Bushwalking Victoria

Handbook: Advanced Leadership

Leadership — How to develop as a leader

Know your own abilities

The pathway to good leadership begins with the basic skills and slowly progresses to more
advanced capabilities. Your own journey along the pathway to becoming a leader should be

conscious and directed.

e First you must be capable, as a group member, of completing the types of trips you imagine
leading.

e Your technical skills and physical fitness should allow you to comfortably participate in the
types of trips you wish to lead. Only then can you concentrate on the tasks of leadership.

e If basic survival tasks, such as pitching your own tent or coping with inclement weather
push you to your limits, then you are probably not yet ready to assume the sometimes-

onerous task of leadership.

Steps along the road to leadership

Gain experience in the activity

e Acquire knowledge.

e Learn the necessary skills.

e Experience a wide range of:
o areas
o conditions
o groups

o problems.
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Learn about leadership

Think about leadership, and also read and talk about it.
Understand the basic concepts.

Gain experience that tests and extends your own limits.
Know basic requirements for bushwalking leadership.
Observe leaders in the field.

Learn to recognise non-verbal signs & signals.

Learn how to ‘manage’ people.

Learn how to be a good follower.

Experience leadership in the field

Plan the trip and execute the plan.

Make decisions under pressure.

Practise concentrating on various tasks.

Learn how it feels to be ‘in charge’.

Test different techniques.

Recognise and accept the duties of leadership.
Think about your own motives.

Remember your feelings as a beginner walker.

Grow in leadership

Study the total environment.

Study the people you will lead.
Sharpen your powers of observation.
Cultivate the habit of checking.

Grow in confidence; the problem will pass.
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e Overcome any unresolved anxieties.
e Develop your own ‘style’.
e Appreciate the value of subtlety.

e Learn how to handle conflict in the group.
Towards the heights

e Practise care and concern for each individual.

e Plan for emotional well-being as well as physical well-being.
e Aim for positive leadership (not ‘negative’ control).

e Make sure each person experiences positive feelings.

e Display and encourage enthusiasm.

e Build confidence and encourage each individual.

e Strive to do better.

e Never stop learning.
Reference

Rod Lingard, past Executive Officer of the Victorian Bushwalking and Mountain Training Advisory

Board.

Leadership models and styles

In addition to an awareness of group dynamics, leaders need to have a feeling for the
appropriateness of the various leadership models and their styles for particular situations and

different groups.

Each model/style has appropriate applications, depending on the group, the nature of the task,
and the range of outside factors influencing the situation. Aspiring leaders will benefit from

understanding the different models/styles and the situations where each is appropriate.
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To be effective, leaders need to be aware of their own predominant personal styles and be able to

expand their range of options.

Module 1 on Leadership Basics uses a model that describes a number of styles of personal

leadership:

telling (autocratic)
selling

testing

consulting

joining

doing nothing (‘laissez-faire’).

This is useful when aiming to understand your preferred/default style and the other approaches

that may be needed in various situations.

For extended activities, a model more focused on the group is also useful.

As the leader, there are many ways that you can work with your group, according to these styles.

Directing
o Provide detailed instructions.
o Give group members specific goals and objectives.
o Check frequently to keep group members on track.
o Enforce rules and regulations.
o Demonstrate the steps involved in the task.

Coaching
o Present objectives in a convincing manner.
o Motivate with praise and other rewards.

o Reinforce and develop group members' abilities.
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o Provide encouraging feedback on individual performance.
e Supporting
o Involve group members in decisions that will affect them.
o Help members feel free to ask questions and express concerns.
o Help individuals to develop higher skills.
o Listen to their concerns with real interest and without criticism.
e Delegating
o Delegate broad responsibilities and leave members to handle the details.

Expect group members to find and correct their own errors.

O

o Provide feedback on overall performance.

o Allow risk taking and innovation.

Stages of group development

Groups develop over a period of time, especially when undertaking an activity or task that extends

over several days or longer. One model of 5 stages of group development follows.

e Forming — The people who will form the group meet and begin to establish their
expectations of what is likely to happen, and how they see themselves belonging to the
group.

e Norming —The leader and group establish acceptable standards of behaviour within the
group.

e Storming — Groups often go through a more searching, demanding, and questioning phase.

o Performing — The group puts all its energy into achieving its goals.

e Adjourning (mourning) — When the time comes to disband, there may be a feeling of
impending loss, but the main preoccupation will be about reminiscing and evaluating.

Summary This explanation works well where there are high stakes such as a long period together,

where there is something to prove, or where the level of challenge is high.
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Reference

Tuckman BW. 1965. Developmental sequence in small groups. Psychological Bulletin 63(6), 384—
399.

Understanding group needs

Recognising what is required for dealing with both the needs of the group, and also each of the

individuals, is an important skill of leaders.

Outdoor adventure leaders should have the ability to focus attention on the group as well as the
activity, and the person as well as the task. The needs of a group cover:

e individual needs

e task needs

e group needs.

All of these need to be balanced by the leader according to the circumstances.
Outdoor adventure groups exist for the purpose of pursuing an activity that a group can do better,
more enjoyably, and more safely than an individual. It is the leader’s responsibility not only to

ensure that the objectives of the trip are met, but also to help this collection of individuals — all

with their own needs — to work together as a group.

Reference

Long, Steve. Hillwalking: The Official Handbook of the Mountain Training Walking Schemes. United
Kingdom and Ireland: Mountain Training; 2020. pp. 193.
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A practical action list for outdoor leaders

Before the trip begins
On the track
In camp

After the trip

Wise leaders can profitably use a list to remind themselves of the basic essentials of their task. The

following checklist covers those things a leader must do when running most bushwalking trips.

The checklist is graded into groups of things which must, should, or might be done in normal

circumstances. In adverse circumstances, most of the ‘should’ items could become ‘must’ items.

The ‘might’ items are mostly things that make the difference between a really enjoyable trip and a

mediocre trip.

Before the trip begins

Must be done

Learn all you can about the area — from maps, photos, publications, other walkers, or
locals.

Plan the route to be followed and consider alternatives in the event of trouble.
Specifically, research campsites, water, tracks, shelter, times, and likely hazards.

Learn all you can about your party and be sure that all are capable of doing the planned
trip.

Obtain permission from the owner if entering private property or from the appropriate
authority if entering a restricted area.

Ensure that you have sufficient numbers in the party — normally a minimum of 4.

Have no more than 5 or 6 beginners to every experienced group member on the trip.
Adjust the trip so that the least experienced member of the group is capable of completing
it.

See that transport is arranged for every member.

Plan for the possibility of an emergency — specifically plan for exit options.
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e Arrange contacts and ensure that they know all of your arrangements.

e Leave your planned itinerary and composition of the party with some responsible person
or persons appointed as emergency contacts so that authorities will be notified if your
party does not return as planned.

e Ensure that all party members are fully informed on all details of transport.

e Arrange meeting places and times, itinerary, and any special requirements in equipment or

food.

Should be done

e Organise pre-trip meetings for major trips; show slides, and discuss maps with all
members.

e Arrange food groups and supervise distribution of group food (if appropriate).

e See that any party equipment is shared fairly among the group. The stronger may carry
more of it.

e Notify interested authorities (e.g., land management authority or police) if appropriate and
tell them where and when you plan to enter areas under their jurisdiction.

o Make last-minute checks on likely weather conditions.

e Check that every member has all the necessary equipment and food, and that all

equipment is in good order.

Might be done
e Put out a trip news sheet for pre-publicity and for information of prospective starters,
possibly followed by a final bulletin with all arrangements detailed, including research
references, car numbers, party membership, or any other details.
e Make any special appointments such as deputy leader, first aider, or caterer.
e Arrange lectures or practical training sessions for beginners and help with equipment
selection or the making of some equipment.

e Advise on food planning and purchase.
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On the track

Must be done

See that all party members are present, or accounted for, before moving off.

Make frequent checks (counts) to see that no member is left behind at any stage,
especially after stops or in difficult conditions. This is absolutely vital!

Be constantly alert for any physical or psychological problems within the party. Talk
privately with anyone who appears to be struggling and ask how they feel. Ask reliable
party members to assist in this task.

Keep a watch on the weather. If bad weather seems imminent, take action to minimise its
effects.

Constantly monitor your position and the route being followed, whether you or a deputy is
actually leading.

Check the progress of all group members and coach where appropriate.

Respect the rights and the property of others.

Appoint a whip and, if desired, a person to actually lead (normally for a stated time or
distance), which is especially important if the leader becomes incapacitated.

Advise on water availability and suggest regular consumption during the day.

Should be done

Brief all starters on your plans, alternatives, safety procedures, emergency signalling, etc.
Make introductions if necessary.

Demonstrate your interest in the welfare of every member of your party.

Encourage weak or inexperienced members.

Set limits on any racehorses — tell them clearly how far ahead they may go (if conditions
permit this).

Control the pace of the group by keeping it slow at first, then settle on the speed of the
slowest member.

Have regular rest periods: usually about 10 minutes in every hour.

Budget the group’s time and energy so that planned targets can be achieved.
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Know how to handle problem people and people problems (the racer, the laggard, the
aggressor, the bumbler, the sick one, or the moaner).

Keep the party together as far as practicable by keeping slow members well up in the line,
not always dragging at the rear.

If faced with difficulties, discuss the situation with other experienced members.

Might be done

Point out features of interest along the way and stimulate discussion about the area or its

features.

Demonstrate your map position, progress, and planned route whenever appropriate.

In camp

Must be done

Announce toilet areas and requirements for hygiene.
See that all rubbish is carried out.
See that any fires are totally extinguished before leaving camp.

In huts, replace firewood and clean up before leaving.

Should be done

Announce your plans (include starting time) for the next day.

Encourage ‘early-to-bed’ and ‘early-to-rise’.

Be good neighbours if others are camped nearby.

Avoid destruction of live vegetation or severe disturbance to ground surface.
Leave the area cleaner than you found it.

Fill any large holes in snow that could endanger others.

Make sure that everyone gets sufficient food and fluid to sustain energy — especially in

adverse conditions.

Might be done

Organise a sing-song or stimulate discussion.
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After the trip

Must be done
e Make certain that all members of the party arrive at the end.

e Notify your emergency contacts, including giving reports of any delays or health problems.

Should be done
e See that every member has transport to get home.
e Arrange transfers of borrowed gear and return of hired equipment.
e Collect party equipment.
e See that equipment is stored away in correct condition. Advise beginners.

e Complete financial arrangements for the trip.

Might be done
e Organise a film night or trip reunion.

e Produce a post-trip report or newsletter (especially if required by the club or organisation).

This check list is not absolutely comprehensive. From experience you will develop other points to
watch out for in any given situation. Add these to the list and use it in your preparation for any

outdoor trip.

Reference

https://bushwalkingmanual.org.au/leadership/checklists-for-bushwalking-and-ski-touring-leaders/

Furthering developing your leadership capabilities

The development of your leadership capabilities is an ongoing process that involves gaining a wide
range of experiences, developing your outdoor skills and attributes, and understanding the various

leadership models/styles, etc. We never stop learning!
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The Bushwalking Victoria Member Portal provides comprehensive Leader Training material divided

into 8 units:

Leader Training

° Dashboard

W Leadership Basics
Planning & Administration

8ld Risk Management
Conducting the Walk

) Map Reading

¢) Navigation

I8l Incident Management

Base Camps & Pack Carries

Leadership Basics has further reading on:

e overview of bushwalking leadership
e learning to be a bushwalking leader

e leadership skills and attributes

e delegation.

Base Camps & Pack Carries also contains:
e Advanced Navigation with further reading on:

o Group needs
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o Group development
o Styles

o Power and influence
o Problem solving

o Ethics

o Situational leadership
o Dealing with conflict

The Online Bushwalking Manual (www.bushwalkingmanual.org.au) is a great reference for

“bushcraft”, including:

e river crossing

e lightning strikes

e bush communications
e calling 000

e camp site selection.

Appendix. Scenario: Barry’s boot

You are leading a competent and well-equipped group of overnight walkers. Your aim is to visit Mt
Jagungal in the Snowy Mountains. The season is late autumn. You have high-quality tents and

gear, and food for 7 days. All of the group of 10 are good hikers.

On day 1 after an extended climb of 800 m over 9 km, the party reaches a comfortable hut at 1650

metres.

In view of the hard day, you decide to stay at the hut. Most of the party occupy the hut and the

rest camp outside. It starts to snow lightly. But with good visibility, the group explores around the
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hut, enjoying the snow. Around 4.30 pm just before dark, Barry returns to the hut with the toe

section ripped out of his boot, the result of a big fall.

Barry obviously needs a new boot and has to resort to hut booties to get around the hut and to his
tent. You decide to despatch two people back to the cars the next day to go down to Jindabyne
and get new boots for Barry. Barry places his damaged boot in the oven of an old stove that sits in
the hut fireplace hoping it will dry. As it happens, the stove is too hot and after a while the boot

melts down to a blob, making it useless.

In the morning, the two set off with only some emergency gear so they can travel fast and you
expect them back that day. You also allow three of the stronger hikers to move camp further up
towards Jagungal with the intent of meeting up with them the next day once Barry is mobile again.
You are left with Barry, Doug, Simon, and Fred so you settle into a day of relaxation, playing cards,

etc., while awaiting delivery of the new boots.

Around 2.30 pm another group of four arrives seeking shelter from a new snowfall that has just

started. The nine of you cram into the small hut and you offer the newcomers a brew.

Barry tries to cater for everyone but in his enthusiasm the boiling water spills all over Barry’s hand
and he has a massive burn on his right hand. Simon, being a nurse, administers first aid. You move

Barry to a bunk and make him comfortable. While this is going on, the other party moves off.
There are guided questions for this group activity (also in the Presentation notes).
What could/should the leader do?

e Before the trip?

e During the trip?

e Party management for the group?
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