Day 3–Module 11

SITUATIONAL LEADERSHIP

Understanding Participants’ Needs

New supervisors are often put in situations that they are not ready to handle. Because of their inexperience, they must rely on instinct. Often they have not been in situations frequently enough to build good habits and develop consistent behavior under stress.

 

Module Introduction

We’ve all seen different leadership styles and approaches. I’d also venture to guess that you’ve seen a style that was perfect in the situation but would have been inappropriate elsewhere. The ability to apply different leadership styles in different situations is the art of supervision. The better we can apply situational leadership, the more successful we will be as supervisors. 

Transition

Let’s start with the definition of leadership.
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Objective

· To learn the importance of situational leadership

Thinking Behind the Page

To begin our introduction to situational leadership, participants need theory. They need to know why and who says so.   

Teaching Tips

· This is a read page for participants. Have them read the page first. Then, as leader, you can highlight any particular information you think is important for them to know. 

Example/Quote

· AU-24 Concepts for Air Force Leadership, P. 259 “A Situational Leadership Model for Military Leaders”

PowerPoint

· Yes

Transition

With an idea of the importance of situational leadership, let’s look at our ability to diagnose the leadership styles. 

Page 11–3

Objectives

· To share the four leadership styles

· To gain consensus on appropriate situations for application of each leadership style

Thinking Behind the Page

This is a visual that depicts four easy-to-understand leadership styles. 

Activities

Discuss the four quadrants briefly from the front of the room. Talk about the need for high support and low support in the workplace. Also, talk about low direction and high direction and whether/when a team needs it. Then describe each of the quadrants based upon the high/low support and low/high direction continuums. 

Assign one quadrant to each tabletop team. Have them share personal examples of each and then specific examples of when each style may be appropriate. 

Transition

Now that we have an understanding of leadership styles, let’s take a look at how we can build personal styles through situational rapport and apply them to our leadership abilities.
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Objective

· To give participants rapport tools to apply in personal and leadership situations

Thinking Behind the Page

Often you’ll hear comments like, “I don’t build rapport easily” or “I’m just not good at quickly building relationships with others.” This page is designed to give new supervisors additional tools and confidence in building rapport.

Activities

Natural Rapport: How many of you have a person in your life that you’ve met and within a short period of time felt like you had known them forever? What caused that to happen? (Solicit some answers.)

Rapport by Chance: Have you ever had it happen where someone was your comrade based on the situation or the events that were going on in your life? Who has an example? (You could interpolate—people who have gone through major life events [battle, divorce, acts of God, etc.] are often closer because of the event, because of chance.)

Rapport by Design: This is when you choose to build rapport by choice. For supervisors this is an effective and necessary tool.  To build rapport by design, you would try to match the words of the other person. You would use pausing, pacing, voice inflection, and tones that are similar to the other person. Your body language would be a mirror of the other person. These things help you build rapport.

PowerPoint

· Yes
Transition

The next area that we should manage as supervisors is our attitude! Why? Because attitude is everything.
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Objectives

· To make the point that mind and body are one part of the same system

· To make clear that attitude is a choice

Thinking Behind the Page

Many people believe that attitude comes from what is done to you, what happens to you.  That's not true—attitude is a choice.  On this page, try to make sure participants understand that they need to choose the correct attitude to be successful as a supervisors.  

Teaching Tips

· Use personal examples of people you've known that have had a positive or negative attitude and the impact attitude had on situations.  

Overheads:

· Yes

Examples/Quotes

Failure is an attitude,

That haunts the mind of man.

But, results will be successful,

For the one who knows HE CAN!

"Your mental attitude gives your entire personality a drawing power that attracts the circumstances, things, and people you think about most!"  —Napoleon Hill, author

"Attitude is the way you mentally look at the world around you. It is how you view your environment and your future. It is the focus you develop toward life itself."—Elwood N. Chapman

Overheads/PowerPoint

· Yes

Transition

Now, let’s look at the first steps we can take.
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Objective

· To teach three parts to effective situational leadership

Thinking Behind the Page

Effective leadership includes communicating and having a way to maintain a useful attitude to apply to all three parts.

Teaching Tips

· 1. Know what you want. Ask participants to write down a specific want from their subordinates.

· 2. Find out what you’re getting. Ask participants what they are currently getting from subordinates and what is the gap between that and what they want in number 1.

· 3. Change what you do: As a supervisor you will never be able to change others. Instead, change your behavior until you get what you want.

· At the bottom of the page for the tip box: Insert any motivational ideas here that are appropriate for attitude.

Overheads/PowerPoint

· Yes

Transition

With our wants clearly outlined and some examples of maintaining our positive attitude, let’s now look at out body language in leadership situations.
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Objective

· Outline open vs. closed body language and its effect in leadership situations

Thinking Behind the Page

In module 9 we discussed body language. As leaders we must constantly be aware of the messages we send our team. This is another opportunity to remind supervisors to control their body language.

Teaching Tips

· Ask participants to stand and face a partner. Threesomes are okay, but no foursomes. Ask everyone to assume an open- or closed-body position while talking with their partner(s) about the most effective leader they have ever had. Do not tell their partner(s) which position they are taking–just do it. After about three to four minutes of discussion, ask them to stop. Debrief the group about whether their partner was open or closed and the specific clues that led to their conclusion.

Transition

The finer points of body language are often in the smaller gestures that people use. Let’s discuss them on the next page.
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Objectives

· To introduce the finer points of small gestures

· To underscore the importance of congruity

Thinking Behind the Page

This page begins to tie together the idea of leadership and body language. It prepares the participants for the next page and a discussion of power.

Teaching Tips

· Open a discussion about small hand gestures and their meaning.

· Talk about congruity. If a person says they can’t help you but their head is nodding up and down—they aren’t congruent! If they say yes but their head is nodding left to right, they aren’t congruent! Get participants to share examples that they’ve seen and what impact those examples had on the credibility of the other person.

· You should remember the box at the bottom the page that includes words, tonality, and body language that came from page 9–3.

Transition

In addition to the leadership styles, building rapport, having a great attitude and reading body language, there is a thing called politics. Often considered a dirty word, I think all of us realize that it is unavoidable. It’s also necessary for maximizing power and leadership.
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Objectives

· To illustrate the sources of power

· To get supervisors to commit to assessing and improving/increasing their power

Thinking Behind the Page

Power is often linked with politics and described in negative terms. This is a chance for supervisors to look at the positive aspects of power and how it might apply to their job as supervisors. Power is also one of the three critical elements (time, information, and power) of every negotiation. We automatically improve our ability to lead others by improving our position in each of those three areas. This page is about one of those three critical elements, in fact, it may be the single most important element—power!

Teaching Tips

Legitimate 


Comes with a title or position

   1 – 2 – 3 – 4 –5

Reward Power

When you perceive that someone has the ability to 

   1 – 2 – 3 – 4 – 5     
reward you, they have power over you.


Punishment Power 
When you have the perception that someone has the 

    1 – 2 – 3 – 4 – 5       
ability to punish, intimidate, or embarrass you, they have power over you.

 

Reverent Power 

Awarded to anyone with a consistent set of values.

   1 – 2 – 3 – 4 –5


Charismatic 

Difficult to explain, this power is based on personality    

    1 – 2 – 3 – 4 –5

strength. 


Expertise
When someone projects that they have more 

    1 – 2 – 3 – 4 –5            knowledge or expertise than another person in a particular area, they have power.


Situation Power 
When people have very little latitude in the way they 

    1 – 2 – 3 – 4 –5           
do their jobs, they have power over you.


Information Power 
Sharing information builds a bond; withholding it 

    1 – 2 – 3 – 4 - 5           intimidates; both give power.

Overheads/PowerPoint

· Yes

Transition

Speaking of information, having it and not being able to use it adds nothing to our power base. Let’s check how much you remember.
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Check Yourself!

1. What is leadership?

An attempt to influence the behaviour of an individual or group

2. What can you do with your body to show support for an employee?

Any positive, open body language is appropriate here.

3. What are two ways to manage first impressions as a leader?

Use same words, use similar body language, match their pausing and pacing, attempt to build natural rapport, rapport by chance, and rapport by design.

4. Let’s apply your knowledge of the styles from page 11–3. Tell which of the four leadership styles you would use with:

· An experienced employee;

Delegating

· A moderately experienced employee;

Dependent upon topic and its priority

· Employees when you’re in a crisis; and

Telling or Influencing (according to their experience)

· An employee who has very little experience.

Influencing

It is okay for participants not to use all four styles in this last question. This quiz is only to ensure that they know how to apply the techniques.

Objectives of this module are to:





Learn the definition of leadership;


Understand diagnostic ability;


Gain an understanding of situation rapport;


Recognize the role of body language and gestures in leadership; and


Understand power and leadership.





Upon completion you will be able to:





Manage first impressions; and


Apply each of the four situational leadership styles. 





CEO of a public company, base commander, etc. These all have legitimate power!





Sales managers if you are a salesperson; parents use this with children (do this and we can  . . . a superior that can give or allow you to take a day off.





Policeman pulls you over on the side of the road, MPs catch you speeding on base; parent catches a child doing something wrong.





A priest, decorated war hero, proven leader, person known for consistent values, and so forth.





Ronald Reagan and Bill Clinton were said to have it. Some preachers have it. In some ways, Patton had it. People that can regularly meet new people and make a connection also have it. 





The only person in your department that has skills for certain tasks, your computer guru, someone with a lot of experience, etc. 





Those you must work with who have no latitude in action, the “help” desk in getting a new user registered; a project leader that is peer-level or below in the command structure, etc. 





If you have information that someone else doesn’t, you have information power. Having information quickly or before someone else becomes a strategic advantage whether in the office or on the air. 
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