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Leadership is not something that you learn once and for all.
It is an ever-evolving pattern of skills, talents, and ideas 
that grow and change as you do.

Sheila Murray Bethel
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• the two orientations of 
leadership behavior 

• the four leadership styles 

• the primary factors of the 
leadership situation

Write a paragraph on 
whether you think a leader 
should spend more time 
telling team members 
how to accomplish a task 
or training them to do it 
themselves. 

The Two Orientations of Leadership Behavior

Becoming a good leader requires training and practice. 
But you can begin to acquire and practice leadership skills 
right now—at school and in your community. Suppose, for 
example, a volunteer team forms at your school. Its mission 
is to help rebuild houses devastated by a series of tornadoes. 
The group elects you as its leader. Now what? You need 
to think about the tasks ahead and the people who have 
volunteered to do them. It’s no easy job, but it’s one you can 
do if you understand how leaders do their jobs effectively. 

This lesson provides some advice that will help. The guidelines 
are based on years of research about leadership. Leaders in 
business, in the armed forces, and in virtually every other 
walk of life use them successfully. 

It’s helpful to understand the difference between leadership
and management. You learned in an earlier lesson that 
leadership is the art of infl uencing and directing people to 
accomplish the mission. Management is supervising the use 
of resources to achieve team objectives. In essence, you lead people, 
and you manage things. While both skills are important, this 
lesson will concentrate on leadership. 

How does a leader get people to come together to accomplish 
a mission? You’ll fi nd no single answer to this question. 
A leader must tailor his or her approach to the task and the 
people available to do it. The leader must base the approach 
on the environment and on the readiness of the team and 
its individual members. Readiness is the degree to which a 
follower demonstrates the ability and willingness to accomplish 
a task. In other words, the leader must base his or her 
approach on the situation in which the leader and team 
fi nd themselves.
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• management 

• readiness 

• situational leadership

• relationship behavior 

• task behavior

• telling leadership style

• selling leadership style

• participating 
leadership style

• delegating 
leadership style

Situational leadership is a leadership model based on the 
concept that there is no single best way to infl uence and lead 
people. This leadership style is fl exible. It is based on the 
abilities, knowledge, skills, and motivational level of 
the team or group the leader is infl uencing. Situational 
leadership is grounded in research into how people respond 
to working in groups. 

Two orientations on the leader’s part—orientation toward 
people and orientation toward task—are key to understanding 
situational leadership. The two orientations are interactive. 
A leader who is people oriented focuses on interaction with 
his or her people. A leader oriented toward task focuses on 
the job to be done. 

The Difference Between a Leader and a Manager 
There is a difference between leadership and 
management. The leader and the men who follow 
him represent one of the oldest, most natural, and 
most effective of all human relationships. The manager 
and those he manages are a later product with neither 
so romantic, nor so inspiring, a history. Leadership is 
of the spirit, compounded of personality and vision—
its practice is an art. Management is of the mind, 
more a matter of accurate calculation, statistics, 
methods, timetables, and routine—its practice is a 
science. Managers are necessary; leaders are essential. 

—British Field Marshal Lord Slim 
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Orientation Toward People 

Another name for orientation toward people is  relationship behavior—a leader’s 
engagement in supportive, two-way communication with his or her team members. Such 
behavior includes, for example, listening, praising, collaborating, and counseling. 
A leader who practices such behaviors can greatly improve followers’ performance. 
If you reach a barrier that’s stalling team progress, relationship behaviors can help 
overcome it. 

And that makes sense, doesn’t it? People will respond better if they feel their leader 
is supportive and sympathetic. A leader who simply issues orders and then criticizes 
team members’ performance will have a hard time gaining their cooperation. Leaders 
should bear in mind the old expression, “You catch more fl ies with honey than you 
do with vinegar.” 

Jacqueline Cochran: 
Aviation and Military 
Leader
Jacqueline “Jackie” Cochran was 
a leading aviatrix who promoted an 
independent Air Force and was the 
director of women’s fl ying training for 
the Women’s Airforce Service Pilots 
program during World War II. She held 
more speed, altitude, and distance 
records than any other male or female 
pilot in aviation history at the time 
of her death. 

As a test pilot, Cochran fl ew and 
tested the fi rst turbo-supercharger ever 
installed on an aircraft engine in 1934. 
She helped design the fi rst oxygen 
mask, and then became the fi rst person 
to fl y above 20,000 feet wearing one. 
In 1940, she made the fi rst fl ight on 
the Republic P-43 and recommended 
a longer tail-wheel installation, which 
was later installed on all P-47 aircraft. 

American BiographiesAmerican BiographiesAmerican BiographiesAmerican Biographies

Jacqueline Cochran being sworn in as a consultant 
for NASA in 1961.
Courtesy of NASA
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Orientation Toward Task 

Task behavior is the leader’s involvement in defi ning the duties and responsibilities of an 
individual or a group. Task behaviors include directing team members on what to do, 
how to do it, and when to do it. In his book Leadership in Organizations, Gary Yukl 
suggests that task behavior has limitations when used alone, because its effects on 
team member satisfaction and productivity are diffi cult to predict. That’s why, as 
noted above, task behavior and relationship behavior must go hand in hand. 

When it comes to task behavior, a leader should survey the needs and abilities 
of his or her followers and then choose a leadership style accordingly. If, as leader 
of the tornado-relief volunteers, you knew that Maria was a self-starter and needed 
little motivation, you could probably just make sure she understood her task and 
then get out of her way. You’d allow her to work independently. On the other hand, 
if you knew that Randy, another team member, seemed uncertain about how 
to accomplish his task, you would step in and use task behavior—giving Randy 
instructions, training, and guidance.

Cochran was hooked on fl ying. She set three speed records and set a world altitude record 
of 33,000 feet—all before 1940. With World War II on the horizon, Cochran convinced fi rst 
lady Eleanor Roosevelt of the need for women pilots in the coming war effort. Cochran was 
soon recruiting women pilots to ferry planes for the British Ferry Command, and became 
the fi rst female trans-Atlantic bomber pilot. 

While Cochran was in Britain, another renowned female pilot, Nancy Harkness Love, 
suggested the establishment of a small ferrying squadron of trained female pilots. Almost 
simultaneously, General Henry H. Arnold asked Cochran to return to the United States to 
establish a program to train women to fl y. In August of 1943, the two schemes merged 
under Cochran’s leadership. They became the Women’s Airforce Service Pilots. 

Cochran recruited more than 1,000 Women’s Airforce Service Pilots and supervised their 
training and service until they were disbanded in 1944. More than 25,000 women applied 
for training—1,830 were accepted and 1,074 made it through a very tough program to 
graduation. These women fl ew approximately 60 million miles for the Army Air Corps with 
only 38 fatalities, or about 1 for every 16,000 hours fl own. Cochran was awarded the 
Distinguished Service Medal for services to her country during World War II. 

In 1948 she became a member of the independent Air Force as a lieutenant colonel in the 
Reserve. She had various assignments, which included working on sensitive projects important 
to defense. In 1961, she became a consultant for NASA. With the assistance of her friend 
General Chuck Yeager, Cochran became the fi rst woman to break the sound barrier, in an 
F-86 Sabre Jet in 1953. She went on to set a world speed record of 1,429 mph in 1964. 

Cochran retired from the Reserve in 1970 as a colonel. In 1971, she was named Honorary 
Fellow, Society of Experimental Test Pilots, and inducted into the Aviation Hall of Fame. 
She died on 10 August 1980. 
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The Four Leadership Styles 

Task behavior and relationship behavior are distinct, but complementary, leadership 
behaviors. Considered together, they help defi ne four main leadership styles: telling, 
selling, participating, and delegating. 

Telling

In the telling leadership style, the leader provides specifi c instructions and closely supervises 
team members as they perform their tasks. The telling leader has a high task orientation 
and a low relationship orientation. 

Typical telling behaviors include:

• Directing others what to do

• Supervising them closely

• Following up to ensure they complete their tasks 

Selling

The selling leadership style means the leader closely supervises task completion and 
following up, while also providing explanations and opportunities for clarifi cation from 
team members. The selling leader has a high task orientation and a high relationship 
orientation. 

Typical selling behaviors include: 

• Supervising closely

• Following up

• Explaining relationships between tasks and team goals

• Encouraging questions

• Supporting progress 

Participating

In the participating leadership style, the leader helps and supports team members’ efforts 
toward completing the task by sharing ideas and responsibility for decision making with his 
or her team members. Participating leaders have a high relationship orientation but 
a low task orientation. 

Participating behaviors include: 

• Asking team members for ideas 

• Listening

• Encouraging others to try out their ideas

• Allowing others to structure their tasks

• Sharing control and accountability 
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Delegating

In the delegating leadership style, the leader turns over to team members responsibility 
for decision making, problem solving, and implementation. Delegating leaders have both 
a low relationship orientation and a low task orientation. 

Delegating behaviors include: 

• Setting task boundaries 

• Letting others make their own decisions 

• Allowing members to chart their own courses of action 

• Giving group members the freedom they need to do the job well 

• Providing help when asked 

• Monitoring progress

Successful leaders: 

• Make decisions that will enhance 
the entire organization rather 
than just themselves 

• Realize that they also have 
superiors—everyone, even 
a person of the highest rank, 
is accountable to someone 

• Serve as examples of fair play, 
integrity, and dependability

• Listen to the needs, feedback, 
and suggestions of all organization 
members, not just a select few 

• Understand that leadership is not 
a position of glory and popularity, 
but of responsibility 

• Roll up their sleeves and help other members of the organization when the going 
gets tough 

• Know that they cannot succeed without the work, support, and dedication of 
all members of the organization 

• Do not seek personal recognition but rather share it equally with their followers 
or team members 

• Work for the success of the organization, not for individual gain 

• Know that the members of the organization gave them whatever power the leaders 
may possess—if the leader uses this power improperly, it can be taken away and 
given to someone else 

Leadership Etiquette 

Successful leaders work for the success of the 
organization, not for individual gain.
Ivelin Radkov/Shutterstock
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The Primary Factors of the Leadership Situation 

As noted before, you lead people and you manage things. But how do you know 
how much time to spend on each function? According to situational leadership theory, 
the situation the team fi nds itself in will dictate how much time the leader must 
devote to each activity. 

Leaders should approach each leadership situation by considering four factors: 
the mission, the people, the leadership style, and the environment. 

The Mission 

Most missions involve many tasks. The team must complete each to fulfi ll its 
responsibilities. The leader must defi ne the mission and set priorities for completing 
the different parts of its tasks. 

In many instances, someone outside the team, such as a teacher, coach, supervisor, 
or unit leader, provides the mission. The leader’s job is to translate this mission into 
goals that the team members will accept and understand. The team members must 
be able to relate to these goals and adopt them as their own. 

When possible, involve team members in setting these goals. This will ensure their 
support. A team cannot succeed without the dedicated effort of each member. The 
goals the leader and team set must be challenging, but attainable. Unrealistic goals 
frustrate even the most dedicated people. 

Another part of the leader’s role is to set standards of job performance and to 
communicate them to the team. These standards must be reasonable, consistent 
with the mission, and clearly defi ned for every individual. As the work proceeds, 
the leader should then recognize those who meet or exceed standards. The leaders 
should get training for those who do not and take corrective action for those who 
will not. If a team member ignores the standards, the leader must determine the 
reason and move quickly to correct the situation through training or, if appropriate, 
administrative or disciplinary action. He or she gets the facts, and then acts. 

The People 

As a leader, you must be sensitive to people. People perform the mission. 
Understanding people helps determine the appropriate leadership action to take 
in a given situation, by determining your followers’ readiness. You cannot get 
the most out of people on your team unless you fi rst know their abilities. 

Ability has two main elements: training and experience. 
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Training 

You should assess each team member’s level of training. If your people don’t have 
adequate training, you must make sure they get it. No matter how committed followers 
are to the mission, they cannot contribute to it if they lack proper training. Medal of 
Honor recipient Sergeant John L. Levitow credited his heroic action under fi re to the 
training he had received from the Air Force. He saved his plane over Vietnam by falling 
on and then throwing out a burning fl are that had dropped into live ammunition—
all while he was suffering from 40 shrapnel wounds. 

Experience 

As a leader, you should also be aware of the background, experience, and ability of 
each of your team members regarding every task you assign them. Don’t base such an 
assessment solely on an individual’s rank. While rank may be a good overall indicator, 
the person may have never done a certain job or been in a particular environment 
before. Moreover, some people learn faster than others do. 

The Leadership Style 

Successful leaders adapt their leadership style to meet the mission demands and to 
refl ect the abilities and experience of their people. But in choosing a leadership style, 
good leaders also take into account their own individual strengths and weaknesses. 
For example, if you can communicate well with people on an individual basis but are 
uncomfortable speaking to large groups, use personal conferences as much as possible. 
If you write well, take advantage of this skill by writing letters of appreciation or using 
other forms of correspondence. If you’re adept at leading discussions, bring your people 
together and let them solve problems. 

In addition to playing to your strengths and avoiding your weakness, your leadership 
style must correspond to your team members’ knowledge, abilities, and skills. 

• When one or more of your team members lacks suffi cient knowledge to do 
the job, you must spend much time giving that member guidance and support. 

• If your team members are able but lack motivation, let them participate in 
planning the task. Motivate them by maintaining a professional working 
relationship. With this encouragement from you, they’ll soon show 
greater motivation. 

• If your team members have extensive experience and are enthusiastic about 
the task, provide them greater freedom. Provided they are on the track toward 
meeting your goals and objectives, let them complete their task in the way they 
choose. As the leader, you are still responsible for the mission, so be sure to 
monitor the group’s progress. 
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First Sergeant Has Heart
“It’s good enough” was not a phrase Senior 
Master Sergeant Rocky Hart, fi rst sergeant 
for the 83rd Aerial Port Squadron in Portland, 
Oregon, wanted to hear when it came to 
his Airmen. 

“When someone says something like ‘It’s good 
enough for government work,’ it fi res me up,” 
Sergeant Hart said. “My troops deserve the 
best, and I’m going to do everything I can 
to get it for them. I have a high expectation 
of my troops. I want them to do the best, 
I want them to have the best, and I want 
them to be the best.” 

The job of a fi rst sergeant is to take care 
of people. 

“The fi rst sergeant is an integral part of this 
mission,” said Major Connie Jenkins, 83rd APS 
commander. “The fi rst sergeant maintains the 
morale and discipline of the troops while being 
an excellent liaison between the enlisted troops 
and the commander.” 

“The work we do is done at an accelerated tempo, with millions of dollars of equipment and 
many lives depending upon us,” Major Jenkins said. “Sergeant Hart is the one who consistently 
remembers the troops whenever an issue or mission comes up that is ‘all-consuming.’ He never 
loses focus on what is important.…” 

Sergeant Hart would begin his weekend duty on Thursday mornings before the unit training 
assembly. He arrived around 4:30 a.m. to get everything set up and to check for last-minute 
phone calls. 

“First thing in the morning, I get phone calls from people who can’t come in to the UTA or 
who are having problems,” Sergeant Hart said. “I start formulating a list of who is not going 
to make it, why they aren’t going to make it, and how I’m going to fi x any problems, all before 
the formation begins.…” 

Command Chief Master Sergeant Rocky Hart 
with Secretary of the Air Force Deborah James
Marvin Krause/Courtesy US Air Force

Command Chief Master Sergeant Rocky Hart 

AMERICANS in action
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On any given day, Sergeant Hart worked several issues simultaneously—meals, lodging, 
physical fi tness, training, urinalysis testing, family care, promotions, enlisted performance 
reports, government travel card issues and more. Yet he still found time to advise Airmen 
on their careers and help supervisors with counseling on positive as well as negative issues.

During lunch, he would eat with his troops. 

“I want to eat with my troops and spend time with them to fi nd out what’s going on 
in their lives,” Sergeant Hart said. “It’s amazing how much they will tell you personally 
and professionally when you care about them. If I can help take care of their personal life, 
they’ll be better able to take care of their military life.” 

Sergeant Hart also kept involved with squadron operations. 

“I like being an aerial porter, so I want to make sure training is going on and we’re not 
cutting corners,” he said. 

At the end of the day, the fi rst sergeant would catch up with all of his paperwork. 

“I don’t like being in my offi ce at all,” Sergeant Hart said. “I want to be out with the 
troops, visiting, looking at the records, helping them, and talking to them. I don’t 
want to be in my offi ce during the day because I can sit at my desk and do paperwork 
after hours.” 

The fi rst sergeant faced a gamut of emotions daily working with his troops. All in one 
morning, Sergeant Hart talked to a sergeant who told him she was dying of breast cancer, 
had to raise his voice to effectively communicate with another Airman on how to fi x a 
problem, and then congratulated an Airman and his wife on the birth of their baby. 

“Never let them see you sweat,” must have been this fi rst sergeant’s motto. The degree 
of stress in this job is evident, yet Sergeant Hart remained level-headed. Oftentimes, 
fi rst sergeants are seen as “caregivers”—treated as if stress and hard work are only 
part of the job description. Sergeant Hart said he enjoyed the behind-the-scenes action 
the most. 

“I like the light you see in a troop’s eyes and the enthusiasm on their face when you are 
able to help them with something,” Sergeant Hart said. 

In 2006, Sergeant Hart was promoted to chief master sergeant. He spent almost two years 
from 2011 to 2013 as Command Chief Master Sergeant at Kandahar Airfi eld in Afghanistan. 
In 2013, he became Command Chief Master Sergeant, 440th Airlift Wing, Pope Army 
Airfi eld, Ft. Bragg, North Carolina.
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The Environment 

There’s no way to plan for every eventuality. You’ll always have surprises, and some 
of them won’t be pleasant. One way to prepare for the unexpected is to begin by 
carefully considering the environment. Good leaders do this constantly. They know 
the leadership methods that worked in one situation with one group may not work 
with the same group in a different environment. 

Think again about the volunteer team formed at your school to help the tornado 
victims. Even if the team had a great leader, super team members, and a commendable 
mission, it might still encounter problems. Housing or food-service diffi culties, 
equipment or parts shortages, bad weather, and many other problems might arise. 
Any of these problems would create a new and unpredictable environment that 
the group’s leader would have to deal with. 

As a leader, you must alter your leadership behavior, as necessary, to accommodate 
changes in the mission’s environment. Be sensitive to your surroundings. 

The key is to stay fl exible—and to adapt to the situation you face!
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Using complete sentences, answer the following questions on a sheet of paper. 

 1. What is the difference between leadership and management?

 2. What are the two primary orientations of leadership behavior? 

 3. What are the four leadership styles? 

 4. What are two things that successful leaders know?

 5. What are the four factors in every leadership situation?

 6. What must a leader do to accommodate changes in the mission environment? 

APPLYING YOUR LEARNING

 7. Analyze Senior Master Sergeant Rocky Hart’s leadership based on the material 
you have covered in this lesson. How would you characterize his leadership 
orientation and leadership style? 

Lesson 1 Review
✔✔✔✔✔✔✔✔✔✔✔✔✔✔✔✔✔✔CHECKPOINTSCHECKPOINTSCHECKPOINTSCHECKPOINTSCHECKPOINTSCHECKPOINTSCHECKPOINTS


