
  
 

This Guide to Situational Leadership was drafted by H M Borromeo, PhD, from 
https://www.statius.co.uk/assets/Uploads/Situational-Leadership-Self-Assessment.pdf. and other sources. 
The text indicates where Borromeo’s inputs are original.  

Your Guide to Situational Leadership   

Self-assessment questions: Read through the following 12 Situations and choose the one response 
(only one) from the corresponding Alternative Action statements that most appeals to you or that you 
feel  seems the most characteristic of you. In some cases none of the responses may be appealing or  
characteristic of you. Nonetheless, please select the statement that you prefer or feel suits you best [if 
you are working with this Word file type an X in the space provided].  

 

Situation Alternative Action 

1. Your group is not responding lately to your 
friendly conversation and obvious concern for 
their welfare. Their performance is declining 
rapidly.  

___ A. Emphasize the use of uniform procedures 
and  the necessity for task accomplishment. 
___ B. Make yourself available for discussion 
but do  not push your involvement. 
___ C. Talk with them and then set goals. 
___ D. Intentionally do not intervene. 

2. The observable performance of your group is 
increasing. You have been making sure that all 
members were aware of their responsibilities  
and expected standards of performance.  

___ A. Engage in friendly interaction, but 
continue to  make sure that all members are 
aware of their  responsibilities and expected 
standards of  performance.   
___ B. Take no definite action.   
___ C. Do what you can to make the group 
feel  important and involved.   
___ D. Emphasize the importance of deadlines 
and  tasks.  

3. Members of your group are unable to solve a  
problem themselves. You have normally left  
them alone. Group performance and 
interpersonal relations have been good.  

___ A. Work with the group and together engage 
in  program solving.   
___ B. Let the group work it out.   
___ C. Act quickly and firmly to correct and 
redirect.   
___ D. Encourage the group to work on the 
problem  and be supportive of their efforts.  

4. You are considering a change. Your group 
has a fine record of accomplishment. They 
respect the need for change.  

___ A. Allow group involvement in 
developing the  change, but do not be too 
directive.   
___ B. Announce changes and them implement 
with  close supervision.   
___ C. Allow the group to formulate its own 
directive.   
___ D. Incorporate group recommendations, but 
you  direct the change.  

5. The performance of your group has been 
dropping during the last few months. Members 
have been unconcerned with meeting 
objectives. Redefining roles and 
responsibilities has helped it the past. They 
have continually needed reminding to have 
their tasks done on time.  

___ A. Allow the group to formulate its own 
direction.   
___ B. Incorporate group recommendations, but 
see  that objectives are met.   
___ C. Redefine roles and responsibilities 
and  supervise carefully.   
___ D. Allow group involvement in determining 
roles  and responsibilities but do not be too 
directive.  



  
 

Page 2 of 8 

6. You stepped into an efficiently run group. 
The previous leader tightly controlled the 
situation. You want to maintain a productive 
situation, but would like to begin having more 
time building interpersonal relationships among 
members.  

___ A. Do what you can do to make the group 
feel  important and involved.   
___ B. Emphasize the importance of deadlines 
and  tasks.   
___ C. Intentionally do not intervene.   
___ D. Get the group involved in decision-making, 
but  see that objectives are met.  

 

7. You are considering changing to a structure 
that will be new to your group. Members of the 
group have made suggestions about needed 
change. The group has been productive and 
demonstrated flexibility.  

___ A. Define the change and supervise 
carefully.   
___ B. Participate with the group in developing 
the  change but allow members to organize the  
implementation.   
___ C. Be willing to make changes as 
recommended,  but maintain control of the 
implementation.   
___ D. Be supportive in discussing the situation 
with  the group but not too directive.  

8. Group performance and interpersonal 
relations  are good. You feel somewhat unsure 
about your lack of direction in the group.  

___ A. Leave the group alone.   
___ B. Discuss the situation with the group and 
then  you initiate necessary changes.   
___ C. Redefine goals and supervise 
carefully.   

___ D. Allow group involvement in setting 
goal, but  don’t push.  

9. You have been appointed to give leadership 
to a study group that is far overdue in making 
requested recommendations for change. The 
group is not clear on its goals. Attendance at 
sessions has been poor. Their meetings have 
turned into social gatherings. Potentially they 
have the talent necessary to help.  

___ A. Let the group work out its problems.   
___ B. Incorporate group recommendations, but 
see  that objectives are met.   
___ C. Redefine goals and supervise carefully.   
___ D. Allow group involvement in setting 
goals, but  do not push.  

10. Your group, usually able to take 
responsibility, is not responding to your recent 
redefining of job responsibilities as a result of 
one member leaving the city.  

___ A. Allow group involvement in redefining  
standards but don’t take control.   
___ B. Redefine standards and supervise 
carefully.   
___ C. Avoid confrontation by not applying 
pressure,  leave situation alone.   
___ D. Incorporate group recommendations, 
but see  that new job responsibilities are met.  

11. You have been promoted to a leadership 
position. The previous leader was involved in 
the affairs of the group. The group has 
adequately handled its tasks and direction. 
Interpersonal relationships in the group are 
good.  

___ A. Take steps to direct the group towards 
working  in a well-defined manner.   
___ B. Involve the group in decision-making 
and  reinforce good contributions.   
___ C. Discuss past performance with the group 
and  then you examine the need for new 
practice.   
___ D. Continue to leave the group alone.  

12. Recent information indicates some internal 
difficulties among group members. The group 
has a remarkable record of accomplishment. 
Members have effectively maintained long 
range goals. The have worked in harmony for 
the past year. All are well qualified for the 
tasks.  

___ A. Try out your solution with the group and  
examine the need for new procedures.   
___ B. Allow group members to work it out   
themselves.   
___ C. Act quickly and firmly to correct and 
redirect. 
___ D. Participate in problem discussion while 
providing support for group members.  



  
 

Page 3 of 8 

Scoring your self-assessment: Circle the responses from your self-assessment Situation questions on  the 
scoring sheet below. Add up each column to determine your preferred leadership style (the highest total) 
according to  the Hersey and Blanchard model. [Borromeo’s suggestion: if you are working with this Word 
file, type an “X” next to the letter, or change the font color of the letter.]  

 
ALTERNATIVE ACTIONS 

Situation 1  A C B D 
Situation 2 D A C B 
Situation 3 C A D B 
Situation 4 B D A C 
Situation 5 C B D A 
Situation 6 B D A C 
Situation 7 A C B D 
Situation 8 C B D A 
Situation 9 C B D A 
Situation 10 B D A C 
Situation 11 A C B D 
Situation 12 C A D B 
TOTAL      
LEADERSHIP  STYLE  TELLING 

(DIRECTING) 
SELLING 

(COACHING) 
PARTICIPATING  
(FACILITATIING) 

DELEGATING  
(OBSERVING) 

 
 

NOTE: The preceding Self-Assessment is taken from https://www.statius.co.uk/assets/Uploads/Situational-
Leadership-Self-Assessment.pdf  

 
 

Situational Leadership (Hersey and Blanchard, 1969) 
An Introduction and Adaptation by Prof H M Borromeo, PhD 

 
To appreciate the Hersey and Blanchard model, consider what Leadership guru, Jeffrey 
Pfeffer, says about leadership training and development, and its failure. (Leadership B.S., 
2015)  
 
“… there is an ever-growing, enormous leadership industry consisting of an almost limitless 
number of books, articles, speeches, workshops, blogs, conferences, training sessions, and 
corporate leadership-development efforts, activities that have existed for decades. 0ver that 
time, a largely unchanging, sometimes research-based set of recommendations for how to 
improve group and organizational performance emerged. The recommendations include, but 
are not limited to, that leaders inspire trust, be authentic, tell the truth, serve others 
(particularly those who work for and with them), be modest and self-effacing, exhibit 
empathic understanding and emotional intelligence, and other similar seemingly sensible 
nostrums. And on the other hand, there sits ample, even overwhelming evidence of 
workplaces filled with disengaged, dissatisfied employees who do not trust their leaders and 
whose oft-expressed number one desire is to leave their current employer.”  
 
“One big problem is that much leadership training and development has become too much a 
form of lay preaching, telling people inspiring stories about heroic leaders and exceptional 
organizations and, in the process making those who hear the stories feel good and 
temporarily uplifted while not changing much of what happens at many workplaces.”  
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“If, as scores of studies demonstrate, leadership affects engagement, satisfaction, and 
turnover, the sorry state of these workplace indicators provides compelling evidence of 
leadership failure.” 
 
“… the leadership industry (is inattentive to) assessing the implementation of its 
recommendations and to understanding why so little has changed… is so obsessively focused 
on the normative—what leaders should do and how things ought to be—that it has largely 
ignored asking the fundamental question of what actually is true and going on and why. 
Unless and until leaders are measured for what they really do and for actual workplace 
conditions, and until these leaders are held accountable for improving both their own 
behavior and, as a consequence, workplace outcomes, nothing will change.” 
 
The Situational Leadership Model provides a template for leaders to (1) assess and adapt 
their leadership behavior and (2) influence workplace outcomes in terms of getting the jobs 
done AND developing and engaging their subordinates/followers/team members.  
 
Now consider the following: 
 

1. Leadership styles and models can be categorized as either Transactional or 
Transformational. 

2. Transactional Leadership is primarily based on processes and control and requires a 
strict management structure. Think of this style as Task-oriented .  

3. Transformational leadership focuses on inspiring others to follow, and it requires a 
high degree of coordination, communication and cooperation. Think of this style as 
People-oriented, or Relationship-oriented. 

4. According to the McKinsey Quarterly (2015), two types of behaviors account for 89% 
of leadership effectiveness. 

a. Task-orientated behavior (transactional) 
i. Solving problems effectively. 

ii. Operating with a strong results orientation. 
b. People-orientated behavior (transformational) 

i. Seeking different perspectives. 
ii. Supporting others. 

5. But leadership is NOT either task-oriented OR people-oriented, but a combination of 
task-oriented AND people-oriented behavior in varying degrees.  

6. In their Situational Leadership Model, Hersey and Blanchard (1969) have four 
combinations of the transactional style (directive behavior) and the transformational 
style (supportive behavior).  

a. 1. High Directive/Low Supportive = Telling/directing style 
b. 2. High Directive/High Supportive = Selling/coaching style 
c. 3. Low Directive/High Supportive = Participating/facilitating style 
d. 4. Low Directive/Low supportive = Delegating/observing style 
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7. According to Hersey and Blanchard, choosing which style to use, and when, depends 
on the “task maturity” (the situation) of the subordinates.  

8. “Task-maturity” was defined in terms of: 
a. the subordinate’s knowledge of and experience with the task;  
b. his/her ability to set high, but realistic, goals; and  
c. his/her willingness to assume responsibility for task completion.  

9. The model is represented in the following graphic.  
 

 
 
Using the Situational Leadership Model is simple and easy (in theory anyway). First, assess 
the “task maturity” level of subordinates, keeping in mind that there is no hard and fast 
measure, but a matter of judgment and “feel.” Then, apply the formula, IF Task Maturity = 
(M1, M2, M3, or M4) THEN Style = (S1, S2, S3, or S4), where S1 is Style 1 (Telling), S2 is Style 
2 (Selling), S3 is Style 3 (Participating), and S4 is Style 4 (Delegating).  
 
But the leader’s job is not mechanical. Rather it is developmental. The leader’s responsibility 
is the growth and development of his/her team members. The leader, therefore, needs to 
motivate them to progress from a lower level of development to a higher level.  
 
This is best accomplished using Self-determination Theory (Deci and Ryan, 1985; Pink, 
2009).  
 
Self-determination Theory says that at work, people are looking for...  

 Competence, ability to perform a task well (or Mastery) 
 Autonomy, the freedom or leeway to make decisions 
 Purpose, the meaning one ascribes to the task (think of Maslow’s Self-actualization) 
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Mich Bennett and Andrew Bell (2004) maintain that competence, autonomy, and purpose 
contribute to emotional engagement, which can be defined as “a measure of the energy and 
passion that employees have for their organization,” and “the extent to which an organization 
has captured the hearts and minds of their employees.” 
 
They also describe engaged employees as those who: 

 STAY—have an intense desire to be a member of the organization;  
 SAY—are passionate advocates for their workplace, and speak positively about the 

organization to co-workers, potential employees, and customers; and  
 STRIVE—go beyond what is minimally required to produce extraordinary service and 

results for customers and colleagues.  
 
Adapting the Hersey and Blanchard Model to Self-determination Theory will result in this 
model: 
 

 

 
 

Assess the follower’s Development Level (in terms of Competence and 
Purpose/Commitment) and how much autonomy they can handle. Then adopt the 
appropriate style accordingly. 
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Some tips for when and how to use the Leadership Styles. Note that the assessment of 
development level (D1, D2, D3 or D4) is not a scientific or exact measure. Use your 
judgment. You might even go on a “trial and error” basis, that is, assume a certain 
development level, and go up or down depending on the response.  
 
NOTE: The following is again taken from 
https://www.statius.co.uk/assets/Uploads/Situational-Leadership-Self-Assessment.pdf  

 
S1: Telling / Directing   
 
Follower: D1: Low competence, low commitment / Unable and  unwilling or insecure   
Leader: High task focus, low relationship focus   
 
When the follower cannot do the job and is unwilling or afraid to  try, then the leader takes a 
highly directive role, telling them  what to do but without a great deal of concern for the  
relationship. The leader may also provide a working structure,  both for the job and in terms 
of how the person is controlled.  The leader may first find out why the person is not 
motivated  and if there are any limitations in ability. These two factors may  be linked, for 
example where a person believes they are less  capable than they should be may be in some 
form of denial or  other coping. They follower may also lack self-confidence as a  result. 
 
S2: Selling / Coaching   
 
Follower: D2: Some competence, variable commitment / Unable  but willing or motivated   
Leader: High task focus, high relationship focus   
 
When the follower can do the job, at least to some extent, and  perhaps is over-confident 
about their ability in this, then 'telling'  them what to do may demotivate them or lead to 
resistance. The  leader thus needs to 'sell' another way of working, explaining  and clarifying 
decisions.   
The leader thus spends time listening and advising and, where  appropriate, helping the 
follower to gain necessary skills through  coaching methods.   
 
Note: S1 and S2 are leader-driven. 
 
S3: Participating / Facilitating / Supporting   
 
Follower: D3: High competence, variable commitment / Able but  unwilling or insecure   
Leader: Low task focus, high relationship focus   
 
When the follower can do the job, but is refusing to do it or  otherwise showing insufficient 
commitment, the leader need not  worry about showing them what to do, and instead is 
concerned  with finding out why the person is refusing and thence  persuading them to 
cooperate.   
There is less excuse here for followers to be reticent about their  ability, and the key is very 
much around motivation. If the  causes are found then they can be addressed by the leader.  
The leader thus spends time listening, praising and otherwise  making the follower feel good 
when they show the necessary  commitment. 
 
S4: Delegating / Observing   
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Follower: D4: High competence, high commitment / Able and  willing or motivated   
Leader: Low task focus, low relationship focus   
 
When the follower can do the job and is motivated to do it, then  the leader can basically leave 
them to it, largely trusting them to  get on with the job although they also may need to keep a  
relatively distant eye on things to ensure everything is going to  plan.   
Followers at this level have less need for support or frequent  praise, although as with 
anyone, occasional recognition is  always welcome.   
 
Note: S3 and S4 are follower-led. 
 

A final note from H M Borromeo, PhD. 
 
When attempting to use the Situational Leadership Model, consider Operant Conditioning, a 
theory made famous by the behaviorist B.F. Skinner. The idea is to “teach” a subject “new 
behavior” by “catching” the subject performing the behavior, and immediately giving the 
subject a reward. The subject then begins to associate the reward (good feelings) with the 
behavior. After repeated applications of the behavior-reward process, the subject begins to 
adopt the behavior in anticipation of the reward, and may even perform the behavior without 
the reward.  
 
In using the Situational Leadership Model, think of supportive or relationship behavior as the 
reward. So when you observe an employee or team member showing, for example, initiative, 
competence, and purpose, you should adopt supportive/relationship behavior, e.g., 
acknowledge him/her, give the proverbial “pat on the back.” [See the above tips on using the 
different leadership styles for examples of appropriate leader behavior.]  
 
Using the Operant Conditioning approach encourages the employee/team member to move 
up the development ladder.  
 
As the employee/team member gets to a high development level (D4), typically there is 
opportunity for promotion and greater responsibilities. Note that a newer role, greater 
responsibility, a higher position, all mean that he/she now faces new tasks for which his/her 
development level may not be as high. So be ready to adopt a different leadership style than 
what you were using with previously.  
 
I like to think that Situational Leadership combines transactional and transformational 
leadership behavior in a way that promotes employee engagement. 
 
In summary, Leadership style is a blend of directive (task-oriented) and supportive (people-
oriented) behavior. The appropriate style depends on the "development level" of 
subordinates, that is, their ability to perform a task with Competence and Commitment.  
 
The whole point of my adapted version of Hersey and Blanchard’s Situational Leadership 
model is that a leader has to be flexible in leading his/her followers, depending on their 
development level, where development level is defined by the Self-determination Theory 
criteria (Competence, Commitment, Autonomy).  


