Lesson 1 Material


FUNDAMENTALS OF LEADERSHIP

 

Introduction

In this lesson you'll learn that leadership is a very complex art that is essential to the success of the Civil Air Patrol (CAP) mission. In fact, your knowledge of effective leadership principles and concepts coupled with their application in your duties will prove to be rewarding both professionally and personally. 

Let’s start off with a simple definition of leadership. Leadership is the process of influencing an organized group towards a common goal. Sounds easy, but the application can provide a real challenge. 

We’ll start with a discussion of the different styles of leadership with a primary emphasis on the Situational Leadership II Model, and conclude with the basic principles that influence leadership using the Leadership Equation Pie Diagram. 

Why are leadership styles important?

Your goal as a leader in the Civil Air Patrol is to do the best job you can at influencing your people towards a common goal. Since you are dealing with a very diverse group of people, it is important to understand the different approaches to motivate them to meet their goals. 

Over the years numerous models have been developed to analyze the different styles of leadership. You may remember from your initial training in CAP the discussion on authoritarian, democratic, and laissez faire styles of leadership. In this lesson we will talk about a more comprehensive model developed by Dr. Ken Blanchard. This model integrates styles of leadership with the situation and the development of the follower. Its straightforward approach will provide you with an excellent tool for your leadership toolkit. Click on the different sections of the model for a brief description and a practical example.
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******************************************************

Note: These will appear as separate frames when the person clicks on one of the sections of the Leadership Model.

(S1) High directive/low supportive leader behavior referred to as Directing.  The leader defines the roles of followers and tells them what, how, when, and where to do various tasks.  Problem solving and decision-making are initiated solely by the leader.  Solutions and decisions are announced; communication is largely one-way; and the leader closely supervises implementation.

As an example, the “directing” style of leadership could be applied to assigning a task to a new member. This individual is probably unfamiliar with the CAP organization and would need a lot of direction to complete the task.

(S2)  High directive/high supportive behavior is referred to as Coaching.  The leader still provides a large amount of direction, but also attempts to hear the follower's ideas, suggestions, and opinions.  While two-way communication and support are increased, control over decision-making resides with the leader.

As an example, the “coaching” style of leadership could be applied to a junior ranking member who has a lot of good ideas, but does not possess the maturity nor the motivation to carry the ideas from start to finish. 

(S3)  High supportive/low directive behavior is called Supporting.  The focus of control shifts from leader to follower.  The leader now provides recognition and actively listens and facilitates problem-solving/decision-making on the part of the follower.  The follower has the ability and knowledge to do the task.

As an example, the “supporting” style of leadership could be applied to a group of highly motivated members who have come up with a great new idea and the means to implement it. Your role would be to keep them motivated to complete the task.

(S4)  Low supportive/low directive is labeled as Delegating.  The leader discusses the problems with followers until joint agreement on problem definition is achieved.  Decision-making is handled by the subordinate.  They can "run their own show".  Competence and commitment are both high.

As an example, the “delegating” style of leadership could be applied to your more senior members who demonstrate a high degree of maturity and knowledge of the CAP organization. You provide the big picture and guidance when required.

Developmental Level

To avoid using the wrong style at the wrong time with a particular person on a particular task, effective managers consider the person's development level, which is a function of the subordinate's competence and commitment to perform a task well without supervision.

Competence is a function of the subordinate's task knowledge and skills gained through formal education, on-the-job training and experience.  It can be developed with appropriate direction and support.  Ability implies potential, not competence.

Commitment is a function of the subordinate's motivation and confidence.  Motivation is the subordinate's interest and enthusiasm to do the task, and his/her desire to succeed.  Confidence is the person's sense of security or self-assuredness; the extent to which the subordinate trusts that he/she has the ability to work independently.

There are four levels of follower development –

D1-"Enthusiastic Beginner"

D2-"Disillusioned Learner"

D3-"Reluctant Contributor"

D4-"Peak Performer"

The first of the four levels of development is D1.  This person has low competence, but usually high Development commitment.  We call this person an enthusiastic beginner.

D2-a person has some competence, but often their confidence and motivation drop.  We call this person a disillusioned learner.  Why?  What behavior is observed?  People lose their commitment when they realize good performance doesn't make a difference, or the task is too hard; rewards aren't worth the effort; progress is too slow.

D3-a person has moderate to high competence, but variable commitment.  Interest in doing the task may vary from day to day, as can confidence.  We call this person a reluctant contributor.  They often want to be active in decision-making but don't have faith in their ideas.  They need recognition.

D4-a person is both competent and committed, confident and motivated.  We call this person a peak performer.

When looking at your follower’s development level, ascertain what degree of competence and commitment he/she has and you can decide which level, D1-D4, he/she is on. Remember, people are not "fully-developed" or "underdeveloped".  Development level is not a global concept, it is task specific!  Every time the task changes, you will have to reevaluate your follower’s development level and thus possibly change your leadership style.

******************************************************

 

Leadership style is the pattern of behaviors you use when you are trying to influence the behaviors of those you are trying to lead. Each leadership style can be identified with a different approach to problem solving and decision-making.

The key to using the Situational Leadership II Model is understanding what developmental level your followers are in for a given situation. If you find yourself leading a group of people that are at a level of D1 then you will be much more involved in guiding and directing them. If, however, the group (or individual) is in D3 you can allow them more freedom to do their job. 

Possessing a better understanding of the various leadership styles and their respective developmental levels will help you match a given style for a specific situation. The challenge is to master the ability to change your leadership style for a given situation as the person's development level changes.

How do you help your followers increase their development level? Here are some practical ideas:

1. Explain to them what you want done.

2. Provide any guidance they might need before they start.

3. Give them the opportunity to complete the task on their own.

4. Give them a lot of positive encouragement. 
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What are the basic elements that affect leadership?

There are factors that influence what type of leadership style or behavior you use and how effective you are. Effective leadership is therefore a function of the situation. We can express this in the form of a simple pie chart. This is not a mathematical equation and does not produce a definitive answer. Take the time to click on each ‘slice’ of the pie to get a brief description of the basic elements that affect leadership. 
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******************************************************

Note: These will appear as separate frames when the person clicks on one of the sections of the pie.

A = Associates/Peers: People you work with in the unit.  If you are surrounded by willing, committed people their attitude will influence you.  Similarly, if they are disinterested that will also have an influence on you.

B = Boss: Brings into play the Boss's style of behavior and attitudes.  In addition, the proximity of the boss (geographical location) dictates the degree of freedom and forces the boss to focus on performance and not the person.  (An example would be a CAP wing staff member who lives in Walla Walla, WA and her Wing Commander lives in Spokane, WA.)

F(S)L = Function of the Situation and the Leadership style/attitudes where:

1. Style = patterns of behavior.

2. Attitudes = values, judgments, emotions.

F = Follower: Brings into play the follower’s style of behavior and attitudes.  In addition, the follower will behave differently as an individual then in a group.  Two way communication is necessary for the leader to gain credibility.

J = Job Demands: How demanding is the job, what sort of job is it ‑ dangerous, routine, shift work, security, safety, etc.

O = Organization: Differences between organizations, i.e., Headquarters, Training schools, CAP units, etc.

T = Time: How much time is available to make decisions, i.e., decision time ‑ crisis versus routine.

******************************************************

The Leadership Equation is not all-inclusive, but does encompass most of the factors you need to consider in your situation, in order to make your leadership more effective. Additionally, leadership traits, such as integrity, loyalty, commitment, energy, decisiveness, and selflessness are critical for successful leaders. 

******************************************************

Note: These will appear as a separate frame when the person clicks on ‘leadership traits’ shown above.

Leadership Traits

Effective leaders have certain distinguishing characteristics, which are the foundation for their approach to the leadership situation.  The list of a leader’s desirable qualities is virtually endless.  While many characteristics (such as truthfulness) are expected of all members of the Civil Air Patrol, there are six traits that are vital to CAP leaders.

Integrity

Integrity—a total commitment to the highest personal and professional standards.  All leaders must be honest and fair.  Integrity means establishing a set of values and adhering to those values.  Integrity provides the solid foundation for developing trust within a unit. Conversely, a lack of integrity can quickly destroy the moral fiber of a unit, and negatively impact morale.

Loyalty

Loyalty—a three dimensional trait which includes faithfulness to superiors, peers, and subordinates.  Leaders must first display an unquestionable sense of loyalty before they can expect members of their unit to be loyal.  General George S. Patton Jr. highlighted the importance of loyalty saying, “There is a great deal of talk about loyalty from the bottom to the top.  Loyalty from the top down is even more necessary and much less prevalent.”

Commitment

Commitment—complete devotion to duty.  A leader must demonstrate total dedication to the United States, the Civil Air Patrol, and the unit.  Plato said, “Man was not born for himself alone, but for his country.”  Dedicated service is the hallmark of the volunteer leader in CAP.

Energy

Energy—an enthusiasm and drive to take the initiative.  Throughout history successful leaders have demonstrated the importance of mental and physical energy.  They approached assigned tasks aggressively.  Their preparation included physical and mental conditioning, which enabled them to look and act the part.  Once a course of action was determined, they had the perseverance and stamina to stay on course until the job was completed.

Decisiveness

Decisiveness—a willingness to act.  A leader must have the self-confidence to make timely decisions.  The leader must then effectively communicate the decision to the unit.  British Admiral Sir Roger Keyes emphasized that, “In all operations a moment arrives when brave decisions have to be made if an enterprise is to be carried through.”  Of course, decisiveness includes the willingness to accept responsibility.  Leaders are always accountable—when things go right and when things go wrong.

Selflessness

Selflessness—sacrificing personal requirements for a greater cause.  Leaders must think of performing the mission and caring for the welfare of the men and women in the organization. Willingness to sacrifice is intrinsic in a volunteer organization such as the Civil Air Patrol.  Selflessness also includes the courage to face and overcome difficulties.  While courage is often thought of as an unselfish willingness to confront physical dangers, equally important—and more likely to be tested on a daily basis—is the moral courage a leader needs to make difficult decisions.  General Douglas MacArthur said, “No nation can safely trust its martial honor to leaders who do not maintain the universal code which distinguishes those things that are right and those things that are wrong.”  It requires courage and strength of character to confront a tough situation head-on rather than avoiding it by passing the buck to someone else.

These traits are essential to effective leadership.  Developing these characteristics will improve a leader’s ability to employ the principles of leadership.

******************************************************

Conclusion


Your organization depends on positive, effective leaders at all levels to perform the mission. There is no single leadership style that is appropriate in every situation; therefore, for you to be effective leaders you need to learn to understand your environment, your situation and the circumstances to help you act accordingly. Remember, your success as a leader will depend on your assessment of the situation and your ability to communicate what you want in such a way that others will do as you wish - that is the art of leadership. 
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