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ABSTRACT

Different researchers have suggested a variety of
definitions for democratic leadership. As tlere is no one generally
accepted definition, it is difficult to categorically characterize a
style as-democratic. Democracy in a pure forn 1s based on the
assumption that no member of the group is superior to other members.’
In operation, no organization exists as a pure democracy and no
leadership can exewmplify pure denocracy. Society and organizations
recognize the person with superior Judgment and special skill. People
may discuss and agree on directions of action, but detailed
‘activities are left to those to whom authority over these activities
has been delegated. In considering leadership styles, here is a.
question of how much focus will be attached to the' leader.
Decentralization is an extension of delegation. Delegation refers
rainly to the granting of an‘horlty and the creation of
responsibility. Decentralization is the situation that results froa a
systenatlc delegation of authority. Decentralization of leadership
increases opportunity for development of leaders; it does not
preclude centralization of goal-setting, fundlng, and policy-setting.
(Author/JG) .
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THE DEM)CRATIC SYSTEM OF LEADERSHIP

.. Styles of Leadership Exhibited L

The- "democratic system" has no one‘ definition that will adequate-

ly identify it. Some of the SxprasaiOns of the Rmeanzlng- of democracy a;'e: )

Government of the people, by the poople, ‘and for the people,
Government «.. doriving its Just powers from the consent of
the governed. .
The rule of thes people. , .
The greatest good of the greatest number. . . ;
Submission.of the minority to the majority. - "
Life, liberty, and the pursuit of happiness,
Liberty, equality, and fraternity.
The equal right of all to determine. thc atrudwre and
administration of the State,
_Reéspect for the dignity of the individual personality,
A chance for everyone to develop and contribute according
to his ability. 1 o7
Sharod freedou and rosponsibility. ' ’

Four*thems appear in these expressions: people's rule, freedonm,
responsibility, &nd concern with the individual.? |
In the Lippitt ,and White studies at the Iowa Child Welfare Re-
search Station the ac(nlt lead.ora of the various situational atmos-
pheres tried to create for the democratic atmosphere a situation in
whichs - y *
1. AR pqliciea (were) a matter of group determination‘, S

1Ralph K. White and Ronald Lippitt Autocracy and Democrac an
9 —

- Experimental Inquiry. (New Yorks Harper and Bro 5 1960). pe Lo

3oid, p. 3.
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encourage and drawn out by the leader, ,

2. (There was an) activity perspective given by an explanation :
of the general steps of the process during discussion at
the first meeting.... Where technical advice was needed,
the leader tried to point out two or three alternative
procedures from which choice could be made,

3. The members were free to work with whomever they choso and
the division of tasks was left up to the group,

t .

k. 'vThe leader attempted to be a group member in spirit and in
discussion but not to perform much o{ the actual work. He
gave objective praise and criticiam.” :

Bogardus wrote of a study in which 158 e;ﬂ.nmt po'raon‘s were
asked to choose an outstanding leader in American life and history who |
illuatrated the principle of demcratic leadership, and to indicate
three or more things which this leader did that were evidence of lead~
e;'ahip. The things these people cited weres (1Y) increased opportuni-
ties for the developmon‘b of other persons; (2) amphaq\izod promting tho
welfare of the group as such; (3) took the side of the weak against
power and injustice; (5) consulted with authorities, even oppong(.a,
before acting; (6) leading, not by ordering, but by talking matters
over with lieutenants; (7) carried out decisions by (a) sacrificing )
self and (b) oﬂlibiting salf—restraint and not giving in to egoistic
desires snd sppetites; and ( a) emphasized rendering service without
expectation of mard. In summarizing the evidence Bogardua @ﬁcated
‘ ;thnt leadership was shown by the 1eadeﬁ' concern for the welfare of

other persons, manner of living, manner of coming to a doc:la:lon, manner

of .carrying out decisions, and motive.2 , '

] i

lgurt Lewin. Resolving Social Conflicts; Selected Papers on
Group D;mud.cs. "(New Yorks ‘Eu-pcr and Brothers, 1948). ppe 15=70,

2
Emory 30 Bogardus, Pundamentals of Social ‘Psychology. (New
Yorks The Century COnpmy, Iﬁw. PP. L35-43T. &
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- accept a communication as suthoritative only when four conditions are

L ] .3
Tho democratic leader functions as a participant alongside the

’oﬂzor members of the gronp. He ronchea out to people rat.her than doun

to Lp;soplo. The decision-making funcidon resides in the gropp as a
wbole, with each member having an equal opportunity to paréicipato.
If there is irroooncilable disagreement, the majority defines the
position of the group, bu'b the minority retains the r:lght to oontinue
2 7] apaak ‘and tha fullest possible range of contrary action that is
consistent with the safety and welfars of -the group is allowed. The

“Jeader has influence to the extent that his position commends itself.,
He exorc:lses loadership only =0 ‘long as the group wishes him to. His

weapons ars persuasion and oxamplo rathsr than domination and coerclon.
His ch:risma is based on esteem thet has been earned through recognition
of his ability and of his concern for common group goals.l’

: Ghaator I. Barnard has been &f significant influenco in the
development ot :Lna:l.ght into the democratic form of mnagemnt. Barnard,
in his book, The Functions of the Executive, advocated the idea that

leaders can lead only \t,hose who will be led. It is tho basic function; ”

’ therefors,of t.ha axecutive to gain cooperation of the workers toward

‘acoomplishment of 'ﬁhe goup goals This 1s done through communication “
within the expectation of the workers. When one becomes associsted

with an organization he accspts the premise that the Mﬁon
purposes ars consistent with his values and goals. He develops an
area of expectttion associated with tho organization, He will then

lu.my Seifert and Howdrd Je cnn.ban, Jre Porsonal Growth

and Social C e; & Guide for Ministers and han e Agents,
TP Tadelphias Wes talnister Prul, 1'959) nIh
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‘aimoltaneously met. He must }ﬁxpdex:a:r.axld the commmic.ation. He must
believe the commmnication is consistent with the purposes,of the
organiution. He must bolievo the communication is compatible with
his personal :lnterest and he must bs mentally and physically able to
oompi!.y with tho cou?unication.l “

'J.‘here is developed a #zone of indifference® within which an
jndividusl will accept direction from one who has *authority of
position.” To whomever holds these positions individv:tals in organ-
zations will extend “suthority of leadership" so long as the leader-
ship is exercised conaia'aent with expected actions and uithin the
follouer‘- zone of 1ndif£orence. Barnard said that there is no
princip‘.la of executive oonduct better astabliahed in good organizationa
than that orders will wot be iasuod that conmot or will not be obayad.
When it is necessary to 41ssue orders that seem to be inconsistent uith
one of the conditdons listed above the leader must ﬁ.rat educate, per-
susde, . md/or offer effective induceuumta g0 that the issus of unaccept-
ability ot the order will not arise.’

The leader must set objectives and guide subordinates. Donnelly, -
0ibson, Tvancevici\ssid that both the democratic and autocratic.
leader must do this, but tho democratic lesder encourages, two-way

“ communications vetween himself and his ssubord:\mm.l‘ This is consistu

1Chester 1. Barnard, Tho Functions of the ‘Executive. (Cambridge,
Mass.: Harvard University Press, 1955), Ghapter 1.

21hid. p. 167,
31vid. p. 168.
byumes H. Donnelly, James L. Oibson, and John M. Ivancevich,

Fundamentals of Managements Punctions, Behavior, Hodels. (Austdn,
Texas: N-ﬁu.ﬂhmom, 5 Pe 1936
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ent with Peter Drucker's statmont to the effect that downward

mmication does not work or works only imperi‘ectly.l At another
place Drucker almo uid that all one can eomunicate downward are .
cosmands. One cannot commnicate downward anything connected with
understanding. This requires upward oomunications.a Understanding,
acoordiné ‘to Drucker, occurs after upward communication because
generally the recipient of the upward commnication has had experiences
that permit h:bl t6 relate to the communication vwhile recipients of »
Mard oomunicationa lack these experiences. ;

ithin the desocratic style of leadership different forms of . -

participation may be mgaéed"in by the leader. One leader may approach
his activities as a vigorous participmt persuading the group to act
according to his vieupointa while anothar leader may try primruy
to stimulate the group % participate and achipvo gronp goals or to
dévelop leadership in other members of the group. The first leader
stresses transmission of a viewpoint, the other facilitating a process.
One leader may be a vigorous participant in discusaion while the other
may be purpoaoly silent. The scond style has been called the tmaieutich
(Oreek for midwito), therapsutic, or dovolomental leadership.> It is
used to pass responsibility from the leader to the other ;nuubora of the

, EYOUPe

. lpater F. Drucker with James L. Hayes, "The Litorato Manager,"
. An electronic tape casetts in the series Peter Drucker on Hanagenen t.

(New Yorks American Management Association, 197h) e

2

Peter ¥, Drucker emsnts Tasks, Responsibilities

Practices. (New Yorks i %ﬂ"m& Pe L350,
me, Po lhl&.




 the mmbora may talk togothcr.l

(Cambridge, Mass.s Honghwn

” Is it Democratic?
*

As there is no-one derinition gencrmy accepted for democratic
leadership it is difficult to categorically characterize a style as

. democratic. Too great a dcgreo of admission to participation by

group members in the formlation of goals, the scttd.ng of standards
of achievement, and the timc of pai'tic?.pation moves the group style
from democratic to laisseg-faire or sparchy. Too mich regulation of
ths group and group activity moves the group a;tylc from democratic to
rogimntation or w.thoritarian. ’

Democracy in a pure toru is bascd upon the assumption that no
m‘em‘b;r of the group is superior to othcr wnbera. Carried to the

rextreme it uould contend that the contribution that a moron could make

to-a group ahould be accepted as of equal value as the contribution
that could be made by a genius, Democratic 1eadorahip assumes intel-
lectual and emotional ‘uwrity on the part of the members of the group.
In a theoretically pure donocracy decisions are made by discussion,
debate, and vote-taking. Diacusaion carr:lcd to the extreme leads to
indecision. Democracy snd individuality are thought of as being

o practicxlly the same. Actually democracy is a social organirzation :1n
- which individuality is submerged to the interests and desires of the *

groupe The theoretical decision making process that occurs in a
deviocracy occurs as a result of people talking together. The limitat-
don this imposes is that the group size must be small emugh that

-

lrrmklyn S Haimn, E cadorahi md Democratic Action.

L
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In operation no organization exists as a pure democracy and N
no leadership can oxcn‘plify pure democracys Society and organizations
recognise the person with supsrior judguuant and special skill.

Society and organiutiona reoogniu that some members do not pousess
intellectual and emotional maturity and people with capability take over
the reigns of lesdership., Society and organizations recognize tm' b !
difference between abstract words and actione People may d:lécuuA and
« . . agres upon directions of action but detailed activities are lef};/@
‘those to whom authority over these activities have been delegated.
Society and organizations select judicial leaders to whom they delegate "
suthority to decide how general policieé apply to specific cases, and
exescutive leaders ‘bo whom they delegate authority for carrying out
~ speoific activities. Society and organiz;xtions recognize that discuss-
| ~ dons carried on indefinitely result in no action so limits are set, “" =
the group's minorities submit to the will of the mjority, and activities T
procesd, In an emergency a leader may huo to short-circuit» the
dewcratic proccas snd issue orders in an authoritlrian manner; or in
.8 losa urgent time a leader nay nacessarily become aemi-authoritarian
as an advocate in order to cause the group to make up its mind. In the
democratic organization the individusl must submerge his individual
will to the will of the majority, and people musty m“lnrgq“organiut»
ions, compromise their face-to-face talking to each othor“ by select~
. ing spokesmen dolcgam.l I.udorohip that eﬁergu uitlun a democratic
or‘uuution nay mt be purely democratic, ut can pur. democracy bo?

»

‘m.a.




Decentralization e

In the atyles ot leadership there :la the quostion of whether,
and how much tocua wi1l be attached to tho lea\.er. Drucker reported
. that in the rortiea and fifties there was considerable resistance to
| decentralization becsuse 1t m thought decentralization uould
wesken top unagemnt. . He contends that actually decentralization
atrengthdna top management. .He does diatinguish between business
mnagemmt and work managmn’o decentralization and contends that the
_httur is what is decentralized. That resulta 1n responsible workers,
) rasponaible work groups s &nd & ulf-govoming work group. This oxten-
, aion of responsibility from top mnagamt to the workers results :i.n
greater authority for top mnagemont because 1t rolieves top management
of the need to perfom non-management tasks and permits ranagenent to
"focus on the things it needs to doe Reaponaibility developed in the
work force does mot erode top unagomont.l . B
Decentralization is an extension of dalogation. Delbegation
rofers mainly to the granting of authority and the creation of res-
‘ponsibility. D ecentraliution is the situation which results from a
systematic delegation ot authority throughout the orgm:lz:ﬁ:.:lon.2
Decentralization is schieved in ditforent ways, McOregor
reported that Searn » Rosbuck and Company achievu it by enlarging
the number of poople one mnagar supervises unw.l he cannot direct
and control them in the conventional manner. This forces him to

1Druokor, Hmag ement, pp. 301«»302.

- 2Theo Haiman ' nd Willism G, Scott, Menagement in the Modern
Organisation, _(Bo-tom lbughton Mifflin, ?97’5) PP 5Te

" u
i . b
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adopt a form of«*mansgement by objectives* which is a form of agriement
on what is to be achieved, with freedom for the worker to determine how

. 4% 1s schieved.} J W

| Seifert and Olinebell's way of achieving decentralization is |
to use the *uieutig" form oi‘n log.dorahipy In this the leader firmly:
refuses to pliy: the "hxport" mleu. His continuous refusal to direct.
by edict the actions of group masbers forces other individuals in
the group to rely upon }hoi:”rvom ini.ti‘at‘iva and 1atgnt resources to
achieve objectives. This leads to greater group cojntofod behavior and
less leader dopondenc-.z ’

’

o

- o "~ Centralization

~ .Centralization is the oconc*autﬁtit;‘n'ot fdxterparsonai oontrél
in a few menbers, with the extrems case of centralization being that
where one member has the perceived control and the others none.3
While decentr 4i~zatio“i1 develops leadership qualities in sub~
ordinates and relievéﬁ top iunag‘emmt from dauilpd‘ supervision there
are facits of organizational leadership that must be performed by
 designated leaders, There are some decisions tnat must be made at the
top levels. These decisions involve a:xch as capital outlay, new pro-
ducts or research directions or dividend policies. Operational

lnouglas M. Hd(}rogor,' “The Human Side of Enterprise,* in The
Plamning of C e, eodited by Warren G, Bemtis; Kennsth D. Benne, and
R‘Sbcrt"‘"‘“‘c;hin, Wew Yorks Holt, Rinehart, and Winston, 1962), p. L2%.

2geitert and Clinebell, pe 1ll.

3Aynold S, Tannenbaum, Control in Org anisations. (Hew Yorks
Hoﬁrw-ﬁill, 1968)’ Ps 288, :

i »
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decisiqns are usgally better made by lower 1eve1 managors.l
Tho decision on whether an organization ahould be operated on

a decentralized or centralized basis depends on sa\roral factors.
Centralizatjon is common in small enterprises. The chief axéc;xtivo
of the snail c;rg'miutian may be the only person who is in close touch
v:lth all facits 6f the operation and his.close supox‘viaion may be L ,/
necessary to the survival of the enterprise. | |

In orgaﬂi:ations that' produce & varioty of products or services
there may be. advantages in dacentralization 0 that decisions involving
the local product can be md- as close as possiblo to tho operating
situation; howavor, docmtralintion can result in subordinate units
increasingly gosombling oporabora of small independent businoaaya.
These loca;t operations may soon bs duplicating operations and services
available :m ti;é larger organization. The local operators may also -
fail to use the aspecialists av;ilablo in the larger oporation and may
becorme less efficient with rog&rd to the largar orgsnization than
they would ’bo under more centralized Operation.B

, ‘General Motors was cited by Drucker as an example of a docmtul- ‘
izod ‘company that needed to have some centralization of control instiw-
tuted: wien Mifred P, Sloana bescams headsof the compsny. Sloane's |

’ orgmization bacama dqcentrnlisod suthority and contz\lizod oontrol.l‘

’ lﬂobart Albanese, Management Toward Acoountwilit for Performe
ance. (Homewood, Illinoist™ Richard D, lruin, Inces 1575)e Pe 313e .

7

%Haimann and Scott, pe 257

3Dale 3. Beach, Poraonnalt e Management of People at Work b
Ird, edition, (New Yorics— HacilL p:m-m%mpm"ﬁr; 5 Y61,

l'i)x*uck"ax', Maagement, pe 520,
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In ite fullest and riehest sense- demcratic 1eadership is personal
eonduet which seeks to increase the welfare of other persons, which is
arrived at by the eoiﬁbined Judgement of thése eoncert}ed, which eminates
fron a simple mode of living, which is car:;ied out magnetically by

example, uhich seeks no rewarde During the difficulties of -

Horld War~ II in England Winston Ghurchill exercised exemplar leadership.

Js.

He ottered his own courage as a model for the people. The democratic

leader, then, funct.ione a model, i.mplying that in identifying with the
leader one will best serve the ideals he shares with him.?

, Democratic leadership produces results slowly. It takes t:l.me to
train ethere Yo aet. effic:.ently. Tact and skill are necessary in- ge‘b-

.

»ting persons to assume responsibility. The hopeful phase of this sit-

tion, however, is that in stlmulating others _to ‘become leaders, they
are being made new centers of inﬂ.uence. By putting respons:.bility
upon worthy persone a leader may create a thousand other leadere. *
‘Decentralization of lead_erehip increases opportunity for

development of leaders. Decentralization probably should ‘be used

when possible. Decentraligation does not precludg centralization of

,I

goal settmg, ﬁmding, and policy setting.

vlﬁo‘gardus, pe 139,

“+ 2j34in W..Gouldner, ed: Y g vudies in Leadership. (New York:
Russell and Russell, 19653, pe LOTs

3pogardus, pe. Ll3..
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