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Introduction:

The purpose of this report is to review and critically Analyse Situational Management theory and its components to gather an Indepth understanding to what management theory is, and the functions on which leaders and managers must consider when managing people from all diverse backgrounds and working environments to perform at optimal levels and engage with work tasks competently and reliably. A critical evaluation of Situational Management will be carried out using a Critical Thinking model, (RED) to evidence critical thinking processes to gain the best logical outcome from evidence attained to confirm if Situational Management theory holds a strong leadership and management position in a modern-day workplace setting and achieve high performance. According to (Hersey, P. 1985), Leaders that hold a realistic expectation will generate higher performance or gain followers, however if a leader holds lower expectations this will lead to lower followers and lower performance. The report will conclude on how true and effective Situational Management theory is in 2021 and a critical reflection on how one's own critical thinking has developed through the learning process. 











Situational Leadership Theory / Model 

In 1969 Paul Hersey and Ken Blanchard developed what is now known as Situational Management Theory. The original model that had been created whilst they were working on Management of Organizational Behavior and was known as the (Life cycle theory of leadership), however this had been changed in the 1970s to Situational Management and is focused on a two-factor structure of task behavior and relationship behavior. A good manager will have the tools and knowledge to apply a suitable approach to delegates to achieve the best possible performance outcomes based on these behaviors. According to (Hersey, P. and Blanchard, K. H. 1977). There is no best leadership or management styles, and effective leadership is task related with successful leaders that adapt or change their leadership styles to a performance readiness which consists of an ability and willingness of a person or team that the leader is attempting to lead or influence. Based on the task at hand the two-structure model was to be used based on the knowledge and behaviors of the employee regarding the task, job or the function the employee is working on. The two-structure model example of Situational Management is provided below and categorized into four leadership behaviors that leaders should apply to employees to achieve the task at hand. 
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To gather a better understanding of how the two-tier function is to be applied to employees, examples of their meaning are provided below. (Hersey, P. 1985), suggests that good managers/leaders are to build a committed and competent staff, so they become self-motivated and are not so dependent on others to guide or direct them on the given task.  
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The leadership level is the relationship a manager will have with an individual or group with the maturity level being task specific and what approach the manager will take with the group or individual to generate high performance and builds confidence in the individual. There are various management levels that can be used as tools; however, managers will need to establish their approach and levels of competency to provide the learning style. According to (Anit, 2006) it is difficult to place all leadership styles under one definition, however looking over the different aspects, it can be viewed as either ability or action to be able to lead people in a group of an organization, and a nature of a good relationship could promote an increase performance and output in an organization (Maxwell, 1999). 

Based on the finding the Situational leadership model is structured in a way that will consider
Various management approaches to employee learning and development to generate higher performance and a competent staff completing tasks assigned and according to (Stogdill, 1974), Leadership is considered complex in behaviors and reflects, beliefs, experience, personality, work environment and situational assessment of the manager. 

Paul Hersey and Ken Blanchard made an update to their model, changing Maturity level to Development levels as this was more fitting for the employee and would avoid stigmas relating to the age of employees. This is to be considered when using this model of development to understand process and delivery of leadership methods. Another strong factor to consider is not just how skilled a person is, but rather investigating the skills of employees to complete the task at hand. A good example of this would be an employee that is able, committed and skilled, however from a Situational Leadership point of view if the employee does not exhibit the right skills for the job, they must be placed under D1 = High commitment but low competence for the reason of focused attention to specific development areas of employees. 
Paul Hersey and Ken Blanchard claim that this model will help to structure factors that consider employee behavior and skill sets and will provide the leader with a good understanding of leadership approach that can be applied to an individual or group. A few benefits are exampled below.


Benefits of Situational Leadership

Situational Leadership recognizes flexibility  
Peeple are unique individuals and have different perspectives and experience. It may be more logical to appoint various flexible leadership styles that are not fixed to one way for everybody and to create an environment that people feel encouraged to share and come forwards with ideas and find confident to take on the task that may be daunting to them. 

Enables a comfortable environment for employees
A Situational leader is always working to create the best styles based on the readiness of a team. This creates a comfortable environment for employees to complete their duties resulting in satisfied employees that stay more productive and committed. Further to this, situational leaders can now motivate individual employees and match a leadership approach to the employee needs and create a more positive and productive outcome. 

Various development phases are considered
The goal of a Situational leader is to evaluate the competency of each employee, and with this information elevate motivation levels that best suit the employees' needs and learning style. By taking this approach improvements in effectiveness of a team's output and performance. As this leadership style is flexible and can be changed, it enables leaders to switch between different learning styles that are best suited to the readiness level. 

(Ciulla, 1999), suggests that charismatic leaders are the creators of value that will shape an organization, however these values may be sustained if in the case a leader is no longer around. 



Situational leader's awareness will increase to people and environment
A Situational leader must be fully aware to succeed and hold a good understanding of changing circumstances that can affect the productivity of work completed. An example of this would be that an employee has a situation that is affecting the behavior and productivity of output. Understanding the employee circumstance will give the leader an opportunity to adopt a change in style that will consider the employee and keep them positive but also sustain a continued productive outcome.  

Situational leadership helps with team cohesion 
A situational leader is flexible and can be measured by the maturity of the team. Situational leaders can approach complex to standard workloads at any level of maturity and provide good sound advice on what an employee may require. This also allows members of the team to work more cohesively without conflict developing. A Situational leader will notice changes or conflicts quickly and stop any interruptions from pursuing. 

Will help in training development routines 
A situational leader is focused on the short-term needs of outcomes that give employees that are new to the company a tailor-made training package that will bring them up to the required standard quickly. With this, leaders have an advantage of offering other educational opportunities to their existing employees that may be interested but cannot be forced on employees. Development opportunities are considered positive factors due to the option of employee improvements that can be taken up on. 

According to (Gill, 2012), Carisma in a person or leader is considered an influence and commitment to which arises in complete opposition to the traditional bureaucracy of man. 




Disadvantages of Situational leadership 

There is too much focus on short-term needs and not enough consideration for long–term needs due to meeting the exact need at that time. As Situational leaders focus on short-term outcomes, this can place them in a position of evaluation and reporting to set conditions or circumstances and this can jeopardize the personal development and needs of employees. 

Situational leadership can be ineffective with a task driven environment

A situational leader can only be effective if they have the power of flexability. If the leader follows a particular set of disciplines, rules, policies or regulations, that will hinder flexibility to the situational leader, it will place them in one core leadership role of a telling approach rather than a listening approach that may be suitable for that moment. 


There may be a challenge to establish the maturity level
There are two different meanings to maturity. First there is the emotional maturity of the employee and then job maturity which is the experience of the employee. Situational leaders can in some cases conflate the two such as employees that hold traits of being emotionally mature but not holding that same value to job responsibilities that can cause difficulty. 

These are a few disadvantages that should be considered when using the Hersey and Blanchard Situational Leadership model. This is to help with a correct understanding of business and employees' expectations and how best to lead them. According to (Hersey and Blanchard, 1981), Situational leaders must learn the situation around them and find a flexible style that would suit that task purpose. 


(R.E.D) model of critical thinking 

Having a critical thinking mindset means that one will hold qualities and attitudes with an ability to logically and rationally review and consider the information presented. Critical thinkers do not accept arguments or conclusions simply presented, but rather question and seek to understand what evidence has been provided. This is achieved by seeking logical connection between various ideas. Information will be looked at with a seeking to gather the strengths and weaknesses from the alternative interpretation of the information presented.
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Supporting evidence for Situational Leadership claim

The RED model can be considered a valuable tool to use when looking at a presented claim and the evidence that supports the claim if there is any. Below is an example of a study conducted within the (Bulletin of Education and Research, December 2018), regarding (Impact of Leadership Style of Teacher on the Performance of Students: An Application of (Hersey and Blanchard Situational Model)

The questions raised in the study from a simple perspective were what the readiness levels of students are when using the different learning styles from the Hersey and Blanchard Situational Leadership model. 

· What leadership styles are used by the leader regarding, Telling, participating, Selling and delegating.

· What performance levels are recorded using the four styles of situational leadership

· [bookmark: _Int_amvvKrHU]What impact did the situational leadership model have on students in terms of performance levels.

According to (Tatlah and Iqbal 2012), there has been a noticeable effectiveness in the selling style that evidenced a positive performance in a school setting. This has also been noticed by many other researchers with (Heaven and Bone 2016) claiming a positive impact but having a weaker element regarding the relationship of an instructional leadership style with students.




Research has also shown that (Clark 1981) who was supervised be Ken Blanchard and co-author of the model, states there were improvements in the learning environment for both teachers and students when the situational model was applied. Further to this (Halima 2016), had also reported a success using the situation leadership model in the educational environment of the University of Rabat, Morocco. 

Without reviewing the full reported study in this paper, the study conducted was with various groups of students and teachers with pre and posttests that gather information of improvements or lower performance levels using the Hersey and Blanchard situational leadership model and how and why these improvements were made. The study also demonstrates non improvements in some areas depending on what group and learning styles had been applied to students, however from this study the selling style had strong improvements compared to the other leadership categories. It is safe to say that though more research and study may need further study and testing, the model has a strong foundation to gather a better understanding of employee behaviors providing the ability to apply the best leadership styles to individuals or groups. 

.









How modern-day theory can be applied to a situation leadership model
modern-day management theory suggests that people work for several reasons that include happiness in the job, a preferred lifestyle, quality of life, promotions, recognition, pay raises etc., This will help managers gather an understanding of employee's behavior needs and apply leadership strategies to meet employee needs and support the development of their skill sets over their career through tailored leadership strategies. Modern day leadership theory consists of:

· Contingency management theory 
· Principles of administration management theory 
· Human relations theory 
· Systems management theory 
· Scientific management theory 
· Bureaucratic management theory 
· Theory X and Y 


The viewpoint of modern-day theory using X and Y theory is as follows
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Theory X is a strict form of leadership that involves close and firm management with a clear understanding of the tasks and a treat of punishment or of greater pay as forms of motivational factors. Managers using these forms of leadership to adopt an autocratic management method that can lead to distrust and resentment from employees. McGregor states that if more social management style is the focus, this direct approach would not be successful due to the needs of those people being predominantly social and egoistic. The objective of this form of leadership is to persuade people be become docile employees that do what they are told to do in exchange for a reward or escaping a punishment. According to (Wheeler, 2002), people fail to emphasize on the darker side of employment in the modern day setting that involves diminished benefits, Job security, Stagnant wages and unions being too aggressive by many employers. 
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Theory Y is the Human side of Enterprise according to McGregor and that theory Y should be considered to persuade managers and leaders to abandon the strict and limited assumptions of Theory X by implementing the techniques suggested in Theory Y. Above are a few of the benefits of using Theory Y and a great platform to build stronger relationships with employees. 
The conclusion on the Hersey and Blanchard model of leadership is not all different from the modern-day X & Y theory model of leadership. Both models hold assumptions of leadership based on the organization, task and people behaviors. Both models claim to be a good source of leadership and offer a range of approach methods to persuade and lead individuals and groups. However, the findings suggest that the modern-day X theory is more tyrannical with the assumptions of people not wanting to work and must be punished to become motivated, whereas the Hersey and Blanchard leadership model suggests a good understanding of the individual or groups to tailor make a leadership package and promote a good working environment to gain higher productivity output. Theory Y is more human focused and leans to human needs, conditions and behaviors to offer a leadership style. The preference based on evidence and approach from the two models would be the Hersey and Blanchard model of leadership.


Personal conclusion of Critical Thinking Module

The Critical Thinking Module has given me a far deeper understanding of what it means to critically think. My understanding before the module was question what you do not understand and to this, I had a very basic understanding of a Critical thinking process of mind. (Lipman, 1988,) viewpoint is, a critical thinking person is one that has a skillful and responsible mind that will hold good and sound judgement and relies on set factors such as Criteria, being sensitive to the context and being able to self-correct where needed. Critical thinking is a process and not just thinking and believing what has been presented to you. A critical thinking process is to actively understand what is presented to you and what has happened or going on, and to use reasoning to evaluate all evidence presented but also to think carefully of the thinking you have when concluding. I have come to understand that critical thinking has factors such as philosophy regarding the qualities and characteristics of people and psychology relating to the behaviors and thinking process of people which had been evidenced when reviewing the Hersey and Blanchard situational leadership model, demonstrating a study of people's behaviors and skill sets and how to manage an individual or group using scoring concepts. Another point to the situational leadership is what type of management style the leader holds. Some situational leaders may take a direct telling style whereas some leaders may take a charismatic selling style of management to persuade people to follow them, and according to (Weber, 1922), Charismatic leaders are individuals that are neither professionally trained nor appointed from Psychic, economic, religious, political, ethical and hold supernatural gifts of body and mind.   

The module covered Benjamin Bloom in 1956 structure of learning to get a much deeper understanding of high order thinking skills of critical thinking. An example of this model has been provided below and gives an overview of critical thinking processes and how to use these skills.
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A major learning point was the understanding of how to use critical thinking from information that has been presented. The module has provided an excellent breakdown of this process in the form of the claim presented and any supporting evidence to back the claim. Critically analyzing all information and proof that again will support the claim, and if there has not been any objection to the claim, proof or supporting evidence, then a conclusion can be drawn, however if there is objection or conflicting information then a critical analysis will need to be done and a possible reconsideration of the conclusion may need to be considered based on new evidence brought forward.  

To critically think there are fundamental factors that one needs to consider. The assignment was to critically analyze a management theory and to give my conclusion. Using critical thinking analysis tools, I have been able to break down and understand the conditions of the claim and gather supportive reliable sources of information to give me a better position when making a conclusion.

[bookmark: _Int_y7nMnd5S]Based on the Hersey and Blanchard leadership study, I can agree that consideration of the organizational needs and human behavior factors were taken into account and studies have demonstrated an increase in productivity using this model of leadership. Based on reliable research data I feel that I have implemented good reasoning skills through critical analysis and facts that have helped formulate a conclusion. This would mean that correct logic had been considered and the premise was strong to help come to a logical conclusion. There were challenges that were raised but due to the studies conducted and the model designers advising that not every leadership style will suit all situations, suggests a flexible management model that provides various learning styles to match employee behaviors and considers the needs and values of employees to get the best possible productivity output. According to (Burns 2001), A situational leader should elaborate what they need to do, and which leadership style should be used for a better application. 


.
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Theory X

Assumptions made with theory X

Human beings have a dislike for doing work and will avoid working if possible

» Due to a dislike of working, people are to be controlled, directed, coerced or threatened with punishment to
achieve adequate standards for the organization.

» Because of this human dislike of work, most people must be coerced, controlled, directed, and threatened with
punishment to get them to put forth adequate effort toward the achievement of organizational objectives

+ People prefer to be directed and avoid responsibility with little ambition that requires security above all
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Recognizing assumptions

« Can you understand what has been stated and consider if the information that has been presented is true
« Is there any supporting evidence that will back up the claim
« Correctly identify when the assumptions were made and critically consider the validity of the assumption

« Critically analyzing the assumptions from different perspectives can help to identify missing information or
inconsistencies

Evaluate arguments
« Analysis of evidence, assumptions and arguments provided

+ Remaining objective and logically reviewing arguments and information that has been provided.

+ Conduct a critical evaluation and withhold personal judgement even if there is challenging and emotional impact

Draw conclusions

+ Collate a range of information to arrive at a logical conclusion provided the information is creditable

« An individual with strong critical thinking skills could change or adjust their original conclusion if supporting evidence
that was presented leads to a different conclusion altogether.
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Theory Y

Assumptions made with theory Y

* People do not dislike work, rather a person may find work a source of satisfaction or punishment based on
controllable environments and conditions.

+ Employees will exercise self-control and self-direction for an organization without fear of punishment

» Job satisfaction and ego are rewards associated with employee achievement and considered self-
actualization that can be a direct product of effort toward an organizational objective.

+ People prefer to be directed and avoid responsibility with little ambition that requires security above all

* Human beings will learn better under the correct and will accept or seek responsibility. To have a lack of
ambition and avoid responsibility would be considered consequences of experience rather than an inherent
human characteristics.




image3.png
Maturity Levels
High maturity

Employee able to complete task unaided with confidence to achieved desired results. Employee fully able to
complete the task but are willing to take responsibility for that task.

Medium maturity, higher skill set with a lacking in confidence

Employees willing to do the task with the right skill set but have a lack of confidence in their own abilities

Medium maturity with limited skill set

Employees are will to take on the task but do not acquire the skills to complete the task at accepted levels

Low maturity level

Employees do not possess the knowledge, skill set, or confidence to work unaided and often unwilling to take on
the task.




image.png
Supportive Behavior

Low —’ High
Directive Behavior

D3 D2

Moderate Some
Competence / Competence,

Competence

Variable
Commitment ‘Commitment.

Developed 4— Developing
Development Level

High
Commitment




image2.png
Leadership styles
Delegating

Managers are to delegate work responsibility to the team, with performance levels being monitored but have less
involvement in the decision-making process.

Participating

Managers are to focus on individual / group relationships with less direction provided. Managers work with and
share in decision making tasks and responsibilities.

Selling

Managers that provide direction to employees and sell their ideas so that people will follow them

Telling

Managers that tell employees what is required and how to achieve this goal.




