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Abstract: This paper reviews literature as well as explores analytical findings on leadership styles from the practical 

perspective. For this purpose, the banking industry of Bangladesh is taken as a sample industry. The sample units are taken 

from ten private and public commercial banks and non-bank financial institutions. The objective of this study is to explore the 

leadership practices in the banking industry of Bangladesh. Primary data has been collected from the top, mid and operational 

level officials of different banking institutions through face-to-face individual interviews using questionnaire. Analysis has 

been done from both leaders’ and subordinates’ perspectives. Major finding is that the most practiced leadership style 

according to both leaders and subordinates is bureaucratic style and the least used leadership style is laissez-faire style. 
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1. Introduction 

Leadership is one of the most salient aspects of the 

organizational context. Many people today are seeking to 

understand and many people are writing about the concept 

and practices of leadership. There are a great many reasons 

for the popularity of the topic, including that organizations 

are faced with changes like never before. The concept of 

leadership is relevant to any aspect of ensuring effectiveness 

in organizations and in managing change. It is really 

impressive that the different ways the subject is seen. Some 

say it’s a process, some say it is ability, others say it is a 

relationship. However, impact of leadership on organization 

has been a center of concern as leadership influences 

organizations’ performance and effective leadership is 

considered as a key factor in attracting, maintaining, and 

motivating employees in organizations undergoing change 

and transformation [16], [17]. 

From Mahatma Gandhi to Jack Welch, and Martin Luther 

King to Rudolph Giuliani, there are as many leadership styles 

as there are leaders. In a study by Akdol and Arikboga, 

various leadership dimensions i.e. empowerment, 

accountability, standing back, humility, authenticity, courage 

and forgiveness were identified which influence the job 

satisfaction and performance of an organization [2]. 

Fortunately, business people and psychologists have 

developed useful, shorthand ways of describing the main 

leadership styles. The following literature review can help 

aspiring leaders to understand and adapt their own styles, so 

that they can improve their own leadership. 

Autocratic leadership is an extreme form of transactional 

leadership, where a leader exerts high levels of power over 

his or her employees or team members. A common belief of 

many authoritarian leaders is that followers require direct 

supervision at all times or else they would not operate 

effectively [10]. Autocratic leaders make decisions 

independently with little or no input from the rest of the 

group. For some routine and unskilled jobs, however, this 

style can remain effective. 

The bureaucratic leadership style was first described by 
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Max Weber in 1947. Bureaucratic leaders work “by the 

book”, ensuring that their staff follow procedures exactly. 

This is a very appropriate style for work involving serious 

safety risks (such as working with machinery, with toxic 

substances or at heights) or where large sums of money are 

involved (such as cash-handling). 

Charismatic leadership style can appear similar to a 

transformational leadership style, in that the leader injects 

huge doses of enthusiasm into his or her team, and is very 

energetic in driving others forward. Charismatic leadership 

almost always endangers the boundaries set by traditional 

(coercive) or rational (legal) authority. It tends to challenge 

this authority, and is thus often seen as revolutionary [14]. 

The democratic or participative leadership style consists of 

the leader sharing the decision-making abilities with group 

members by promoting the interests of the group members 

and by practicing social equality [8]. This style demands the 

leader to make decisions on who should be called upon 

within the group and who is given the right to participate in, 

make and vote on decisions [19]. 

The laissez-faire leadership style is where all the rights and 

power to make decisions is fully given to the worker [13]. 

The French phrase “laissez-faire” means “leave it be” and is 

used to describe a leader who leaves his or her colleagues to 

get on with their work. It can be effective if the leader 

monitors what is being achieved and communicates this back 

to his or her team regularly. 

Task-oriented leaders focus on getting the necessary task, 

or series of tasks, at hand in order to achieve a goal. These 

leaders are typically less concerned with the idea of catering 

to employees, and more concerned with finding the step-by-

step solution required meeting specific goals. They will often 

actively define the work and the roles required, put structures 

in place, and plan, organize, and monitor progress within the 

team [9]. 

Relationship-oriented leadership is a contrasting style in 

which the leader is more focused on the relationships 

amongst the group and is generally more concerned with the 

overall well-being and satisfaction of group members [9]. On 

the other hand, developmental style, the most desirable style 

of leadership referred by Rao and Raju is aligned with the 

creation of empowerment, high morale, growth, learning and 

satisfaction of employees [18]. 

Bass developed the idea of two different types of 

leadership, transactional that involves exchange of labor for 

rewards and transformational which is based on concern for 

employees, intellectual stimulation, and providing a group 

vision [4], [3]. Burns stated that the transactional leader is 

given power to perform certain tasks and reward or punish 

for the team's performance [7]. Power is given to the leader 

to evaluate, correct, and train subordinates when productivity 

is not up to the desired level, and reward effectiveness when 

expected outcome is reached. 

Bass extended the work of Burns by explaining the 

psychological mechanisms that underlie transforming and 

transactional leadership. He introduced the term 

"transformational" instead of "transforming". In many 

organizations, the transactional leaders (or managers) ensure 

that routine work is done reliably, while the transformational 

leaders look after initiatives that add value [5], [7]. Mehta 

also predicted those two leadership styles i.e. 

transformational and transactional leadership styles, which 

are significantly pursued in banking sector [17]. 

A good leader will find him or herself switching 

instinctively between styles according to the people and work 

they are dealing with. This is often referred to as “situational 

leadership”. Effective leadership varies, not only with the 

person or group that is being influenced, but it also depends 

on the task, job or function that needs to be accomplished 

[11]. According to a study performed by Kroeck et al., 

charisma (or Idealized Influence) was found to be a variable 

that was most strongly related to leader effectiveness among 

Multifactor Leadership Questionnaire (MLQ) scales, a 

survey which identifies different leadership characteristics 

based on examples [15]. 

In light of the above literature, this paper intends to know 

about the variation of leadership styles in context to the banking 

industry of Bangladesh. The banking industry of Bangladesh at 

present is in the growth stage. However, the industry has been 

facing several problems in terms of low profitability (return on 

asset, return on equity and non-performing loan) after 2010. An 

effective leadership may provide the necessary power for 

improvement in supervision and regulatory capacity, and 

streamlining of enforcement of prudential guidelines. That is 

why leadership practices are relevant to discuss. 

This study is basically undertaken with a view to 

understand the leadership styles pursued in the banking 

industry. The objectives can be further fragmented as to find 

out what style of leadership people normally prefer and 

practice most. Similarly, to identify what style of leadership 

people least use. Moreover, to examine whether people have 

clear perception of the leadership styles they pursue. Finally, 

to examine whether people switch among styles according to 

the situation they are dealing with. 

2. Objective of the Study 

a) To explore whether people have clear perception of the 

leadership styles they follow. 

b) To find out which style of leadership people mostly 

follow, prefer and practice in the banking industry. 

c) To examine whether people switch among leadership 

styles with the changing situations. 

3. Methodology 

In this descriptive type of study, a literature review is 

prepared and a survey is conducted to find out peoples’ belief 

and choice towards leadership styles. Two set of structured 

questionnaires for leaders and subordinates based on interval 

scale is designed to conduct leadership style survey to collect 

data from industry professionals of top, mid and operational 

levels. The following Table 1 illustrates the sampling 

distribution. 
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Table 1. Institution wise description of the sample. 

SL No. Name of financial institutions No. of sample 

1 Dhaka bank ltd. 7 

2 Southeast bank ltd. 9 

3 Al-Arafah Islami bank ltd. 4 

4 EXIM bank ltd. 4 

5 Eastern bank ltd. 3 

6 Bank Asia ltd. 5 

7 BRAC bank ltd. 8 

8 Lanka Bangla securities ltd. 8 

9 Prime bank ltd. 4 

10 Janata bank ltd. 4 

 Total 56 

Secondary data have been collected from websites, books 

and periodicals, data bases, journal articles and archival 

records. This study is conclusive in nature and generally 

there is priority for quantitative analysis. Sampling method 

has been chosen as the judgment sampling. The findings 

should reflect the thought of the population on an aggregate 

basis. Top, mid and operational level officials including 

leaders and subordinates of different financial institutions in 

the country and the banking industry as a whole is the target 

population. Total 56 officials are surveyed which includes 20 

leaders and 36 subordinates from 10 private, public and non-

bank financial institutions. Face-to-face individual interviews 

were conducted in case of collecting the primary data. 

In selecting leader (manager) respondents, we chose the 

corporate level managers who are top level decision makers 

and have proven track record up the organizational hierarchy. 

And in selecting subordinate respondents we chose the 

subsequent mid and functional level staff from the same 

financial institution. 

4. Analysis 

In this study, two sets of questionnaires (addressing leaders 

and subordinates) used in the survey contain statements on 

leadership styles. Next to each statement, there are numbers 

that represent how strongly one feels about the statement by 

using the following scoring system: Almost Always True – 5; 

Frequently True – 4; Occasionally True – 3; Seldom True – 2; 

Almost Never True – 1. 

The statements in the questionnaires related to each 

leadership styles are arranged in the following sequence: 1. 

Autocratic style, 2. Participative style, 3. Laissez-faire style, 

4. Bureaucratic style, 5. Transformational style, 6. 

Transactional style. This sequence subsequently continues to 

the end of the two questionnaires. It must be mentioned that 

each of the 30 statements in each of the two questionnaires 

are completely same. However, the statements are modified 

for the subordinates without changing the meaning. In 

addition, the sequence of the statements in the two 

questionnaires is same to each other. 

So, adherence between leaders’ and subordinates’ 

responses can be easily identifiable that whether 

subordinates’ evaluation regarding their leaders’ pursued 

leadership style is matching with leaders’ own assessment of 

his/her leadership style. Eventually, type of leadership 

practice in an organization can also be identified. 

Two sample questionnaires for both leaders and 

subordinates are attached in the appendix section. These 

questionnaires are to help one assess what leadership style 

one normally operate out of. The lowest score possible for 

any style is 5 (Almost never) while the highest score possible 

for any style is 25 (Almost always). 

The highest total point of the six styles indicates what style 

of leadership one normally follows. If one’s highest score is 

20 or more, it is a strong indicator of his/her normal style. 

The lowest of the six leadership style scores is an indicator of 

the style one least use. If ones’ lowest score is 10 or less, it is 

a strong indicator that one normally does not operate out of 

this mode. 

If two of the highest scores are same or close to same, one 

might be going through a transition phase, either personally 

or at work, except if one scores high in both the participative 

and the laissez-faire, in this case he/she is probably a laissez 

faire leader. 

If there is only a small difference among the scores or all 

the scores close to same, then this indicates that one has no 

clear perception of the mode he/she operate out of, or he/she 

is a new leader and is trying to feel out the correct style for 

him/herself. It may also be possible that he/she is a 

situational leader pursues different styles in different 

situations. For better understanding of the analysis two filled 

respondents’ questionnaires, one for leader (manager) and 

one for subordinate from Dhaka bank, are given in Table 2 

and Table 3 respectively. Each and every questionnaire is 

analyzed in the same way. 

It should be mentioned, the columns indicating by Q. 

represents the respective leadership style question numbers 

extracted from the main questionnaires, which are attached in 

the appendix section. 

Table 2. Respondent 1: Leader, Dhaka Bank. 

Q. Autocratic Style (score) Q. Participative Style (score) Q. Laissez-faire Style (score) 

1 3 2 4 3 3 

7 2 8 5 9 4 

13 3 14 5 15 4 

19 4 20 5 21 3 

25 5 26 5 27 3 

Total 17  24  17 
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Table 2. Continued. 

Q. Bureaucratic Style (score) Q. Transformational Style (score) Q. Transactional Style (score) 

4 4 5 5 6 3 

10 5 11 4 12 4 

16 5 17 4 18 4 

22 5 23 4 24 4 

28 3 29 5 30 4 

 22  22  19 

The highest of the six scores here is 24 in the participative style. Apparently, the leader normally uses the participative style 

of leadership. The lowest of the six scores is 17 in the autocratic and laissez-faire style, which indicates the leader is a least 

user of these two styles. 

Table 3. Respondent 2: Subordinate, Dhaka Bank. 

Q. Autocratic Style (score) Q. Participative Style (score) Q. Laissez-faire Style (score) 

1 5 2 3 3 1 

7 4 8 5 9 4 

13 5 14 4 15 4 

19 4 20 4 21 5 

25 5 26 5 27 5 

Total 23  21  19 

Table 3. Continued. 

Q. Bureaucratic Style (score) Q. Transformational Style (score) Q. Transactional Style (score) 

4 5 5 5 6 5 

10 5 11 5 12 5 

16 5 17 4 18 2 

22 5 23 5 24 4 

28 5 29 5 30 4 

 25  24  20 

 

The perceived leader is a practitioner of bureaucratic style 

according to the subordinate. The lowest of the six scores is 

19 in the laissez-faire style that indicates the respondent 

subordinate assumes the leader as the least follower of laissez 

faire style. 

5. Results 

5.1. Most Preferred Leadership Style 

According to the survey, 10 out of 20 leaders’ most 

preferred style is bureaucratic style, depicted in Table 4. It is 

evident that 50% of the leaders normally pursue bureaucratic 

style. So, it is the most used style among leaders surveyed. 

Closer to bureaucratic style are participative and 

transformational styles. Followers of other styles are 

negligible in number. On the contrary, 77.78% subordinates 

advocate that their organizations’ leaders (managers) pursue 

bureaucratic style. So, there is a consensus in leaders’ and 

subordinates’ responses on most preferred leadership style. 

According to theory X, subordinates are reluctant to take 

responsibility, that’s why managers have to be bureaucratic 

according to scientific management. Moreover, leadership 

styles influence the level of motivation and performance of 

an individual and man’s motivation is influenced by changing 

ambitions. So it is noted that command and control 

leadership drains off ambition and they start to react as like 

as they feel [1], [12]. But the trend is changing towards 

transformational style in banking sector. According to the 

analysis this practice is also found in this study in 

Bangladesh perspective as the most two preferred style are 

bureaucratic and transformational [6]. 

Table 4. Most preferred leadership style: Comparison between leader-subordinate responses. 

Leadership style 
Leaders’ response Subordinates’ response 

Frequency Percentage Frequency Percentage 

Autocratic style 1 5% 4 11.11% 

Participative style 8 40% 3 8.33% 

Laissez-faire 3 15% 1 2.78% 

Bureaucratic style 10 50% 28 77.78% 

Transformational style 8 40% 5 13.89% 

Transactional style 3 15% 3 8.33% 
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5.2. Least Preferred Leadership Style 

Leaders’ least preferred style is laissez-faire style 

according to their self-assessment. 45% of the leaders voted 

that they least prefer laissez-faire style, illustrated in Table 5. 

The second next least pursued style is autocratic style of 

leadership. According to the subordinates, leaders least 

pursue laissez faire and participative style. Maximum 

38.89% people voted for both the two styles. The second next 

least used style is autocratic style. So, there is a similarity in 

leaders’ and subordinates’ responses on least used leadership 

style. 

Table 5. Least preferred leadership style: Comparison between leader-subordinate responses. 

Leadership style 
Leaders’ response Subordinates’ response 

Frequency Percentage Frequency Percentage 

Autocratic style 7 35% 8 22.22% 

Participative style - - 14 38.89% 

Laissez-faire 9 45% 14 38.89% 

Bureaucratic style - - 1 2.78% 

Transformational style 1 5% 3 8.33% 

Transactional style 3 15% 3 8.33% 

 

5.3. Leaders Going Through Transition 

There are leaders who are in transition between leadership 

styles. This transition is pointed out from the leaders’ 

responses. It is basically determined on the basis of that if 

two of the highest scores are close to same or same, one 

might be going through transition. A maximum of 10% of the 

leaders are in transition in each bureaucratic to 

transformational style and participative to transformational 

style, showed in Table 6. 

Leaders who are in transition, or seem to be in 

transition from the point of view of subordinates are also 

explored. According to subordinates’ assessment, a 

maximum of 5.56% of the leaders are in transition in each 

bureaucratic to transformational style and autocratic to 

bureaucratic style. 

It is noticeable that there is a consensus between leaders’ 

and subordinates’ responses on the point that leaders are in 

transition to a maximum extent between bureaucratic and 

transformational styles. 

Table 6. Leaders in transition (comparison between leaders’ and 

subordinates’ responses). 

Leadership styles 
Leaders’ 

responses 

Subordinates’ 

responses 

Bureaucratic - Transformational 10% 5.56% 

Participative - Transformational 10% 2.78% 

Autocratic - Bureaucratic 5% 5.56% 

Bureaucratic - Transactional 5% 2.78% 

Laissez-faire - Bureaucratic 5% - 

Participative - Transactional 5% - 

Laissez faire - Transactional - 2.78% 

5.4. Leaders and Subordinates Who May Not Have Clear 

Perception of the Leadership Styles 

25% of the total surveyed leaders responded in such a way 

that there is only a small difference among the scores or all 

the scores of different styles are close to each other. This 

indicates, those leaders may not have clear perception of the 

leadership modes they pursue, or they are new leaders and 

are trying to feel out the correct style for themselves. 

It may also be possible that those leaders are dealing and 

acting based on changing situations. Every situation does not 

match a particular style of leadership. So, the leaders may 

pursue different styles to deal with different situations that 

imply they are situational leaders. 

On the contrary, 13.89% of the total surveyed subordinates 

responded in such a way that there is only a small difference 

among the scores or all the scores of different styles are very 

close to each other. Therefore, those subordinates may not 

have clear perception of the leadership styles of their 

respective leaders. 

6. Findings 

Firstly, the most practiced leadership style in the banking 

industry is bureaucratic style. It is evident from the leaders’ 

responses that 50% of the leaders pursue bureaucratic style. 

Similarly, a maximum of 77.78% of the subordinates 

addressed that their leaders are mainly followers of 

bureaucratic style. So, subordinates’ responses are matching 

with leaders’ responses with regard to the most used 

leadership style. As both of the groups are agreeing on this 

point, it can be said that the two respondent groups gave 

honest and correct feedback to the two separate 

questionnaires. 

Second, a significant number of the surveyed leaders 

(48%) are in transition as they seem to pursue more than one 

style. And, majority (more than 50%) of these 48% leaders 

are in transition between bureaucratic to transformational 

style and participative to transformational style. It may 

indicate that those bureaucratic and participative leaders may 

often swap with the transformational style. 

Third, a maximum of 45% of the leaders responded that 

their least pursued leadership style is laissez-faire style. 

Correspondingly, a maximum of 38.89% of the subordinates’ 

responses are aligning with the leaders’ responses on this 

point that their leaders least practice laissez-faire style. 
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However, same percentage of the subordinates (38.89%) 

claim that their leaders least follow participative style. 

Likewise, from subordinates’ responses it is found, a 

maximum of 5.56% of the subordinates responded that there 

assessed leaders are in transition between bureaucratic to 

transformational styles. Here, we can see a match between 

leaders’ and subordinates’ responses regarding the transition 

of leadership styles. 

Among the surveyed leaders, 25% may not have clear 

perception of what leadership style they are pursuing, or they 

may be new in their roles and are trying to feel out the 

correct style for themselves. It may also be possible that 

those leaders are situational leaders acting in different ways 

in different situations and pursuing different styles 

simultaneously. 

Finally, data reveal that 13.89% of the respondent 

subordinates may not have clear perception of the different 

leadership styles. This is because there is only a small 

difference among the weighted scores assigned by the 

subordinates or all the scores of different styles are very 

close. It could be possible also that the those leaders assessed 

by their subordinates are situational leaders and use different 

styles tailoring different situations and the subordinates 

perfectly marked the leaders and scored closely in different 

styles. 

7. Conclusion 

The above literature, discussion and analysis attempted 

to portray a picture of the leadership practices in the 

banking industry of Bangladesh. The particular style that a 

person needs in order to lead at a particular time in an 

organization depends on a variety of factors. Thus, the 

style that individuals use is based on a combination of 

their beliefs, values and preferences, as well as the 

organizational culture and norms encourage some styles 

and discourage others. 

By the same token, majority of the top level managers in 

the banking industry found to pursue bureaucratic style, 

which is very much appropriate for works involving serious 

safety risks or where large sums of money are involved. 

Furthermore, laissez-faire style rationally found to be the 

least preferred style among senior managers of different 

financial institutions surveyed. Some corporate level 

managers found to be transformational in managing staffs 

and responsibilities that imply these managers are ideal 

leaders, who are value driven and care for their subordinates. 

Few of the senior level managers found to be switching in 

between styles and the underlying reason is yet to ascertain. 

Last but not least, there is an ample scope to further the study 

with a larger sample base. 

Limitations 

This study is based on only a single industry. So, it lacks 

generalization of findings for other industries. Moreover, the 

analysis is simple and no advanced statistical tool is used. 
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