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NOTICE:

This material has been developed by the National Fire Academy (NFA) of
the United States Fire Administration (USFA) for use by state and
metropolitan fire training programs. NFA endorsement of this material is
conditional on use without modification. NFA material, whether printed
text or software, may not be used in any manner that would mislead or that
would suggest or imply endorsement by NFA of any commercial product,
process, or service.
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FEDERAL EMERGENCY MANAGEMENT AGENCY
UNITED STATES FIRE ADMINISTRATION

NATIONAL FIRE ACADEMY

FOREWORD

The Federal Emergency Management Agency (FEMA) was established in 1979.
FEMA's mission is to focus federal effort on preparedness for, mitigation of,
response to, and recovery from emergencies encompassing the full range of
natural and manmade disasters.

FEMA's National Emergency Training Center (NETC) in Emmitsburg, Maryland
includes the United States Fire Administration (USFA), its National Fire
Academy (NFA), and the Emergency Management Institute (EMI).

To achieve the Academy's legislated mandate (under Public Law 93-498,
October 29, 1974) "to advance the professional development of fire service
personnel and of other persons engaged in fire prevention and control
activities," the Field Programs Division has developed an effective program
linkage with established fire training systems which exist at the state and local
levels. It is the responsibility of this division to support and strengthen these
delivery systems. Academy field courses have been sponsored by the
respective state fire training systems in every state.

Designed to meet the needs of the company officer, this course of Leadership
provides the participant with basic skills and tools needed to perform effectively
as a leader in the fire service environment. This course addresses when and
how to delegate to subordinates, assessing personal leadership styles through
situational leadership, when and how to discipline subordinates, and
coaching/motivating techniques for the company officer.
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COURSE SCHEDULE

MODULE TIME
Situational Leadership 3 hr.
Delegating 3 hr.
Coaching 3 hr.
Discipline 3 hr.
Total Time: 12 hr.

This National Fire Academy course is designed for 12 hours of student contact.
These 12 contact hours do not include time for registration, introductions,
breaks, meals, student examinations, course evaluations, and the distribution of
certificates. With these activities, the actual time required will be approximately
16 hours.
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INSTRUCTIONAL AIDS

Equipment Needed

Overhead Projector

Video Player

Standard Course Media

Situational Leadership OHTs SL.1to SL.48
Delegating OHTs DG.1to DG.44
Coaching OHTs C.1to C.57
Discipline OHTs DP.1to DP.41

Videos

Situational
Leadership:

Delegating:

Discipline:

Total OHTSs: 190

Video: "Analyzing Leadership Styles"
(Scenarios 1 to 4)

Introductory Video: "Delegation”

Video: "Evaluating Disciplinary Processes"
(3 Video Scenarios #1, 3, 4)
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INSTRUCTOR PREFACE

Congratulations! You are about to teach one (or more) of the three National Fire
Academy courses in Leadership. These courses each contain four 3-hour
modules which are designed to either stand alone, be presented with the other
three modules of this course, or as part of an overall six-day series.

As you instruct these course modules, it might be helpful to you to know the
overall rationale, key concepts, and common threads which unite the three
Leadership courses.

Rationale. These courses were developed to meet a universally expressed
need in the fire service. That is, to enable mid-range managers, especially
company officers (or their equivalent) to be more effective in their role as
leaders. Whether the company officer carries out his/her responsibilities in a
small rural volunteer department, a suburban "combination" part volunteer-part
paid department, or a fully paid metropolitan/urban department, there are certain
critical skills and a degree of experience needed to be effective as a mid-
manager in the fire service.

Key concepts. The key concepts which link all of the modules in the three
courses are:

1. Company officers need training and skill practice in three major
managerial strategies:

a. Strategies For Company Success (Decision-Making Styles;
Problem-Solving I: Identifying Needs and Problems; Problem-
Solving II: Solving Problems; and Running A Meeting.)

b. Strategies For Personal Success (Managing Multiple Roles For
The Company Officer; Creativity; Enhancing Your Personal Power
Base; and Ethics.)

C. Strategies For Supervisory Success (Situational Leadership;
Delegating; Coaching; and Discipline.)

That is, the company officer must continuously strive to orchestrate growth on
the personal level (his/her own), improved productivity of the company as a
whole, and greater effectiveness of each individual who reports to him or her.

2. Company officers must be focused upon the "big picture"--the overall
mission and goals of the department must guide their actions. New
company officers especially are challenged to expand their view of how
their company/platoon, etc. contributes to the department mission.
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3. As managerial styles outside the fire department have changed, so have
the approaches, techniques, and styles of the fire service manager.
Greater participation in decision-making, greater involvement in problem-
solving, and a modified "Theory Z" approach to management can have
high payoff to those who are prepared. The focus of many of these three
Leadership course modules is to assist the company officer to examine
these payoffs, and the implications for the leader.

4, The "win-win" or collaborative approach to the day-to-day challenges of
the leader is a useful approach; even such leadership functions as
discipline, using power, and decision-making (traditionally handled in an
authoritarian manner) can be made more effective by a "win-win" style.

5. To be consistent with the key concepts above, it is recommended that we
try to model the concepts while teaching the class. When it is possible
and feasible, students should be included in discussion, setting stand-
ards, solving problems, and contributing to the "mission" or desired
results of the class.

MANAGING THE CLASS

In managing the class, the instructor should try to model "Situational
Leadership"--that is, adopt his or her style according to the maturity (willingness
and abilities, etc.) of the class as a whole.

CLASS PROFILE

One way to get a rapid "fix" on the class composition and maturity is to do a
registration "sign-in" to develop the class profile. As people enter the classroom
they sign in on flipchart paper (or a chalkboard). When introducing the class to
the course "mission" and goals, etc., the group as a whole can review the class
composition and needs. Sample questions might be:

1. Distance traveled to get here today:
a. 1 to 50 miles b. 51 to 100 miles
C. 101 to 150 miles d. etc.

(Adapt to local area!!)

2. Position held in fire department.
a. Firefighter b. EMT
C. Lieutenant d. Sergeant
e. Captain f. BC

Xii
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g. DC/AC h. Chief Officer
I. Other
(Board, Fire Marshal, etc.)

xiii
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3. Type of department:
a. All volunteer
b. Combination
C. All paid
d. Private provider
4, Reason for attending class:
a. Assigned/forced to come (Prisoner)
b. Hoping for rest and relaxation (Vacationer)
C. Hoping for new experience and opportunity (Adventurer)
5. Background in leadership training:
a. Minimal or no exposure
b. Adequate--can operate as a leader in a small group effectively
C. Maximum--can train others in leadership
6. Major issues facing fire service leaders now:
7. Etc. (Make questions locally relevant and useful in finding out about the
group.)
WARM-UPS

Another way to quickly get the class started is to do brief warm-up activities.
Warm-ups or icebreakers can have several purposes:

1.

To introduce participants to the content of the modules--such as Creativity
or Decision-Making.

To relax the participants by moving around and having fun.

To identify the level of willingness and ability (maturity) that the group
possesses.

To identify the strengths and possible contributions which each individual
will make.

To identify group needs, interests, and agendas.

Xiv
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SAMPLE WARM-UPS

A few warm-ups from the most simple and safe to the more elaborate and risky
are:

1. Each person introduces himself/herself to the group by name, position/
rank, department, and goal for the class.

N

Individuals interview another person, then introduce them to the whole
group.

w

Small groups introduce themselves, then decide (by consensus) what
their major goals/needs are from the class, and present their list to the
whole group.

4. Group tosses a ball of yarn from person to person until all are
"connected," then the group tries to create a "wave." As a variation, the
group can try to unwind itself without dropping the yarn (problem-solving)-
-as each person gets loose, he/she introduces himself/herself and
comments on the experience.

5. Each individual, using a full sheet of flipchart paper, draws their

professional life-line (with symbols and stick figures) representing the ups
and down of their professional career.

WARM-UP TIPS

1. Use your intuition (gut feeling) to select the most appropriate form of
warm-up. The time invested in the exercise you choose will have high
payoff!

2. Listen carefully during warm-ups and introductions for references to
"volunteer," "career," "professional," etc. fire departments. At the end of

the warm-up, emphasize the similarities between fire executives/middle
managers of different types of departments; if "stereotypes” emerge, such
as "only fully paid departments are professional,” or make a "career" out
of the fire service, discuss those points. Try to dispel the stereotypes,
and try not to reinforce inaccurate labels. Volunteer departments which
act and perform professionally are professional, and people who have
dedicated many years to the volunteer fire service have in fact made an
unpaid "career" out of their service!

The critical point is that the content of the modules crosses paid, unpaid, part-
paid, rural, urban, and suburban lines--and is equally useful to all.

XV
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GRADUATION

At the end of the course, try to make the certificate-awarding process as
ceremonial as possible, given your limited resources of time and space, etc.
Present the diploma to each individual with a handshake and the thanks of the
National Fire Academy. They have earned it!

SUMMARY
Above all, be prepared content-wise and attitudinally to move smoothly through

the material and enjoy teaching the class. Model the enthusiasm and energy
you expect of your students, and they will fulfill your expectations.
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ANSWER SHEET

1 _ 11. -
2. 2.
3. 3.
4. 14.
5 5.
6. 16. _
7. _ 17. -
8. 8. __
9 9.

10. 20.
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LEADERSHIP 1lIl EXAM

The four basic leadership styles are:

a. Directing, coaching, supporting, delegating.

b. Authority, abdication, entrustment, commitment.

C. Authority, task, responsibility, and accountability.

d. Flexibility, diagnosis, communication, decision-making.

Situational leadership requires three basic skills.

a. Controlling, supervising, structuring.

b. Flexibility, diagnosis, communication.

C. Listening, explaining, facilitating.

d. Problem-solving, supervision, feedback.

Directive behavior is characterized by:
a. Two-way communication.

b. Listening.

C. One-way communication.

d. Explaining decisions.

Competence is a function of an individual's:

a. Enthusiasm.
b. Confidence and motivation.
C. Contributions.

d. Knowledge and skills.
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Coaching is most appropriate for individuals who:

a. Have mastered the required skill.

b. Are highly motivated and willing to assume responsibility.
C. Need positive reinforcement to restore self-confidence.
d. Lack competence.

Delegation is defined as:

a. The abdication of supervisory authority.
b. The shifting of responsibility to a subordinate.
C. The sharing of authority, responsibility, and accountability between

two or more people.

d. The blind trust accorded a subordinate by the company officer.

Delegation is advantageous in that:

a. It helps to increase morale.
b. It increases job knowledge.
C. It enhances self-confidence.

d. All of the above.

Delegation to "the right person" would require the company officer to
consider:

a. Which subordinate is competent?
b. Is the person ready?
C. Is the person self-confident enough?

d. All of the above.
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10.

11.

12.

Of the following tasks, which would be the most appropriate for
delegation?

a. The completing of annual personnel evaluations of subordinates.
b. The counseling of a problem subordinate.

C. The design of preplans for a new shopping complex.

d. The approval of shift incident reports.

Delegating for success would require:
a. Clearly defining responsibility--what is involved.

b. Providing close supervision for all delegatees regardless of the
task and of the competence of the individual involved.

C. Forgetting about the delegated task and focusing his/her attention
on his/her own tasks.

d. None of the above.

Coaching involves:

a. An abuse of coercive power.
b. Face-to-face leadership.

C. Creating insecurity.

d. Organizing subordinates.

Three characteristics of an effective coach are:
a. Authority, charisma, acceptance.

b. Negotiating, influencing, risk-taking.

C. Vision, self-confidence, humility.

d. Reputation, formal position, expertise.

22
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13.

14.

15.

16.

Effective leadership involves:

a. Recognizing that the individual player deserves special attention.

b. Ignoring poor performers.

C. Focusing attention on a few.

d. None of the above.

Mentoring is:

a. Working with someone to solve a problem.

b. Building on existing strengths.

C. Taking a personal interest in the career development of a
promising subordinate.

d. Correcting unsatisfactory behavior.

If performance is satisfactory, the leader needs to:

a.

b.

Determine whether or not there is a skill deficiency.
Initiate counseling.
Challenge the individual.

Become more directive.

Which of the following is a false statement regarding the importance of
discipline to the CO?

a.

b.

Discipline decreases company efficiency.
Discipline provides the framework for equitable and fair treatment.

Discipline provides the CO with tools to deal with improper
behavior.

Discipline contributes to the CO's power base.
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17.

18.

19.

20.

When conducting a disciplinary interview it is important to:

a. Argue.

b. Lose your temper.

C. State your expectations for future behavior.
d. Not mention appeal procedures.

Being unclear about violations of rules when disciplining employees might
result in:

a. Increased morale.

b. Correcting improper behavior.
C. Everyone feeling like a winner.
d. Unfairness to an employee.

Which of the following statements is incorrect when dealing with "bizarre”
employee behavior?

a. Avoid inappropriate reactions.

b. Don't use normal disciplinary procedures.
C. Advise employee of appeal procedures.
d. Document your actions.

Which one of the following statements is true?

a. Transfer your problem personnel whenever possible.
b. Honest mistakes are treated the same as intentional rule violations.
C. Threatening termination is a positive method of curing minor

improper employee behavior.

d. Praise in public--criticize in private.
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LEADERSHIP 1lIl EXAM

ANSWER KEY

The four basic leadership styles are:

a. Directing, coaching, supporting, delegating.

b. Authority, abdication, entrustment, commitment.

C. Authority, task, responsibility, and accountability.

d. Flexibility, diagnosis, communication, decision-making.

Situational leadership requires three basic skills.

a. Controlling, supervising, structuring.

b. Flexibility, diagnosis, communication.
C. Listening, explaining, facilitating.

d. Problem-solving, supervision, feedback.

Directive behavior is characterized by:
a. Two-way communication.

b. Listening.

C. One-way communication.

d. Explaining decisions.

Competence is a function of an individual's:

a. Enthusiasm.
b. Confidence and motivation.
C. Contributions.
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d.

Knowledge and skills.
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Coaching is most appropriate for individuals who:

a. Have mastered the required skill.

b. Are highly motivated and willing to assume responsibility.
C. Need positive reinforcement to restore self-confidence.
d. Lack competence.

Delegation is defined as:

a. The abdication of supervisory authority.
b. The shifting of responsibility to a subordinate.
C. The sharing of authority, responsibility, and accountability

between two or more people.

d. The blind trust accorded a subordinate by the company officer.

Delegation is advantageous in that:

a. It helps to increase morale.
b. It increases job knowledge.
C. It enhances self-confidence.

d. All of the above.

Delegation to "the right person" would require the company officer to
consider:

a. Which subordinate is competent?
b. Is the person ready?
C. Is the person self-confident enough?

d. All of the above.
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10.

11.

12.

Of the following tasks, which would be the most appropriate for
delegation?

a. The completing of annual personnel evaluations of subordinates.
b. The counseling of a problem subordinate.

C. The design of preplans for a new shopping complex.

d. The approval of shift incident reports.

Delegating for success would require:
a. Clearly defining responsibility--what is involved.

b. Providing close supervision for all delegatees regardless of the
task and of the competence of the individual involved.

C. Forgetting about the delegated task and focusing his/her attention
on his/her own tasks.

d. None of the above.

Coaching involves:

a. An abuse of coercive power.
b. Face-to-face leadership.

C. Creating insecurity.

d. Organizing subordinates.

Three characteristics of an effective coach are:
a. Authority, charisma, acceptance.

b. Negotiating, influencing, risk-taking.

C. Vision, self-confidence, humility.

d. Reputation, formal position, expertise.
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13.

14.

15.

16.

Effective leadership involves:

a. Recognizing that the individual player deserves special
attention.

b. Ignoring poor performers.

C. Focusing attention on a few.

d. None of the above.

Mentoring is:

a. Working with someone to solve a problem.

b. Building on existing strengths.

C. Taking a personal interest in the career development of a

promising subordinate.

d. Correcting unsatisfactory behavior.

If performance is satisfactory, the leader needs to:

a. Determine whether or not there is a skill deficiency.
b. Initiate counseling.

C. Challenge the individual.

d. Become more directive.

Which of the following is a false statement regarding the importance of
discipline to the CO?

a. Discipline decreases company efficiency.

b. Discipline provides the framework for equitable and fair treatment.

C. Discipline provides the CO with tools to deal with improper
behavior.

d. Discipline contributes to the CO's power base.
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17.

18.

19.

20.

When conducting a disciplinary interview it is important to:

a. Argue.

b. Lose your temper.

C. State your expectations for future behavior.
d. Not mention appeal procedures.

Being unclear about violations of rules when disciplining employees might
result in:

a. Increased morale.

b. Correcting improper behavior.
C. Everyone feeling like a winner.
d. Unfairness to an employee.

Which of the following statements is incorrect when dealing with "bizarre"
employee behavior?

a. Avoid inappropriate reactions.

b. Don't use normal disciplinary procedures.
C. Advise employee of appeal procedures.

d. Document your actions.

Which one of the following statements is true?

a. Transfer your problem personnel whenever possible.
b. Honest mistakes are treated the same as intentional rule violations.
C. Threatening termination is a positive method of curing minor

improper employee behavior.

d. Praise in public--criticize in private.
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SITUATIONAL LEADERSHIP

OBJECTIVES

The participants will:

1.

2.

Identify two basic leader behaviors.
Identify four leadership styles.
Identify four development levels of followers.

Describe the relationship between development level and
leadership style.

Demonstrate diagnostic skills for choosing an appropriate
leadership style for a given development level of a follower.

Identify how to provide direction and support to followers and
deal with difficulties encountered by followers.
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POINTS FOR THE INSTRUCTOR

This module is designed to assist the CO in enhancing his/her leadership
effectiveness by applying the situational leadership theory.

Situational leadership starts with defining a goal or task, diagnosing the
development level of the follower, matching this development level with
an appropriate leadership style, and then delivering the selected style
with its proper balance of direction and support. The match is very task
specific and development levels of individuals change from situation to
situation.

Kenneth Blanchard's book, Leadership and the One-Minute Manager,
listed in the bibliography, will provide very useful background
information for the instructor. If possible, it should be read before
teaching this unit. It is available from most chain book stores in
paperback.

A summary of Situational Leadership Il entitled Situational Leadership

II: A Situational Approach to Managing People, also listed in the
bibliography, is a good 10-page summary of situational leadership.

METHODOLOGY

This module uses lecture, guided discussion, a small group activity, case
study, and video.

ESTIMATED TIME
(Total Time: 3 hr.)

5 min. Lecture
Objectives and Overview IG SL-5
15 min. Interactive Lecture
Introduction IG SL-7
20 min. Lecture
Flexibility IG SL-13
20 min. Interactive Lecture
Diagnosis IG SL-25
20 min. Interactive Lecture
Matching Your Leadership Style To The
Follower's Development Level IG SL-33
30 min. Activity 1
Analyzing Leadership Styles IG SL-37
50 min. Activity 2
Developing Diagnostic Skills IG SL-39
15 min. Lecture
Communication IG SL-43
5 min. Lecture
Using Situational Leadership:
A Summary IG SL-47

IG SL-2
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AUDIOVISUAL

OHTs SL.1 to SL.48

Video Scenarios: "Analyzing Leadership Styles”
Overhead projector

Video player

INSTRUCTOR PREPARATION

Review lesson plan and activities.

2. Assemble necessary supplies.

3. Preview videos and rewind.

4. Set up and test overhead projector.

5. Prepare sheets of flipchart paper as described below. Post all
flipcharts on wall so that they are clearly visible to all
participants. Refer to each flipchart as you cover the material in
the lesson.

Flipchart #1:

Situational Leadership requires 3 basic skills:

Flexibility
Diagnosis
Communication

Flipchart #2:

Four leadership styles:

» Directing (S1)

* Coaching (S2)

*  Supporting (S3)

* Delegating (S4)
Flipchart #3:
Directing = High Direction/Low Support
Coaching = High Direction/High Support
Supporting = Low Direction/High Support
Delegating = Low Direction/Low Support
Flipchart #4:

Development Level = Competence + Commitment

Competence = Knowledge and skills
Commitment = Self-confidence and motivation

IG SL-3
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Flipchart #5:

Four development levels:

D1 = Low Competence/High Commitment

D2 = Some Competence/Low Commitment
D3 = High Competence/Variable Commitment
D4 = High Competence/High Commitment

IG SL-4
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5 min.
Lecture

OHT SL.1

OHT SL.2

SITUATIONAL LEADERSHIP

OBJECTIVES

The participants will:

A. Identify two basic leader behaviors.

B. Identify four leadership styles.

C. Identify four development levels of followers.

D. Describe the relationship between
development level and leadership style.

E. Demonstrate diagnostic skills for choosing an
appropriate leadership style for a given
development level of a follower.

F. Identify how to provide direction and support to
followers and deal with difficulties encountered
by followers.

Il. OVERVIEW

A. Introduction

B. Flexibility

C. Diagnosis

D. Matching Your Leadership Style To The
Follower's Development Level

E. Communication

F. Using Situational Leadership: A Summary

The material in this module is drawn from Leadership And
The One-Minute Manager. (See Bibliography.)

Pause here to acquaint participants with the Student Manual

format.

The manual begins with a detailed outline section

IG SL-5
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which includes all module activities. It is intended that
participants use this section while the module is in session.

IG SL-6
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15 min.
Interactive
Lecture

OHT SL.3

Assure participants that it is not necessary to take notes on
lecture content unless they so desire. The note-taking
section simply serves as a general outline of the lecture
material with space provided to jot down interesting
discussion points, etc. Immediately following this section is a
detailed text which covers all module content. This text is
intended to be read after the module presentation, so that
participant attention can focus on actual classroom activity.

Then, introduce the module by relating some of the
participant's everyday experiences to the ideas presented in
the module. Don't attempt to define the terms used in the
qguestions. If participants ask, tell them to use the common
meaning of the words. If that is not acceptable to them, ask
the group to briefly define the everyday meaning of the
terms.

Ask: In raising children, can you think of examples where a
parent uses directive behavior with a child? Supportive
behavior? Which type is more successful? What
determines which kind of behavior is required?

The point that you should make is that there are times when
each might be appropriate and there are times when a
parent might want to use some combination. The really
effective parent is flexible in matching the style with the
needs of the child.

In the same way, the company officer will find that different
combinations of directive and supportive behavior are
appropriate in different situations when leading others
toward accomplishing organizational goals.

1. INTRODUCTION
A. The importance of leadership.
1. Leadership is the process of influencing

others toward the achievement of
organizational goals.

Ask: What do you think is the major difference between a
successful organization and an unsuccessful organization?

IG SL-8
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Allow a few participants to respond; then summarize with the
following points:

IG SL-9
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OHT SL.4
2. A successful organization has one
major attribute which separates it from
an unsuccessful organization: dynamic
and effective leadership.

Ask participants to define the words dynamic and effective
in the context of leadership. Allow a few participants to
respond, then make the following points.

OHT SL.5
a. Dynamic leaders are responsive
to the changing needs of their
followers.

- Dynamic implies flexibility and
adaptability versus rigidity.

- Dynamic implies optimistic
energy (ability to motivate)
versus boredom.

- Dynamic implies an acceptance
of change versus wanting to
preserve the status quo.
OHT SL.6

b. Effective leaders work at
accomplishing organizational
goals through competent and
committed followers.

- Effective implies a focus on
goal attainment and attention to
the task.

- Effective implies a focus on
developing subordinates to their
full potential in order to maximize
task accomplishment.

Emphasize the importance of being both dynamic and
effective. If you're only dynamic, your followers may be
happy, but you may not get the job done! If you're only
effective, the job will probably get done, but your followers
may not be motivated sufficiently to maintain performance.

IG SL-10
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OHT SL.7
B. Leadership style.

1. Your leadership style is the way you
supervise...how you behave when
you're trying to influence the
performance of others.

Flipchart

Ask participants for examples of different kinds of leadership
styles they're familiar with. As styles are suggested, ask for
a definition. Write responses on flipchart.

Possible responses include:

* Autocratic or authoritarian (task-oriented, controlling,
directive, not concerned with people).

» Democratic or participative  (people-oriented,
permissive, supportive, more concerned with how
people feel than with getting the job done).

» Laissez-Faire (non-directive, non-supportive, leaves
people alone).

Ask participants which style is best? After allowing several

viewpoints to surface, make the following points.

2. Each of these styles represent an
"either/or" approach to leadership.

a. Either the task is most
important...
b. Or the people are most
important.
3. An either/or approach simply doesn't

work. No one style is always
appropriate; each style is appropriate at
certain times.

a. Sometimes the task needs more
attention than the person.
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b. Sometimes the person and the
task require equal attention.
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OHT SL.8

OHT SL.9

20 min.
Lecture

OHT SL.10

OHT SL.11

C. Sometimes the person needs
more attention than the task.

d. Sometimes neither the person
nor the task require much
attention.

4. Dynamic and effective leaders vary their
leadership style according to the
situation and the needs of the follower.

C. Situational leadership requires three basic
skills:

1. Flexibility: the ability to change your
leadership style to fit the needs of the
follower.

2. Diagnosis: the ability to accurately
assess the needs of the follower.

3. Communication: the ability to reach a

mutual understanding with each follower
regarding the leadership style which
most effectively meets his/her present
needs.

Point out that you will cover each of these critical skills in
detail as the module progresses.

V. FLEXIBILITY

Review the definition of flexibility previously introduced in

Section IlI.

A. Four basic styles.

1.

Directing (S-1).

The leader provides specific instructions
and closely supervises task
accomplishment.
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2. Coaching (S-2).

The leader continues to direct and
closely supervise task accomplishment,
but also explains decisions, solicits
suggestions, and praises progress.

3. Supporting (S-3).

The leader facilitates and supports
efforts toward task accomplishment and
shares responsibility for decision-
making.

4. Delegating (S-4).

The leader turns over responsibility for
decision-making and problem-solving to
the follower.

Point out that the four styles consist of varying combinations
of two types of leader behavior--one which focuses on the
task and the other which focuses on the follower.

B. Two types of leader behavior.
1. Directive behavior is characterized by:
OHT SL.12
a. One-way communication; telling
the follower:
- What to do.
- When to do it.
- Where to do it.
- How to do it.
b. Close supervision.
C. Lots of feedback on performance.
OHT SL.13
d. Key words are: structure,

control, supervise.
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OHT SL.14

2. Supportive behavior is characterized
by:

a. Two-way communication.

b. Listening.

C. Explaining decisions.

d. Providing support and
encouragement and praise.

e. Facilitating follower involvement
in decision-making and problem-
solving.

OHT SL.15

f. Key words are: listen, praise,

facilitate.
C. The four leadership styles combine directive
and supportive behaviors in varying degrees.
Let's look at each of the styles more closely to see how this
works.
D. Directing (S-1).
OHT SL.16

1. High Direction/Low Support.

2. Primarily one-way communication.

3. The task gets more attention than the
person.

4. The leader directs the follower
regarding task accomplishment (what,
when, where, and how).

5. The leader supervises closely.

6. The leader gives regular feedback on

performance.

IG SL-20



SITUATIONAL LEADERSHIP

7. The follower has no involvement in
decision-making or problem-solving.
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If participants have completed the Decision-Making Styles
module, point out that Leadership Style S-1 is the same as
Decision-Making Style A (Autocratic).

OHT SL.17

E. Coaching (S-2).

1.

2.

High Direction/High Support.

The task and the person receive equal
attention.

The leader continues to provide specific
directions, close supervision and
immediate feedback on task
accomplishment.

But, the leader also becomes more
supportive--offering encouragement and
reassurance.

And, the leader begins to open up two-
way communication by soliciting
suggestions and explaining decisions.

If participants have completed the Decision-Making Styles
module, point out that Leadership Style S-2 is the same as
Decision-Making Style C (Coaching).

F. Supporting (S-3).

OHT SL.18

1.

2.

Low Direction/High Support.

The person receives more attention
than the task.

The leader provides minimal direction,
supervision, and feedback.

The leader now concentrates on
providing support, encouragement, and
praise.

Two-way communication is the norm--
leader and follower work together.
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Leader and follower share responsibility
for decision-making and problem-
solving.

Leader facilitates follower growth by
asking questions and sharing
information.

If participants have completed the Decision-Making Styles
module, point out that Leadership Style S-3 is the same as
Decision-Making Style G (Group Process with Consensus).

OHT SL.19
G. Delegating (S-4).

1. Low Direction/Low Support.

2. Neither the task nor the person receives
close attention.

3. The leader turns over responsibility for
decision-making and problem-solving to
the follower.

4. Communication is limited, but when it
occurs, it is two-way.

5. Direction is limited to setting parameters
for task accomplishment.

If participants have completed the Decision-Making Styles
module, point out that Leadership Style S-4 is the same as
Decision-Making Style D (Delegating).
H. Summary of leadership styles.
OHT SL.20
1. The four basic leadership styles differ in

terms of:

a. Amount of directive behavior
used by the leader.

b. Amount of supportive behavior
used by the leader.
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OHT SL.21
2. In all four styles, the leader:
a. Sets goals.
b. Observes performance.
C. Provides feedback.
d. Remains accountable for task
achievement.

3. The difference lies in the degree to
which the leader engages in these
behaviors.

4. Cautions:

OHT SL.22

a. Style S-1 is directing not
dictating. (Low support does not
mean unfriendly.)

b. Style S-2 is coaching not
smothering. (High direction and
high support does not mean
suffocating.)

C. Style S-3 is supporting not
rescuing. (High support does
not mean "babying.")

d. Style S-4 is delegating not
abdicating. (Low direction and
low support does not mean no
direction and no support.)

5. There is no single best style; each style
IS appropriate at some time.

6. The dynamic and effective leader is
able to use each of the four leadership
styles, as needed.

Point out that knowing when to use each style is equally as
important as knowing how to use it.
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Knowing when each style is appropriate requires the second
situational leadership skill, diagnosis.
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V. DIAGNOSIS

Review the definition of diagnosis introduced in Section III.

20 min.
Interactive
Lecture
OHT SL.23
A.
B.
C.
OHT SL.24
D.
OHT SL.25
OHT SL.26

When assigning any task, the leader must
attempt to predict the follower's performance
by:

1. Considering past performance doing
similar tasks.
2. Considering the follower's self-

confidence and enthusiasm for the task.

In other words, the leader must try to diagnose
the development level of the follower in
relation to the assigned task.

The follower's development level will
determine the most appropriate Leadership
Style (the style which will maximize the
follower's potential for successful task
accomplishment).

Development level is defined as a measure of
an individual's degree of competence and
level of commitment to complete a specific
task.

1. Competence is a function of an
individual's knowledge and skills.
(How proficient is the individual at doing
the assigned task?)

2. Commitment is a function of an
individual's confidence and
motivation.

a. Confidence is self-assurance--a
feeling of being able to do the job
well without close supervision.
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b. Motivation is interest and
enthusiasm for doing the job well.
OHT SL.27
E. Four basic development levels represent
various combinations of competence and
commitment.

1. Development level 1 = Low
competence/high commitment.

2. Development level 2 = Some
competence/low commitment.

3. Development level 3 = High
competence/variable commitment.

4. Development level 4 = High
competence/high commitment.

Let's look at each development level more closely.
OHT SL.28
F. D-1: The enthusiastic beginner.

1. Low competence means lack of
knowledge and/or skills in the assigned
task.

2. High commitment means excitement

about the new task and/or confidence
that he/she will do well.

3. With beginners, self-confidence is
usually high, but it's often a false sense
of confidence, based on a lack of
understanding of the complexity or
difficulty of the task.

Ask for examples of the types of followers who might be at
this development level.

4, Examples:

a. A new recruit.

IG SL-30



SITUATIONAL LEADERSHIP

IG SL-31



SITUATIONAL LEADERSHIP

b. A veteran with a new task.

C. Any follower who is doing
something they've never done
before.

OHT SL.29
G. The disillusioned learner (D-2).

1. Some competence means task
proficiency is increasing but the
individual has not yet mastered all
required knowledge and skills.

2. Low commitment means a decrease in
self-confidence and/or motivation.

3. As skills develop, the individual usually
realizes how much is really involved in
doing the task well.

4, This level is known as the stage where
the follower discovers: "The more |
know, the more | realize | don't know."

Ask for examples of the types of followers who might be at
this development level.

5. Examples:
a. Driving a pumper instead of a car.

b. Having to perform CPR on a real
person instead of a dummy.

C. A veteran learning a new
computer program and finding it
more difficult than expected.

H. The reluctant contributor (D-3).
OHT SL.30
1. High competence means the individual
has mastered the required knowledge
and skills for task accomplishment.
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2. Variable commitment means the
individual lacks self-confidence and/or
motivation.
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Ask for examples of the types of followers who might be at
this development level.

3. Examples:

a. The veteran who has been doing
the same task for a long time and
has lost interest.

b. The proficient follower who has
personal priorities which conflict
with company responsibilities.

C. The proficient follower who still
lacks self-confidence in his/her
own ability to work without close
supervision.

The peak performer (D-4).
OHT SL.31
1. High competence means the individual
has mastered the task.

2. High commitment means the individual
has a lot of self-confidence and has a
high interest in performing well without
supervision.

3. The peak performer is ready and willing
to take on additional responsibility.

Ask for examples of the types of followers who might be at
this development level.

4, Examples:

a. Anyone who has demonstrated
task proficiency and an ability to
work well without close
supervision.

b. The self-starter who always
demonstrates initiative and ability
to handle responsibility.
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20 min.
Lecture

OHT SL.32

Chart
SM p. SL-7

OHT SL.33

OHT SL.34

VI. MATCHING YOUR LEADERSHIP STYLE TO THE
FOLLOWER'S DEVELOPMENT LEVEL

Show OHT and make the following points.

Drawing a straight line upward from each development level
will indicate the most appropriate leadership style for that
particular development level.

Thus, D-1 matches up to S-1; D-2 matches up to S-2; D-3
matches up to S-3; and D-4 matches up to S-4.

The curve running through the four leadership styles
represents a performance curve. As the follower's
development level increases from D-1 to D-4 the leader
responds by first increasing supportive behavior (S-2), then
by decreasing directive behavior (S-3), then by also
decreasing supportive behavior (S-4).

Let's examine the rationale for each of these leader
responses a little more closely.
A. Directing (S-1) is most appropriate for
individuals who:

1. Lack competence.

2. Need direction and supervision to get
them started and to keep them on track.

B. Coaching (S-2) is most appropriate for
individuals who:

1. Have some competence, but...

2. Still need direction and supervision to
keep them on track.

3. Need positive reinforcement to restore
self-confidence.
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4, Need some involvement in decision-
making and problem-solving to enhance
interest.
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OHT SL.35
C. Supporting (S-3) is most appropriate for
individuals who:

1. Have mastered the required knowledge
and skills for the task, and, therefore,
require minimal direction.

2. Lack self-confidence and need support,
encouragement, and praise...or

3. Lack motivation and need an
opportunity for greater involvement in
decision-making and problem-solving.

OHT SL.36
D. Delegating (S-4) is most appropriate for
individuals who:

1. Perform the task well without close
supervision.

2. Are confident in their own ability to
complete the task.

3. Are highly motivated and willing to
assume additional responsibility.

OHT SL.37
E. Key concepts.

1. The development level of an individual
must be assessed with a specific task in
mind.

2. An individual's development level varies

from task to task.

3. Any decline in performance will
probably require the leader to move
back to the previous style in order to
correct performance.
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30 min.
Large Group
Activity 1

SM p. SL-9

ACTIVITY 1
ANALYZING LEADERSHIP STYLES

The video includes four examples of a company officer
utilizing different leadership styles as one of his staff
develops.

The first situation depicts the supervisor dealing with a rookie
firefighter on his first day in the station by using highly
directive behavior.

The second situation shows the supervisor and the
firefighter 3 months later. The supervisor is motivating the
firefighter to become a permanent nozzleman. The
supervisor offers reassurance to boost the firefighter's lack
of confidence.

The third scenario takes place 2 years later. The firefighter
has developed to the point where the supervisor uses a
participating style to accomplish his organizational goals.
However, the firefighter has conflicting priorities.

The fourth scenario has the supervisor in a delegating mode.
The firefighter has developed to the point where little
direction or support is needed to accomplish goals.

After each scenario, stop the video and allow participants to
individually complete the worksheet in the Student Manual.
Then facilitate a class discussion on the development level
of the follower, the leadership style of the officer, and the
appropriateness of the match.

Possible Observations:
Scenario 1 (S-1/D-1)

Firefighter new to department.

Needs role defined.

Needs tasks described in detail because of lack of
competence.

One-sided conversation.

Directive style needed for the enthusiastic beginner.
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50 min.
Small Group
Activity 2

SM p. SL-12

Scenario 2 (S-2/D-2)

Firefighter has more competence.

Supervisor begins to humanize the relationship by giving
praise and reassurance.

Leader still gives structure to firefighter while reinforcing
relationship.

Two-way communication.

The leader uses directive behavior when discussing driving
because this is a new task.

Scenario 3 (S-3/D-3)

Trust and commitment have developed.

Minimal structure.

Commitment is variable because of conflicting priorities.
Little directive behavior because follower has competence.
Scenario 4 (S-4/D-4)

Firefighter fully developed and well qualified for task.

Supervisor gives little direction and little support because
follower knows he is capable.

ACTIVITY 2
DEVELOPING DIAGNOSTIC SKILLS
Refer participants to activity worksheet in Student Manual.
Read through instructions and answer any questions.

Divide class into four small groups and assign each group to
a breakout room.

Allow only 30 minutes for small group work.

Ask group #1 to report their conclusions on case #1. Then
allow other groups to comment and/or question.

Then ask group #2 to report on case #2, following same
procedure.

Continue this process until all cases have been covered.
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Suggested responses are listed below.
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Case #1

Development level: D-3
Key indicators:

* High competence

e Low motivation
Leadership style needed: S-3

Case #2

Development level: D-3
Key indicators:

* High competence

* Low self-confidence
Leadership style needed: S-3

Case #3

Development level: D-1
Key indicators:

* Low competence due to new technology
* High confidence and motivation

Leadership style needed: S-1
Case #4

Development level: D-1
Key indicators:

* Low competence

* High commitment
Leadership style needed: S-1

Case #5

Development level: D-4
Key indicators:

* High competence

e High commitment
Leadership style needed: S-4

Case #6

Development level: D-2
Key indicators:

* Some competence

* Low self-confidence
Leadership style needed: S-2
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15 min.
Lecture

OHT SL.38

OHT SL.39

OHT SL.40

OHT SL.41

VIl.  COMMUNICATION

Review

the

definition of communication previously

introduced in Section lll.

A.

"Situational Leadership is not something you
do to people, it's something you do with
people!" (Blanchard)

1.

It's important that each follower
understands why you're using a
particular leadership style for him/her.

If you fail to communicate the reasons,
followers may misunderstand and
resent being treated differently from
their peers.

Share your knowledge of situational leadership
with each follower.

1.

Emphasize that there is nothing
negative about being at a D-1 or D-2
development level.

The purpose of assessing the
development level of any person is to
help him/her perform at peak potential.

For each task assigned, reach agreement with

the follower on what they're expected to do
and what standards they're expected to meet.
Make sure all task assignments are "smart.”

1.

2.

S = Specific.

M = Measurable.

A = Attainable.

R = Relevant (appropriate).

T = Trackable.
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OHT SL.42

OHT SL.43

OHT SL.44

OHT SL.45

For each task assigned, reach agreement on
the follower's development level and the
appropriate leadership style.

1. Communicate clearly the level of
direction and support you will provide.

2. Remain flexible: be willing to change
leadership style if subordinate
performance changes.

If difficulties arise, identify the problem area(s):

1. Is it a competence problem?

2 Is it a commitment problem?
a. Is it related to self-confidence?
b. Is it related to motivation?

For competence problems, provide:

1. Training.

2. Proper orientation to the task.

3. More observation of performance.

4. Specific _feedback on outcomes and/or
expectations.

For motivation problems, provide:

1. Positive reinforcement of desired
behavior.

2. Supportive listening.

3. Better rewards for acceptable
performance.

4, More serious consequences for

negative performance.
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5 min.
Lecture

OHT SL.47

OHT SL.48

H.

For confidence problems, provide:

1. Reassurance and support for
successes.

2. Encouragement.

3. Positive feedback for improvement in

task accomplishment.

VIIl.  USING SIT