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Heron's Six Categories of Intervention

John Heron's Six Categories of Intervention serve as a flexible and intuitive framework
for resolving issues with performance on a certain task within the workplace. The Six
Categories offer solutions most suited to different leadership styles, situations and to the
target individual. The two main styles of intervention are Facilitative and Authoritative,
and each of these main styles has three sub-styles within.
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The Six Categories of Intervention were formulated by John Heron and initially
described in 1975 with the intention of providing leaders and managers with a more adaptive
and flexible approach to assisting their staff and team members with work or personal
growth.
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The Six Categories

The Six Categories can be split down-the-middle into two major sub-groups: ‘Authoritative’
and ‘Facilitative’. These sub-groups are designed in such a way as to allow the manager to
easily choose the intervention that fits their leadership style or philosophy, or which
intervention best suits the situation or the target individual at hand.

Authoritative Style

The first of the two sub-groups, the Authoritative style is indicative of an autocratic or
‘hands-on’ leader and is most suited to managers who prefer to take charge of each project
and control individual team members. The three different authoritative approaches are as
follows:

Prescriptive. The most straightforward approach - this involves describing in clear
terms to the employee what is required of them, and how to do it. This approach is generally
utilized when time is of the essence or is targeted at inexperienced staff. However, it also
often characterizes a lack of trust between manager and team member.
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Informative. This approach involves passing on personal experience at performing a
certain task to a less experienced member of staff, to aid them in completing the assignment
efficiently and effectively. This technique is generally used to provide aid on tasks of which
the team member is familiar, or is within their skill set - however, they are not quite
proficient enough to be fully independent as of yet.

Confronting. This is the most aggressive of the three authoritative approaches. It
involves questioning the employees’ approach to the task in order to encourage them to
consider other options, or to view the task in a different light. This method is best utilized
when trying to encourage the employee to think independently, whilst still being overseen by
the manager.

Facilitative Style

The Facilitative style is typical of /aissez-faire managers that understand the strengths and
weaknesses of their individual team members and know that they can rely on each individual
to handle their tasks efficiently and to a high standard. The different facilitative approaches
are as follows:

Cathartic. This approach is usually considered when a proficient team member is
beginning to slow in productivity or performance. It aims to allow and encourage the
individual to express their emotions and frustrations with the task or situation, so that the
issue can be identified. Once identified, the individual and the manager can work together to
find and discuss a constructive solution.

Catalytic. The aim of this approach is to aid an employee with reflecting on their own
abilities. Its purpose is to enable them to find their own weaknesses, which they can
subsequently improve upon. In addition, it helps them to recognize and understand their
strengths. By doing this, the employee can see their work from an objective viewpoint and
can subsequently work to develop and resolve any knowledge or performance issues they
may have had.

Supportive. This approach aims to build employee confidence and self-esteem. This is
done by identifying and pointing out the individual's strengths, through their qualifications,
contributions, achievements and general qualities. It may also be reinforced to the individual
their value to the team and the company as a whole. The outcome of this approach is to
enable the employee to tackle a challenge with renewed confidence.



Applications

Heron'’s Six Categories of Intervention can be applied to the majority of employee-based
business issues. A general and unspecific example of one category would be a manager
taking an informative approach with a member of staff that has recently taken on more
responsibility, as the manager has already experienced the obstacles that the staff member
will be experiencing. Another example is: if an experienced member of staff is falling behind
in productivity, and their confidence is being affected as a result, the manager would
potentially opt for a supportive and cathartic intervention. This is so that the team member
can express their frustrations, whilst being reassured that the manager believes in and
supports them. However, the approach that may be taken is also dependent on the skills,
knowledge, personality and leadership style of the manager, and therefore may not always
be this flexible.

Individual Growth

Using or considering Heron's Six Categories of Intervention allows the manager to be flexible,
and through analysis of each unique case, they are able to identify and utilize the most
suitable intervention technique for each member of staff and individual situation to
maximize productivity and raise job satisfaction. Furthermore, by being able to apply a
plethora of differing approaches, the manager becomes more aware of how best to tackle
certain situations and issues that each member of staff may face. This approach also brings
the added benefit of flexibility - not only are each of the interventions suitable to their own
specific problems - but they can be combined for more complex issues, and this makes the
approach highly-effective for managers struggling with a wide range of issues across their
team, or is leading a group of varying skill-sets and experiences.
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