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CHAPTER TWENTY-NINE

Leadership ?

An older student struggling to balance the challenge of gerting che rask done
(task behavior) and keeping people happy (relationship behavior) once said, “You
know, this leadership is complex stuff. When I was foreman of a construction
crew and someone wasn't gecring che job done, I'd jusc hic them alongside of the
head with a two by four. I see now thar leadership 1s a lot more complex than
that.” We believe that leadership is indeed complex scuff, but that it is a skill that
can be learned, developed, and nurtured. The research bears this out. The disposi-
tions of leadership are essential. Good leaders must be disposed to value the char-
acteristics of leadership listed in this chaprer. We believe that chese dispositions
must be modeled if learners are to value them and incorporare them into cheir
actions. The components of leadership have o be recognized, practiced, and
observed. Feedback needs to be largely self-reflective, bur feedback from all the
people involved is essential as well. This chapter provides a foundarion of knowl-
edge about leadership and some tools and ideas for learning and developing lead-
ership skaills.

. Qutcomes

A. Outdoor leaders provide evidence of their knowledge and understanding
by:
1. Describing and companng definitions of leadership
2. Describing and companng leadership styles
3. Describing and critiquing leadership craies
4. Explaining the Sicvational Leadership model
5. Describing their own strengrhs and imitations as a leader
6. Describing the role of followership
7. Describing communication and explaining che role it plays in leadership
8. Describing the basic decision-making process
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9. Describing decision-making styles and explaining the role they play in
leadership
10. Explaining the value of having a designated leader
11. Explaining how different leadership situations require different leader-
ship styles

B. Outdoor leaders provide evidence of their skill by:

- Exercising good judgment
- Making and implementing good decisions
- Demonstrating confidence and trust in group members
- Maintaining credibility
. Providing a safe forum for group members to express themselves
. Identifying outcomes and priorinzing tasks
. Distinguishing between fact, opinion, and assumption
. Organizing informarion, time, space, materials, people, and casks effec-
avely
9. Delegaring rasks efficiently and equirably
+ 10. Serring and meering deadlines
I1. Combining and blending theory and experience to ¢reate new knowledge,
action, or values (synthesis)
12. Recognizing and identifying leadership and decision-making styles in
themselves and others
13. Communicating effectively
14. Balancing organizational tasks with individual needs and interpersonal
relations
15. Proactively confronting and dealing with potential conflict, and manag-
ing conflict effectively when it occurs
16. Implementing vanious leadership styles and adapring chem ro varnious sit-
uatons
C. Outdoor Ieader.s provide evidence of their dispositions by:

1. Regularly self-assessing

2. Seeking alrernarive, original, and imaginative ideas
3. Setting and modeling high standards

4. Putting the group’s needs above one’s own interests
5. Being flexible

6. Challenging conventional thinking

7. Confronting difficult issues

8. Secing humor and fun as part of learning
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9. Implementing low-impact camping practices
10. Celebrating diversity |
11. Modeling the behaviors they want in their followess
12. Being rrustworthy individuals with integnicy and e
13. Having and shaning a vision
14. Valuing people
15. Taking appropriate risks
16. Empowering others

1. Content

Part 1. What Is Leadership, and What Does It Take
to Be a Leader?

A. Defining leadership
1. “Leadership is a process which assists an individual or a group to idencify
goals and objectives and to achieve them. The leadership process is further
defined by the need for some specific action, decision, or initiative by one or
more persons acting in the leadership role. Outdoor Leadership means char
the setting and program focus are directly relared to the natural or culrural
environment” (Buell 1983, p. 6).
2. “Any action that focuses resources toward a beneficial end” (Rosenbach and
Taylor 1984, p. xv).
3.* ... the ability to plan and conduct safe, enjoyable expeditions while con-
serving the environment” (Perzoldr 1984, p. 42).
Each of the cornerstones of leadership. described in the following section,
requires leaders to demonstrate compezency by providing evidence of cheir
knowledge, skills, and dispositions. Whale the importance of knowledge and skills
is obvious, dispositions are probably of grearer importance. They are an indica-
tion of what an individual values, values which are then reflected in an individ-
ual’s utilization of their abilities. It is the recognition that learning requires
leaders to demonstrare competence in each of these three areas that has inspired
us to create the knowledge, skill, and disposition ourcomes used at the beginning
of each chapter in this edition of the book.




B. The cornerstones of leadership

1. Definition and characreristics

a) The cornerstones of leadership—critical chinking, personalicy, knowl-
edge, and psychomoror skills—are whar we have found to be the critical
components that determine and influence an individual’s abilicy to lead.

b) These cornerstones do not stand alone, They are connected by and work
in harmony with leadership qualities and traits thar together form a
solid and balanced foundartion for further leadership development.

¢) As with all characteristics of leadership, no single person has perfected
all these characreristics. The challenge is to understand our strengths
and weaknesses, work on improving areas of weakness, and surround
ourselves with people whose strengrhs complement our weaknesses.

d) Wezkness in one area does not necessanily mean our leadership is
unsound. Just as a coach recognizes strengths and weaknesses and dis-
covers how to win by maximizing one and minimizing the other, so too
must leaders acknowledge cheir own strengrhs and weaknesses.

2. The four cornerstones

a) Critical thinking: Good outdoor leaders are good crirical thinkers.

(1) When 2 group of internarional experts was asked to reach consen-
sus on the meaning of critical thinking, the following definition
evolved: Critical thinking is understood to be “purposeful, self-
regulatory judgment which results in interprecacion, analysis,
evaluation. and mnference, as well as explanation of the . . . consid-
crations upon which that judgment is based” (Facione 2004). The
ideal critical chinker is:

(a) Habirually inquisitive

(b) Well informed

(c) Trustful of reason

(d) Open minded

(¢) Flexible

(f) Fair minded in evaluation

(g) Honest in facing personal biases

(h) Prudent in making judgments

(1) Willing to reconsider

(j) Clear about issues

(k) Orderly in complex martrers

(I) Diligent in secking relevant information
(m) Focused in inquiry

(n) Persistent in seeking results which are as precise as

circumstances permit
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(2) Key ateributes (i.c., indicators thar wall cell you char critical think-
ing is taking place) (Mobilia 1999). Crinical chinkers:

() Analyze information and events objectively and develop
verification procedures

(b) Discern cause and effect

(¢) Disringuish face from opimion

(d) Synthesize information and ideas

(€) Seek to be well informed

(f) Seek reasons

() Judge the credsbiliny of 2 source, use credible sources, and
accurately credic resousces

(h) Are open minded

(i) Ask questions for clanficanon

(j) Deduce and induce

(k) Make and cvaluage walue jadgments

(1) Idennfy assumpeions

b) Personality: Good ouzdoor leaders consistencly display cerrain desirable
personality trats.

(1) Personality can be defimed as the distinctive emotional, behavioral,
and temperamensal tras thar make up an individual. (See “per-
sonal qualities,” below, for examples.)

(2) These qualies a8 seas ase considered part of an individual’s
personaliry. While they can be developed and modified, they are a
part of the mdnadual's makeup regardless of whether or not the
person 1s in a leadersiup position.

(3) A dedicared leader secogmuzes his or her personaliry screngths and
weaknesses and works on developing the positive personal qualicies
necessary to be an efectve leader. (For example, an individual has
little patience bur sealimng chis, works on improving thar charac-
teristic in order 20 be 2 more effective leader.)

¢) Knowledge: Good ousdows leaders have a broad base of knowledge, both

theoretical and expenensial
(1) Theorctical knowledge
(a) Knowledge thar is learned by reading, observation, and
(b) One of the Lmuzanions of theoretical knowledge is thar,
without expenience, it provides too small a base for deci-
sion making thus forcing the leader to be extremely con-
servative if obgectives of safety and environmental
protection are to be met.




(2) Experiendial knowledge:

(a) Knowledge thar is gained/accumulated through doing,

(b) If used appropriately, this is an excellent means of rein-
forcing knowledge and refining che decision-making
process.

(c) This is limired by the facc thar, unless experience is
processed, it is worthless. In other words, we don't learn
from our mistakes unless we make a conscious efforr ro
do so,

d) Psychomotor skills: Good cutdoor leaders have the physical abilities
necessary to conduct the specific outdoor activities of the trip,
(1) Psychomotor skills encompass the physical ability to do things,
often among the most enjoyable parts of outdoor ventures.
(2) Although not necessarily the most critical component of outdoor
leadership, psychomoror skills are important to:

(2) Provide for the safety of che group

(b) Pass on knowledge

(¢) Providea posirive role model

C. Leadership qualities and traits

1. There is largely unanimirty of opinion abour the inclusion of many ideal
qualities and trases.
2. We have broken these traits down mnto the following: essenrial leadership
qualities, leadership traits, and personal qualities.
-a) Essential leadership qualities: These qualities are critical to effective
leadership. (See fig. 29.1.)
(1) Quality deasion-making ability

(a) Probably the most crnitical factor in leadership is the abil-
ity to make qualicy decisions and facilitate the decision-
making process. (See chapter 10, Decision Making, for a
detailed discussson of the decision-making process.)

(b) Leaders with good decision-making abilities and knowl-
edge of their own hmirations will be more likely to lead
safe, enjoyable advenrures.

(2) Knowledge of one’s strengrhs and limitanions, somerimes defined
as metacognition (thinking about thinking)

{a) This ability is sometimes called self-regulation because it
requires thar leaders constantly self-assess themselves in
order to evaluare their own strengths and weaknesses.
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FIGURE 29.1. Essential leadership qualities

.

Unless leaders can stay within thesr own hmitations, they
will not be truly safe leaders

(b) “Know what you know and know what you don’t know" 1s
a phrase frequently used by Paul Petzoldt in describing
this characteristic to potennal ourdoor leaders.

(¢) Leaders must be realists and noc bluff either themselves or
their followers. Famous humornist Will Rogers said it well
when he stared, “It isn’t what we don't know that gives us
trouble, ir's what we know thar ain’t so” (Canadian Con-
servative Forum n.d.).

(3) Selflessness: To be effective in achieving group objectives, it is
essential that leaders have che ability to put group needs above
their own Interests.

Leadership
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(4) Vision/creative thinking: The ability to anticipare or 1o “see whar
might be™ is invaluable in helping to come up with unique ways o
solve problems, Leaders with vision see where the group needs to
go and find original ways to get them there,

{a) Vision can be defined as having unusual foresight, Cre-
acrve chinking can be defined as the ability to generate
new, diverse, and claborate ideas (Infinite Innovations L:d
1999-2003).
(b) Key arrribures (i.e., indicarors char will cell you chac cre-
anve thinking s raking place) (Mobilia 1999):
i) Seeking alrernarives ro “in the box" thinking (i.e.,
thinking in new and nontraditional ways)
ii) Expanding on existing ideas
tit) Seeking the original
v) Synthesizing old ideas into new or unique
approaches
v) Integrating seemingly unrelated ideas
vi) Using intuition, metaphor, and extrapolation to
broaden the scope of one’s thinking
wi) Taking risks
b) Leadership trairs: These qualitics are generally recognized as desirable in
a leader. An effecuve leader:
(1) Achteves objectives
(2) Understands people’s needs
(3) Gerts along wich people
{4) 1s resourceful
(5) Gains the confidence of others
(6) Has the ability ro analyze problems
(7) Is adaprable o situations
(8) Has the ability ro arouse and develop interest
(9) Leads without dominating

{10) Has the ability to handle disciplinary problems

{11) Has the ability to inspire others

(12) ilas the ability to lead informally

(13) Empowers/encourages leadership in others

(14) Has the ability to plan and organize

(15) Observes rules and regulations

(16) Takes proper care of equipment and property

(17) Uses nme effectvely
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(18) Is safety conscious bur permits freedom of advenrure
(19) Has the ability ro serve as a role model
¢) Personal qualities: The distncrive traits that make up the individual
(Buell 1983). An effective leader:
(1) Has a sense of humor
(2) Is ruscworthy/honest
(3) Has poise
(4) Has a cooperative attitude
(5) Has self-discipline
(6) Is rolerant
(7) Is parient
(8) Has concern for others
(9) Moxdlels appearance appropriate for the rask
(10) Is physically fic
(11) Is dependable
(12) Has a willingness to learn
(13) Has an abilicy to speak effecrively
(14) Has integrity
(15) Is prompr
(16) Has self<onfidence
(17) Is encthusiasric
(18) Takes initiative

D. The Leadership Challenge. The research-based book The Leadership Challenge,
by James Kouzes and Barry Posner (San Francisco: Jossey-Bass Publishers, 1995),
reinforces our own leadership expenence. There is extraordinary consistency
between the work of chese authors in the world of business leadership and our
wilderness lcadership experence.

1. Kouzes and Posner speak of surveying several thousand business and gov-
ernment executives abour the values they found most important in good
leadership. Their research consistently shows four characteristics at the top.
Leaders need ro be:

a) Honesr

b) Forward looking
c) Inspiring

d) Competent

2. From this research, they also found “five fundamental practices chac enable
leaders to get extraordinary things done” (pp. 8-9):

a) Challenge the process: Good leaders find ways to do things better. They
learn from failures and successes alike.

Leadership
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b) Inspire a shared vision: Good leaders see whar can be, enchusiastically
share the vision with others, and inspire them ro reach for it.

¢) Enable others to act (empower): “Leaders enable others to act, not by
hoarding the power they have bur by giving it away™ (p. 12). Good lead-
ers build relationships based on rrusr and confidence.

d) Model the way: Good leaders are good examples. Their actions speak
louder than words.

¢) Encourage the heart: Good leaders “breathe life into the hopes and
dreams of others . . . Leaders communicate their passion through vivid
language and an expressive style” (p. 11).

Part 2. Leadership Styles and Leadership Implementation

A. Leadership styles. One of the keys to effective leadership is mastering various
leadership sryles and developing the ability to adapt them to various situarions.
While it 1s important to recognize one’s dominant leadership style, it is even
more important to recognize that different leadership situatons require different

leadership styles. Effective leaders are able to adapt their leadership style to the
siruanon.

1. Examples:

2} A moderately expenenced (aurocranc leaning) leader is leading a group
of peers; i.e., a group of sumular age with similar skill and experience lev-
els, When the leader armwves ar che first night's campsite, instead of
telling everyone where to camp, how ro dispose of waste, and whether or
not they can use campfires. she asks a series of questions to take advan-
tage of the group members’ expertise. Recognizing the situation, she
doesn’t tell them what to do but rather hears what they recommend and
builds consensus that s consistent with outdoor-ethics camping prac-
tices. (Note that even though the leader is most comfortable wich an
aurocraric leadership style, she recognized chat this situanion called for
consensus or democratic-onented leadership style. In chis case, she
would have stepped in only if the group's recommendarions were incon-
sistent with outdoor-ethics camping pracrices.)

b) A group of outdoor leadership students has arrived lare ar a reration
point in a moderate rain due to a sernies of problems, including getting
lost and having to take a trail chac was much more difficule than antici-
pated. The leader (who tends ro always want to reach consensus) assigns
tasks fairly and efficiently withour input. He moves around the various
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groups, lecting chem know exactly what they have ro do and when he
hopes they will be done. He shares with them hus desire o ger the tasks

£11S CE [

done correctly and as soon as possible so they can quackly move to their
campsite, get out of the rain, and relax for the balance of the day. (In
chis case, knowing that the group was tired and nor in 2 mood 1o it
down and reach consensus on who was going o fill peanus buster con-
tainers and who was going to refill spice contamners. the leader wsed 2
more autocratic style in assigning tasks and nmelines. The followers
could recognize and appreciate that by listening to the leader and Sl
lowing his “orders,” they had a betrer chance of gerting into cam
where they would then be able ro get a good hot meal and rcl.o.
2. The leadership continuum
Leadership styles fit on a conunuum (see fig. 29.2), At one end of the con-
tinuum, the leader makes the decision and tells the group what to do. Ac
the other end, the group makes the decision and takes total responsibiliry
for it.
3. Primary leadership styles: Historically, this continuum has been broken
down into rhe following three primary leadership styles:
a) Aurocraric

A
5.

(1) The decision-making function resides primarily with the assigned
leader (Buell 1983)
(2) Characteristics:
(a) Fast process

FIGURE 29.2. Leadership style continuum

N
W
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(b) Discourages a group commitment
(¢} Does nor promate spontaneity or creativicy wichin che
group

{3) Ths s an effective method when the assigned leader has the most
knowledge and experience. It 1s also effective in a dangerous situa-
tion when quick, decisive action must be taken. [t is probably the
most efficient style in terms of time and communication,

(4) Example: An outdoor leader 1s working with a young and inexpert-
enced group of campers (ten to twelve years old). The leader secs
down very specific rules and clear consequences. The leader makes
it clear that while he wants the group to have fun, safety must
come first. The leader has determined where they are going to go
and the schedule, and he has given the campers some choice of
games and actvities and some dinner options from which to
choose. (Nore that the leader has primarily used an aucocraric seyle
by making the big decisions for the group [itinerary and schedule].
On the other hand, he recognizes that, in order to encourage the
group’s commitment and participation, he may wanr to give them
some chotce In this case, he has given the group some choices
regarding meals and the games they might play.)

b) Democranc
(1) The decision making function resides wich the group (Buell 1983).
(2) Characteristics:
(a) Slow process
(b) Encourages a group comnurment to the outcome
() Produces greater innanive
(d) May produce a disenchanted minority

{3) This style may be appropriate when the objective is to build group
cohesiveness or when time is available, The democratic style 1s an
important one to use when it is desirable to have a shared commir-
ment or have the group accept responsibility for decisions.

(4) While a democrartic style may imply a group “vote,” consensus can
often be used more effectively and is the ultimare expression of
democracy. Consensus implies unanimity—char the whole group
has agreed with the decistion, Alcthough it 1s ofren difficulr and
rime consuming to reach, consensus eliminares che disenfran-
chised minority of a democracy and maximizes group commit-
ment,

(5) Example: The group has to decide how to ger ro the final pickup
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destination. Looking at the map, i &5 clear thar there 222 2 number
of possible routes and that some ame mech more challenging than
others. The leader, understanding the need for the grous o com-
mit o the selected route, reminds people of the coumse cbyectves.
and then carefully facilitates 2 democranic group decmse-makng
process on what route to take. The options are camefully ssplored
so that the group understands the pros and cons of sach sme The
group finally uses the “thumb tool” (see chaprer I Teachung st
Learning, for a description of the thumb tool and s sse) 2o e
the decision and selects one of the more difficult rouses. INoss thae
the leader, who has more knowledge and experience and could
have easily selecred the route, understood the importance of ges-
ting a commitment to the route and therefore encouraged a =
decision. Although it took a long time to make the decision, there
was no complaining once they started the arduous trip because
they all had ownership of the decision. It should be pointed out
that the leader had to keep in mind tha if the participants selecred
a roure that was unsafe or too challenging, then she would have
had ro step in and perhaps be more autocratic.)

c) Abdicraric or laissez-faire (Lunenburg and Ornstein 1991)

(1) The decision-making function has been relinquished and resides
with the individual.

(2) This style should not be confused with consensus decision making.
Consensus assumes unanimiry, while laissez-faire permits each
individual to go his or her own way independent of others within
the group.

(3) Charactensaics:

(a) Inhibirs a sense of common group purpose
(b) Inhibits the development of group cohesion
(c) Allows for maximum individual freedom

(4) In wilderness education, an adaptation of this style may be used by
Instructors to empower a member of the group or the group asa
whole with the decision-making prerogarive,

(5) Example: A wilderness leadership instructor is struggling to get stu-
dents to use an effective decision-making process. As a result, when
the students come to a trail intersection and want to take 2 trail
that takes them in the opposite direction of their destinarion, she
nonchalantly shrugs her shoulders and says, “Okay, if you're sure
that’s the way to go.” After walking about fifteen minuces in the
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wrong direction the mstrucror says she needs o stop ro put some
moleskinon a potential Blister. While she s tending to her fixo, a1
couple of students look ar their maps and ligure oun they are going
in the wrong direction. Alter a short discussion, they turn back in
the correct direction toward their destination. That evening they
debrief the decision-making process. (Note that the instructor tem-
porarily appeared to abdicate her decision-making responsibility,
by design, in order o get the students to become aware of the deci-
stons they make and how they are making them. Racher than wair
unud che group had gone mules our of their way, the instructor
found a subtle way to get the students to look at their maps and
figure out that they were going in the wrong direction.)

B. Situational Leadership” (Hersev and Blanchard 1982; see f1g. 29.3)

1. A leadership model based on three things:
a) The amount of direction (task behavior): The degree of specific guidance
and instruction the leader must give the group to gee a speaific task

-

accomplished. Regarding task behavior, the leader might ask, “Whar do

1 have to do to make sure the task gers done efficiently and correctly?”

b) The amoun: of soctoemononal support {relatonship or people behav-
or): The degree of encouragiement and mstruction requered 1o help the
group work together effecoively to accomplish ies rask. Here the leader
mught ask, “What do 1 have to do to keep the group happy so they can
do a goad job?”

¢) The level of “readiness™ of the group members: The ability and readiness
of mdividuals or a group to rake responsibility lor directing their own
behavior. This time the leader might ask, *How involved in this task do |
have to be? Can the group handle 3t with minimum support from me. or
do [ need to take a very hands-on approach in this particular case?”

2. This maodel allows the leader to assess the group’s readiness to accepe
responsibility for directing its own behavior, as well as monitor its progress
through the stages of group development.

3. Sicwational Leadership reinforces che fact that chere 1s no “best” style of
leadership and provides four styles:

a) Telling: Leader-centered. The leader “tells” che group whart to do.

b) Selling: Problem-oriented versus people-onienred leadership. The leader
proposes solutions to problems.

¢) Participating: Shared decision making. The leader actively involves the
group in identifying and solving problems.
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Situational Leadership
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d) Deleyating: The leader delegates decision making and assumes a sup-
porave role.

4 The Srevanonal Leadership seyles parallel Jones's group development the-
ory. (See chaprer 23, Group Development, for more derails.)

5. The Siruational Leadership model is very practical and relatively easy to
understand and implement. The principles are easy to apply across a variery
of sectings. Many like 1cs emphasis on the concepr of leader flexibiliy and
treating each subordinare uniquely based on the task ar hand. Some feel
that the use of the model must take into account the need to push follow-
ers with a relatively low level of readiness to use a participating or delega-
iy leadership style so that chey can rapidly increase their leadership and
decision-making abilities.

a) Example: Based on Hersey and Blanchard’s model, on the second day of
a wilderness leadership course students” readiness level is low; therefore,
theoretically, a telling style of leadership would be the appropriate style
TO use. An Instructor may want ro use a delegating style, however, thus
immersing student leaders in the leadership role and providing opporru-
mury for them to make decissons and quickly grasp the complex nature of
leadership and deaimon making We would encourage the use of a dele-
gating style so thar the amount of learning abour leadership and deci-
s1on making will be maxmzzed

C. Implementing leadership
I. The role and imporrance of the leader
a) Quite often the eader s thought of as the individual who handles emer-
gencies. Whale thas absleey s of the utmost importance, it is cthe excep-
tiomal responssiniiny. The defimnions of leadership imply a much
broader role.
) The leader ss niot the person 22 che front of the line, bur racher the per-
son floating amon g the growp and checking that everything is all righe.
¢} The leader is an organizes who anticipates and tries to make things go
smoothly, becoming 2 problem solver as the need arises.
d} Indivadual versus team leadesshup:
(1) In many instances. ream or consensus-based leadership may work,
but one person needs 1o be in charge and take responsibility when
a ¢risis develops.
(2} Without one indwvidual taking overall responsibility for the group,
the potennal for problems greatly increases. As President Harry
Truman said, “The buck stops here,” referring ro the fact thar as
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president he was ultimately responsible for what happened in the
federal government.

¢) There are some trips that operate on a leaderless philosophy. We do not
endorse this philosophy and strongly feel thar someone has to take
responsibility for the overall leadership of 2 group. Saying thar your
group has no leader is a recipe for creating 2 tnp that will have more
negarive memories than positive.

2. Communication

a) A leader will rarely get into trouble by effeczively overcommunicaring
bur may often get into trouble by undescommumicaning

b) There is a tendency to overestimare the group’s understanding of situa-
tions. If in doubr, explain it again a differens way Find ways 1o deter-
mine how well you are understood. Ask them o paraphease whar you
have just said in their own words. When comples tasks ase gven 10 inds-
viduals or groups, one of the first things to do & ask thes 20 “chunk”
the task; L.e., to explain what the different componenss (chunks) of the
task are. It is a way to determine how well the task & sadermond.

€) Leaders should take the time to explain 25 mech 25 possile = overy
given sicuation. For example, if che group s taling & Seeak. she leader
should let everyone know how long it will be and wiy the poup = sk
ing it here and now. Or, if unforeseen circumstances champe the o
tives of the trip, the leader should communicase Shose changes

d) Communicating minimizes misunderstanding and lesens mandas
and group fruscracion.

¢) Keep in mind char only 7 percent of 2 message & prowded by the sonds
you speak. Tone of voice provides 38 percent of the memage s Scal
expression provides 5§ percent (Mehrabian 1571 Undenmand Se avane
of the nonverbal messages you are/may be sendmg

f) Half the job of communicating is listening. Fraguensi sessle = 2 pos-
tion of authority are too busy sharing whar they comsdier 55 be the smpor-
tant information to listen well. Leaders who pasaphesse shar they thnk
they heard back to the person talking to them demomstrase and model] the
ability to listen (e.g., “This is what I understand youso besmmng - ")

£) Remember: It takes as much or more energy to hssen a5 & does o speak.

3. The leader as a role model

a) A leader does not have the choice whether or mot o be an example. The
choice is whether to be a good or bad example (Resousce Ministries
International 1999).
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b) A leader must serve as a role model and must not follow che creed, “Do
as [ say, noras I do.”

¢) Double standards must be minimized. If chey must exisc ar all, che rea-
son should be communicared and explained ro che group.

(1) Example: Perhaps an instructor may leave the expedition ar a rera-
tion point in order to attend his daughter’s birthday party. Stu-
dents may be upset that the instructor gets to leave the course for
personal reasons and they can't, If the instructor is able to effec-
tively explain to the students that he has taught these courses for
ten years while it is a one-time-only experience for them, and also
that being able to attend his daughter’s birthday is an important
family event, perhaps the parucipants will be more understanding
and less resentcful.

d) The leader who serves as a good role model will develop a group of excel-
lent followers.

e) An adaprartion of whar author Robert Fulghum says in All I Really Need to
Know I Learned in Kindergarten says it all: “Don’t worry that your follow-
ers don’t listen to you; worry that they are watching everything you do”
(Fulghum 1990).

4, Followership

a) Definition: “The American Camping Association defines followership as
the ability to serve in 2 democratic group situation under leadership of a
member of that group bur sall retain the capacity to suggest, critcize,
and evaluare, as well as serve in the project” (Buell 1983, p. 8). Buell also
lises addirional qualinies for being a follower:

(1) Stress che imporrance of the individual

(2) Accepr a lesser role so the group can reach ics goals

(3) Keep communication open with leaders and other followers

b) Good followership is as important as good leadership. Individuals
should be committed to followership because:

(1) Without followers, goals will not be met.

{2) Being a good follower allows a leader to develop empathy for fol-
lowership.

(3) Most people go through life primarily as followers. Unfortunately,
just as leaders are frequently not formally trained, neither are fol-
lowers.

5. Leading versus instructing: Does a good leader have to be a good teacher?
Does a good teacher have to be 2 good leader? It is generally recognized char
2 good reacher does not have to be 2 good leader, but a good leader must be
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a good reacher. Many feel good leaders are even betrer teachers.

6. Recognizing and idencdfying leadership styles: An important means of
developing positive leadership abilities is to recognize and idennfy the lead-
ership styles of others. This can be done through observation and docu-
mented through debriefings and journaling.

7. Credibility and leadership

a) To be credible is to be believable or trustworthy. Leaders do things thar
cither increase their credibility, becoming more believable and trustwor-
thy, or decrease their credibiliry. Think of it as a savings account. When
you lead by acting and speaking in believable ways to your followers, you
make deposits into your credibiliry savings account and gain credibility.
When you act or speak in unbelievable ways, you make withdrawals
from your credibility savings account. The problem 1s chat it only takes a
few withdrawals o outweigh all your deposscs. It takes many believable
and honest actions and a long period of nume o make up for one or two
unbelievable or dishonest actions. Thes = why i s imporrant to be as
believable and honest with your followess as possible.

b) There is a very simple, yet often dafficule. thing a leader can do ro gain
credibility: Do what you say you are gosng o do In other words, if you
don’t think you can ger something dome. dom't offer to do it. It means say-
ing “no” sometimes, bur most people would prefer that to hearing some-
one say they are going ro do something and them not have it get done,

8. Identfying outcomes and priorinzing tasks

a) Leadership, by definition, is abour helping people determine outcomes
and achieve them. Sometimes the ourcomes ane predetermined (e.g., a
college course), and sometimes they need 10 be decermined (e.g., a family
trip). In either case, the job of the leader i 2o communicare or facilicate
whar it is the group hopes to accomplish.

b) Once the outcomes are determined, the challenge is then to prioririze
the tasks thar will help accomplish the ourcomes.

c) Tasks will need o be reprioritized through 2 process of constant assess-
ment. This is an incredibly important and necessary step in accomplish-
Ing outcomes.

9. Delegadion and leadership

a) Some leaders struggle to delegare and want to hawe their hand in every
activity related to the task. Ochers delegare readily but struggle to moni-
tor whar their followers are doing. The challenge s o find 2 balance
thar allows che leader to delegate many of the rasks while monitoring
and supporting ongoing activities,
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b) Avoiding micromanagement

(1) Micromanagers try to oversee every detail of every activity. They
think thar this is their job, but what they really do is discourage
the followers' sense of their ability to make a contribution and
possibly strip them of an idennry with che rask. The followers get
fruscrared because of the:r lack of sense of purpose. They develop a
sense of, "why bother, because he’ll redo it anyway."

(2) Frequently, the reasons leaders micromanage are:

(a) There is no ¢lear understanding of who is supposed to do
what. Job or task descriptions are helpful in preventing
micromanagement

(b) Many leaders fall vicum to the belief that if they don't do
1T, no one else will. or no one will do 1t as well. Leaders
need to recognize thar there 1s more than one way to do
someching. The leader 1s berrer off making sure the task is
clear and thar standards for qualiry are clear, then getting
out of the followers” way.

(3) One way 1o cur down on mucromanaging is 10 allow followers to
regularly give anomymous feedback to the leaders. In this way, they
will become aware that they are doing i,

(4) President Theodore Roosevelt satd it well: “The most effective exec-

ative 1s one who hures good people and then has the good sense to
stand back and wazch them do their work™ (Daniels 2002).

10. Setting quality cricena: Whar do we mean by quality criteria? The simplest
way to determine qualicy cnzena is to ask che simple question, “Whar
things will we see or hear thar wall zell us we have done a good job?" Taking
the time to have cthar discussion wall increase the chances of the group hav-
ing a safe, environmenzally sound. and enjoyable experience.

a) Example: Suppose the rask was 1o find a roure ro the next food drop.
Quality critersa mught be

(1) We arrive with energy to spare and don't get too exhausted.

(2) The route is safe.

(3) We ger 1o see new and unigue countryside.

(4) We ger 1o see some culturally and histoncally interesting sites.

(5) We camp in environmentally sound campsites,

Having quality critena allows us to debrief the experience and accuracely
MEASUTe OUT SUCCess.

11. Appropnate risk taking: Competent leaders use good judgment to balance

many factors while still allowing for acceptable nisk taking.
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[1I. Instructional Strategies

A. Timing. Although the teaching of leadership scares on day one of a course and
is reinforced daily with the acnivities listed below, che content of this chaprer s

usually taught once all che srudents have bad an opportunity o be Leader of the
Day (LOD}) at least once. The activities below can be used in the classroom before

the course or within che fisst hall of 2 trip.

B. Considerations

L. Teaching leadership: In teaching leadership there are two important compeo

nenes:
a) Instrucrors need 1o make sure that students understand leadership
theory.

b) Instructors must provide opporrunicies for studencs to lead and have
students reflect on their leadership experiences and of chose around
chem.

2. Typical activities that need to take place on 2 wilderness course for seudents

to be able to learn abour leadership include
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FIGURE 29.4. Teaching decision making and lcadership
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a) Articulation of course outcomes: Participants need to understand the
role and importance of leadership in relation to the course outcomes. Is
it clearly communicared thar leadership is an imporrant learning out-
come within the course? Qur experience dictates thar this needs to be
done ar the beginning of 2 wilderness course and at least once more dur-
ing the course.

b) Review of the assessment process: Participants also need to understand
the role and importance of the assessment process as it relates to the
assessment of leadershup. How will chey receive feedback, when will they
receive feedback, and whar role will their leadership ability play in grad-
ing, certification, or other forms of evaluarion?

¢) Journals: Writing in journals encourages participants to formally iden-
tify and analyze their own leadership of others. The journals provide
instructors with an opporrunity to see into the student’s mind and
observe whether he or she sees the decisions that are being made and
whether he or she 1= bemnning to grasp how decisions are being made.

d) Leader of the Day (LOD) This provides opportunities for each srudent
to take on the leadershup role. For parricipants to develop their leader-
ship abilities 1o the greatest extent possible, it is important to:

(1) Let the LODs zake as active a role as possible.

(2) Let them take charge wach as little interference as possible.

(3) Let them make muszakes, and then help them constructively and
positively learm from chem.

(4) Have the LOD and the group evaluate leadership roles in terms of
successes and fasdlures. Also, have the LOD and the group descnibe
the leadershup snyles, cornerstones, traits, and personal qualities
exhibired.

(5) Encourage fuzure LODs to build on the previous leaders’ strengths
and weaknesses.

(6) Give parucipants ime tO grow.

(7) Communicaze to the participants whar chey can do to improve.

(8) Be objective: Avoud lezuing personal likes and dislikes interfere with
cvaluating someone’s leadership.

{9) Be cautious and underszand that, in group discussions, the instruc-
tor’s words carry more weight than the words of students.

¢) Debriefings: Daily group debnefings give participants the opportunity
to share and reflect on their analysis of leadership observed during the
day. (See chaprer 25, Group Processing and Debriefing, for more infor-
marion on debnefing.)
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f) Leadership theory lesson: This lesson usually takes place after students
have been the LOD at least once. Thss lesson allows the students to
begin ro understand the theoretical aspects of leadership 2nd 1o view
leadership both theoretically and pracuically through the lens of their
own experience. This lesson can be taught with 2 sradinional or SPEC
approach. (See chapter 1, Teaching and Learning, for more informanion
on teaching strategics.)

) Opportunities for scudents to lead: These are the dﬂymh
take place naturally or are designed by the instructor thas provide the
grist of leadership for the mill of reflection. We have provided 2 s
lise of activities cha rypically occur on a course thar provide such o
runities:

(1) Student-led hikes: Trail and off-trail hikes, with and withour
instructor supervision, provide a multrude of opportunites for
students to take on leadership roles.

(2) Reranion/food drops: The numerous rasks associated wich this
activity provide numerous opportunties for leadership.

(3) Use of daily “camping skills": Finding a tent site, preparing meals,
packing rhe pack, and most of the orher camp skills also provide
opportunities for taking on leadership roles.

(4) Designing lessons: As students design teaching lessons for a variety
of learners, they also engage in the leadership process.

3. Assessment: Observation and feedback
a) The above activities take place within a framework of instructor observa-
tion and feedback. Instrucror observations provide participants with
feedback concerning cheir progress in mastering the role of leader.

b} Peer feedback affords participants additional input from the group

concerning cheir role as leader,

C. Activities

1. The Outdoor Leaders R Us challenge (see the end of the chaprer)
a) Purpose:
(1) To develop an understanding of leadership styles and rrairs
(2) To explore alternative, onginal, and imaginative ideas
2. The Ideal Ourdoor Leader challenge (see the end of the chaprer)
a) Purpose:
(1) To develop an understanding of leadership characreristics
(2) To practice the synchesis of ideas and informarion




