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Skills of Leadership is aimed at Section Leaders in Scouting. It aims to provide the
knowledge and skills to define what leadership is, plan systematically, lead
effectively by demonstrating a range of leadership styles and understand how
different leadership styles impact on learning.

It is easy to both overthink and under estimate “leadership” in the context of the
roles undertaken in our Sections. The material in the training course provides
some worthwhile tools and items to consider. After all, leadership is part of the
role — it is in our title and people expect a leader to lead.

Some are more familiar with leadership through experience and / or other
positions either in work or volunteering. The course provides a base line
knowledge for all.
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Planning is a way of transferring ideas effectively and
efficiently into action.

Systematic Planning simply means using the same method
for planning each time. There are many models that can be
used for this, on the course the model used was DOOR

Decide
Organise
Operate
Review
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Decide - What is needed or wanted ?

Needs could relate to a whole section, a smaller group, to an
Individual or to yourself.

What do you want to achieve ? Your end goal (or goals) should be
clear, unambiguous and meet the need or want you have identified.
You should also identify how you will know you have achieved your
goal.

When is it required ? Plans need to be put into a timescale. How
urgentis it 7 Do you need to achieve your goal by next week, next
month or next year ?
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Organise — this is a key planning stage and takes time.
= What activity will you do?

= Where will this activity take place?

= When will it take place?

= Who is the activity for and who is going to run it 7 Who has the skills

you will require and how you will obtain them if you don't have them
already 7

= How is it all going to happen ? Who is going to do what, by when to
make 1t happen ?
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Operate — get started and have a go!

Operating involves simply following your plan and running the
activity.

Note down both during and after the activity which parts of the plan
worked well or not and why.

During the activity be aware of, what took longer or was shorter,
whether you had the right resources, or too much or too few and
whether it engaged the scouts.

For a longer activity use this information to adjust your plan as necessary
as you go along.
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Review — don't skip this element, it is a key part of the process.

Writing notes during or immediately after the activity will help
capture accurate notes for reviewing the activity. Trying to
remember every detail of the successes and lessons learnt after the
event, can often prove challenging. It is beneficial If your review
answers the following questions:

= Did you achieve what you set out to do ? Did you reach your goal
and achieve what you decided ?

= How well did it go 7 What went well and what difficulties
occurred ?

= What could you learn for the future ?
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Systematic Planning

Planning Is an ongoing process so after the Review consider ‘What is
the next DOOR 7’

What is the next need you want to tackle, or do you need to do the
same one again ?

The planning process is then repeated, so open another DOOR. Use
your reviews when starting the next plan so you build up your learning.

Complete your Risk Assessment for any activity as part of your
planning process.
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This model for leadership is not new but has stood the test of time and is
simple in concept and understanding in a Scouting arena. The model was
developed by John Adair in the 1970’s.

Each individual circle represents an element
that needs to be considered, in order to lead a
situation.

Adair highlighted that by missing one of these
elements, it would not be possible to lead
effectively. A leader should balance the needs
of all of the three elements, if the needs of one
element is ignored, the situation in unlikely to
succeed.
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The Task - This is the job that needs to be completed at
this particular time. Task focused actions can include:

= Setting objectives

* Planning tasks

= Allocating responsibilities

= Setting performance standards
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The Team - This is the group of people that the leader is
responsible for, and who must work together to achieve
the task. Team focused actions can include:

= Effective communication
= Regular team building

= Team motivation

= Discipline
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The Individual - These are the individuals that make up
the team, who will have different personalities,

motivations and skills. Individual focused actions can
Include:

= Coaching
= Counselling
= Developing
= Motivating
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There are four basic leadership styles

* Directing (Telling)

* Coaching or Persuading (Sellingg)
» Supporting (Participating)
 Delegating

he situation may well determine or suggest a certain style
that needs to be adopted. This may not always be the same.
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Individual or Group Leadership Style
Lacks experience or skill, and confidence Telling - The leader gives precise firm
to do the task, and may also lack Instructions and deadlines and closely
willingness. monitors progress.
Lacks the ability, perhaps due to lack of Selling - The leader explains goals, tasks,
experience, but is enthusiastic for the methods and reasons, and remains
work. available to give support.
Capable and experienced, but lacks Participating - The leader works with the
confidence or commitment and may individual or those involved with the group,
question the goal or task. seeks input and encourages efforts.
Capable, experienced, confident and Delegating - The leader gives
committed to the goals. responsibility to the individual or the group

for setting goals, planning and execution.
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It Is possible to ‘pre plan’ your style based on the age and ability of the
Section members, what you are trying to achieve from the activity and
how you think they will learn best.

However, leadership is dynamic and must change and adapt in each
situation. As an example, they might find one day that the young people
are not motivated to do an activity they normally love and therefore have
to adapt their planned style from delegating to selling.

Similarly, if a situation changes you might make an immediate change,
for example, should an accident occur. In these situations, the leader
may have to quickly switch their style to a more telling one.
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Delegation is a key skill of leadership. If we try and do everything
ourselves, we can become overloaded with the amount of work we
have to do in order to achieve our desired goal.

The amount we can achieve is often limited by our own capacity or
ability and delegating some elements can help to spread the workload.

A key element of delegation is trusting those we are delegating to.
Failing to delegate to others effectively can sometimes be perceived as
not trusting members of the team to help you reach your goal.



Delegation Scouts ¥

Somerset
Adult Training

There may be very good reasons for not delegating a task to a particular
Individual including:

ne person Is new or inexperienced
ne person does not have the skills needed for this particular task
ne scale of the task would overwhelm them

ne person has tried and not achieved this or a similar task before

Whilst these reasons at times may all be valid, these same reasons
should also be thought of as a development opportunity. When possible
and appropriate, use these situations to help provide training for
another member of the team, so that the individual can confidently take
on delegated responsibility in the future.
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This can be approached by considering one or a combination of the
following:

 Ask the person to complete a smaller task to gain some experience
* Provide training in a particular skill (such as planning)
 Shadowing the person who does take on the task

Remember, once you have delegated a task, do not slip into other
leadership styles but observe (from a distance) and praise and
encourage as appropriate.
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The following table identifies 9 levels of delegation. These are based

upon an activity but can be easily adapted to other situations.
Action Required

Research this activity. Give me all the facts and resources you can identify. | will decide what we will do.

Suggest some ways of doing this activity with the pros and cons of each approach. | will choose which one
we do

Establish some criteria for deciding how we should do this activity including how we will address any risks.

Suggest some ways of doing this activity, indicate all those that meet your criteria and highlight your
favourite. | will choose which one we do.

Recommend a course of action for my approval.

Let me know what you intend to do. Delay any action until | approve it.
Let me know what you intend to do. Do it unless | say not to.

Run the activity. Let me know what you did and how it went.

Run the activity. Only let me know if there are any problems

Run the activity. No further communication with me is necessary.
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Motivation

Another key skill of leadership 1s to be able to motivate individuals or a
team. They may have all the skills that they need, but without being
sufficiently motivated they will not perform to the best of their ability.

Within a team there will be individuals with a range of personality
types and typical behaviours. This can range from the highly
motivated, through to the harder to motivate, individual who needs

‘driving on’. Either type can ‘make’ or ‘break’ a team’s motivation,
simply be being ‘themselves'.

Fortunately though, as members of a voluntary organisation which
they choose to belong to, there is a positive common purpose and a
fundamental motivator - to help young people to gain skills for life.
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Motivation

To motivate individuals effectively, the leader needs to know the
Individual’s well and what motivates and demotivates each of them.
This will be hugely variable. The leader also needs to know, and be
realistic about, what motivators are available to them to use and what
demotivating factors can be addressed.

Motivators provide a feeling of satisfaction and can be obtained from

« Achievement
 Recognition
 Responsiblility
 Personal Growth
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De- Motivators provide a feeling of dissatisfaction and can arise from

Poor working conditions

| ack of support or guidance
Poor administration

Poor internal relationships

_ack of training

It's fair to say that most Leaders new to Scouting start from a position of high
motivation - a desire to help young people achieve their full potential. Such
motivation must be maintained by ensuring that their work is recognised, that
they are given responsibility and allowed to grow as adults. This motivation must
not be diminished by failure to support them, to provide the equipment they need
and an atmosphere of good relationships and friendship within which to operate.
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What Next ......
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* How is this Module Validated ?

* Where can | find Help & Guidance ?
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This module is validated by your Training Adviser and can be arranged
once the learning has been completed. In the current circumstances, that
may be difficult to achieve so, as an alternative, use the online validation
tool that is accessed through the County Website using the following
path: Adult Support > Adult Training > Learners Hub > Validation >
Online Validation — Wood Badge Modules 3-19 or Online Validation —
Manager & Supporter (if appropriate).

If you have a Training Adviser, you should complete the relevant
Information so that your responses can be sent to them for review and
subsequent recording in Compass. If you do not have a Training Adviser,
your submission will be reviewed by a member of the County Training
Team.
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Somerset Scouts have a Website which provides all our members with news, information and
support materials. This is certainly true for Adult Training. There is a whole section within Adult
Support that is dedicated to providing information on training from — what training do | need to
complete to learning materials and documents to help with learning validations.

The Training pages also include details of the training calendar where dates, venues and
details of the face to face training can be found. You can book your training direct from the
Website and get an e-mail confirmation.

The training pages are regularly updated with new information, ideas and links to help you
work through your learning.
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From the Adult Support

Log into County Website at page select Adult Training

somersetscouts.org.uk and
select Adult Support
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Scouts ~n

[3) Scouting atHome  Home
Somerset

Adult Support

Aboutus Sections News Events Adventure Gi

These pages are here to help support you in your role, whether you are a Leader or Manager.
Executive Member, Active Support Member or Occasional Helper

We are adding and reviewing information all the time to make sure that it is accurate, up to date
and useful. Currently the areas covered are
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Welcome to

Somerset Scouts

Somerset Scouting offers fun, challenge and adventure to
around 4,500 members aged between 6 and 25 .... things are
a bit different at the moment. in 2020. The following message
is from our County Commissioner.
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County Website - Training

Now select the Learners Hub
from the bottom of the page

Ready for more? Just click below and let’s get started

In the middle of the next page is
a red / purple flag “post course
learning”

Post Course / Learning Informa

To help with planning your validation or to act as a poi
“libraries”, one for each Module. In these, you will find
the Scouts.org.uk website.
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Select the green flag -
Module 8

Wood-Badge Training
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On this page are hyperlinks to
further information that you
may find useful to assist with
validation of this Module but
also as a reference point for
your future experiences within
Scouting.

Module 8 - Skills of
Leadership — Supporting
Information

DOCUMENTS & TOOLS

Module 8 Presentation (Edited Slides) Skills of Leadershin
_

HYPERLINKS TO INFORMATION

LEADERSHIP WITH THE BRITISH ARMY
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From the Learners Hub, select
the green flag “Validation”

Information to help you with your Specific
Training Requirements

From the Validation Page,
e e select the purple flag

Adult Personal Adult Personal
File for Section File for Managers

Online Validation - Wood Online Validation -
Badge Modules 3 - 19 Manager & Supporter
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From the Online Validation Go to the Online Form, read the
page, select Module 8 instructions and then complete and
submit the Form.

08 Skills of Leadership

Validate Mogum. - -

Validate Module 11 Administration [+ ]
Validate Module 12a Delivering a Quality Programme [+ ]

Skills of Leadership
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If you have any questions on this material which supports your learning after completion of your Course attendance
(Module 7 — Scouting for All), contact your Training Adviser, your Local Training Manager or Alan Henderson,
Deputy County Training Manager at ltm-orange@somersetscouts.org.uk
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