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Think about your experience with a bad manager

• Did you trust management?

• Did you feel like you were making a difference at work?

• Were you willing to put in extra hours if the situation called for it?

• Were you proud to tell others you work for the organization?

• Did you feel valued?

Think about your experience with a good manager

• Did you trust management?

• Did you feel like you were making a difference at work?

• Were you willing to put in extra hours if the situation called for it?

• Were you proud to tell others you work for the organization?

• Did you feel valued?
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The following data underscores the link between 
Manager Behaviors and Employee Engagement. 

The bar graphs illustrate how employees feel based on 
how frequently their manager exhibits the stated behavior.
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Do you trust management?

I do when my leader follows through 
on promises and commitments
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LEADER SHOWS OTHERS THAT THEIR 
LONG-TERM INTERESTS CAN BE REALIZED 

BY ENLISTING IN A COMMON VISION
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Do you feel like you are
making a difference at work?

I do when my leader talks about 
a common vision for our team

 The Leadership Challenge
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Leaders seize the initiative themselves and encourage initiative in 
others. ! ey want people to speak up, o" er suggestions for improve-
ment, and be straightforward about their constructive criticism. ! e 
more frequently direct reports indicated their leaders “challenge people 
to try out new and innovative ways to do their work,” the stronger were 
their feelings of accomplishment and belief that they were making a 
di" erence. ! eir responses to the question “Would you work harder 
and for longer hours if the job demanded it?” tied directly to the extent 
that they felt their leaders provided them with the opportunity to take 
initiative, as illustrated in Figure 7.2.

Empirical analyses were similar when direct reports assessed how 
frequently they observed their leaders doing the same themselves—that 
is, “seeking out challenging opportunities that test his or her own skills 
and abilities.” ! e levels of commitment, motivation, and productivity on 

Figure 7.2 Challenging Direct Reports to Try Out New 
and Innovative Ways to Do Their Work Increases Their 
“Willingness to Work Hard”
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LEADER CHALLENGES PEOPLE TO TRY OUT
NEW AND INNOVATIVE WAYS TO DO THEIR WORK
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Are you willing to put in 
extra hours if the job demands it?

I am when my leader challenges me to try new 
and innovative ways to get work done
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LEADER GIVES PEOPLE A GOOD DEAL OF FREEDOM 
AND CHOICE IN DECIDING HOW TO DO THEIR WORK
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Are you proud to tell others
you work for your organization?

I am when my leader gives me some 
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Almost Never /
Rarely 

Seldom /
Once in a While 

Occasionally /
Sometimes 

Fairly Often /
Usually 

Very Frequently /
 Almost Always 

1% 4%
16%

< 1%

75%

18%

32%

46%

60%

LEADER MAKES IT A POINT TO LET PEOPLE KNOW 
ABOUT HIS / HER CONFIDENCE IN THEIR ABILITIES

%
 O

F 
D

IR
EC

T
R

EP
O

RT
S 

SA
Y

IN
G

TH
EY

 T
R

U
ST

 T
H

EI
R

 L
EA

D
ER

75%

32%

46%

60%

LEADER MAKES IT A POINT TO LET PEOPLE KNOW 
ABOUT HIS / HER CONFIDENCE IN THEIR ABILITIES

%
 O

F 
D

IR
EC

T
R

EP
O

RT
S 

SA
Y

IN
G

TH
EY

 T
R

U
ST

 T
H

EI
R

 L
EA

D
ER

Almost Never /
Rarely 

Seldom /
Once in a While 

Occasionally /
Sometimes 

Fairly Often /
Usually 

Very Frequently /
 Almost Always 

Do you feel valued?

75%

18%

32%

46%

60%

LEADER MAKES IT A POINT TO LET PEOPLE KNOW 
ABOUT HIS / HER CONFIDENCE IN THEIR ABILITIES

%
 O

F 
D

IR
EC

T
R

EP
O

RT
S 

SA
Y

IN
G

TH
EY

 T
R

U
ST

 T
H

EI
R

 L
EA

D
ER

Almost Never /
Rarely 

Seldom /
Once in a While 

Occasionally /
Sometimes 

Fairly Often /
Usually 

Very Frequently /
 Almost Always 

82%75%

18%

46%

60%

LEADER MAKES IT A POINT TO LET PEOPLE KNOW 
ABOUT HIS / HER CONFIDENCE IN THEIR ABILITIES

%
 O

F 
D

IR
EC

T
R

EP
O

RT
S 

SA
Y

IN
G

TH
EY

 T
R

U
ST

 T
H

EI
R

 L
EA

D
ER

Almost Never /
Rarely 

Seldom /
Once in a While 

Occasionally /
Sometimes 

Fairly Often /
Usually 

Very Frequently /
 Almost Always 

64%
I do when my leader expresses 

appreciation for my contributions

Almost Never /
Rarely 

Seldom /
Once in a While 

Occasionally /
Sometimes 

Fairly Often /
Usually 

Very Frequently /
 Almost Always 

18%

32%



2024 Washington State 
Lean Transformation Conference

SolvingThePeopleProblem.com

Do You Want to Influence the Joy and Success of Others?

Then make the CHOICE to lead.

The following slides show the leadership behaviors 
proven to positively impact employee engagement.

Each slide includes one specific action you can easily 
do more frequently to influence the joy and success of others. 

© James M. Kouzes & Barry Z. Posner. 
The Leadership Challenge. All Rights reserved.

Set the example

Do this more frequently:

Ask for feedback on what people 
need from you to be successful
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© James M. Kouzes & Barry Z. Posner. 
The Leadership Challenge. All Rights reserved.

Paint a picture of the future

Do this more frequently:

Talk with your team 
about a common vision

© James M. Kouzes & Barry Z. Posner. 
The Leadership Challenge. All Rights reserved.

Experiment with new ways of working

Do this more frequently:

Ask “What can we learn” when
things don’t go as expected
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© James M. Kouzes & Barry Z. Posner. 
The Leadership Challenge. All Rights reserved.

Foster strong relationships

Do this more frequently:

Actively listen to 
diverse points of view

© James M. Kouzes & Barry Z. Posner. 
The Leadership Challenge. All Rights reserved.

Show people that you care

Do this more frequently:

Be more frequent and/or 
creative in thanking people
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These leadership behaviors are easy to do…

But…

They are also easy NOT to do.

The CHOICE is yours!

Leadership is not about being in charge.

Leadership is about taking care of 
the people in your charge.




