the way to 8. Anchor New Approaches in culture. 

o Narrative: Every step maps to a workshop, a scorecard, and a 

checkpoint review—ensuring systematic progress. 

2. Philosophy-Driven Leader 

o Underlying Philosophy: Servant Leadership 

o Approach: 

▪ Prioritizes listening to frontline engineers’ concerns 

about retraining. 

▪ Empowers small teams to pilot migrations, removing 

barriers (budget, tooling) as “servant-first” action. 
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o Narrative: Rather than dictate timelines, this leader ensures 

every team member feels heard and supported—believing 

that service to people yields sustainable adoption. 

3. Style-Driven Leader 

o Dominant Style: Visionary + Coaching 

o Behaviours: 

▪ Paints an inspiring picture: “We will become the 

Amazon Web Services of our niche”—sparking 

excitement. 

▪ Then holds regular one-on-ones to upskill team leads 

in cloud-architecture principles. 

o Narrative: The spotlight is on clear, motivational talks and 

individualized development sessions—yet without a formal 

change framework. 

 

3. When Confusion Arises 

• Conflating Model with Style: 

Some texts label Kotter’s “create urgency” step itself a “style,” but 

it’s really one phase within a broader process—not an enduring 

behavioural pattern. 

• Mixing Philosophy and Model: 

A servant leadership program might be presented as a “model” for 

change, but if it lacks sequential steps or diagnostic tools, it’s 

actually a philosophy guiding why you remove obstacles, not how 

you sequence that removal. 

• Over-Emphasizing Style as Toolkit: 

Leaders sometimes treat style cards (e.g., “Use visionary language”) 

as a full change methodology—skipping vital modeling steps like 

stakeholder analysis or reinforcement planning. 

 

4. Synergies and Tensions 

4.1 Synergy Example 
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• Model: Path–Goal Theory 

• Philosophy: Authentic Leadership 

• Styles: Directive when clarifying tasks; Supportive when addressing 

morale 

An authentic leader uses Path–Goal’s diagnostic steps to identify 

obstacles, then flexes between directive and supportive styles—

always candid about personal motivations and inviting honest 

feedback. 

4.2 Tension Example 

• Model-Only Focus: A leader follows every tool in a model rigidly 

(e.g., rushing through Kotter’s eight steps) 

• Philosophy Conflict: but their personal ethics (philosophy) 

emphasize deep stakeholder consultation 

• Result: Discomfort arise—staff feel both hurried by the model and 

ignored in the service philosophy, eroding trust. 

 

5. Integrating All Three for High-Impact Leadership 

1. Begin with Philosophy (Your North Star) 

o Define why you lead (e.g., service, growth, innovation). 

o Articulate your non-negotiables. 

2. Select a Model (Your Roadmap) 

o Choose a structured process that aligns with your purpose 

(e.g., Agile Change Model for iterative innovation). 

o Customize model steps with filters drawn from your 

philosophy (e.g., in each sprint, pause for team “service” 

check-ins). 

3. Deploy Styles (Your Day-to-Day Moves) 

o During diagnosis, use a democratic style to solicit input. 

o While executing, shift to transactional/pace-setting for 

clear metrics. 

o When morale dips, adopt an affiliative style. 

4. Reflect and Refine 
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o After each milestone, review: Did the model deliver? 

o Were your actions consistent with your philosophy? 

o Which styles served best—and which derailed momentum? 

 

6. Teaching and Coaching Implications 

• Workshops: 

o Case teams draft a philosophy statement, choose an 

appropriate model, then role-play key styles in breakout 

simulations. 

• Assessment: 

o Model Mastery: Evaluate ability to sequence and adapt 

model steps. 

o Philosophical Alignment: Use reflective essays to gauge 

depth of values articulation. 

o Style Agility: Employ 360° feedback to measure perceived 

style shifts across scenarios. 

 

Conclusion 

While models give leaders the structure to tackle challenges, 

philosophies root those choices in enduring values, and styles 

reveal the behaviours through which influence actually flows. 

Mastery comes not from choosing one category over another, but 

from weaving all three—aligning why, how, and what into a 

cohesive practice that is both effective and authentic. 

 

 

Thought for a couple of seconds 

Below is a deeper, more nuanced examination of how leadership 

models, philosophies, and styles differ, overlap, and can be 

combined—with extended examples, integration frameworks, and 

cautions for practice. 
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1. Revisiting the Core Definitions 

1. Models 

o What: Prescriptive, process-oriented frameworks (“how to”) 

o Why: Provide step-by-step guidance for diagnosing context, 

choosing behaviours, and sequencing actions 

o Example: Kotter’s 8-Step Change Model charts specific 

phases (urgency, coalition, vision, etc.) 

2. Philosophies 

o What: Value-driven belief systems (“why we lead”) 

o Why: Anchor decisions in enduring convictions about 

purpose, ethics, and the role of power 

o Example: Servant Leadership holds that serving followers’ 

needs is the highest calling of leadership 

3. Styles 

o What: Descriptive patterns of observable behaviour (“what 

leaders do”) 

o Why: Capture habitual tendencies—directive, participative, 

visionary, etc.—without prescribing when or why to use them 

o Example: A democratic style involves soliciting group input 

before deciding 

 

2. The “Three-Lens” Comparison 

Aspect Model Philosophy Style 

Scope 
Broad—end-to-end 

process 

Deep—ethical 

and 

existenti

al 

groundin

g 

Narrow—specific 

behavioural 

sets 

Temporal 

Focus 

Sequential—phases 

or stages 

Timeless—core 

values 

Moment-to-moment

—how a leader 
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Aspect Model Philosophy Style 

apply 

across all 

situation

s 

interacts right 

now 

Flexibility 
Adaptable—choose 

tools per phase 

Relatively 

fixed—

values 

change 

slowly 

Implicitly flexible—

leaders may 

shift 

unconsciously 

Primary 

Benef

it 

Reduces complexity 

by mapping 

“what comes 

next” 

Ensures 

integrity 

and 

alignmen

t with 

purpose 

Highlights real-world 

actions for 

self-awareness 

Common 

Pitfall 

Over-systematization

—can feel 

mechanistic 

Dogmatism—

values 

can 

become 

rigid 

rules 

Shallow 

application—

style without 

strategy or 

values 

 

3. Illustrative Vignettes 

3.1 A Cloud Migration Effort 

• Model-Focused 

CTO Lina adopts the ADKAR Model (Awareness, Desire, 

Knowledge, Ability, Reinforcement). Each week has a checklist: 

communications, training sessions, pilot deployments, reward 

systems. 
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• Philosophy-Focused 

CIO Rafael, grounded in Authentic Leadership, begins by sharing 

his own uncertainties, inviting candid feedback, and reaffirming 

that mistakes are learning opportunities. He views trust and 

transparency as the linchpin of any technical rollout. 

• Style-Focused 

VP Engineering Maya leads with a Visionary style—painting a bold 

picture of a globally scalable platform—and follows up with 

Transactional check-ins, using scorecards to track sprint progress 

against her vision. 

3.2 A Non-Profit Fundraising Campaign 

• Model: The Social Change Model of Leadership Development, 

which walks through individual values, group collaboration, and 

societal impact, with reflection exercises at each step. 

• Philosophy: Servant Leadership guides the campaign chairman 

to prioritize volunteer needs—providing coaching, removing 

barriers, and distributing credit widely. 

• Style: On the ground, the campaign manager uses an Affiliative 

style—hosting regular team gatherings, recognizing small wins, 

and tending to emotional well-being during high-pressure 

deadlines. 

 

4. When Boundaries Blur 

1. Model as Philosophy? 

o If you treat Kotter’s “Form a Guiding Coalition” as an 

ethical imperative—“It’s simply right to share power”—you 

risk converting a process step into a moral rule, losing its 

diagnostic flexibility. 

2. Philosophy as Model? 

o Running a “Servant Leadership program” without defined 

phases or metrics can devolve into vague platitudes. A true 
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model needs clear feedback loops and adaptation points; 

philosophy alone may not provide them. 

3. Style as Model? 

o Distributing “affiliative” flyers or “visionary” scripts without 

context feels like checking a box. Styles describe behaviours, 

but they do not teach when or why to deploy them—models 

and philosophies must fill that gap. 

 

5. Integrating All Three: A Practitioner’s Roadmap 

1. Clarify Your “Why” (Philosophy) 

o Draft a two-sentence philosophy statement: e.g., “I lead to 

empower teams with transparency and trust.” 

2. Choose Your “How” (Model) 

o Select a process whose stages align with your philosophy: 

e.g., ADKAR for capability building, with built-in awareness 

and reinforcement phases that echo your transparency value. 

3. Map Your “What” (Styles) 

o Identify which styles best serve each model stage: 

▪ Awareness → Visionary (to inspire) 

▪ Desire/Knowledge → Democratic (to involve) 

▪ Ability → Coaching (to develop skills) 

▪ Reinforcement → Transactional (to reward progress) 

4. Reflect and Adapt 

o After each cycle, audit: 

▪ Philosophical Fit: Did actions feel authentic to your 

compass? 

▪ Model Efficacy: Which phases stalled or accelerated? 

▪ Style Impact: How did followers perceive each style? 

5. Continuous Learning 

o Iterate your approach: refine your philosophy wording, tweak 

model choice, experiment with emerging styles (e-leadership 

for remote work, for example). 
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6. Teaching Strategies 

• Tri-Lens Workshops: In small teams, have participants craft (a) a 

mini-philosophy statement, (b) a one-page model flowchart, and 

(c) role-plays using three distinct styles—then debrief on alignment 

and gaps. 

• Case Debates: Present a real dilemma (e.g., downsizing vs 

redeployment) and split groups to argue from a model stance (e.g., 

Prosci Change), a philosophical stance (e.g., Ethical Leadership), or 

a style stance (e.g., Autocratic vs Democratic). 

• Alignment Audits: Assign learners to their own organizations—

map an upcoming initiative onto all three lenses, spotting 

misalignments (e.g., a values-based philosophy clashing with a 

rigid bureaucratic model). 

 

7. Critical Reflections 

• Misalignment Costs: When your philosophy demands inclusion 

but your model phases skip stakeholder input, or when your style 

(autocratic) contradicts both, follower trust—and ultimately 

results—suffer. 

• Over-Compartmentalization: Avoid treating each lens in isolation; 

leadership excellence emerges from the synergy of clear values, 

robust processes, and adaptive behaviours. 

• Evolving Contexts: As organizations transform (remote work, agile 

networks, digital platforms), models, philosophies, and styles must 

all be revisited—no single approach remains optimal forever. 

 

In Sum, contrasting these three lenses sharpens our understanding: 

• Models tell us how. 

• Philosophies remind us why. 

• Styles reveal what we actually do. 
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Mastery lies in weaving them together—crafting a leadership practice 

that is principled, systematic, and behaviorally agile. 
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5. Practical Implications and Discussion   …….. 

 

Exploring practical implications 

Below is a deep dive into Practical Implications and Discussion—

how the interplay of models, philosophies, and styles translates 

into real-world leadership development, organizational practice, 

and common challenges. 

 

5. Practical Implications and Discussion 

5.1 Implications for Leadership Education and Development 

1. Integrated Curriculum Design 

o Theory + Practice Modules: Structure courses so that each 

week students (a) study one model, one philosophy, and one 

style; (b) engage in a simulation or role-play applying all 

three in concert. 

o Reflective Learning Journals: Require participants to 

document weekly “leadership episodes” in which they note 

their philosophical lens, the model they followed, and the 

styles they used—then analyze gaps. 

o Case-Based Debriefs: Use real organizational change cases 

(e.g., a bank adopting digital channels) to dissect where a 

Kotter model failed due to a misaligned philosophy (e.g., 

neglecting servant values) or inappropriate style (e.g., 

autocratic in a consensus culture). 

2. Assessment and Feedback Mechanisms 

o 360° Evaluations: Frame feedback forms around the three 

dimensions—ask peers to rate not just “how well you led” 

but “which model steps you applied,” “how authentic you 

seemed,” and “which styles you defaulted to.” 

o Model Proficiency Rubrics: Develop checklists for each 

model stage (e.g., Did you create urgency? Form a coalition? 
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Anchor change?) and score leaders on completeness and 

adaptability. 

o Philosophy Alignment Interviews: Conduct semi-structured 

interviews probing whether leaders can articulate trade-offs 

consistent with their stated philosophy (e.g., “When profit 

conflicts with service, how did you decide?”). 

3. Pedagogical Technologies 

o Virtual Simulations: Platforms where learners experiment 

with leadership decisions in branching scenarios—receiving 

real-time feedback on whether they’re over-relying on one 

style or skipping model phases. 

o Peer-Led Philosophy Clinics: Small groups coach one 

another in refining philosophy statements and testing them 

against ethical dilemmas presented by instructors. 

 

5.2 Implications for Aspiring and Practicing Leaders 

1. Self-Diagnosis and Development Planning 

o Leadership Portfolio: Maintain a living document capturing 

your dominant philosophy, preferred model(s), and default 

style(s), plus action items for developing underused 

dimensions. 

o Coaching Relationships: Engage both model-savvy coaches 

(to sharpen process skills) and philosophy mentors (to 

explore values) and solicit style-focused feedback (“How did 

my tone affect the team?”). 

2. Action Learning Projects 

o Real-World Challenges: Volunteer to lead cross-functional 

task forces (e.g., sustainability initiative) where you 

consciously select a change model, apply your philosophy to 

stakeholder engagement, and flex styles as needed—then 

report lessons learned. 
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o “Pause and Reflect” Rituals: In the midst of a project, 

schedule brief retrospectives: “Which phase of the model are 

we in? Am I living up to my philosophy? What style is the 

team craving now?” 

3. Stakeholder Alignment 

o Upfront Contracting: At project launch, share your 

philosophy (“I lead to empower people through 

transparency”), outline the model you’ll follow, and explain 

how you’ll oscillate among styles—setting clear expectations 

and inviting partnership. 

o Continuous Dialogue: Solicit mid-course feedback: “Is my 

approach true to my values? Are the steps clear? Is my style 

helping you perform?” 

 

5.3 Organizational Implications 

1. Leadership Pipeline and Succession 

o Multi-Lens Development Plans: For high-potentials, design 

rotations that expose them to different models (e.g., 

turnaround vs. innovation), encourage reflection on personal 

philosophy, and require practice in varied styles. 

o Culture Audits: Map prevailing organizational philosophies 

(e.g., “growth at any cost”) and styles (e.g., pacesetting) 

against strategic models in use—identify misalignments that 

impede strategy execution. 

2. Performance Management Systems 

o Balanced Scorecards: Include metrics on model adherence 

(e.g., percentage of change steps completed), philosophical 

alignment (e.g., employee trust survey results), and style 

effectiveness (e.g., engagement scores tied to style use). 

o Reward Structures: Recognize not just outcomes but how 

they were achieved—reward leaders who demonstrate 

philosophical consistency, model rigor, and style agility. 
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3. Change Leadership Centers of Excellence 

o Establish cross-functional teams that coach project leaders 

on selecting models, living philosophical commitments, and 

diagnosing moment-to-moment style needs—creating 

institutional support for integrated leadership practice. 

 

5.4 Common Pitfalls and How to Avoid Them 

1. Fragmentation: Teaching a model without connecting to values 

makes leadership feel mechanical; conversely, preaching 

philosophy without process leaves leaders adrift. 

o Remedy: Always link each model module back to underlying 

values and illustrate corresponding styles in action. 

2. Over-Reliance on a Single Lens: A leader might default to “my 

style is visionary,” ignoring process discipline or ethical tensions. 

o Remedy: Use regular “leadership health checks” asking, 

“Which lens have I neglected this week?” 

3. Inauthentic Application: Mimicking a style (e.g., coaching) 

without genuine philosophical commitment results in hollow 

gestures. 

o Remedy: Encourage leaders to test each style only after 

reflecting on whether it aligns with their core philosophy—if 

not, choose an alternative aligned behaviour. 

 

5.5 Emerging Trends and Future Directions 

1. Digital and AI-Augmented Leadership 

o Predictive Diagnostics: AI tools that analyze communication 

patterns to suggest which model steps are being skipped or 

which style dominates too much. 

o Virtual Coaching Bots: Real-time prompts to leaders 

(“You’ve used an autocratic tone three times today—consider 

a supportive question next.”) 

2. Distributed and Networked Leadership 
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o As teams become more fluid and remote, the boundaries 

between models, philosophies, and styles blur—leaders must 

design poly-model approaches (e.g., combining Agile 

change with ethical guardianship) and master digital-native 

styles (asynchronous affiliative check-ins, virtual visionary 

narratives). 

3. Sustainability and Ethical Imperatives 

o Growing stakeholder demands for responsible business 

compel leaders to foreground ethical philosophies (e.g., 

stewardship) in every model and style—reshaping 

performance metrics around long-term social and 

environmental impact. 

 

5.6 Concluding Reflections 

• Holistic Application: True leadership excellence emerges when 

models, philosophies, and styles reinforce one another—creating 

coherence between why we lead, how we structure action, and 

what behaviours we display. 

• Continuous Learning: The dynamic business environment 

demands that leaders iterate on all three dimensions—refining 

philosophy in light of experience, updating models for new 

contexts, and expanding style repertoires through deliberate 

practice. 

• Roadmap for Practice: Start every major leadership initiative by (a) 

naming your philosophy, (b) selecting or tailoring a model, and (c) 

planning style flex points—then embed feedback loops to 

course-correct as you go. 

By embracing these practical implications, both individuals and 

organizations can move beyond theoretical constructs to 

embodied leadership—where values, processes, and behaviours 

align seamlessly to meet today’s complex challenges. 
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Elaborating on practical implications 

The user is asking for more in-depth elaboration on "Practical 

Implications and Discussion." Building on the previous subpoints, 

I’ll focus on deepening each one. I’ll provide frameworks like the 

OODA Loop and Balanced Scorecard for assessment, alongside 

practical examples. I'll also offer specific metrics and KPIs for 

leadership performance, implications for different sectors, and the 

potential for leadership development program integration. I'll 

reflect on change management, cultural alignment, and how 

leadership initiatives are measured for ROI. It’s about enhancing 

the original ideas with real-world application. 

Thought for a few seconds 

Below is an even richer unpacking of Practical Implications and 

Discussion, with additional depth, examples, and prescriptive 

guidance for different stakeholders and contexts. 

 

5. Practical Implications and Discussion (Expanded) 

5.1 Implications for Leadership Education & Development 

1. Competency Frameworks 

o Integrate Multi-Lens Competencies: Define competencies 

that cut across models (e.g., “diagnose context”), 

philosophies (e.g., “ethical decision-making”), and styles (e.g., 

“situational flexing”). 

o Micro-Credentialing: Offer bite-sized badges (e.g., “Servant 

Leadership Essentials,” “Adaptive Change Practitioner”) so 

learners can stack competencies over time. 

2. Experiential Learning 

o Leadership Labs: Simulated “command centers” where 

participants run a mock crisis, applying a change model, 

privileging their philosophy, and flexing styles under time 

pressure. 
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o Action Learning Sets: Small peer groups commit to real 

projects in their organizations, share fortnightly progress, 

reflect on what model steps succeeded, how philosophy 

guided them, and which styles delivered buy-in. 

3. Blended Modalities 

o Virtual Reality (VR) Scenarios: Practice high-stakes 

decisions (e.g., plant shutdown) in VR, then debrief on the 

interplay of process, values, and behaviours. 

o Digital Portfolios: Learners curate video logs of their 

leadership episodes—annotated to highlight model 

adherence, philosophical dilemmas, and style shifts. 

 

5.2 Implications for Aspiring & Practicing Leaders 

1. Personal Leadership Brand 

o Brand Statement: Synthesize your philosophy (“I lead with 

integrity to unlock potential”), your go-to model (“I use the 

ADKAR change process”), and your signature style (“I default 

to coaching in growth phases”). 

o Visibility: Publish your brand on internal platforms or 

LinkedIn, invite feedback to ensure authenticity. 

2. Mentoring & Shadowing 

o Dual Mentorship: Pair with a “model mentor” (expert in 

structured processes) and a “philosophy mentor” (seasoned 

leader known for values-driven leadership). 

o Reverse Shadowing: Allow junior colleagues to observe 

you—then solicit their perception of your dominant style and 

gaps. 

3. Stretch Assignments 

o Cross-Functional Rotations: Lead both a turnaround 

(requiring directive and transactional styles) and an 

innovation lab (demanding visionary and democratic 

methods). 
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o Global Task Forces: Tackle a digital-transformation initiative 

with remote colleagues to hone e-leadership techniques and 

cultural agility. 

4. Reflective Practices 

o Leadership Dashboard: Track weekly metrics—percent time 

spent in each model phase, style usage frequency (via 

self-scan), and alignment score against your philosophy 

(self-rated). 

o Peer Accountability Pods: Meet monthly with a small group 

to share one ethical dilemma, one model challenge, and one 

style success. 

 

5.3 Organizational Implications 

1. Leadership Architecture 

o Talent Reviews: Assess high-potentials not just on business 

results but on demonstrated philosophy alignment (e.g., 

ethical case resolution), model competence (e.g., 

change-phase mastery), and style agility (360° style 

feedback). 

o Succession Planning: Map successor profiles to ensure 

philosophical continuity (e.g., a servant ethos in a 

customer-centric unit), model fit (e.g., transactional for 

operations), and style diversity (balancing visionary with 

coaching). 

2. Performance Management 

o Balanced Scorecards: Extend beyond financial/process 

metrics to include “Leadership Process Adherence” (model 

milestones achieved), “Culture & Values Index” (surveys on 

philosophical alignment), and “Style Effectiveness” 

(engagement scores). 

o Rewarding the “How”: Incentivize leaders who excel in 

living the organization’s philosophy, rigorously apply models, 
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and dynamically shift styles—through spot awards, 

recognition ceremonies, and leadership bonuses. 

3. Culture & Change Readiness 

o Culture Diagnostics: Use pulse surveys to gauge whether 

the prevailing philosophy (e.g., risk-taking) matches the 

models in use (e.g., Agile sprints) and whether styles (e.g., 

autocratic vs. coaching) support desired norms. 

o Centers of Excellence: Create a “Leadership Integration 

Hub” that coaches project leads on weaving philosophy, 

model, and style—offering just-in-time consultancy. 

 

5.4 Team Dynamics & Psychological Safety 

1. Building Trust 

o Philosophical consistency (e.g., ethical transparency) is the 

foundation upon which model steps and style choices land 

safely. Example: sharing the rationale (model step) behind a 

layoff, anchored in a commitment to fairness (philosophy), 

delivered with an affiliative style, fosters trust even in hard 

news. 

2. Fostering Innovation 

o Combine transformational style (to spark ideas), adaptive 

model (to prototype solutions), and a servant philosophy 

(to remove barriers) to create environments where teams feel 

both inspired and supported. 

3. Managing Conflict 

o Use collaborative model phases (e.g., “co-create solutions” 

in a change model), guided by a values-based philosophy 

(e.g., respect for diverse viewpoints), and a democratic style 

to ensure every voice is heard. 

 

5.5 Metrics & Evaluation 

1. Leadership ROI 
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o Link leadership interventions (e.g., a coaching program) to 

business outcomes: retention rates, productivity gains, 

quality improvements—while also tracking process fidelity 

(model adherence), philosophy alignment (ethics violation 

incidents), and style effectiveness (engagement surveys). 

2. 360° Dashboards 

o Integrate qualitative and quantitative data: 

▪ Model Metrics: % projects completing all model 

phases, average cycle time per phase. 

▪ Philosophy Metrics: Net Promoter Score on “trust in 

leadership,” number of reported ethical concerns 

resolved satisfactorily. 

▪ Style Metrics: Real-time sentiment analysis of 

communication channels (e-leadership tone), frequency 

of one-on-ones (coaching style proxy). 

 

 

5.6 Sector & Context-Specific Considerations 

Sector Key Philosophy Dominant Models 
Predominant 

Styles 

Healthcare Ethical/Servant 
Kotter’s Change, 

ADKAR 

Affiliative, 

Directive 

Tech Start-ups 
Visionary/Innovator-base

d 

Agile, Lean Startup 

Model 

Visionary, 

Democratic, 

Coaching 

Manufacturing Stewardship/Performance 

Six Sigma, Lean 

Manufacturin

g 

Transactional, 

Bureaucrati

c 

Public Sector Public Service Ethos Public Value Model 

Democratic, 

Servant, 

Laissez-Fair

e 
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Sector Key Philosophy Dominant Models 
Predominant 

Styles 

Non-Profit Servant/Values-Based Social Change Model 
Affiliative, 

Coaching 

 

 

5.7 Emerging Trends & Future Directions 

1. AI-Augmented Leadership 

o Virtual Coaching Assistants offer real-time prompts 

(“Consider a supportive style now”) based on sentiment 

analysis. 

o Predictive Model Analytics flag when a change initiative is 

stalling because certain model stages are under-resourced. 

2. Hybrid & Remote Teams 

o E-Leadership Styles (asynchronous visionary briefs, virtual 

affiliative “check-ins”) must be taught alongside traditional 

styles. 

o Digital Change Models like Squad Frameworks in Spotify—

integrating Agile sprints with servant and transformational 

philosophies. 

3. Sustainability & Stakeholder-Centricity 

o Leadership must foreground philosophies of stewardship, 

embed models of stakeholder mapping, and adopt styles 

of ethical advocacy to meet ESG (Environmental, Social, 

Governance) imperatives. 

 

5.8 Concluding Discussion 

• Holistic Leadership Practice arises when theory meets context: 

o Educators craft programs that don’t isolate models, 

philosophies, or styles but integrate them through action 

learning. 
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o Leaders build portfolios capturing their philosophical 

commitments, model proficiencies, and style agility. 

o Organizations weave these dimensions into talent, 

performance, and culture systems—ensuring that why, how, 

and what of leadership reinforce rather than contradict. 

• Ongoing Reflection is critical: set quarterly “leadership 

retrospectives” to ask: 

1. Have I stayed true to my philosophy? 

2. Did our chosen model help us navigate complexity? 

3. Which styles served us—and where did we need more 

agility? 

By embedding these practical layers, leadership becomes a living 

discipline—grounded in values, guided by robust frameworks, and 

expressed through adaptive behaviours that meet the 

ever-changing demands of modern organizations. 
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Closing Remarks             …….. 

 

As we have seen, effective leadership in today’s complex environment 

requires much more than mastery of a single toolkit or adherence 

to a fixed set of behaviours. True leadership excellence emerges at 

the intersection of: 

1. Models – Structured frameworks (e.g., Kotter’s Change, ADKAR, 

Agile) that guide how we diagnose context, sequence actions, and 

sustain momentum. 

2. Philosophies – Deeply held values (e.g., servant service, ethical 

stewardship, authentic transparency) that explain why we choose 

certain paths and anchor our decisions in integrity. 

3. Styles – Observable patterns of interaction (e.g., visionary, 

coaching, affiliative, transactional) that reflect what we do moment 

to moment to engage, motivate, and support others. 

By weaving together these three lenses, leaders—and those who teach 

and coach them—can achieve coherence between purpose, 

process, and practice. Such integration enables: 

• Adaptive Agility: Seamless movement from vision-setting 

(visionary style) to detailed execution (transactional style) within a 

trusted change framework. 

• Authentic Alignment: Decisions and communications that 

consistently reflect a leader’s core philosophy, fostering credibility 

and psychological safety. 

• Contextual Precision: The ability to choose the right model phase 

and style for each unique challenge—whether it be crisis 

management, routine operations, innovation sprints, or cultural 

transformation. 

Moving forward, I encourage you to: 

• Reflect Routinely on the alignment between your stated 

philosophy, the models you employ, and the styles you habitually 

use. 
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• Experiment Deliberately by pairing new model phases with 

under-practiced styles and testing their fit with your values. 

• Embed Feedback Loops through 360° assessments, peer coaching 

pods, and retrospective reviews to continually refine all three 

dimensions. 

In doing so, you will not only enhance your personal leadership 

effectiveness but also build organizations that are resilient, 

ethically grounded, and capable of thriving amid rapid change. 

Leadership, after all, is not a static title but a living practice—one 

that demands constant learning, intentional integration, and an 

unwavering commitment to both people and purpose. 
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Glossary of Key Leadership Terms      …….. 

 

 

Core Concepts 

Leadership Model 

A structured, process-oriented framework that guides leaders in 

diagnosing context, selecting appropriate behaviours, sequencing 

actions, and evaluating outcomes. Models serve as “how-to” 

toolkits for leading change or managing teams. 

Leadership Philosophy 

A values-driven belief system that underpins why a leader leads 

and what principles guide their decisions. Philosophies offer an 

ethical or purpose-centered compass (e.g., servant leadership, 

authentic leadership). 

Leadership Style 

A relatively narrow pattern of observable behaviours that a leader 

habitually exhibits when interacting with followers. Styles describe 

what leaders do moment-to-moment (e.g., visionary, coaching, 

autocratic). 

 

Prominent Leadership Models 

Situational Leadership® 

Adapts directive and supportive behaviours to followers’ 

competence and commitment, cycling among telling, selling, 

participating, and delegating modes. 

Transformational–Transactional Model 

Combines transformational behaviours (vision, inspiration, 

intellectual stimulation) with transactional exchanges (contingent 

rewards, corrective actions) to balance long-term change and 

short-term performance. 

Path–Goal Theory 

Focuses on clarifying the path to goals, removing obstacles, and 



Rudy C Tarumingkeng:  Leadership Styles, Models and Philosophies 

 

 
 

77 

providing support or incentives. Styles include directive, 

supportive, participative, and achievement-oriented leadership. 

Leader–Member Exchange (LMX) 

Emphasizes the quality of one-on-one relationships (dyads) 

between a leader and each follower, distinguishing high-LMX 

(trusted, collaborative) from low-LMX (formal, transactional) 

exchanges. 

Adaptive Leadership 

Encourages leaders to diagnose complex challenges, orchestrate 

experiments, and empower others to adapt—especially suited for 

volatile, uncertain, complex, and ambiguous (VUCA) environments. 

 

Foundational Leadership Philosophies 

Servant Leadership 

Prioritizes serving followers’ needs, fostering their growth, and 

building community. Core tenets include empathy, stewardship, 

and commitment to others’ development. 

Authentic Leadership 

Grounds leadership in self-awareness, integrity, balanced 

processing, and relational transparency—building trust through 

consistency between values and actions. 

Ethical Leadership 

Defines leadership as a moral endeavour; leaders act as both moral 

persons (honest, caring) and moral managers (shaping ethical 

culture and accountability). 

Values-Based Leadership 

Centers on explicitly defined organizational or personal values—

using them to guide every strategic choice, policy, and behaviour. 

Level-5 Leadership 

Identified by Jim Collins as blending personal humility with a 

relentless professional will—focusing ambition on organizational 

success rather than personal ego. 
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Charismatic Leadership 

Relies on a leader’s personal magnetism, powerful communication, 

and emotional appeal to inspire and mobilize followers toward a 

shared vision. 

Spiritual Leadership 

Links leadership to a sense of calling (meaningfulness) and 

membership (community), fostering hope/faith and altruistic love 

to enhance well-being and performance. 

 

Common Leadership Styles 

Autocratic (Directive) 

Centralizes decision-making; issues clear orders with minimal input. 

Effective in crises or with novice teams, but risks stifling creativity 

and morale. 

Democratic (Participative) 

Invites team input and builds consensus before deciding. Suited for 

complex, knowledge-based work, though it can slow decisions. 

Laissez-Faire (Delegative) 

Grants high autonomy and minimal oversight. Works for expert, 

self-motivated teams but can lead to ambiguity if overused. 

Pacesetting 

Sets very high performance standards and leads by example, 

expecting followers to keep up. Can drive rapid results but also 

burnout. 

Coaching 

Focuses on individual growth through feedback, goal-setting, and 

skill development. Best for talent development but time-intensive. 

Affiliative 

Emphasizes emotional bonds and harmony, prioritizing people’s 

well-being. Helps rebuild morale but may avoid tough 

conversations. 
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Visionary 

Articulates a compelling future direction to align and inspire 

followers. Effective for strategic change, though vision must be tied 

to concrete plans. 

Transactional 

Manages by clarifying tasks and performance metrics, using 

rewards and corrective actions. Suited for routine operations; may 

neglect intrinsic motivation. 

Bureaucratic 

Enforces rules, procedures, and hierarchy to ensure compliance 

and consistency. Important in highly regulated settings but can 

stifle innovation. 

E-Leadership 

Adapts styles for digital and remote environments—leveraging 

asynchronous communication, virtual trust-building, and online 

collaboration tools. 

 

Use this glossary as a quick reference to distinguish between the 

“how” (models), “why” (philosophies), and “what” (styles) of 

leadership. 
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