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People Management – Situational Leadership 
 

If you’ve been a people manager for while, my guess is you are 

already familiar with the classic techniques for managing people 

such as setting ‘SMART’ Goals. But, I wanted to provide some 

additional perspective based on The Situational Leadership model 

which was developed by Ken Blanchard (and Paul Hersey) as part 

of their work on Management of Organizational Behavior. In this 

work, they describe techniques which have been time-tested, 

widely adopted, and proven to help managers around the world. 

This Situational model goes beyond mere goal setting. It focuses 

on: 

• What employees need, when they need it  

• So, you can accelerate their development 

• And create a more productive and passionate workplace 

 

Diagnosing Competence and Commitment 
In the Situational Leadership model, the manager diagnoses the individual with respect to their 

competency and commitment to determine the ‘situation’. 

• D1 (Enthusiastic Beginner) 

– individuals have low competency, but high commitment. That is, they are willing to do 

the task, but lack the specific skills required for the job. They are novice but enthusiastic. 

• D2 (Disillusioned Learner) 

– Individuals are more able to do the task; however, they are not sufficiently motivated to 

do the job, and therefore unwilling to do the task. 

• D3 (Capable but Cautious Contributor) 

– Individuals are experienced and able to do the task but lack the confidence to take on 

responsibility. 

• D4 (Self-reliant Achiever) 

– Individuals are experienced at the task, and comfortable with their own ability to do it 

well. So, they are self-reliant. 
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Applying the Appropriate Management Style 
 Then, based on the situation, you can apply the appropriate management style: 

• Directing (S1) – For the enthusiastic beginner, you provide 

structure, direction, and teaching. Then, closely monitor 

to ensure success. I like the quotes which clarify the 

differences in the approaches. When Directing, you are 

ultimately saying “I’ll Decide.” 

• Coaching (S2) – For the disillusioned learner, who is able, 

but not motivated, you should listen to their issues, then 

explain the importance of the goal and involve them in 

resolution. “Let’s talk. Then, I’ll Decide” 

• Supporting (S3) – For the cautious contributor, you should 

ask for their input, encourage them, and offer your 

support to resolving issues. “Let’s Talk. Then, You Decide” 

• Delegating (S4) – And finally for the self-reliant achiever, 

who is capable and motivated, you need only to 

acknowledge them and provide autonomy. But, also invite 

them to innovate, continue learning, and teach others. 

“You Decide.” 

•  

Parting Thoughts 
The Situational Leadership model obviates that a single management style will not work for all 

situations. So, a good manager must first properly diagnose the competency and commitment of the 

worker, then apply the appropriate management style to yield the best results. Note that also applies 

for different goals for the same individual. Someone may be very competence and committed to one of 

their goals, but not another. So, for each individual goal, your leadership style may vary. 
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