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Examples for leadership behaviors that can discourage employees 
In groups, exchange ideas about the following modes of behavior. What consequences could they have?
Missing opportunities to contribute
The employees experience that their manager proposes certain means of achieving goals rather than developing them together. The following phrases are typically used in this situation:
· “The way I reckon is the best.”
· “We have always done it this way, it has already proved its efficacy.”
· “We don’t want anything new here. We are not taking any risks.”
Managers, who appear to be giving employees opportunities to contribute, but follow their own path in the background, fall into the same category. Employees get the impression that they are expected to “detect” his path, rather than that he truly cares about the employees’ contributions.
Possible consequences: 





Interventions in operative tasks
Some managers in their first leadership positions or who have been promoted to leader of their own colleagues tend to intervene in their employees’ work. Reasons for this tendency could be that the managers do not 100% identify with their leadership position or that they are having trouble with the changing of roles. They remain in the role of “top project manager.”
Possible consequences:







Competencies, responsibilities are not delegated
Employees receive tasks without authority to decide or approve. The employees feel that the manager is controlling what they are doing. Possible justifications for this are:
· “In the end, it is my responsibility.”
· “The business management expects me to do this, for the purpose of our quality standards.”
· “I have to be informed about everything, so that I can provide information to everyone.”
Possible consequences:






Lack of information
Providing information to all the managers and employees is increasingly crucial for a competitive advantage. However, this insight often collides with, on the one hand, the perception that “knowledge is power” and on the other hand with the management understanding that the manager can only steer processes when he has the sole overview of all relevant information. The latter is an almost impossible aspiration in today’s professional world.
Lacking information is also a problem, when unofficial information processes are undercutting official ones. For instance, if managers are only officially informed about delicate subjects after some of it has already leaked to the employees. 

Possible consequences:








No or unrealistic goals and objectives
Some managers focus on the daily business and on ad hoc tasks and requirements. With respect to the goals, they only have the annual targets in mind, if any. They have not defined or broken down any goals and objectives for their own department or their personal actions.

Possible consequences:





Lacking appreciation
A manager who mainly has critical conversations with employees cannot create a basis of trust with his team. “Standardised praise” is equally discouraging as the lack of praise. By the second time, it is no longer taken seriously. Successes and factors for success are not reflected on, but more or less taken for granted. 

Possible consequences:





Decisions are not transparent
Managers who make and enforce all the decisions by themselves without conveying the backgrounds or sense of it to the employees make these feel “unimportant,” untrustworthy, and as though they “do not belong.” 
A manager who simply passes on decisions taken at a higher level from “the top down” without meaningfully conveying these has a similar effect. Here, some typical comments are:
· “Don’t ask, just do it.”
· “It comes from a higher level that is what they want. I can’t tell you more about it either.”
· “I don’t understand it either, but I can’t do anything about is, up there they don’t listen to me either.”

Possible consequences:





Not letting employees participate in successes
Managers who take all the credit for success and in the worst case shuffle off the failings onto the employees cannot expect that they will be engaged and show commitment over time.

Possible consequences:





Offending judgements
Managers who name and shame every mistake or misdemeanour or who convey critiques as personal attacks, e.g. by showcasing someone during a meeting, destroy the trust of the employees and promote a culture where mistakes are covered up. The sense of violation is very personal and thus especially challenging for managers. What I mean and what someone else understands could be very different things and consequently could vary greatly for each employee.

Possible consequences:
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