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chapter 5

Leadership
in Practice

B &
20 SR

(19 .
I focus on what you can put into people rather than what you can get out of them. 39 —Leroy H. Kurtz

23




rialrd could not believe his good fortune, This was

Chapter Concepts

- Leadership traits and qualities—This chapter will discuss the traits and qualities of

successiul outdoor leaders.

- Leadership power—Power comes from a number of sources. It may be reward, coercive,
legitimate, referent, or expert (French and Raven 1968).

- Leadership styles—Style of leadership refers to the way in which leaders express their

influence.

+ Leadership models—A number of models are intreduced in this chapter.

- Caring leaders—The caring leader acts out of an ethic of care and service by attending to -
the group and ensuring that the needs of individuals within the group are met. I

The chapter concepts relate to the following core competencies:

- Foundational knowledge (CC-1)—An understanding of cutdoor leadership theory is an
imporiant aspect of the field’s foundational knowledge.

« Self-awareness and professional conduct (CC-2)—Acling mindfully and intentionally as an
outdoor leader and developing knowledge and sensitivity about how we affect others are
part of self-awareness and professional conduct. kil

only his second year as a camp counselor and he
had been hired as part of the camp's wildemess trip
staff. Laird was in his second year of college, studying
economics. He had onginally been hired as a water-ski
instructor and had joined his cabin group on a 5-day
wilderness trip on the Flambeau River in Wisconsin
the previous summer. He and his group returned from
that trip with a sense of accomplishment and commu-
nity that Laird had never before experienced. He was
enthusiastic about the opportunity to do more padding
this summer as an assistant trip leader.

Instructor involverment

Laird's first trip of the summer was a 3-day Name-
kagon River trip with eight campers. His coleader on
the trip was Ashley. Ashley was in her early 20s and had
just graduated from college with a degree in outdoor
recreation. The group set off from camp and was on
the water by late morning. The trip pace was relaxed
and everyone seemed to be getting along. They arrived
into camp at 5 in the evening, tired and hungry. Laird
hopped out of his boat, grabbed his tent, and headed
for a flat, scenic spot along the riverbank to set up his
camp. The campers eagerly hopped out of their boats
aswell and looked around, wondering what 1o do next.

Time

Figure 5.1 A represantation of the level of instructor involvement over the course of a wilderness trip.

(contnued,
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—(continued)

Ashley asked the group to getin a circle and proceeded
with a lesson on how to set up camp. With this informa-
tion, the group sprang into action and in an hour, all
tents were up and a pot of water was boiling.

As the group sat down with Ashley for a hot drink,
Laird wandered over, nolicing that Ashley’s tent was not
even up yet. “Looks like you missed out on all the good
spots, Ashley. Bummer for you,” he said, Ashley said
that she was sure that she would find a good spot later.
The group ate dinner and told ghost stories around the
campfire until it was time to go to bed.

Ashley and Laird had a quick meeting around the
campfire that night. Ashey told Laird that his sense of
humer and enthusiasm benefited the group, but she also
expressed her concem that Laird took too much time for
himself. She explained to him that at the beginning of a

| —

trip, @ group typically needs a lot of direction. Sha would
start a trip with a somewhat autocratic approach and as
the trip progressed, she would become more abdicratic
in her leadership style. She explained how she tried to
be flexibie with her leadership style and that her style
depended a lot upon factors such as the weather, the
group, the trip route, and the length of the trip, Ashiey
took a stick and drew a graph in the sand for Laird,
displaying the level of leader involvernent aver time on
a typical trip and how leadership style neaded to accom-
modate the group's changing needs (figure 5.1).

Needless to say, Laird was impressed, Ashley was
equally surprisad at herself, saying, “You know, | never
thought that | would use all that theory | leamned in
schooll”

\

Chapter 4 introduced leadership models and
theories in an attempt to provide a solid foun-
dation of leadership knowledge. The focus of this
chapter will be to connect those general theories
to the practice of outdoor leadership. Learning
outdoor leadership is no small task. Your task as
a burgeoning outdoor leader is to take some of
what you're learning from your leadership course,
this textbook, your peers, and your professors and
then practice, practice, practice. Learning ahout
outdoor leadership is only the first step in the
process of becoming an outdoor leader.

Ashley and Laird’s experiences in the open-
ing narrative highlight the fact that leadership
is more art than science. It is more than a set
of learned skills and competencies. Your previ-
ous experiences, your personality, the group,
and other variables all factor into the practice
of leadership. There are as many different styles
of leadership as there are leaders. Consider your
classmates for a moment. Some seem to possess a
great deal of natural leadership ability. They vol-
unteer often, use a tone of voice that commands
attention, display a high level of self-confidence,
and tend to have peers respond to them in a posi-
tive way. Other students have a quiet competence
that can inspire great confidence in their peers.
These leaders are often thoughtful listeners and
supportive members of the group and may often
lead from the middle or back of the group rather
than the front,

Your own leadership development begins
with identifying your natural leadership style

Leadership in Practice

and then developing an understanding of other
styles and approaches as a means to developing
vour leadership ability. Remember that you can’t
be everything to everyone. Your leadership style
may not always be a perfect fit for every situa-
tion and every group member. You must be
authentic. Yet, natural inclination and ability
alone are also insufficient. You must develop
an understanding of your limitations and strive
to balance your natural strengths by overcom-
ing your limitations. As a preliminary activity
lo identifying your leadership style, consider
learning activity 5.1 on the next page.

Outdoor leadership preparation is not an exact
science; however, this chapler will introduce
some of the elements that factor into your devel-
opment as an outdoor leader. This chapter will
first examine outdoor leader qualities and traits
alongside leadership competencies and skills. The
questions “Who will lead?” and “How will they
lead?” will be posited as a means to identify the
ways in which we become leaders and express
leadership. Leadership styles will be introduced
and you will have the opportunity to further
examine your own leadership style. A number of
outdoor leadership theories and models will be
presented, including conditional outdoor leader-
ship theory (COLT). the Outward Bound process
model. the change model, and the motivational
needs theory. Developing an ethic of service
and an ethic of care as an outdoor leader will be
emphasized, as well as the ideal of leading with
integrity and humility.




Learning Activity 5.1

The concept of yin and yang is the Chinese perspective
of balance and continual change.

Yin and yang are dependent opposites that must
always be in balance. The opposites flow in a natural
cycle, each always replacing the other. Just as the
seasons cycle and create a time of heat and cold, yin
and yang cycles through active and passive, dark and
light, and so on. Yin and yang evolved from a belief of
mutually dependent opposites that cannot live without
the other. The Eastern view of cpposites is, if you will
excuse the pun, opposite of a Western view.

The Westemn perspective tends to look at things as
black or white, right or wrong. There is separation and
unrelatedness in the Westemn perspective, whereas the
Eastern view sees opposites as evolving and cycling.
There is neither right nor wrong. Instead there is balance, transformation, interaction, and depen-
dent opposition. We need both to maintain a balance.

Yin and yang can further be explained as a duality that cannot exist without both parts.

Use the yin and yang symbol to list your individual strengths on one side and limitations on
the other, and then share your thoughts with one or two other people. Then list specific actions
you could do to try to bring your strengths and weaknesses into better balance.

For example, if your strengths are relationship oriented (you listen well, you solicit frequent
participant feedback, you have an ability to “read” a group, you exhibit a flexible leadership style)
while your limitations are that you need to improve paddling skills, learn how to light a fire in
any weather condition, and get Wildeness First Responder certification, then you can begin to
develop a plan to bring these two parts of yourself into balance. You may need to consider specific
strategies for how you will begin to improve upon your limitations, for example, by concentrating
on developing your technical skills.

—®— N—

it can help inform this discussion. It has been
shown that certain leadership traits and qualities
as well as skills and competencies are important
in outdoor leadership.

Leadership Qualities

Effective leadership begins with an understanding
of the traits and qualities and skills and compe-
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tencies that factor into that process, It also begins
by considering the question, “Who will lead?”
If you recall, chapter 4 outlined the trait theory
of leadership, which maintains that leaders are
born, not made. This early theory ol leadership
described a leader as one who exhibits a cerlain
set of characteristics. Such a leader speaks firmly,
acts conflidently, is task oriented, and is asserlive.
Although this theory of leadership is antiquated.

Traits and Qualities

A trait is a distinguishing characteristic or quality.
In general, people believe that a leader is someone
who has many positive qualities. Studies have
suggested that those qualities include creativity,
positive attitude, high expectations, integrity,
sense of responsibility, courage, authenticity,
self-awareness, and high ethical standards.

Outdoor Leadership
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While research has shown that many of these
qualities are significant (Bass 1990; Hitt 1990;
Jordan 1996), you must possess a variety of traits,
qualities, skills, and competencies to be an effec-
tive leader. Unfortunately, there is no simple
equation to calculate effective leadership. In
addition, simply possessing these qualities will
not necessarily provide you with the ability to
effectively lead. Effective leaders must develop
a level of self-awareness that enbances the study
and practice of leadership. Each individual’s per-
sonality contributes to leadership and each person
innately possesses many of the aforementioned
traits and qualities. Other behaviors are learned
with time and experience. Developing your ability
as a leader boils down to practice, practice, and
more practice,

Skills and Competencies

Kouzes and Posner (2003) are two authorities on
leadership. They have categorized the attributes
of successful leaders into five practices, including
modeling, having a shared vision, challenging the
process, enabling others to act, and encouraging
the heart.

* Modeling. This practice refers to the adage, "1
would never ask anyone to do anything that
I was unwilling to do myself.” Not only does
this apply to physical tasks, it also includes
talking about values and beliefs.

* Inspiring a shared vision. This means finding
a way to express what could be and allowing
others to buy into that goal. Kouzes and Posner
maintain that leadership is a dialogue, not a
monologue. Knowing other people’s visions,
fears, and dreams can help formulate a plan.

= Challenging the process. This involves having
a goal and figuring out how to accomplish that
goal.

= Enabling others to act, Enabling others to
act means allowing others to do good work.
If individuals within a group never have an

2

opportunity to practice decision making, for
example, they will not improve that skill.

* Encouraging the heart. This involves display-
ing authentic acts of caring. Voicing apprecia-
tion and celebrating success can be ways to
encourage the heart.

Recent research on outdoor leadership (Jordan
1996; Priest and Gass 1997) outlines the skills and
competencies necessary for outdoor leadership.
For the purpose of this text, we have outlined the
eight core competencies that we deem necessary
for effective outdoor leadership:

¢ foundational knowledge (CC-1)

* self-awareness and professional canduct
(CC-2)

* decision making and judgment (OC-3)

» teaching and facilitation (CC-4)

¢ environmental stewardship (CC-5)

* program management (CC-6)

» safety and risk management (CC-7)

¢ technical ability (CC-8)

As an outdoor leader, you need to be attentive to
developing each of these competencies as a com-
ponent of your leadership development,

Part of this development involves understand-
ing leadership theories and how they can be
employed. Part of this development also invalves
understanding vour own personal strengths and
limitations. Your growth as an outdoor leader
will come about experientially, but you can help
foster this growth through journal writing and
other forms of reflection. You can also help foster
personal growth by soliciting and responding to
feedback from mentors and participants. These
aspects of leadership will be discussed in other
chapters.

Who Will Lead?

A leader is either appointed or emerges from the
membership to lead. It is impaortant to consider

b Learning Activity 5.2

~ Consider your own outdoor trip experiences. What traits and qualiies did the leader possess?
- How did these factors influence the group? The tt’fp experience?

4
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A variely of outdoor leadership skills and competencies contribute to effiective
leadership.

S8

the question of “Who will lead?” because bath
the quality of an experience and the outcome of
that experience may be in doubt without adequate
leadership. Responding to this query may not he
as easy as it seems. Some groups may naturally
be drawn to the individual who exhibits the most
leadership traits. Other groups may naturally defer
to the individual with the most experience. Still
other groups may feel that no one person needs to
be designated as a leader and leadership should be
shared among its members. Often groups devote so
much time and energy to the leadership question
that the productivity of the group suffers,

Designated Leader

A person who is appointed as a leader is gen-
erally referred to as a designated leader, As an
outdoor leader, vou will most often find yourself
in this role. You may be the leader of the day on
a field-based experience for class or you may find
yourself leading a group of campers as your paid
summer employment. Most oflen vou will assume
the role of leader because someone has hired you
or appointed you as the designated leader for a
particular trip.

Emergent Leader

When leaders are appointed, an interesting prob-
lem may occur. On occasion the appointed leader
has never led any group and may be unable or
unwilling to carry out the role. In such cases, one
person from within the group will often emerge

as the leader. (There may be other circumstances
that lead to emergent leaders as well.) Consider
some of your previous experiences with your
classmates. Do one or two people come to mind
when you think of the concept of the emergent
leader? Do you know of certain individuals who
naturally rise to the occasion in class and field-
based experiences? Those individuals may be rec-
ognized by the group as leaders because of their
previous experience, conflict resolution abilities,
or general enthusiasm, without ever having been
appointed as the lcader. A leader who emerges
from a group often has the respect of the group
members. Sometimes a group has both a desig-
nated leader and an emergent leader.

Elected Leader

You may find yourself in the position of being an
elected leader. For example, as an outdoor recre-
ation student, you may have displayed natural
leadership ability by taking initiative, volunteering
to lead weekend trips for the outing club, or servi ng
as a peer mentor to incoming freshman. Because
of these activitics, a student nominates you to be
vice president of the ouling club and you win the
election—you are an elected leader. Elected leaders
are often admired by those who follow.

Shared Leadership

Occasionally, no single person takes on the respon-
sibility to lead and several members of the group
share the leadership role. For some groups, shared
leadership may in fact be the ultimate goal. Shared
leadership works well when several
group members are skilled in the
tasks necessary to lead the group. For
example, you and a group of friends
decide to spend a weekend further
honing your rock-climbing skills
and you adopt a shared leadership
approach. Each student contributes
skills and knowledge to the weekend
outing based on previous experience
and areas of expertise. ‘

Halo Effect

Somelimes a person who emerges
as a leader in one group or situation
and experiences success is expected
to be a leader in other groups and
situations. Jordan (1996) calls this
the halo effect, which refers to “how
certain attributes or thoughts ahout
a person are carried over into other
situations” (p. 25). For instance, you

Outdoor Leadership




may be out with your recreation course for an
introductory ice-climbing day. During the drive to
the site, both your peers and your professor have
expressed their expectation that you will rise to
the occasion on the cold and windy day ahead
based on their observation of vou during the intro-
ductory rock-climbing day. You are nervous aboul
their high expectations for you because although
vou are a skilled rock climber, vou have never
been ice climbing before and have never spent a
full day outside in such cold temperatures. This
is an example of the halo effect,

There are numerous avenues through which
individuals may be identified as leaders. No matter
how a person gained the role of leader, that person
may nol be best suited to meet the needs of the
group and the situation. Returning to the definition
of leadership that was introduced in chapter 4 high-
lights this idea. Leadership is intentional, aiming
toward the accomplishment of particular goals
and outcomes, and it is interactional, involving a
relationship between two or more individuals in a
particular situation. A peer who is playful and able
to motivate the class but also influences the class
in a disruptive way may be a leader, but the influ-
ence would not qualify as leadership because it is
not directed toward the desired purpose. Similarly,
a leader who is highly task oriented and skilled
at accomplishing the intended outcome but does
not include the group members in accomplishing
the goal would not qualify as a successful leader.
That is why both the group and the leader must
be aware of what leadership style and competen-
cies are required to move the group toward an
intended purpose or outcome.

Leadership Power

Once a leader has been established through a com-
bination of traits and qualities, skills and compe-
tencies, and designation, election, or emergence,
the next question to be asked is. “How will that
person lead?” This section will address that ques-
tion, examining leadership power.

It has been established that leadership is a pro-
cess of influence and influence is a key concept
in the definition of power (Wilson 2002). Power
has been defined as the ability to influence
others. Leadership power comes from a number
of sources; it may be reward, coercive, legitimate,
referent, or expert (French and Raven 1968). No
matter what your natural leadership inclination
may be or what leadership styles you choose to
express, you possess some bases of power that
you employ to influence other people.

ngard and qoefcl;ve lfquer

Reward power is influence that comes from a
person’s ability to provide a benefit that is valued
by another person. In other words, it is achieved
by rewarding effort. A leader might provide com-
pliments, special attention, or incentives, such as
not having to clean up after dinner, for a job well
done. A leader can withhold favors as well. This
is often referred to as coercive power and usually
follows the failure of reward power.

Legitimate power is influence that is granted to
those who are elected, appointed, or selected
to direct others. This power is inherent in the
leader’s position. For example, the head of a
department holds a degree of legitimate power.
The person who holds legitimate power has the
power to make assignments related lo the group’s
task. Most group members are likely to follow you
if you have been given the responsibility to make
certain decisions on their behalf.

Referent Power

Referent power is influence thal comes when
group members identify with a person or greatly
value the person’s contributions. This form of
charismatic power may impel group members
to work harder to please the leader. It may also
cause members to want to be like the leader and
emulate that person’s hehavior,

Expert Power

Expert power is influence based on a person’s
abilities or knowledge. The power comes from
the fact that the leader or group member has
expertise that is important to the group. For
example, a person may exercise influence during
a rock-climbing trip because she possesses the
most technical skills within the group and is
seen as the individual most capable of making
decisions.

Just because group members have any or
several bases of power does not mean they have
influence or control in a group. Members seek
help from one another to achieve the group's goal.
They also need information to determine strate-
gies for accomplishing the goal. When a group is
cooperating and when goals are compatible, the
group'’s power is moving in the same direction
and there is liltle resistance. When competition



is present or goals are nol compalible, the mem-
bers’ power is going in opposite directions and
resistance occurs, Groups need to be mutually
dependent and share power. However, power
is a perception of a group member's resources,
Actual resources may he greater or less than that
perception. A person can possess marny resources
that are unknown or ignored by others and there-
fore have little power in the group. Conversely, a
group member can have few essential resources
but be perceived as having many resources and is
therefore given a great deal of power by others.

Every person within a group has power. The
leader has the most power, at least initially, A
leader will almost always express more than
one source of power, The more sources of power,
the greater the potential influence of the person.
Leaders who are sell-aware and confident have the
hest chance of using power to help the group move
toward the desired outcome, While all five sources

Groups accomplish goals when they cooperate and share power.

Autocratic

True dctatorial

Jurpdod

Democratic

of power are present within a group, Priest and
Gass (1997) argue that coercive power ethically
has no part in outdoor leadership, since forcing
people to act in a certain manner based on negative
incentives ignores challenge by choice (see chapter
8) and has the potential to destroy the adventure
experience and create barriers Lo learning,

Leadership Styles

As mentioned in chapter 4, leadership styles are
the ways in which leaders express their influence.
The three main categories of leadership styles are
autocratic, democratic, and abdicratic (Bass 1990:
Jordan 1996).

Recognizing some of the limiting factors of
these three leadership styles, Tannebaum and
Schmidt (1973) identify six subcategories of
leadership that place leadership styles on a con-
tinuum (see figure 5.2). These subcategories
porlray a range of approaches lo leadership
and influence based on a leader’s level of
authority and the level of contribution from
group members. The subcategories include
telling, selling, testing, consulling, joining.
and delegating. These orientations help
determine what leadership style an indi-
vidual employs in any given situation.

Leadership Models

This section will introduce you to a number of
leadership models. These models build upon
the intersection of people'’s innate abilities
an understanding of leadership power and
influence, and an understanding of leadership
styles. Situational leadership theory will be
introduced first as it is the foundation for the

-
-

Abdicratic

p——

Laissez-tare

Follower influence

Tells Sells Tests

Figure 5.2 A contineum of outdoor leadership styles.

Consults Joins

Delegates

Adaptind, by parscceons, from S, Pocd and MA Gica, 2005, EN0ch»0 odivshng /1 ohvooive irogracnveg. 20d o, (Champasgn, 1L Husan Kinetics), 245
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outdoor leadership models that follow, including
conditional outdoor leadership theory, the Out-
ward Bound process model. a feminist madel
of outdoor leadership, and motivational needs

theory.

Situational Leadership Theory

Hersey and Blanchard’s (1982) rescarch of silu-
ational leadership is based on the premise that
most leadership activities can be classified into
either task or relationship dimensions. Task
actions invalve one-way communicalion, while
relationship or maintenance behaviors involve
two-way communication. Hersey and Blanchard's
grid of task and relationship actions results in an
array of possibilities for how leadership influence
is expressed (see figure 5.3). Hersey, Blanchard,
and Johnson (1996) built upon this theory by
suggesting that leaders must be flexible enough
to change their style according o the needs of
the group. This model is based an the concept
of group readiness. Readiness level is defined in
terms of three components: group ability, motiva-
tion, and education or experience. Following are
the four levels of group readiness:

¢ R1 (low)—~Members are unable and unwilling
to do a task ar are insccure about it.

¢ R2(moderate)]—Members are unable to do the
task but are willing or confident about it.

Effactive style of leader
High redationship High task and
and low task high relatonship
Participating Selling

53|52 \\

sS4 \81

+————Relationship behavior ———— High

Low «—— Task hehavior

Delegating Telling
Low relationship High task and
and low task

- low mlgﬁomrup

» High

¢ R3 (moderate}—Members are able to do the
task but are unwilling or insccure about it.

* R4 (high)]—Members are able and willing to
do the task and are confident about it.

Leader behavior is thus determined by hoth the
readiness of the group and the gronp's orientation o
the dimensions of task and relationship. Figure 5.4
on page 62 helps illustrate this. The key assump-
tion of the situational model of leadership is that
leaders are both able and willing to adapl their
leadership approach Lo the group’s sitnation.

Conditional Outdoor Leadership
Theory (COLT)

Priest and Gass (1997) have lurther developed
the situational model and adapted it specifically
for outdoor leaders. The condilional outdoor
leadership theory (COLT) model postulates thal
outdoor leaders must go beyond the dimensions
of relationship, task. and group readiness and look
at the level of conditional favorability. This madel
is illustrated in figure 5.4. Conditional favorability
is based on five factors;

1. Environmental dangers: weather. perils, haz-
ards. and objective and subjective risks

2. Individual competence: expuerience, con-
fidence, skill, attitude, behavior, and knawl-

edge
g | High Moderate tow | §
o~ |t - | @
= |Re A3 R2 m|E

Follower readness

Figure 5.3 Hersey, Blonchard, and Johnson's sttuational leadership model,

Adazted, by permecacn, from & Yidoon and M| Lnea 2002, Goups i 0ot €U 02 {Naw Yook, XY Mclizus-H Hghee Fducation), 182
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Conditional favorability

Relaticonsh p orlentation

Relationship orienfation

»

Relgtionship orientation

Autocratic

Task onientation

Task orientation

Conditions are low
in favorabdity.

|

Conditions are high
in favorability.

Task orentation

Conditions are medium
in favorability.

—

Increasing lavorability

Decision of minor consequence
Few environmental dangers
Competent individuals
Proficient leadarship
Unified group

Divided group
Deficient leadership
Incompetent individuals
Many envircnmental dangers
Decision of major consaquence

Decreasing favorability )

Figure 5.4 Priest and Gass’ conditional cutdoor leadership theory (COLT).

Addegied, by permission, ¥om S, Priost and M A Goese, 2005, EXOCivo 0dovshp n sdvenies programming, ded ed {Charmpagn, 1L Human Kinetics), 2400



3. Group unity: morale, maturity, cooperation,
communication, trust, responsibility, and
interest

4. Leader proficiency: credibility. judgment.
level of stress, fatigue, and perceived capa-
bility

5. Decision consequences: clarity of the prob-
lem. sufficient solution time, available
resources, expected ramification, and degree
of uncertainty or challenge

The COLT model combines leadership styles,
leadership orientations of relationship and task,
and conditional favorability to help leaders
identify whether conditions are low, medium,
or high. Conditions of low favorability represent
a setling where the dangers may be extreme,
the leader lacks certain core competencies, the
participants are inexperienced and uncertain,
group morale is low, and the consequences of
decisions are major. As illustrated in figure 5.4,
when conditional favorability is low, the leader
may shifl toward a task orientation, favoring a
more autocratic style. Under these conditions, it
is typical for a leader to pay stricter attention to
the task to ensure group safety and to retain the
majority of the decision-making responsibility
[Priest and Gass 1997). Luckily, low favorability
i not representative of the more typical outdoor
setting. In fact, if conditions of low favorability
are routine for you, you need to examine why this
s occurring as it may indicate a more systemic
problem with the outdoor program or your own
‘eadership ability.

Conditions of medium favorability represent
the more typical outdoor setting in which dan-
gers are within acceptable limits and may be more
perceived than real, the leader is self-aware and
proficient enough, the individuals are respon-
sible, the group gets along relatively well, and
the consequences of decisions are reasonable.
Under these conditions, if your personal orienta-
Son is more focused on relationships, you may
peefer to adopt an abdicratic style. If you are
more focused on tasks, you may choose a more
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Learning Activity 5.3
Apply the COLT theory to a wilderness iﬁp experience that you have either led or partici-

autocratic style. A democratic style may be most
appropriate as a means to balance both tasks and
relationships. The aforementioned ideal of a bal-
anced yin and yang style of leadership may be
most easily accomplished under conditions of
medium favorability.

A trip setting that represents a condition of high
favorability is usually desirable because dangers are
minimal, the leader is proficient, the individuals
are competent and keen, group morale is high, and
the consequences of decisions are minor. Under
these conditions, the leader may adopt an abdi-
cratic style of leadership that tends to be more ori-
ented toward relationships. This allows the group
to have more opportunities for shared leadership
and, depending upon the context, may allow for
increased group development and opporlunities
for individual members to grow and learn.

Applying the COLT Model

Let’s return to the opening vignette. Use the
information in that short narrative to list the
level of the five factors of conditional favorability
(environmental danger, individual competence,
group unity, leader proficiency, and decision
consequences). In vour opinion, what is the
level of conditional favorability? Which leader-
ship style did Laird employ? Which leadership
style did Ashley employ? With your increased
understanding of COLT, which leadership style
was most appropriate and why?

In applying the COLT model to outdoor settings,
you must realize that as the situation changes, so
must the leadership style. It is also important to
realize that the leader’s stvle aflects the level of
conditional favorability. For example, imagine
if Laird had maintained his extreme abdicratic
stvle of leadership as the evening progressed.
What would have been the result? Morale would
have likely eroded as the group became more
confused, tired, and hungry. If Laird adjusted his
inclination toward abdicratic leadership to better
fit the situation, he most likely would have been
able to achieve a result similar to what Ashley




achieved. By adopling a more autocratic approach
to the group’s first night out, Ashley helped main-
tain a high level of conditional favorability.

Although conditional outdoor leadership
theory is one of the best fits as an outdoor lead-
ership madel, it would be an oversight to not
include some of the other models that inform
leadership practice. The model that is employed
will be dependent on the leadership situation,
the leader, and the group. These models include
the Outward Bound process model, the change
model, and motivational needs theory.

Qutward Boungl Process Model

The Outward Bound process model (Walsh
and Golins 1976) is one of the most influential
models in outdoor programming for describing
the key elements of an adventure experience.
The seven key elements include the learner, pre-
scribed physical environment, prescribed social
environment, characteristic problem-solving
tasks, state of adaptive dissonance, mastery or
competence, and transfer of new learning (see
figure 5.5).

This model is one of the earliest efforts
at identifyving how the process of adventure
learning achieves the intended results of a pro-
gram. Whether the intent of the program is de-
velopment of technical skills, interpersonal

development, or the social and emotional de-
velopment of each individual, this model has
proven effective as a means to accomplish those
goals (Priest and Gass 1997). As an outdoor
leader, you may wish to consider this model as
you develop the sequencing of your own trips
and outdoor programs.

Applying the Outward Bound
Process qu}ﬂ

Let’s return again to the opening vignette for an
example of this model in practice. One of the
campers, or learners. is Sam. Sam [inds him-
self in a novel and stimulating environment as
a group member on the Namekagon River trip.
Because Sam is traveling with his cabin group
from summer camp and two counselors, his
social environment represents a collective effort
based on mutual support and trust. The goal is to
develop an interdependent peer group that shares
a common objective.

The problem-solving tasks that will arise
throughout the trip represent all learning
domains: cognitive, physical, and affective, Tasks
will be sequentially ordered and will increase in
difficulty once a base of skills and confidence
has been established. Ashley’s efforts on the first
night represent this progression. Ashley staved
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A | P50 prescribed prysical | *™*'™ | Prascribed social SVeN 2| Characteristic set of
leamer | environments — envircoments o problem-solving tasks
(whe is motivated (that are contrasting {or small group social units with  (that utilize all learning domains and
and ready) and novel, shmulating, 7-15 people and with collective are prescriplive or organized,
straightforward, and group CONSCIousSNess, objectivity, incremeantal, progressive, or
neutral or impartial) autonomy, individuality, conflict  sequential; concrete or recognizable,
resolution, trust, support, manageable, solvable, or achievable;
and reciprocity) consequential or worthwhile;, and
holistic and complementary)
creating a o -
g leading o leading to z The leamer continues
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dissonance | » competence _____,'and direction of the experience living and learning----
(with possible adaptation (which is used to regain a (meaning in terms of increased
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Figure 5.5 Walsh and Golins’ Qutward Bound procass model.
(Akinh & Calna, 1976)
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in terms of repeated modeling and

problem-solving behaviors)
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attentive to the group, offering them support
when needed so that the group would achieve
success with the setup of the first night’s camp.
If successful, Ashley will need to be less attentive
throughout the course of the trip as the campers
continue to develop their skills, A state of adaptive
dissonance may result as some skills are acquired
more quickly than others. Additionally, as the
group develops, moments of disquiet may result
among certain individuals within the group as
behaviors and emotions cause dissonance. Mas-
tery and competence of both technical skills and
the affective domain will help regain the equilib-
rium. This will lead to increased self-awareness
and self-efficacy of individuals within the group
and the group itselfl.

Outdoor leaders should bear in mind that their
level of involvement throughout this process will
vary. Figure 5.1 (page 54) represents instructor
involvement over the course of a trip, This graph
will change somewhat depending upon the length
of the trip and the conditional favorability.

The outdoor setting provides a unique site for
personal growth as a result of this process. Mas-
tery alone can provide the motivation for change,
but completing such a task in a unique physical
and social environment has been shown to have
a particularly strong effect. The goal is for this
effect to last, which can only be accomplished if
individuals are provided with knowledge of how
to transfer their newfound learning into other con-
texts. The importance of this knowledge cannot
be overstated. The potential for lasting transfor-
mation in people’s lives is what makes outdoor
leadership such an exciting practice.

Feminist Model of Leadership

While there is no one definition of feminist leader-
ship, there are certain qualities that feminist
outdoor leaders may have in common. Warren
(1996) identifies some of these commaonalities as
follows:

1. Many feminist leaders pay attention to
relationships, believing that accomplish-
ing tasks and establishing relationships
among group members are both central to
an outdoor experience.

2. Attention is paid to power relations and
authority is often redefined to encompass
more egalitarian principles.

3. Risk management becomes a shared concern
and consensual decision making is key.

Leadership in Practice

4. Personal experience is validated, particularly
the experiences of those individuals who
are not privileged by the dominant social
structure.

. The dichotomies of success and failure and
right and wrong are eschewed.

o

While it may be easy to assume that any
discussion of feminist leadership is connected Lo a
discussion of women-only wilderness trips, there
is value in employing a feminist model of outdoor
leadership for coed groups as well (Henderson
1996; Warren 1996). The central concern of any
discussion of feminist leadership is that these
forms of leadership [ocus on the correction of
invisibility and the inequality, marginalization,
and oppression that women have experienced
within society; the focus is not on excluding
males from the trip experiences (Henderson et al.
1989). A feminist model of outdoor leadership is
therefore a more egalitarian approach to outdoor
leadership, one in which women have equal rights
in outdoor participation and equal opportunities
o become outdoor leaders, and in which their
“wavs of knowing” receive credence alongside
more dominant ways of knowing,

Warren and Rheingold (1996) propose one
model for educators to consider when imple-
menting a more feminist way of learning and
leaching. Warren and Rheingeld suggest the
following:

1. Work to minimize power differentials. Out-
door leaders need to recognize their power
as leaders and seek methods to redistribute
that power among group members,

2. Value students’ personal experiences. Out-
door leaders need to develop prebricling,
debriefing, and reflection sessions that allow
students to have a voice in their experiences.
Outdoor leaders need to communicate hon-
estly and openly through intent listening
and overt action that encourages participant
communication and input.

3. Advocate for female learners and use teaching
methods that address diverse learning styles.
Given that women have distinctly different
“ways of knowing” than men, outdoor leaders
need Lo find ways to address these ways of
knowing and the learning styles of not only
women but of all trip participants. [nstruc-
tional methods may include consensus
decision making, shared responsibility, peer
mentoring, and both experiential and more
traditional teaching methodologies.
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The leader is displaying a ferinist style of leadership through collaboratve decision making and employing an ethic

of care.

4. Create organizational structures that pre-
vent the marginalization of women. Explicit
policies need 1o be established that reinforce
parity for women. Pay equity, clear paths for
career advancement, skill development, and
equal voices in decision making are a start
(Warren and Rheingold 1996). Policies for
dealing with sexual harassment and for pre-
venling discrimination are also important,

5. Develop a critical consciousness about out-
door leadership. If reducing the marginaliza-
tion and oppression of not only women but
of all people is central to an outdoor trip
experience, then consider the ways in which
the dominant ideology influences wilderness
trip experiences,

This madel of feminist leadership provides one
framework for autdoor educators to consider if they
wish to employ outdoor leadership that actively
embraces the egalitarianism that outdoor educators
s0 often profess is central to their practice.,

Motivational Needs Theory

American David McClelland is perhaps best
known for his development of the needs-based
motivation model. In his 1988 book. Human Moti-

vation. McClelland identifies three types of moti-
vation needs: achievement motivation, whereby
people seek the attainment of realistic but chal-
lenging goals and advancement in their position;
the need for authority and power, whereby people
have a need to be effective and influential: and
the need for affiliation, whereby people have a
need for [riendly relationships and are motivated
toward interaction with other people.

What you should glean from motivational
needs theory is the ability to identify your moti-
vation and your own needs as an outdoor leader,
Far too often, people become outdoor leaders for
all the wrong reasons. For some. outdoor leader-
ship provides the opportunity to be in the field
and play with the latest and greatest cquipment,
and these individuals display little regard for
their role as leaders and their responsibility to the
group. Many outdoor leaders far (oo often, perhaps
subconsciously, use their authority and power to
exclude rather than include. Steve Simpson. in a
book entitled The Leader Who Is Hardly Known
(2003}, illustrates this with a story (see page 68).

He concludes this story by suggesting that
whatever the leaders’ motivation or need fulfill-
ment, the result was that the leaders stood oul
from their students and although the students
may have admired the leaders’ ability, Simpson

Outdoor Leadership
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Learning Activity 5.4
Consider some of the following questions that Warren and Rheingold (1996) have encouraged

outdeor educators o examine:

* Is using high-tech equipment on wildemess trips and providing trip participants with a
detailed list of required personal clothing displaying an ignorance or insensitivity about class

issues?

« Are trips scheduled around certain religious holidays and not others?

» Do you believe that you have had equal access to role models, including women and people of
color, in your own wildermness experiences and in your training and certification courses?

* Are community service projects meeting the needs of the community, or are they quick-fix

trips into disadvantaged communities?

What do these experiences communicate about who is heard and what is valued within the field

of outdoor leadership?

queries, “Does being admired contribute to effec-
tive leadership?” (p. 14). Some understanding of
your own motivation and needs as an outdoor
leader should help you respond to this question
and further develop your self-awareness as an
outdoor leader.

Caring Leaders

Chapter 7 will further discuss what it means to
develop an ethic of care as it relates to leader-
ship. For the purposes of this chapter, think back
to chapter 4 and the central figure of Herman
Hesse’s Journey to the East (page 49). Leo was
the group’s servant but was also the group member
who emerged as the leader, sustaining the group
through his spirit and song. At the time, no one
knew that Leo was, in fact, the titular head of the
Order and a great leader in his own right. Leo
exhibited the characteristics of a caring leader
and based his leadership on an ethic of service
that superseded his own social class. The great
leader is servant first. A leader who is a servant
first cares for the group by ensuring that other
peoples’ needs are being met.

There are far too many examples of individu-
als who exhibit a sanctimonious or know-it-all
attitude to cover up their own insecurities or skill
deficiencies, There are also numerous examples
of individuals similar to the two leaders in
Simpson'’s story, who put their own needs before

Leadership in Practios

the needs of the group. While it may be difficult
to teach people how lo care and to serve, this
ethic must be the foundation of your leadership
practice. It may help to ask yourself the follow-
ing questions: Why did I make the decisions that
I made today? Whose interests did they serve?
Who benefited from those decisions? Am I truly
listening to and understanding the needs of my
group? Am [ showing acceptance for each indi-
vidual within the group?

Developing this level of self-awareness is a
lifetime commitment and no small task. The
results, however, will enhance your abilities as
a leader and will grant you the group’s respect
and admiration. The importance of developing
integrity, humility, a caring attitude, and an
ethic of service cannot be underscored. Actively
working toward the development of this level
of self-awareness can be further encouraged
through journaling, participant and coinstruc-
tor feedback, and peer mentoring, which may
help outdoor leaders become more self-aware
and develop strategies to turn this awareness
into overt action that further encourages their
growth and development.

Leadership in practice involves the influence of
leadership traits as well as the necessary skills and
competencies required for effective leadership.
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Leader Who Is Hardly Known

The paddiers beached their cances and walked fifty yards
downstream to Beaver Rapids. At breakfast earlier that
mormning, the leaders had forewarned the participants that
this stretch of white-water woukd be the most difficult of
the trip and that they would have to scout it out to see
whether it was runnable. The group had been paddling
for four days, and all the students were now frained both
i paddling skills and in treading water. They comectly
identfied the only possible route through Beaver Rapids.
They also, to a parson, feit that their skills were not ready
for the difficult ferry that would be necessary to position
their canoe for the last of three chutes. All of the students
decided o portage.

Two of the trip’s leaders, however, decidad to run the
rapiis. They asked the Leader Who is Hardly Known and
another paddler to go downstream and serve as a rescue
boat. They had another student pesitioned on shore with
a throw rope. Fertunately none of the pracautions were
necessary, as the leaders paddled to perfection the route
the students had laid out. All the students cheered as the
skilled team shot the last rapid and blasted through the
last standing wave.

Later that evening Kathy, one of the two trip leaders who
had run Beaver Rapids, waited for the Leader Who is
Hardly Known to walk away from the group at the camp-
fire. She followed him and said, *I have something to ask
you. It is about the rapids Dennis and | ran loday, | have
Seen you cance many times, and | know your canoe skills
are better than mine. You would have enjoyed running the
rapids, yet you chose to portage with the rest of the group.
| am sure that you portaged for a reason, and | suspect
that you did it because you did not want to stand out from
the group. IS this true, and do you think that | was showing
off when | decided to run the rapids? That was not my
intent, but it has been bothering me all day.”

However, as noted at the beginning of this chapter,
simply possessing such qualities does not nec-
essarily mean that you are an effective outdoor
leader. Effective leadership comes with practice.
Anunderstanding of leadership traits and the core
compelencies of outdoor leadership along with a
solid base of experience and a high level of sell-
awareness will contribute to your development
as an outdoor leader.

Understanding the context of outdoor leader-
ship is also important. Understanding vour own

,("dwui Y

The Leader Who is Hardly Known smiled at the leader.
“Chuangtze tells 2 great story about showing off.! The
story beging with the ancient King of Wu boating on the
Yanglze River. The river fiows past a place called Monkey
Mountain. The king and his entourage leave the rver and
hike up the mountain. They scen see the monkey for which
the mountain i named, and when the monkeys see the
king, they drop what they are doing and run off to hide in
the deep beush. But one monkey stays. It jumps arcund
and grabs at things to show the king its dexterity. When the
king shoots at this monkey, the monkey snatches the arrow
ot of the air and shakes it at the king, The king then orders
his attendants to shoot at the monkey. Thay bombard the
monkey with arrows, and, of course, # i quickly killed.

*The king picks up the dead monkey and hands it to
his friend, Yen Pu-i, and says, “This monkey flaunted its
skills and relied on its tricks—and it met with misfortune.
Take this as a lesson! Do not exhibil your pride in front
of others.'

“Yen Pu-i returns home and goes into training. He rids
himself of pride, he leams to wipe any hint of superiority
from his face, be always excuses himself from actions that
would lead to fame—and at the end of three years he was
known throughout his homeland for humility.

“Now you ask me if running the rapids was showing off.
That s for you to decide. You are not an armrogant monkey,
but neither are you a model of humility. Even if you ran the
rapids strictly for fun, you stced out from your students.
From what | could tedl, the students admired you for it and
did not resent your skills, So the question is, does being
admired contridute fo effective leadership?”

Reprintod, by froem §. Serg L 2000, The lodor who is baehy Avoan

SaYdusy achng fom the Chnsse (oo (Okaheoa Cly, OK. Voo N Tlames
Putskzteng & Dietrisasion), 1314,
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natural inclination and leadership style will help
you begin to develop a leadership ability that is
balanced and adaptable to different situations.
The conditional outdoor leadership theory (COLT)
and the Qutward Bound process model further
confirm the notion that leadership must be context
specific. The leadership ideal that above all you
must know yourself in order to be an effective
leader is emphasized along with the importance
of being a caring leader, displaving integrity and
humility, and seeing yourself as a servant first.
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