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Case 5.2: Why Aren’t They Listening?
Case synopsis and analysis
Jim is a training specialist who designed a 6-week training program on listening and communications skills for his company.  He offered the program to mid-level managers, most of whom had attended numerous training programs in the past and had advanced degrees.  These managers do not like training.
Jim recognized that the managers were experienced and put few restrictions on them in terms of attendance or participation.  He actively solicited involvement from them in the group and was always friendly. 
By the third session, only 15 of the 25 original participants returned, and many began coming very late.  Jim was certain the sessions were innovative and substantive and unsure how to proceed.  He was particularly frustrated because his goals were to not only teach communication skills but also create an enjoyable program so people would want to return to training in the future.
Jim seems to have done a number of things right: He developed an innovative program and did not micro-manage high-level employees.  Unfortunately, he did not recognize that high-level employees often lack motivation.  The situational approach would help Jim in this instance, because it would tell him to motivate these followers, which in turn may drive them to regularly attend the sessions on time. 
Learning objectives:
· Students should be able to determine the developmental level of a group of followers under the SLII model. 
· Students should be able to determine the appropriate style for a leader using the SLII model.
· Students should begin to develop methods to help motivate and support a team. 
Answers to questions in the text:
1. According to the SLII model (see Figure 5.1), what style of leadership is Jim using to run the seminars? 
Jim appears to be using a delegating style in terms of how to run the seminars.  He gave participants freedom and did not put many restrictions on attendance and participations.  
2. At what level are the managers? 
The managers lack motivation and do not want to attend these trainings.  While they may have competence, they need motivation and support to encourage them to show up regularly and attend the meetings on time.  They are probably at the D3 level.
3. From a leadership perspective, what is Jim doing wrong? 
Jim appropriately realized that the managers are experienced.  However, he failed to consider their motivations and feelings about training in general.  No matter how great the program may be, without motivation, participants will be disengaged.  They need to know why the training is important and be supported through it.  
4. What specific changes could Jim implement to improve the seminars?
Jim should talk to the managers about their frustration with training in general.  He should essentially give them a space to air their past grievances and discuss why training has lacked value in the past.  He should ask them what an effective and worthwhile training program would look like.
Next, he should point out how this training is different.  He should discuss how communication issues impact the managers’ work on a daily basis and talk to them about the usefulness of this training.  Indeed, by solving communication issues, the managers will have more free time to actually attend to their work.
Finally, Jim should consider tweaking his program to implement some of the ideas that the managers shared.  He should ask for regular feedback and work with them to develop a strong program that people want to attend.
Potential teaching approaches: 
Below is a way to structure a class based on skill theory and case study 5.1:
· Ask students to read 5.1
· Students then brainstorm ways to motivate/lead the group without relying on situational approach
· Hold a lecture on situational approach
· Discuss questions 1 through 4 in the case study as a class 
· Finally, the professor may choose to conduct in-class exercise 1or 2 below.
  
Exercises for this case study: 
1) Create an action plan for Jim based on the situational approach.  What exactly should he do with the group at the next training session?  Plan a step-by-step session/discussion that will help Jim reengage this group.  Students can develop a plan individually, in small groups, or as a class.
2) Role-Play: Students play the part of Jim and the mid-level manager attendees.  They role-play a discussion about the current training, based on exercise 1 above.  The discussion will center on the participants’ lack of motivation.  By the end of the role play, the student playing Jim should try to motivate the group to attend these sessions and discuss tweaks that he will make in the programming.  

At the conclusion of the role play, students should share with the class what Jim did to motivate the group.

3) In small groups, students should discuss a story of inspiring leadership that they experienced.  Then they should determine what their developmental level was at the time and the corresponding leadership style suggested by the situational approach.  Students should discuss whether the leader did indeed behave in accordance with the situational approach.  If the leader did not behave in that way, would he/she have been more or less successful using the approach?  Discuss.  Then a few students could share their stories with the entire class. 
