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Presenter
Presentation Notes
Jay does introductory story.



““There is nothing There is nothing 
so unequal as so unequal as 

the equalthe equal
treatment of treatment of 

unequalsunequals..””
Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.

Presenter
Presentation Notes
Jay:

Please take a moment and review your past – either as a manager or as the one who was managed. Was there a time when you did not provide the appropriate leadership that someone needed? Was there a time when your manager did not provide the appropriate leadership that you needed.



Would anyone be willing to share?



Situational Leadership Situational Leadership 
StylesStyles

OverviewOverview
Four Development LevelsFour Development Levels
Four Leadership StylesFour Leadership Styles
Playing with ItPlaying with It
Applying within ExtensionApplying within Extension

Presenter
Presentation Notes
Discuss handouts: active participation for better learning



Development LevelsDevelopment Levels

Two – Dimensions

Competence
The skills and knowledge to complete 
the task or assignment

Commitment
A combination of confidence and 
motivation

Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.

Presenter
Presentation Notes
(reference handout)



Competence (horizontal)----- Commitment (vertical)



Competence usually comes from education, training, and/or experience. It is something that is learned.



Commitment

Confidence is a measure of someone’s self-assuredness – a feeling of being able to do a task well without much supervision.

Motivation is a person’s interest and enthusiasm for doing a task well.

	what are some things that can lessen motivation in people: boredom, task becomes too hard, lack of recognition

	Involvement and ownership



Note: competence and commitment not only depend on the individual, but also the situation. What is true in one situation may not be the same in another. When, as leaders, we don’t recognize that people’s competence and commitment can change depending on the situation, we can get into trouble.

“That person did a great job on that project, therefore, they will do a great job on this project.”

Focus on the SITUATION.



Four Development LevelsFour Development Levels

Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.

D1D1
Low CompetenceLow Competence

High CommitmentHigh Commitment

D2D2
Some CompetenceSome Competence

Low CommitmentLow Commitment

D3D3
High CompetenceHigh Competence

Some CommitmentSome Commitment

D4D4
High CompetenceHigh Competence

High CommitmentHigh Commitment
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(reference handout)



Competence (horizontal)----- Commitment (vertical)



Competence usually comes from education, training, and/or experience. It is something that is learned.



Commitment

Confidence is a measure of someone’s self-assuredness – a feeling of being able to do a task well without much supervision.

Motivation is a person’s interest and enthusiasm for doing a task well.

	what are some things that can lessen motivation in people: boredom, task becomes too hard, lack of recognition

	Involvement and ownership



Note: competence and commitment not only depend on the individual, but also the situation. What is true in one situation may not be the same in another. When, as leaders, we don’t recognize that people’s competence and commitment can change depending on the situation, we can get into trouble.

“That person did a great job on that project, therefore, they will do a great job on this project.”

Focus on the SITUATION.



Time

competence

commitment

Development over TimeDevelopment over Time

Presenter
Presentation Notes
What may cause an individual's confidence and motivation to fall as they become more competent?



     4H people: Ever see this with a volunteer working with youth? (building multiplication tables out of marshmallows)



     Ever see this in a community project that is perhaps harder to accomplish than we thought?



     How about with new employees – do many new employees start the job with low commitment?



POWERFUL: Important to understand and recognize this pattern – and therefore, as a leader, prepare for it. Anticipate it.



The leader is going to change their style as the competence and commitment change.



Four Leadership StylesFour Leadership Styles

Two – Dimensions
Directive Behavior

Clearly telling people what to do, how to 
do it, where to do it, and when to do it, 
and then closely supervising their 
performance.

Supportive Behavior
Listening to people, providing support 
and encouragement, and then 
facilitating their involvement in problem-
solving and decision-making.

Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.
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Presentation Notes
Reference handout.



Discuss word style (innate versus chosen and changing)

(not inventory or survey based)



Review: competence (horizontal) and commitment (vertical)



Directive (horizontal) and Supportive (vertical)





Four Leadership StylesFour Leadership Styles

High DirectiveHigh Directive
andand

Low Supportive Low Supportive 
BehaviorBehavior

S1S1
DIRECTINGDIRECTING

High DirectiveHigh Directive
andand

High Supportive High Supportive 
BehaviorBehavior

S2S2
COACHINGCOACHING

High SupportiveHigh Supportive
andand

Low Directive Low Directive 
BehaviorBehavior

S3S3
SUPPORTINGSUPPORTING

Low SupportiveLow Supportive
andand

Low Directive Low Directive 
BehaviorBehavior

S4S4
DELEGATINGDELEGATING

Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.
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Style 1 – Directing

For people who lack competence but are enthusiastic and committed. They need direction and supervision. The leader provides specific instructions and closely supervises task accomplishment. Leader wants to increase likelihood of success.



Style 2 – Coaching

For people who have some competence but lack commitment. Slope of commitment is negative. (self-efficacy is falling) They need direction and supervision because they they’re still relatively inexperienced. They also need support and praise to build their self-esteem, and involvement in decision-making to restore their commitment. The leader continues to direct and closely supervise task accomplishment, but also explains decision, solicits suggestions, and supports progress. (self-efficacy is decreasing)



Style 3 – Supporting

For people who have competence but lack confidence or motivation. They do not need much direction because of their skills, but support is necessary to bolster their confidence and motivation. The leader facilitates and supports subordinates’ efforts toward task accomplishment and shares responsibility for decision-making with them. They now know it (have competence), but they don’t know they know it. Starting to feel better about themselves.



Style 4 – Delegating

For people who have both competence and commitment. They are able and willing to work on a project by themselves with little supervision or support. The leader turns over responsibility for decision-making and problem-solving to subordinates. But still requires great clarity in communication.



Reference handout.

In pairs, take a moment and discuss the differences between these 4 styles.





Putting it all TogetherPutting it all Together

55--Step Process for Step Process for 
Situational LeadershipSituational Leadership

Presenter
Presentation Notes
Jay:



Blanchard uses the expression “Contracting for Leadership Style”



We are talking about treating people differently. That is inherently scary to us because it may seem unfair. What overcomes this “scariness” is that we heavily involve the leader and the individual throughout the process.



1.1. Training onTraining on 
Situational Situational 
LeadershipLeadership

““Situational Leadership isSituational Leadership is
notnot something you do TO something you do TO 

people, but something people, but something 
you do WITH people.you do WITH people.””

Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.

Presenter
Presentation Notes
(reference handout)



This is a critical step. It does not take too much time, but it is very important.

I will be sending you a copy of this presentation – so you could just print this out and use it. It won’t take too much time.



Note: this is not training about the task or goal; this training about Situational Leadership.

Can you see the difference?



Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.

2. Set Goals2. Set Goals

QuestionsQuestions
1.1. What area of responsibility or goal What area of responsibility or goal 

do I want to influence?do I want to influence?
2.2. How will I know the job is being How will I know the job is being 

done (i.e., measures)?done (i.e., measures)?
3.3. What constitutes good What constitutes good 

performance on this goal (i.e., performance on this goal (i.e., 
standards)?standards)?

Need agreement with person performing the task.

Presenter
Presentation Notes
These questions are discussed and agreed upon very clearly. Depending upon the development level of the person doing the work, the leader may expect more or less from the individual in being able to answer these questions. In other words, folks at lower development levels would receive greater direct input from their leader in answering these questions.



Remember, this depends on the situation and the person (not just the person).



This aligns with the idea of SMART goals (Specific, Measurable, Attainable, Realistic, Timely)



(give time to update handout)



3. Assess Development Level3. Assess Development Level
Need agreement with person performing the task.

High 
Competence

High 
Commitment

D4

High 
Competence

Variable 
Commitment

D3

Some 
Competence

Low 
Commitment

D2

Low 
Competence

High 
Commitment

D1

Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.
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Presentation Notes
Blanchard states: “The nod goes to the subordinate.” Meaning, if there is disagreement with development level, the subordinate’s views outweigh the leaders views. BUT, there must be agreement about what the short term outcomes and measurable results will be and agreement to review the development level at that time. Remember, the goal is to push people to higher development levels. So if people want to challenge themselves to greater levels – go for it!



This depends on the situation – differs from goal to goal. This is the whole point – a person’s development level changes with the situation!



Foster honest and open dialog – especially about commitment. Is a person comfortable to say “I have low commitment.”



4. Select Leadership Style4. Select Leadership Style
Need agreement with person performing the task.

High 
Competence

High 
Commitment

D4

High 
Competence

Variable 
Commitment

D3

Some 
Competence

Low 
Commitment

D2

Low 
Competence

High 
Commitment

D1

Delegating

S4

Supporting

S3

Coaching

S2

Directing

S1

Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.

Presenter
Presentation Notes
Again, working with the person establishing consensus on the appropriate style.



5. Deliver5. Deliver

Good Performance
More Support, Less Direction

Directing to Coaching

Coaching to Supporting

eventually,

Less Support
Supporting to Delegating

Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.

Presenter
Presentation Notes
This involves very active participation by the leader. Must follow up on agreed meetings, measures, and overall accountability. Cannot wait until the end of the project!







4. Deliver4. Deliver

Poor Performance
More Support

Delegating to Supporting

or

More Direction
Supporting to Coaching

or

Less Support
Coaching to Directing

or
Start over with Goals

Poor Performance

Blanchard K., Zigarmi P., Zigarmi D. Leadership and the One Minute Manager, 2005.

Presenter
Presentation Notes
Recognize that it could be a failure in GOAL SETTING. If so, that is a failure of the leader, not the individual.



Reprimand is inappropriate in a directive mode. Think of teaching a second grader how to multiply. “Ok Johnny, what’s 2 x 6?  Johnny: 7   OK, I think it is clear we need to put you on a performance improvement plan.”







Review the ProcessReview the Process
Step 1.Step 1. TrainingTraining

Step 2.Step 2. Set GoalsSet Goals
-- goals, measures, standardsgoals, measures, standards

Step 3.Step 3. Assess Development LevelAssess Development Level

Step 4.Step 4. Select Leadership StyleSelect Leadership Style

Step 5.Step 5. DeliverDeliver



Presenter
Presentation Notes
Please stand up for the Clicker Stretch.



About the clickers

on / off button

Enter the LETTER for 
your answer, then press 
the SEND button

your clicker number

Presenter
Presentation Notes
Press the Power Btn and wait for it to find the channel.



FairnessFairness
Q1. Is it FAIR to treat people Q1. Is it FAIR to treat people 

differently?differently?

A A –– YesYes
B B –– NoNo
C C –– DonDon’’t Know t Know 

Presenter
Presentation Notes
Question #1.



Briefly discuss this with your partner and then enter one answer.



Josephson states: It is easier to love "humanity" than to love people. 



Suppose we skipped Step 1 – the training. Might people perceive this as unfair if they did not know what we were doing? In other words, if they saw us as a leader treating people differently. Knowledge of the entire process (and reasons behind it) are KEY!



Work in Fundamental Attribution Error if possible.



True ColorsTrue Colors
Q2. From the perspective of Q2. From the perspective of 

the leader, which COLOR the leader, which COLOR 
likes this approach the likes this approach the 
mostmost??

A A –– GoldGold
B B –– BlueBlue
C C –– OrangeOrange
D D –– Green Green 



True ColorsTrue Colors
Q3. From the perspective of Q3. From the perspective of 

the leader, which COLOR the leader, which COLOR 
likes this approach the likes this approach the 
leastleast??

A A –– GoldGold
B B –– BlueBlue
C C –– OrangeOrange
D D –– Green Green 

Presenter
Presentation Notes
Orange – freedom – where’s the action

Gold – Duty and Responsibility – Plan ahead

Blue – relationships – do you need a hug

Green – Intellectual / Knowledge – I’ll think about it



Generational Generational 
DifferencesDifferences
Q4. Does Situational Q4. Does Situational 

Leadership Leadership helphelp or or hinderhinder 
generational differences in generational differences in 
the workplace?the workplace?

A A –– HelpHelp
B B –– HinderHinder
C C –– DonDon’’t Knowt Know



BreakBreak



Review the ProcessReview the Process
Step 1.Step 1. Training on Situational Training on Situational 

LeadershipLeadership

Step 2.Step 2. Set GoalsSet Goals
-- goals, measures, standardsgoals, measures, standards

Step 3.Step 3. Assess Development LevelAssess Development Level

Step 4.Step 4. Select Leadership StyleSelect Leadership Style

Step 5.Step 5. DeliverDeliver



Leadership StylesLeadership Styles
Q5. Which leadership style is Q5. Which leadership style is 

the the easiesteasiest for you?for you?

A A –– DirectingDirecting
B B –– CoachingCoaching
C C –– SupportingSupporting
D D –– Delegating Delegating 



Leadership StylesLeadership Styles
Q6. Which leadership style is Q6. Which leadership style is 

the the hardesthardest for you?for you?

A A –– DirectingDirecting
B B –– CoachingCoaching
C C –– SupportingSupporting
D D –– Delegating Delegating 

Presenter
Presentation Notes
Based on the results of the vote, pick top 1 or 2 to discuss:

With you partner: 

“What does this style look like if you do a really good job?” 

In other words, what are the attributes of being good at …



Share out.



Directing: Clear communication, objective measures, modeling, skills of a teacher (VAK).

Coaching: praise (looking for success), participate in problem solving and decision making.

Supporting: Listen and reflect, try problem solving/ decision making

Delegating: Clarify and monitoring





VolunteersVolunteers
Q7. Does situational Q7. Does situational 

leadership apply to working leadership apply to working 
with volunteers?with volunteers?

A A –– yesyes
B B –– nono
C C –– not surenot sure

Presenter
Presentation Notes
How about volunteers?



Q8. When might you use Q8. When might you use 
thisthis……

A.A. Assoc./Educator/Assoc./Educator/CoorCoor.. –– StaffStaff
B.B. Assoc./Educator/Assoc./Educator/CoorCoor.. –– VolunteerVolunteer
C.C. Extension Team Extension Team –– New MemberNew Member
D.D. Community CommitteeCommunity Committee
E.E. I would not useI would not use

Presenter
Presentation Notes
Question #8.



Vote as team.



Clearly, the scenario where this is very applicable is between a Supervisor and Employee.



But here are some other possible scenarios:

Vote more most likely scenario when YOU would use situational leadership (each person vote; vote twice).



Authentic Practice



Review in a ContextReview in a Context
Step 1.Step 1. Training on Leadership Training on Leadership 

ProcessProcess

Step 2.Step 2. Set GoalsSet Goals
-- goals, measures, standardsgoals, measures, standards

Step 3.Step 3. Assess Development LevelAssess Development Level

Step 4.Step 4. Select Leadership StyleSelect Leadership Style

Step 5.Step 5. DeliverDeliver

Presenter
Presentation Notes
Report out on scenario most likely from previous vote.



Get into groups based on the animal on the front page of your handout.



Not new stuff; not rocket science



ConclusionConclusion

Strong leadership requires using Strong leadership requires using 
different styles in different different styles in different 
situationssituations
People behave and perform People behave and perform 
differently in different situationsdifferently in different situations



Suggested ReadingSuggested Reading

Leadership and the Leadership and the 
One Minute One Minute 
ManagerManager
by Kenneth Blanchard, by Kenneth Blanchard, 
Patricia Patricia ZigarmiZigarmi, and , and 
DreaDrea ZigarmiZigarmi..



ClickersClickers

EE--Instruction Instruction 
www.einstruction.comwww.einstruction.com

Google Google ““campus clicker systemcampus clicker system””

http://www.einstruction.com/
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