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By Wes Friesen

Are You a Theory X
ora Theory Y Leader?

Want to be a more effective leader?
Understanding and properly applying the
Theory X/Y leadership model will help.

“In the past a leader was a boss.
Today s leaders must be partners
with their people. They can no lon-
ger lead based solely on positional
power.”

—Ken Blanchard

he theory X and Y leader-

ship model was developed

50 years ago and has

been validated by modern
research. The model was proposed
by social psychologist Douglas

McGregor in his classic book “The

Human Side of Enterprise.” Mc-

Gregor’s model suggests that there

are two fundamental approaches to

managing people:

* Many managers tend towards
Theory X, and generally get poor
results—especially over the longer
term.

* Enlightened managers mostly use
Theory 'Y, which produces better
performance and results, and al-
lows people to grow and develop.

Let’s look at these two compet-
ing leadership philosophies:

Theory X

This is the authoritative and
traditional style of management.
Theory X managers assume that
people are lazy, don’t want to work
and it is the job of the manager to
force or coerce them to work. People
are viewed as a “cost” that must be
monitored and controlled. It is based
on three basic assumptions:

The average person inherently

dislikes work and will avoid it
if at all possible.

Most people have to be

coerced, controlled, directed
and threatened to get them to work
towards organizational goals.

The average person prefers to

be directed, avoids responsibil-
ity, isn’t ambitious and simply seeks
security.

In practice Theory X managers
tend to be autocratic and control-
ling, and feel it is up to them to ride
people and make them do their work
(i.e., managers are “policemen”).
These managers tend to micro-
manage, be extremely task oriented
and not put much emphasis on
building positive relationships. Little
emphasis is shown towards develop-
ing a positive work environment,
and recognition and appreciation
would be rare. People working for
these managers tend to be motivated
by fear and feel unappreciated.

Theory Y

This is a more dignified and en-
lightened management style. Theory
Y managers assume people will per-
form well if treated positively, and
that higher order needs dominate
most individuals. People are viewed
as “assets” that should be valued and
developed. It is based on six basic
assumptions:

The physical and mental effort

of work is as natural as play, so
the average person does not inher-
ently dislike work.

People will exercise self-direc-

tion and self-control in order to
achieve objectives.

Rewards of satisfaction and

self-actualization come from
the effort to achieve objectives.

The average person learns

not only to accept but to seek
responsibility.

Most people have a capacity

for imagination, ingenuity and
creativity.

The intellectual potential of

most people is only partially
realized.

In practice Theory Y managers
tend to be participative when making
decisions, and value both results and
relationships. These managers tend
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to delegate and empower their people
because they trust them and feel they
will do good work (i.e., managers
are “coaches”). Priorities will be
given to developing positive work
environments, and expressing regular
recognition and appreciation. These
managers will also feel that people
are important and worth developing.
People working for these managers
tend to feel appreciated and digni-
fied, and will generally have good
morale and feel motivated.

Applying Theory Y

Modern research and your own
life experiences validate that, gener-
ally speaking, the Theory Y leader-
ship style will lead to better re-
sults—both for your people and for
you as a manager. It is important to
determine which style of leadership
you want to follow—then do it.

It can be valuable to get regular
feedback through direct questions,
surveys and third parties to assess
how effective your leadership style
is. The bottom line is that most

people will respond positively to a
Theory Y leadership approach—and
it’s up to us to provide it.

Let’s get specific: how do we
practice Theory Y management?
Here are a few pointers:

* Vision and Expectations: paint a
positive vision of a better future,
and be clear about expectations.
Express your confidence in your
team to be great. As John Stein-
beck said: “It is the nature of man
to rise to greatness if greatness is
expected of him.”

* Leadership approach: be a
servant leader, not a “serve me”
leader. Minimize differences
between the management-staff
relationship.

* Planning and Decision Making:
be participative, not autocratic.
Seek and listen to input from your
team members.

* Communication: err on the side
of over communication rather than
under communication. Be honest,
realistic and positive—and be a
good listener too.

Jmate  your = company’s
" estimating function to provide
your customers with quick,
accurate estimates within minutes
instead of days.-Avanti’s Print=—s
MIS helps print shops automate
all facets of their business and
extends  from . web-to-print
through to production, billing
and shipping.

-
For more information, visit www.avantisystems.com ava ntl

WE HAVE ANSWERS'

52 In-PLant Graprics ® www.InPlantGraphics.com * SEPTEMBER 2012

=gk,

and in with avanti.

in-Plant G

GLUNZ & JENSEN

* Control: it is important to have
policies, procedures and work
standards in place. But avoid being
over-controlling and micro-manag-

ing the work. Showing trust in your

people will lead to higher morale
and motivation. Also, encourage
your people to share their ideas and
use their ingenuity and creativity
to do the work smarter, and better
serve your team’s stakeholders.

* Recognition: provide regular
informal and formal recognition. A
recent study suggested the ratio of
positive (appreciative) statements
to constructive statements should
be at least 5:1 to maximize relation-
ships and motivation.

Let me close with a quote from
Sam Walton: “Outstanding leaders
go out of their way to boost the self-
esteem of their personnel. If people
believe in themselves, it’s amazing
what they can accomplish.”

Good luck as you apply the
Theory Y approach and help your
people and teams achieve their
potential.
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