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This information is based on the SLII class by Blanchard Training and Development.

Management situations usually  involve  the  leader’s  style  and  the follower’s  developmental level.  The leader has two axes of behaviour - supportive and directive.  This is formed into the following model:


Low directive
High directive

High supportive
supporting 

(country club)
coaching 

(back seat driver)

Low supportive
delegating 

(abdicator)
directing 

(dictator)

The ‘follower’ is viewed as having two characteristics - competence and commitment.  In the SLII view, a follower goes through 4 development phases:
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The competence is viewed as a combination of task knowledge and transferable skills.  Commitment is viewed as motivation and confidence.

A major point of the class was to show that the follower’s developmental level determines what the  management  style should be.  As a follower goes through the developmental levels (which will happen with each new job), the leader should go through Directive, Coaching, Supportive and then Delegative management styles.  This is why it is called ‘Situational Leadership’  - how you lead depends on the follower’s situation.

In one of the workshops, we developed a list of best and worst management attributes.  We boiled these down to the following subset:

BEST
WORST

· Trust
· Impatient

· Perspective
· Immature

· Honest
· Irrational

· Consistency
· Incompetent

· Delegator
· Arbitrary

· Feedback
· No Feedback

Much of the good characteristics were tied back into the SUPPORTIVE and DIRECTIVE aspects.  An important thing to come away with is that Directive management or any particular style is not  good  or bad - whether  it is  appropriate  for a  person  depends  on  the  follower’s developmental  level.  What it comes down to is a commitment to listen and understand  what the  follower  is  saying.  The leadership chart (earlier) shows Directive, Coaching, Supporting and Delegating labels.  When there is a  style-to-level  mismatch  these  leadership  styles are viewed as Dictatorial,  Back-seat-driver,  Country-club (or Rescuer) and Abdication.  Also, when leading, you should never give NO support or NO direction.  And, you should keep listening.  Another aspect was when you recognize a style mismatch, you should (in  general)  not jump over a management  style.  You should move through the styles until there is a match.

The SUPPORTIVE and DIRECTIVE behaviors have the following sub-behaviors:

SUPPORTIVE
DIRECTIVE

· Listen
· Supervise

· Praise
· Control

· Facilitate
· Structure

Another interesting aspect was relating some of these concepts to group situations.  The implication is that groups go through the four development phases described for individuals.  These were characterized by the labels:

· phase 1: Orientation (Forming)

· phase 2: Dissatisfaction (Storming)

· phase 3: Resolution (Norming)

· phase 4: Production (Performing)

