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                     Leadership – A perspective 

Let us examine various facets of Leadership 

1. Leadership defined 

2. Why leadership is important

3. Theories of leadership 

4. Tenets of good leader 

5. Framework for organizations to inculcate leadership qualities in their mangers 

6. Prerequisites for starting the leadership training in an organizations 

7. how does organizational goals, personal traits , individuals goals intermingle to get interrelationship among them  

8. how do we measure leadership

9. When organizations are saturated with leaders at top what they do?

10. how does leadership add to the profitability of the organizations 

11. summary 

There are many questions and issues which come up when we talk of leaders and leadership.  Some of the questions are - Are leaders natural born? Are they created out of someone who isn’t born a leader because of the situation / or what is this leadership material in a person or the traits that is needed of a leader?

Then why this talk of lack of leaders is at most of the companies and this leadership training which is mushrooming everywhere as there is demand for the training module 

Are organizations just saying that there is leadership void or they mean what they say and feel that if they only had stronger leadership everything would be all right. They obviously expect leaders to have vision and to be able to bring other people along with them - to enroll them in their strategies and plans for the future

It's understandable; for the most part, people actually do want to be led. Not necessarily micro-managed, but they want to know that there is someone at the helm who knows what they're doing and will let everyone know what's expected of them

When the 'vision' word is used it usually means that someone has an idea of what the future could look like and a plan to get there. No point painting rosy pictures in the sky like  (we'll double our turnover in a year; we'll create international markets; we'll be number one in the India , etc.) More like, we could double our turnover in a year, this is how we could get there, this is what I expect from everyone in the organization to help us get there and any new ideas are welcome.

A leadership void usually means that people don't feel looked after, they don't feel seen and heard and most of all, they don't feel as though there's anyone truly in charge who knows what's going on.

So even if we haven't yet fully dealt with the question of whether leaders are born or can be made, let's look at some of the qualities needed from a leader.

There is one essential quality for anyone in any position of leadership: from running a company to running a church fete to running a home. That quality is the ability to see what is going on.

Yes, there are other qualities that are valuable: good communication, being articulate, the ability to think on your feet, humour, flexibility, integrity, compelling presence, empathy. But if you can't see what is going on, all those good qualities are going to be wasted.

Seeing is clarity. Seeing in the "wood for the trees" kind of way. To be able to see you need a clear understanding of what has made you the way you are and what has shaped and influenced your life. The clearer you are about what motivates and affects your behavior, the clearer you will be able to see what is going on with other people.

So let's start with you. Here's a little exercise you can do. Make a list of all the people - real or fictional - who you consider role models. People who have inspired you, who get your creative juices going. These can be anyone from parents, friends and teachers to fictional heroes, movie, sport or pop stars, artists, writers, composers, fictional characters, places, paintings, etc.

How difficult did you find even thinking about that? 

You might say that you don’t have any role models, or you can’t think of anyone who influenced your life . We almost want to give the impression that we sprang from Zeus's head fully formed instead of admitting that many things shaped us over the years. Almost as though admitting that we were influenced is a sign of weakness, not of strength.

So first rule of leadership - you can't do it alone.

Any good leader worth their salt should be able to name 100 people, places, things, right off the bat. Why? Because they know themselves well enough to acknowledge who has supported and inspired them along the way, and what support they still need to get things done.  

When you look at your list of role models, think about what qualities those people have that are attractive to you,  that make them inspiring. Now, putting aside modesty, false or otherwise, think about what qualities they have that you also have. A leader may be humble (a good quality), but modesty can get in the way of being effective. You have to know who you are and accept that you have outstanding qualities - leaders are able to do that.

How well do you understand the rules, beliefs and patterns you have created in your life so far? Everyone's got  them. They can be the simple kind of rule - you should brush your teeth twice a day. They can be the more complex kind - you should treat everyone the way you expect to be treated (you know, the do unto others type thing).

Beliefs can be things like - I believe everyone should be fair. And patterns can be as simple as going to and from work the same way every day. So the next exercise in the how well do you know yourself game is to make a list of all the rules, patterns and beliefs you have. We're not asking you to put a value judgement on whether they are good or bad rules and beliefs; this exercise is just to see how well you know your behavior.

So second rule of leadership - you need to know what makes you tick.

The reason we're asking you all these questions and having you think about all this stuff, is that even of you don't think of yourself as a leader, you will have areas in your life where other people look to you for leadership. We're asking you to practise thinking like a leader.

Now we can get to the seeing bit we mentioned earlier. This is what we mean when we say that the more you know what motivates and drives you, the more you can 'get out of the way'. We've heard the following phrase from a number of people throughout the years and it's a good one - get your attention off yourself and on to whatever is going on.

Here's what you'll be able to see if you do that: you'll be able to see things from other people's points of view; you'll be able to understand what's going on for them. You'll be able to see the whole picture not just your little bit of it. You'll be able to see what other people are capable of and how to help them achieve it.

Outstanding leadership requires much more than people being really good at their jobs: it requires innovative thinking; it requires people making positive and inspiring impacts; and it requires them to be able to motivate others. What is needed is an ability to think and act 'out of the box'; out of the accepted or 'right' ways of doing things.

Leaders need to be able to identify what the needs of the future are and create a new leadership model, rather than just following the current leadership example. The culture of tomorrow will be one where change and innovation are the order of the day.

Out of the box thinking and identifying future needs go hand in hand. Is has been found that in  some of leadership  workshops  run by IMPACT leadership  group  something called a 'creativity workout', which is all about rule-breaking and doing things differently. The real leaders in every group they 've run have had no problem breaking rules, creating a bit of anarchy, to see what else might come of it, and trying .Those who aren't natural leaders tended to get stuck at the same places time and again with the same refrain - I couldn't do that! Their own beliefs and rules about how things should be done got in the way, and they ended up not having quite as much fun either. More importantly, they found they couldn't or wouldn't shift enough of their patterns and rules to be able to ‘build a better mousetrap'  out new things.

Third rule of leadership - you can't stay stuck.
Indeed, 'can't do' is an alien concept.That's another thing leaders do - they get things done. They have commitment, persistence, determination and resilience. Couple all of that with creative problem-solving and you have a person things happen around. What we mean, is that no matter what their personality, there will be a kind of buzz around them; things change when they're around; indeed, things might even get shaken up when they're around. It isn't always comfortable being around leaders.

Here's why. Leaders are people who don't usually follow the party line. They have an edge to them, they get up people's noses sometimes, they make decisions - lots of them - that often others don't like. They say the things that need saying in a way that others understand.

They make mistakes.

They don't mind conflict and indeed, sometimes, create it in order to resolve difficulties.

They're not always liked.They put themselves in the line of fire.

Great leaders don't, nor should they, fit a mould. Try to cram them into one, and they'll burst out or leave. 

Expect the unusual, the quirky, the non-conformist, the doer, the inspirer and you've got yourself a leader.

Creating or nurturing Leaders

So back to the question we started with. Can you create a leader out of someone who isn't? Or is just that all leaders are born that way?

There is a tendency, in all the  cultures, to see Leadership as synonymous with  middle class, male, in charge or the typical traditional family where they rule a place for generations  . There's a kind of unspoken template of what leadership is supposed to look like. Now we know that isn't true. Leadership can and does come in many different shapes and forms. Good leaders don't conform to a template.

However, it is important to acknowledge that people developing their leadership skills are often hampered by their picture (or other people's picture) of what a leader is supposed to 'look' like.

This is when it's important to understand that the role of leader is not only completely individual (remember, they don't fit a mould!) but also has to be worked at with belief and will and determination by the person occupying it.

Not only that, leaders will be experienced differently by the individual people they lead. One getting encouragement, another understanding. That, of course, will be due to the leader's ability to see what each person needs.

Also, not every leader is going to be a great leader in the sense that the world around them acknowledges their leader status. Many leaders get no 'public' recognition, only their personal satisfaction of a job well done.

So, to answer the question. In our view, you cannot 'send' someone on a leadership programme that doesn't want to be there and expect them to become a leader. It's not like the reluctant presenter who gets sent along to a course and finds out that it's not so bad after all. If your prospective leader isn't fully engaged in the process, sending them along to be 'taught' leadership skills will be a waste of time and money.

However, when someone has to step into a new leadership role, or there are greater expectations of how they manage people, or they've become a project leader, and they show a willingness to develop and take on new skills, then it's really possible to give these people a leadership boost.

Everyone can develop their capacity to lead, from church committees or temple committees  to local pressure groups to business teams to political parties. When someone is committed to, and practices using their leadership capabilities at all levels in their life, then they can and will develop their own potential as a leader

Having said all of that, there are indeed, born leaders. These are the people to whom others look, even from a very early age; they seem willing to be seen and heard, take risks, stand up for what they believe. They do have charisma, people want to hear what they have to say, they want to get things done and bring people along with them. They're happy in the limelight (even if it's an uncomfortable place to be) and they do have 'vision'.

But even born leaders have to hone and work at their leadership skills. It's not something you 'arrive' at and that's it, you're there, a leader. Just like everyone else, to develop you have to practise, practise, practise.

The fourth and final rule of leadership: there are no rules.

Before we go further, how to hone the skills of being a leader, we need to know the various types of leadership styles and when to use what style as stated below: 

· We know that there are four distinct styles of leadership, 

· We need to conduct a self examination to see which style best suits each of us as leaders.

· To look at which style is most effective for the various types of groups we may be asked to lead.

The two primary characteristics that define leadership styles are relationship and task.  The leader establishes whether there will be a personal relationship formed with the people in the group and to what level this relationship will be.  The leader also determines the level of detail and specifics to provide when assigning tasks.  By doing so, the leader is defining how much latitude the people have in accomplishing the goal or objective.

Influence Style

This leader wants to have a good relationship with those in the group.  This leader is truly interested in each individual’s personal as well as professional situation.  The relationship is kept on a business or professional level.  However, each group member feels that the leader is not just concerned about my work and my accomplishments but is also concerned about me as a person.

This leader typically is at least as skilled, but usually more skilled, than the group members.  This leader is confident that he or she knows the best way to accomplish a project or an assignment, and is very comfortable giving specific directions and specific tasks.  However, this is done diplomatically and tactfully while still maintaining the relationships that have been established.

Collaboration Style

This leader also wants to have a good relationship with those in the group and also is confident with his or her own level of skill.  However, this leader typically prefers not to give specific instructions or tasks for accomplishing projects or assignments.  Instead, this leader prefers to communicate the desired end results or final objectives or goals.  This leader may be interested in keeping up with some level of project details, but he or she expects the person working on the assignment or project to develop and execute the specific tasks required.  Using this approach to assigning work makes it easy to maintain the high relationship.

Delegation Style

This leader also prefers not to give specific instructions or tasks for accomplishing projects or assignments, instead preferring to communicate the desired end results or final objectives or goals.  This leader typically has the responsibility for many people and is simply not interested in the details of the projects.  This leader prefers to maintain only a top-level view and expects others to be leaders within their own areas of responsibility.  This leader is good a developing others to be leaders.  However, unlike the Influence and Collaboration styles, this leader is not interested in a relationship with the people in the group.  This leader considers business to be business and maintains a distinct separation between business and personal.

Direction Style

This leader also is not interested in a relationship with the people in the group and prefers to maintain a distinct separation between business and personal.  However, this leader is very interested in every project or assignment detail.  This leader has a vision of how assignments and projects should be done and prefers that they be done this way.  This leader typically is highly skilled in the area and maintains complete control of everything going on in the group in order to ensure the group is successful.

What Style Works Best?

We each have our own style of leadership, and for some of us, it is a combination of two styles.  However, we have to realize that each style is not the most effective with every type of group.  What group types respond best to each style of leadership?

Influence – Low Skill & High Motivation

Influence is most effective with highly motivated but low skilled people because they respond well to the high relationship aspect of influence.  Highly motivated people may or may not be well educated, but they have defined their path to success.  Since this highly motivated person is usually at the beginning of their path to success, the leader that takes an interest in helping him or her along will reap the rewards of high achievement from that person.

The low skilled person that recognizes this limitation appreciates the high task aspect of the influence style.  Being highly motivated, this person has a desire to learn quickly and build a foundation of knowledge.  Following specific instructions or accepting specific task assignments is the quickest way to build a skill base.  A low skilled person will actually feel let down by the leader if he or she is left to flounder without specific direction.

Examples of this type person –

· A recent college graduate just entering a professional career

· An experienced person making a career change

· An apprentice level person in a trade

· A new volunteer to a group

Collaboration – High Skill & Low Motivation

The completely opposite type of person responds to collaboration.  When a person’s skill base grows, he or she no longer wants to be given specific instructions or tasks but instead prefers to take more responsibility for how an assignment or project is to be done.  However, highly skilled people that are not very motivated will accomplish very little.  Therefore, when the leader uses a collaboration style, these low motivated people feel like they are being respected for their skills and that the leader has a genuine interest in them as a person.  Thus, they will work hard to ensure the respect is well deserved and will strive to accomplish more in response to the relationship that has developed.

Examples of this type person –

· A senior level professional that has not seen promotion or change in many years, who may no longer see a path, or may feel unappreciated

· An experienced person in a trade with no more opportunities for advancement or promotion because of limited formal education

· A long time volunteer with the same responsibilities year after year

Delegation – High Skill & High Motivation

As the highly motivated person’s skill base grows, he or she begins to better respond to delegation.  This person does not need the high relationship for motivation.  Instead, this person begins to forge his or her own path and does not need assistance.  What this person wants is to take more responsibility for how an assignment or project is to be done so he or she can demonstrate capability.  Simply present the opportunity, and this highly motivated highly skilled person will take over from there.

Examples of this type person –

· A senior level person, professional or trade, who measures himself or herself on objectives or accomplishments

· A senior level person already on the supervisory or management track or working towards some other type of leadership role

· A trade shop supervisor

· A job site foreman

· A committee chair within a volunteer group

Direction – Low Skill & Low Motivation

The completely opposite type of person responds to direction.  When a person’s skill base is low, and he or she is not motivated, this can be a recipe for failure.  Low motivation occurs when the individual recognizes the low skill base and does not see any path to success.  They may see obstacles for getting ahead or may simply have a bad attitude about the situation.  Either way, using a high relationship approach gets no response and may get ridicule or suspicion.  This person wants to keep the separation between business and personal.  Just tell me what to do and when it needs to be done.  The most effective leadership style here is direction.  Assign the task exactly how it is to be done because that is exactly how it will be done.

Examples of this type person –

· People in low wage jobs who feel trapped and/or oppressed by their situation

· Older people in a situation with limited opportunities because of limited formal education

· Younger people who were not taught good work ethics nor have the understanding that every job ought to be done the best it possibly could be

So we need to 

· Understand that leadership opportunities exist in many different situations and places, not just at work or at any leadership workplace . 

· Know how to recognize what style of leadership is most effective for any given situation and be able to adapt your style as needed.

· Identify your preferred style so you know your strengths and comfort zone.  Seek out leadership opportunities that need this style, and when possible, avoid situations that require a leadership style in which you may be weak.

Now that we know the styles of the leadership, we will try to define what leadership is and who is a leader:

The various definitions of leadership are: 

· A leader is a person that inspires you to take a journey to a destination you would not go to by yourself 

· Managers are people who do things right, while leaders are people who do the right thing. - Warren Bennis, Ph.D. "On Becoming a Leader" 
· "Leadership is the art of causing others to want to follow." 

· Leadership, like intelligence, athleticism, or creativity, manifests itself in different ways in different settings. Most organizations don't adequately define what they're looking for in their leaders. The concept stays vague and therefore, the path to the goal is always murky.

While defining leadership we need to know that there is a thin line of difference between managers and leaders as leaders are also managers but managers are not necessarily leaders.

The difference between the managers and leaders is given below:

Manager’s role 

· Planning

· controlling

· Organizing

· budgeting

· Staffing 

· Working within the existing paradigm 

· Serve as the map

· Problem solving

· Performance 

Leaders 

· Vision /Direction setting

· Aligning people 

· Motivating 

· Inspiring 

· Coping with change 

· Working between the existing paradigms 

· learning

· Serve as compass

Concepts of Leadership

Good leaders are made not born. If you have the desire and willpower, you can become an effective leader. Good leaders develop through a never ending process of self-study, education, training, and experience. This guide will help you through that process. 

To inspire your workers into higher levels of teamwork, there are certain things you must be, know, and, do. These do not come naturally, but are acquired through continual work and study. Good leaders are continually working and studying to improve their leadership skills; they are NOT resting on their laurels. 

Before we get started, let’s define leadership. Leadership is a process by which a person influences others to accomplish an objective and directs the organization in a way that makes it more cohesive and coherent. Leaders carry out this process by applying their leadership attributes, such as beliefs, values, ethics, character, knowledge, and skills. Although your position as a manager, supervisor, lead, etc. gives you the authority to accomplish certain tasks and objectives in the organization, this power does not make you a leader...it simply makes you the boss. Leadership differs in that it makes the followers want to achieve high goals, rather than simply bossing people around. 

Bass' (1989 & 1990) theory of leadership states that there are three basic ways to explain how people become leaders. The first two explain the leadership development for a small number of people. These theories are: 

Some personality traits may lead people naturally into leadership roles. This is the Trait Theory

· A crisis or important event may cause a person to rise to the occasion, which brings out extraordinary leadership qualities in an ordinary person. This is the Great Events Theory. 

People can choose to become leaders. People can learn leadership skills. This is the Transformational Leadership Theory. It is the most widely accepted theory today and the premise on which this guide is based.

When a person is deciding if she respects you as a leader, she does not think about your attributes, rather, she observes what you do so that she can know who you really are. She uses this observation to tell if you are a honorable and trusted leader or a self serving person who misuses authority to look good and get promoted. Self-serving leaders are not as effective because their employees only obey them, not follow them. They succeed in many areas because they present a good image to their seniors at the expense of their workers. 

The basis of good leadership is honorable character and selfless service to your organization. In your employees' eyes, your leadership is everything you do that effects the organization's objectives and their well being. Respected leaders concentrate on what they are [be] (such as beliefs and character), what they know (such as job, tasks, and human nature), and what they do (such as implementing, motivating, and provide direction). 

What makes a person want to follow a leader? People want to be guided by those they respect and who have a clear sense of direction. To gain respect, they must be ethical. A sense of direction is achieved by conveying a strong vision of the future. 

The Two Most Important Keys to Effective Leadership

A Hay's study examined over 75 key components of employee satisfaction. They found that: 

· Trust and confidence in top leadership was the single most reliable predictor of employee satisfaction in an organization. 

· Effective communication by leadership in three critical areas was the key to winning organizational trust and confidence: 

1. Helping employees understand the company's overall business strategy. 

2. Helping employees understand how they contribute to achieving key business objectives. 

3. Sharing information with employees on both how the company is doing and how an employee's own division is doing - relative to strategic business objectives. 

So in a nutshell -- you must be trustworthy and you have to be able to communicate a vision of where the organization needs to go. The next section, "Principles of Leadership," ties in closely with this key concept. 

Principles of Leadership

To help you be, know, and do; (U.S. Army, 1973) follow these eleven principles of leadership 

1. Know yourself and seek self-improvement - In order to know yourself, you have to understand your be, know, and do, attributes. Seeking self-improvement means continually strengthening your attributes. This can be accomplished through self-study, formal classes, reflection, and interacting with others. 

2. Be technically proficient - As a leader, you must know your job and have a solid familiarity with your employees' tasks. 

3. Seek responsibility and take responsibility for your actions - Search for ways to guide your organization to new heights. And when things go wrong, they always do sooner or later -- do not blame others. Analyze the situation, take corrective action, and move on to the next challenge. 

4. Make sound and timely decisions - Use good problem solving, decision making, and planning tools. 

5. Set the example - Be a good role model for your employees. They must not only hear what they are expected to do, but also see. We must become the change we want to see - Mahatma Gandhi 

6. Know your people and look out for their well-being - Know human nature and the importance of sincerely caring for your workers. 

7. Keep your workers informed - Know how to communicate with not only them, but also seniors and other key people. 

8. Develop a sense of responsibility in your workers - Help to develop good character traits that will help them carry out their professional responsibilities. 

9. Ensure that tasks are understood, supervised, and accomplished - Communication is the key to this responsibility. 

10. Train as a team - Although many so called leaders call their organization, department, section, etc. a team; they are not really teams...they are just a group of people doing their jobs. 

11. Use the full capabilities of your organization - By developing a team spirit, you will be able to employ your organization, department, section, etc. to its fullest capabilities. 

Factors of leadership

There are four major factors in leadership:

Follower
Different people require different styles of leadership. For example, a new hire requires more supervision than an experienced employee. A person who lacks motivation requires a different approach than one with a high degree of motivation. You must know your people! The fundamental starting point is having a good understanding of human nature, such as needs, emotions, and motivation. You must become to know your employees' be, know, and do attributes. 

Leader
You must have a honest understanding of who you are, what you know, and what you can do. Also, note that it is the followers, not the leader who determines if a leader is successful. If they do not trust or lack confidence in their leader, then they will be uninspired. To be successful you have to convince your followers, not yourself or your superiors, that you are worthy of being followed. 

Communication
You lead through two-way communication. Much of it is nonverbal. For instance, when you "set the example," that communicates to your people that you would not ask them to perform anything that you would not be willing to do. What and how you communicate either builds or harms the relationship between you and your employees. 

Situation
All are different. What you do in one situation will not always work in another. You must use your judgment to decide the best course of action and the leadership style needed for each situation. For example, you may need to confront an employee for inappropriate behavior, but if the confrontation is too late or too early, too harsh or too weak, then the results may prove ineffective. 

Various forces will affect these factors. Examples of forces are your relationship with your seniors, the skill of your people, the informal leaders within your organization, and how your company is organized.

Attributes

If you are a leader who can be trusted, then those around you will grow to respect you. To be such a leader, there is a Leadership Framework to guide you: 

BE KNOW DO 
BE a professional. Examples: Be loyal to the organization, perform selfless service, take personal responsibility. 

BE a professional who possess good character traits. Examples: Honesty, competence, candor, commitment, integrity, courage, straightforwardness, imagination. 

KNOW the four factors of leadership - follower, leader, communication, situation. 

KNOW yourself. Examples: strengths and weakness of your character, knowledge, and skills. 

KNOW human nature. Examples: Human needs, emotions, and how people respond to stress. 

KNOW your job. Examples: be proficient and be able to train others in their tasks. 

KNOW your organization. Examples: where to go for help, its climate and culture, who the unofficial leaders are. 

DO provide direction. Examples: goal setting, problem solving, decision making, planning. 

DO implement. Examples: communicating, coordinating, supervising, evaluating. 

DO motivate. Examples: develop moral and esprit in the organization, train, coach, counsel. 

Environment

Every organization has a particular work environment, which dictates to a considerable degree how its leaders respond to problems and opportunities. This is brought about by its heritage of past leaders and its present leaders. 

Goals, Values, and Concepts

Leaders exert influence on the environment via three types of actions: 

1. The goals and performance standards they establish. 

2. The values they establish for the organization. 

3. The business and people concepts they establish. 

Successful organizations have leaders who set high standards and goals across the entire spectrum, such as strategies, market leadership, plans, meetings and presentations, productivity, quality, and reliability. 

Values reflect the concern the organization has for its employees, customers, investors, vendors, and surrounding community. These values define the manner in how business will be conducted. 

Concepts define what products or services the organization will offer and the methods and processes for conducting business. 

These goals, values, and concepts make up the organization's "personality" or how the organization is observed by both outsiders and insiders. This personality defines the roles, relationships, rewards, and rites that take place. 

Roles ad Relationships

Roles are the positions that are defined by a set of expectations about behavior of any job incumbent. Each role has a set of tasks and responsibilities that may or may not be spelled out. Roles have a powerful effect on behavior for several reasons, to include money being paid for the performance of the role, there is prestige attached to a role, and a sense of accomplishment or challenge. 

Relationships are determined by a role's tasks. While some tasks are performed alone, most are carried out in relationship with others. The tasks will determine who the role-holder is required to interact with, how often, and towards what end. Also, normally the greater the interaction, the greater the liking. This in turn leads to more frequent interaction. In human behavior, it’s hard to like someone whom we have no contact with, and we tend to seek out those we like. People tend to do what they are rewarded for, and friendship is a powerful reward. Many tasks and behaviors that are associated with a role are brought about by these relationships. That is, new task and behaviors are expected of the present role holder because a strong relationship was developed in the past, either by that role holder or a prior role holder. 

Culture and Climate

There are two distinct forces that dictate how to act within an organization: culture and climate. 

Each organization has its own distinctive culture. It is a combination of the founders, past leadership, current leadership, crises, events, history, and size. This results in rites: the routines, rituals, and the "way we do things." These rites impact individual behavior on what it takes to be in good standing (the norm) and directs the appropriate behavior for each circumstance. 

The climate is the feel of the organization, the individual and shared perceptions and attitudes of the organization's members. While the culture is the deeply rooted nature of the organization that is a result of long-held formal and informal systems, rules, traditions, and customs; climate is a short-term phenomenon created by the current leadership. Climate represents the beliefs about the "feel of the organization" by its members. This individual perception of the "feel of the organization" comes from what the people believe about the activities that occur in the organization. These activities influence both individual and team motivation and satisfaction, such as: 

· How well does the leader clarify the priorities and goals of the organization? What is expected of us? 

· What is the system of recognition, rewards, and punishments in the organization? 

· How competent are the leaders? 

· Are leaders free to make decision? 

· What will happen if I make a mistake? 

Organizational climate is directly related to the leadership and management style of the leader, based on the values, attributes, skills, and actions, as well as the priorities of the leader. Compare this to "ethical climate" -- the "feel of the organization" about the activities that have ethical content or those aspects of the work environment that constitute ethical behavior. The ethical climate is the feel about whether we do things right; or the feel of whether we behave the way we ought to behave. The behavior (character) of the leader is the most important factor that impacts the climate. 

On the other hand, culture is a long-term, complex phenomenon. Culture represents the shared expectations and self-image of the organization. The mature values that create "tradition" or the "way we do things here." Things are done differently in every organization. The collective vision and common folklore that define the institution are a reflection of culture. Individual leaders, cannot easily create or change culture because culture is a part of the organization. Culture influences the characteristics of the climate by its effect on the actions and thought processes of the leader. But, everything you do as a leader will effect the climate of the organization. 

Leadership Models

Leadership models help us to understand what makes leaders act the way they do. The ideal is not to lock yourself in to a type of behavior discussed in the model, but to realize that every situation calls for a different approach or behavior to be taken. Two models will be discussed, the Four Framework Approach and the Managerial Grid. 

Four Framework Approach

In the Four Framework Approach, Bolman and Deal (1991) suggest that leaders display leadership behaviors in one of four types of frameworks: Structural, Human Resource, Political, or Symbolic. The style can either be effective or ineffective, depending upon the chosen behavior in certain situations. 

Structural Framework
In an effective leadership situation, the leader is a social architect whose leadership style is analysis and design. While in an ineffective leadership situation, the leader is a petty tyrant whose leadership style is details. Structural Leaders focus on structure, strategy, environment, implementation, experimentation, and adaptation. 

Human Resource Framework
In an effective leadership situation, the leader is a catalyst and servant whose leadership style is support, advocate, and empowerment. While in an ineffective leadership situation, the leader is a pushover, whose leadership style is abdication and fraud. Human Resource Leaders believe in people and communicate that belief; they are visible and accessible; they empower, increase participation, support, share information, and move decision making down into the organization. 

Political Framework
In an effective leadership situation, the leader is an advocate, whose leadership style is coalition and building. While in an ineffective leadership situation, the leader is a hustler, whose leadership style is manipulation. Political leaders clarify what they want and what they can get; they assess the distribution of power and interests; they build linkages to other stakeholders, use persuasion first, then use negotiation and coercion only if necessary. 

Symbolic Framework
In an effective leadership situation, the leader is a prophet, whose leadership style is inspiration. While in an ineffective leadership situation, the leader is a fanatic or fool, whose leadership style is smoke and mirrors. Symbolic leaders view organizations as a stage or theater to play certain roles and give impressions; these leaders use symbols to capture attention; they try to frame experience by providing plausible interpretations of experiences; they discover and communicate a vision. 

This model suggests that leaders can be put into one of these four categories and there are times when one approach is appropriate and times when it would not be. Any one of these approaches alone would be inadequate, thus we should strive to be conscious of all four approaches, and not just rely on one or two. For example, during a major organization change, a structural leadership style may be more effective than a visionary leadership style; while during a period when strong growth is needed, the visionary approach may be better. We also need to understand ourselves as each of us tends to have a preferred approach. We need to be conscious of this at all times and be aware of the limitations of our favoring just one approach. 

Managerial Grid

The Blake and Mouton Managerial Grid (1985) uses two axis: 

1. "Concern for people" is plotted using the vertical axis 

2. "Concern for task" is along the horizontal axis. 

They both have a range of 0 to 9. The notion that just two dimensions can describe a managerial behavior has the attraction of simplicity. These two dimensions can be drawn as a graph or grid: 
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Most people fall somewhere near the middle of the two axis. But, by going to the extremes, that is, people who score on the far end of the scales, we come up with four types of leaders: 

· Authoritarian (9 on task, 1 on people) 

· Team Leader (9 on task, 9 on people) 

· Country Club (1 on task, 9 on people) 

· Impoverished (1 on task, 1 on people). 

Authoritarian Leader (high task, low relationship

Authoritarian Leader (high task, low relationship)
People who get this rating are very much task oriented and are hard on their workers (autocratic). There is little or no allowance for cooperation or collaboration. Heavily task oriented people display these characteristics: they are very strong on schedules; they expect people to do what they are told without question or debate; when something goes wrong they tend to focus on who is to blame rather than concentrate on exactly what is wrong and how to prevent it; they are intolerant of what they see as dissent (it may just be someone's creativity), so it is difficult for their subordinates to contribute or develop. 

Team Leader (high task, high relationship)
This type of person leads by positive example and endeavors to foster a team environment in which all team members can reach their highest potential, both as team members and as people. They encourage the team to reach team goals as effectively as possible, while also working tirelessly to strengthen the bonds among the various members. They normally form and lead some of the most productive teams. 

Country Club Leader (low task, high relationship)
This person uses predominantly reward power to maintain discipline and to encourage the team to accomplish its goals. Conversely, they are almost incapable of employing the more punitive coercive and legitimate powers. This inability results from fear that using such powers could jeopardize relationships with the other team members. 

Impoverished Leader (low task, low relationship)
A leader who uses a "delegate and disappear" management style. Since they are not committed to either task accomplishment or maintenance; they essentially allow their team to do whatever it wishes and prefer to detach themselves from the team process by allowing the team to suffer from a series of power struggles. 

The most desirable place for a leader to be along the two axis at most times would be a 9 on task and a 9 on people -- the Team Leader. However, do not entirely dismiss the other three. Certain situations might call for one of the other three to be used at times. For example, by playing the Impoverished Leader, you allow your team to gain self-reliance. Be an Authoritarian Leader to instill a sense of discipline in an unmotivated worker. By carefully studying the situation and the forces affecting it, you will know at what points along the axis you need to be in order to achieve the desired result. 

The Process of Great Leadership

The road to great leadership (Kouzes & Posner, 1987) that is common to successful leaders: 

· Challenge the process - First, find a process that you believe needs to be improved the most. 

· Inspire a shared vision - Next, share you vision in words that can be understood by your followers. 

· Enable others to act - Give them the tools and methods to solve the problem. 

· Model the way - When the process gets tough, get your hands dirty. A boss tells others what to do...a leader shows that it can be done. 

· Encourage  the heart - Share the glory with your followers' heart, while keeping the pains within your own. 

Building Excellence
Leaders do not command excellence, they build excellence. Excellence is "being all you can be" within the bounds of doing what is right for your organization. To reach excellence you must first be a leader of character. You must do everything you are supposed to do. An organizations will not achieve excellence by figuring out where it wants want to go, then having leaders do whatever they have to in order to get the job done, and hope that along the way those leaders acted with good character. That way is backwards. Pursuing excellence should not be confused with accomplishing a job or task. When you do planning, you do it by backwards planning. But you do not achieve excellence by backwards planning. Excellence starts with leaders of character who engage in the entire process of leadership. And the first process is being a person of honorable character

Character develops over time. Many think that much of character is formed early in life. However, nobody knows exactly how much or how early character develops. But, it is safe to claim that character does not change quickly. A person's observable behavior is an indication of her character. This behavior can be strong or weak, good or bad. A person with strong character shows drive, energy, determination, self-discipline, willpower, and nerve. She sees what she wants and goes after it. She attracts followers. On the other hand, a person with weak character shows none of these traits. She does not know what she wants. Her traits are disorganized, she vacillates and is inconsistent. She will attract no followers. 

A strong person can be good or bad. A gang leader is an example of a strong person with a bad character, while an outstanding community leader is one with both strong and good characteristics. An organization needs leaders with strong and good characteristics, people who will guide them to the future and show that they can be trusted. 

To be an effective leader, your people must have trust in you and they have to be sold on your vision. Korn-Ferry International, an executive search company, performed a survey on what organizations want from their leaders. The respondents said they wanted people who were ethical and who convey a strong vision of the future. In any organization, a leader's actions set the pace. This behavior wins trust, loyalty, and ensures the organization's continued vitality. One of the ways to build trust is to display a good sense of character. Character is the disposition of a person, made up of beliefs, values, skills, and traits. 

Beliefs are the deep rooted beliefs that a person holds dear. They could be assumptions or convictions that you hold true regarding people, concepts, or things. They could be the beliefs about life, death, religion, what is good, what is bad, what is human nature, etc. 

Values are attitudes about the worth of people, concepts, or things. For example, you might value a good car, home, friendship, personal comfort, or relatives. These are import because they influence your behavior to weigh the importance of alternatives. For example, you might value friends more than privacy. 

Skills are the knowledge and abilities you gain throughout life. The ability to learn a new skill varies with each individual. Some skills come almost naturally, while others come only by complete devotion to study and practice. 

Traits are distinguishing qualities or characteristics of a person, while character is the sum total of these traits. There are hundreds of personality traits, far too many to be discussed here. Instead, we will focus on a few that are crucial for a leader. The more of these you display as a leader, the more your people will believe and trust in you: 

	Honesty - Display sincerity, integrity, and candor in all your actions. Deceptive behavior will not inspire trust in your people.

	Competent - Your actions should be based on reason and moral principles. Do not make decisions based on childlike emotional desires or feelings.

	Forward-looking Set goals and have a vision of the future. The vision must be owned throughout the organization. Effective leaders envision what they want and how to get it. They habitually pick priorities stemming from their basic values.

	Inspiring - Display confidence in all that you do. By showing endurance in mental, physical, and spiritual stamina, you will inspire your people to reach for new heights. Take charge when necessary.

	Intelligent - Read, study, and seek challenging assignments.

	Fair-minded - Show fair treatment to all people. Prejudice is the enemy of justice. Display empathy by being sensitive to the feelings, values, interests, and well-being of others.

	Broad-minded - Seek out diversity.

	Courageous - Have the perseverance to accomplish a goal, regardless of the seemingly insurmountable obstacles. Display a confident calmness when under stress.

	Straightforward - Use sound judgment to make a good decision at the right time.

	Imaginative - Make timely and appropriate changes in thinking, plans, and methods. Show creativity by thinking of new and better goals, ideas, and solutions to problems.


Attributes
Attributes establish what leaders are, and every leader needs at least three of them: 

Standard Bearers 

establish the ethical framework within an organization. This demands a commitment to live and defend the climate and culture that you want to permeate your organization. What you set as an example will soon become the rule as unlike skills or knowledge, ethical behavior is learned more by observing that by listening. And in fast moving situations, examples become certainty. Being a standard bearer creates trust and openness in your employees, who in turn, fulfill your visions. 

Developers 

help others learn through teaching, training, and coaching. This creates an exciting place to work and learn. Never miss an opportunity to teach or learn something new yourself. Coaching suggests someone who cares enough to get involved by encouraging and developing others who are less experienced. Employees who work for developers know that they can take risks, learn by making mistakes, and winning in the end. 

Integrators 

orchestrate the many activities that take place throughout an organization by providing a view of the future and the ability to obtain it. Success can only be achieved when there is a unity of effort to obtain it. Integrators have a sixth sense about where problems will occur and make their presence felt during critical times. They know that their employees do their best when they are left to work within a vision based framework.

Perspectives of Character and Traits
Traits (acronym - JJ did tie buckle) 

	Justice

	Judgment

	Dependability

	Initiative

	Decisiveness

	Tact

	Integrity

	Enthusiasm

	Bearing

	Unselfishness

	Courage

	Knowledge

	Loyalty

	Endurance


The Image of Leadership

· John Schoolland
A leader's a man who commands much respect, 
But due to the natures of all, 
He's only as good as the image he casts 
In the mirror that hangs on the wall. 
He usually sees what he wants, and no more, 
He's afraid to look deep in his soul. 
He doesn’t consider himself as at fault, 
But wants others to help reach his goal.
When failures arise he blames it on all 
Who failed to help or take part, 
"They never did what they were told, " he would say, 
"they haven't the skill or the art."
What kind of a leader are you going to be - the kind who thinks he is the best? 
Or will you be one of the very few greats 
Who attributes success to the rest. 
Don't fail to look at the help you received 
From parents and friends all your life. 
They comforted you, praised you, and gave you the push 
To help you through trouble and strife. 
Another whose help you should never forget, 
Who gave you your life and His love, 
The One to whom all of our assets are known 
Is the One whom we pray to above. 

           Be humble in all of your leadership traits. 
          Thank those who have made you so tall. 
          Be human to others, consider them too, 
          Then smile through the glass on the wall. 


U.S. Army 11 Leadership Principles 

· Be tactically and technically proficient
· Know yourself and seek self-improvement
· Know your soldiers and look out for their welfare
· Keep your soldiers informed
· Set the example
· Ensure the task is understood, supervised and accomplished
· Train your soldiers as a team
· Make sound and timely decisions
· Develop a sense of responsibility in your subordinates
· Employ your unit in accordance with its capabilities
· Seek responsibility and take responsibility for your actions


U.S. Army 23 Traits of Character 

· Bearing
· Confidence
· Courage
· Integrity
· Decisiveness
· Justice
· Endurance
· Tact
· Initiative
· Coolness
· Maturity
· Improvement
· Will
· Assertiveness
· Candor
· Sense of humor
· Competence
· Commitment
· Creativity
· Self-discipline
· Humility
· Flexibility
· Empathy/Compassion

Organizations consist of three components: 

1. The structure gives the organization its form and dictates the way it will interact. 

2. The led respond to the structure and the leaders. 

3. The leaders determine the ultimate effectiveness of the organization as the character and skills that they bring determine the way problems are solved and tasks are accomplished.

Are managers leaders? Are leaders managers? 
Managers need to be leaders...their workers need vision and guidance! On the other hand, leaders need to be good managers of the resources entrusted to them.

Styles of Leadership 

Leadership style is the manner and approach of providing direction, implementing plans, and motivating people. There are three different styles of leadership: (1) authoritarian (autocratic), participative (democratic), and delegative (free reign). 
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Although most leaders use all three styles, one of them becomes the dominate one.

Authoritarian (autocratic) 

This type is used when the leader tells her employees what she wants done and how she wants it done, without getting the advice of her people. Some of the appropriate conditions to use it is when you have all the information to solve the problem, you are short on time, and your employees are well motivated. 

Some people think that this style includes yelling, using demeaning language, and leading by threats and abuse of power. This is not the authoritarian style...it is an abusive, unprofessional style of leadership. 

However, if you have the time and you want to gain more commitment and motivation from your employee, then you should use the participative style. 

Participative (democratic) 

This type of style involves the leader including one or more employees in on

the decision making process (determining what to do and how to do it). However, the leader maintains the final decision making authority. Using this style is not a sign of weakness, it is a sign of strength that your employees will respect. 

This is normally used when you have some of the information, and your employees have some of the information. This allows them to become part of the team and allows you to make a better decision. 

Delegative (free reign) 

In this style, the leader allows the employees to make the decision. However, the leader is still responsible for the decisions that are made. This is used when employees are able to analyze the situation and determine what needs to be done and how to do it. You cannot do everything! You must set priorities and delegate certain tasks. 

NOTE: Also known as lais·sez faire (or lais·ser faire) which is the noninterference in the affairs of others. [French : laissez, second person pl. imperative of laisser, to let, allow + faire, to do.] 

Forces 

A good leader uses all three styles, depending on what forces are involved between the followers, the leader, and the situation. Some examples include: 

Using  an authoritarian style on a new employee who is just learning the job. The leader is competent and a good coach. The employee is motivated to learn a new skill. The situation is a new environment for the employee.

Using a participative style with a team of workers who know their job. The leader knows the problem well, but he wants to create a team where the employees take ownership of the project. The employees know their jobs and want to become part of the team. The situation allows time.

Using a delegative style with a worker who knows more about the job than you. You cannot do everything! The employee needs to take ownership of her job. Also, the situation might call for you to be at other places doing other things.

Using all three: Telling your employees that a procedure is not working correctly and a new one must be established (authoritarian). Asking for their ideas and input on creating a new procedure (participative). Delegating tasks in order to implement the new procedure  ( delegative ).
Forces that influence the style to be used included a number of things such as: 

How much time is available.
Are relationships based on respect and trust or on disrespect?
Who has the information - you, your employees, or both?
How well your employees are trained and how well you know the task.
Internal conflicts.
Stress levels.
Type of task. Is it structured, unstructured, complicated, or simple?
Laws or established procedures such as  training plans.
Positive and Negative Leaders
There is also a difference in ways leaders approach their employee:

Positive: Positive leaders uses rewards, such as education, independence, etc. to motivate employees.

Negative: If the emphasis is placed upon penalties, then the leader is using negative leadership. Although it has its place in a leader's repertoire of tools, it should be used carefully due to its high cost on the human spirit. Negative leaders act domineering and superior with people. They believe the only way to get things done is through penalties, such loss of jog, days off without pay, reprimand in front of others, etc. They believe their authority is increased by freighting everyone into higher lever of productivity.

Also note that a leader is not strictly one or another, but is somewhere on a continuum ranging from extremely positive to extremely negative. Leaders who continuously work out of the negative are bosses while those who primarily work out of the positive are real leaders.  

Leader Use of Consideration and Structure
Two other styles that leaders use are

Consideration (employee orientation) - Leaders are concerned about the human needs of their employees. They build teamwork, help employees with their problems, and provide psychological support.

Structure (task orientation) - Leaders believe that they get results by consistently keeping people busy and urging them to produce

There is evidence that leaders who are considerate in their leadership style are higher performers and are more satisfied with their job 

Also notice that consideration and structure are independent of each other so they should not be viewed on opposite ends of the continuum. For example, a leader,  who becomes more considerate, does not necessarily become less structured.

Introduction to Competencies for leadership 

"The very essence of leadership is that you have to have a vision. It's got to be a vision you articulate clearly and forcefully on every occasion." - Theodore Hesburgh, President of the University of Notre Dame 

Leadership translates vision into reality by inspiring followers to want to experience the change process. And to influence their followers to willingly jump into that experience, leaders need a specific set of competencies to guide their actions. Although competencies will always differ from one leader to the next, having a core set to draw from increases their chance for success. These competencies can be thought of as the inner tools for motivating employees, directing systems and processes, and guiding the business towards common goals that allow the organization to increase its value. 

To ensure leaders are able to achieve the required goals and objectives, an organization needs to develop and implement a performance based leadership appraisal process. The goal is to leverage their leaders' competencies to drive the organization's performance. This is best accomplished through an evaluation process that provides feedback as to which competencies meet standards, and which competencies must be improved. It also allows the organization to hire people who meet, or can be trained to the competency standards. 

Although many people believe that only the top echelon are leaders, while the rest are managers or supervisors, would leave many organizations open to the whims of the informal leaders that can be found scattered throughout the ranks. While a small company may find that having only one leader works fine, larger and highly competitive environments know that having a number of smaller visions supporting the top organizational goals helps them to do more faster and better. 

On the other hand, an organization may call its managers or supervisors leaders, but this does not make it so. They may have the authority to accomplish certain tasks and objectives throughout the organization, but this power does not make them leaders...it simply makes them the boss if they do not have the trust and vision that goes with true leadership. 

Competency + Attitude = Performance

Competency is the state or quality of being adequately or well qualified to perform a task. It is synonymous with ability. A person gains competency through education, training, experience, or natural abilities. While there are many definitions of competency, most of them have two common components: 

· The competencies are observable or measurable Knowledge, Skills, and Abilities (KSA). 

· These KSAs must distinguish between superior and other performers. 

Conversely, performance is the accomplishment of a task in accordance with a set standard of completeness and accuracy. While a person may have the skills or knowledge (competency) to perform a task, does not mean he or she will have the desire (attitude) to do so correctly (performance). In other words, competencies give a person the ability to perform, while attitudes give a person the desire to perform. Attitudes change with various events in a person's life. These emotional changes also vary in length of time. For example: 

· I loose a loved one and my performance drops for a few months while I am in the grieving process. 

· My performance appraisal is due in four weeks. My performance increases in the hope that I will get a better review. 

· I am deeply in debt and my performance drops as this burden weighs heavily upon my mind. 

· One task is very complex and takes up the majority of my time. As I become more experienced, I learn several methods that speed up the completion of the task. This allows me to concentrate on improving other skills. 

· My interest change. Even though I know how to perform a task to standards, I no longer worry if it is performed correctly or not as I am engaged in the tasks that interest me. 

· My career leads me to mastering certain tasks as I am very ambitious. 

· I do not believe that the task is important, so I do not spend the time to perform it correctly. 

· I have a cold. I do as little as possible for a few days until my energy level improves. 

Many definitions of competency include attitudes, such as beliefs, values, traits, and motives. But, as shown above, people ride an emotional roller coaster throughout their lifetime, which makes performance a combination of competencies and attitude. Emotions are more than a mood of feeling up or down...they include desires, ambitions, traits, etc. that guide our every action. 

On the other hand, some would say that competencies fade away over a period of time if they are not used, but, if it is a real competency, then it take an extremely long time for it to weaken. For example, I consider bicycle riding as one as my personal competencies. Even if I do not ride a cycle for  along time .Yet, when I returned to riding, I rode as if I never missed a day. A competency is a skill buried deep within you, and it takes an extremely long period for it to weaken significantly or turn into a liability. 

Skills + Knowledge + Attitudes = Observable Behavior
Observable Behavior = Performance Appraisal Rating

Chart 1 - Leadership Competency Model
or
The Pyramid of Leadership

This sample listing is broken into three main groups, Core or Essential Competencies, Leadership Competencies, and Professional Competencies. These three groups of competencies can be thought of as the Pyramid of Leadership, which collectively form the basic requirements for becoming a leader.

Core or Essential Competencies
These are the personal skills required at all levels of leadership. Essential Competencies provide the foundation that a person needs to become a leader. Without a strong foundation, the sides of the pyramid will soon fall and crumble as the base gives away.

Communications

· Expresses oneself effectively in both individual and group settings. 

· Communicate plans and activities in a manner that supports strategies for employee involvement. 

· Actively listens to others. 

· Expresses written ideals clearly, using good grammatical form. 

Comprehends written material with little or no help.

Teamwork

· Uses appropriate interpersonal style to steer team members towards the goal. 

· Allocates decision making and other responsibilities to the appropriate individuals. 

· Organizes resources to accomplish tasks with maximum efficiency. 

Influences events to achieve goals beyond what was call for.

Creative Problem Solving

· Identifies and collects information relevant to the problem. 

· Uses brainstorming techniques to create a variety of choices. 

Selects the best course of action by identifying all the alternatives and then makes a logical assumption.

Interpersonal Skills

· Treats others with respect, trust, and dignity. 

· Works well with others by being considerate of the needs and feelings of each individual. 

Promotes a productive culture by valuing individuals and their contributions.

Manage Client Relationships

· Works effectively with both internal and external customers. 

Gathers and analyzes customer feedback to assist in decision making.

Self-Direction

· Establishes goals, deliverables, timelines, and budgets with little or no motivation from superiors (self-motivation rather than passive acceptance). 

Assembles and leads teams to achieve established goals within deadlines

Flexibility

· Willingness to change to meet organizational needs. 

· Challenges established norms and make hard, but correct decisions. 

Adapts to stressful situations.

Build appropriate relationships 

· Networks with peers and associates to build a support base. 

Builds constructive and supportive relationships.

Professionalism

· Sets the example. 

· Stays current in terms of professional development. 

Contributes to and promotes the development of the profession through active participation in the community.

Financial

· Does not waste resources. 

Looks for methods to improve processes that have a positive impact on the bottom line.

Leadership (special) Competencies
These are the skills needed to drive the organization onto the cutting edge of new technologies. Leadership Competencies form the basic structure that separates leaders from bosses. These skills create the walls and interiors of the pyramid. Without them, a leader is just a hollow windbag, or as Scott Adams of Dilbert fame best characterizes it, "a pointy-head boss."

Leadership Abilities

· Displays attributes that make people glad to follow. 

· Provides a feeling of trust. 

Rallies the troops and builds morale when the going gets tough.

Visioning Process

· Applies effort to increase productiveness in areas needing the most improvement. 

· Creates and set goals (visions). 

· Senses the environment by using personal sway to influence subordinates and peers. 

· Gain commitment by influencing team to set objectives and buy in on the process. 

Reinforces change by embracing it (prevents relapse into prior state).

Create and Lead Teams

· Develops high-performance teams by establishing a spirit of cooperation and cohesion for achieving goals. 

Quickly takes teams out of the storming and norming phases and into the performing phase. Assess Situations Quickly and Accurately 

· Takes charge when the situation demands it. 

Makes the right things happen on time

Foster Conflict Resolutions (win-win)

· Effectively handles disagreements and conflicts. 

· Settles disputes by focusing on solving the problems, without offending egos. 

· Provides support and expertise to other leaders with respect to managing people. 

Evaluates the feasibility of alternative dispute resolution mechanisms.

Project Management 

· Tracks critical steps in projects to ensure they are completed on time. 

· Identifies and reacts to the outside forces that might influence or alter the organization's goals. 

· Establishes a course-of-action to accomplish a specific goal. 

Identifies, evaluates, and implements measurement systems for current and future projects

Implement Employee Involvement Strategies 

· Develops ownership by bringing employees in on the decision making and planning process. 

· Provides the means to enable employee success, while maintaining the well-being of the organization. 

· Develops processes to engage employees in achieving the objectives of the organization. 

Empower employees by giving them the authority to get things accomplished in the most efficient and timely manner.

Coach and Train Peers and Subordinates

· Recognizes that learning happens at every opportunity (treats mistakes as a learning event). 

· Develops future leaders by being involved in the company mentoring program. 

· Provides performance feedback, coaching, and career development to teams and individuals to maximize their probability of success. 

· Ensure leadership at every level by coaching employees to ensure the right things happen. 

Ensures performance feedback is an integral part of the day-to-day activities

Professional or Individual Competencies
These are the skills and knowledge needed to direct the systems and processes that a leader controls. Professional Competencies form the mortar that binds the pyramid together. Without some knowledge of the technical skills that they direct, the pyramid soon begins to fall apart and the organization begins to operate in damage control mode. 

Each organization requires a different set of professional competencies for each leadership position. Although leaders do not need to be the Subject Matter Experts (SME) for the tasks that they direct, they must have a basic understanding of the systems and processes that they control. Again, each position requires a different set of skills and knowledge.

Business Acumen

· Reacts positively to key developments in area of expertise that may affect our business. 

Leads process improvement programs in all major systems falling under area of control.

Technical Competency

· Completes tasks according to established standards. 

Understands and adheres to rules, regulations, and code of ethics

Building the Leadership Competency Model

This  should not be thought of as the final word in creating a leadership appraisal program. It should be used more as a guide or brainstorming tool. Each organization has its own process and culture. Canned tools and processes often fail as they do not provide ownership to the participants and fail to account for the different cultures, climates, and nuances found in every organization. For effective change to take place you must involve the individuals in the development and implementation of a new process. This guide uses a five stage approach for building a competency model: 

· Stage One - Assemble Focus team and create a list of processes. 

· Stage Two - Build behavioral indicators for each process. 

· Stage Three - Categorize the data. 

· Stage Four - Order each category. 

· Stage Five - Validate your competency model. 

The first stage in building a Leadership Competency Model is to assemble a Focus Team composed of a cross-functional mix of first-line leaders, middle leaders, and senior leaders. Larger organizations might want to build different models for the upper and lower echelons of leadership. These individuals should be Subject Matter Experts (SME). That is, they should be the best-in-class in their fields. Using interviews, surveys, observations (including information on how individuals act, think, and feel while doing their jobs) and other activities, create a list of the major processes and the requirements needed by leaders to carry them out in an exemplary fashion. To get them started, you might have them think about some good leaders that they have served with. You can also reverse this by having them list some important competencies missing from bad leaders (bosses) they served with. After they have went through a complete brainstorming session, you can then show them this list or another of your choosing for comparison. Remind them to cover the entire spectrum of job-relevant abilities, including reasoning and social skills. 

In Stage Two, the members of the team identify the major behavioral indicators for each process that must be performed to produce the desired outputs. Going through each process, list the major behavioral indicators or KSAs needed for superior performance (normally two to four). These behavioral indicators need to be: 

· Future-focused rather than need or problem-focused as they are creating a powerful tool to guide the organization. 

· Part of a strategic planning or organizational change process model. The best results are often achieved when built in tandem with other processes. 

In Stage Three, you categorize the data. Chart One shows an example of a leadership competency list divided into three categories, Core, Leadership, and Professional; with the behavioral indicators listed for each process. The core competencies is required of all individuals within the organization, the leadership competencies are specialty items for managers and supervisors, while the professional competencies are specific for each position. Be careful when building professional competencies for leaders. Unlike fish, who die when they are out of the water, leaders who are out of their territory often bring new insights and freshness to the organizations they are leading. Insure that the chosen behavioral indicators are really the required skills, knowledge, or attitudes. For example, the late Seattle School Superintendent, John Stanford, was one of the best things that every happened to the district; yet he was a former Army General and City Manager without experience or education in educational institutions. It would have been a great loss for the district if the professional competency list for his job had been so stringent, that he never got the job. 

Although some organizations may list their competencies in three stages as shown in Chart Two, others might find it to their advantage to categorize their competency listings in a different manner. For example, other methods might be where the competency is demonstrated: 

· with individuals (clients, subordinates, peers) 

· within organization 

· within community 

Or aligned with the organization's goals: 

· Build Committed Teams 

· Make Delighted Customers 

· Maintain Public Favorability 

· Grow A Competitive Operating Advantage 

· Create Superior Financial Performance 

· Provide Superior Stockholder Return 

· Beat the Competition. 

The method you use to organize the competencies should be one that breaks it into smaller, more manageable chunks of information that can easily be identified and used throughout the organization. Again, what makes sense in one organization, might fail in another organization. 

Stage Four orders each category. Have the team number each competency in its order of importance for each category. One method for doing this is to list each competency on a Post-It note. Then, going through each category at a time, arrange competencies from the most important competency to the least important. Finally, determine if any of the competencies at the bottom of each category can be discarded. The main reason for performing this exercise is that the team probably listed too many competencies to be easily evaluated. Later, this will help them determine a manageable number for a cut-off point. At his point, it is OK if too many competencies are listed. The determining factor for the correct number will come during the field testing of the performance appraisal - can the performance appraisal easily be managed and completed in the specified time period? 

"We should not only use all the brains we have, but all that we can borrow." - Woodrow Wilson 

Stage Five validates the instrument (the compiled list of competencies divided into categories and numbered by order of importance). There are a number of ways of performing this: 

1. Duplication: Replicate the original research results. This is done by obtaining another sample of superior performers, conducting interviews, and deriving a competency model. This new model is then compared to the original one. You might also create a competency model based on average performers in order to cross-reference it with the superior performers. 

2. Jury: Independent SMEs, or "jurors" who hold expert knowledge, present their best professional opinion on the model. These jurors must include both internal and external experts. This group presents their opinion of the model as part of a professional report. 

3. Survey: Send a survey to a selected number of individuals throughout the company. Ask them to number each competency by its order of importance. Also leave a few blank areas so they can add their own. Do not list the competencies by the order that the Competency Team ranked them as too many respondents might agree with the team instead of taking the time to think it through for themselves. 

4. Departmental Focus Group: Each department or a cross representative of departments performs the rankings as a group. The advantage is that it gets more people involved, while at the same time, giving you less information to compile. That is, each member of the department gets to participate and each department turns in one survey of their compiled results. The disadvantages are the effort to facilitate each department and the time involved in bringing each department together as a group. 

5. Structured Interviews/Observation: Perform one-on-one interviews and observations with a random number of leaders throughout the organization to determine which competencies they perform and to get their opinions of which ones are the most important for the execution of their job. 

6. Benchmarking: Compare your results with another best-of-class organization that is similar to yours. 

7. Balanced Scorecard: SMEs identify the competencies needed to achieve the desired organizational goals across the complete spectrum of the organization. For example, the scorecard might measure organizational performance across a number of perspectives, such as financial, customers, internal business processes, and learning and growth. This method works best for the upper ranks of leaders. Its goal is to base performance on several indicators that measure the ability for long term growth, rather than strictly measuring short term financial success. 

8. Customer Service Standards: The only competencies measured are those that help meet required customer service standards. It is used in organizations where performance-oriented budgets are appropriated for service standards, not line items. 

9. Interviews: Investigates the attributes of the superior and average performers through the use of critical behavior interviews. In these interviews, individuals describe work situations in which they were effective and ineffective. The interviewer does not know if the person being interviewed is an average or superior performer. The analysis produces two sets of competencies: (1) minimum competencies that apply to both average and superior performers, and (2) major competencies that apply only to superior performers. 

10. Have job incumbents rate the competencies in terms of their importance for superior job performance. Their responses are then used to develop an inventory that contains the "best estimate" characteristics of superior performers. 

Once the results of the validation process have been collected and compiled, the Competency Team uses the information to revise the instrument. You might have to go through this process several times until the Focus Team is satisfied with the end results. Sometimes it is helpful to use a different methodology for each iteration of the validation process. Your completed competency model should have some similar components as Chart One or leadership pyramid: 

· The competencies are divided into major groups (in this case - core, leadership, and professional). 

· Each group lists the major competency processes, from the most important, to the least important. 

· Each competency lists the behavior indicators that show when the competency is being performed. 

Building the Leadership Appraisal Model 

Once you are satisfied with the competency list, a new Focus Team is formed to build the performance appraisal. Note that the old Focus Team may be used, however, there are a couple of pros and cons - using the old team allows them to feel a sense of competition and provides you with an experienced team. While a new team allows more people to get involved with the process and brings in fresh viewpoints. 

Each behavioral indicator identified becomes a metric on an evaluation form. A metric is a standard measure to assess a performance in a particular area. So in this case, each competency becomes a performance standard. The performance appraisal will closely look like the leadership competency listing, except that it will have room for comments, goal setting, instructions, scoring, names, etc. 

Once the evaluation has been built, it is time to validate it by field testing the instrument. Trial the appraisal process by having senior raters, subordinates, and peers perform a rating of the leaders they work with. Collect feedback on the validity of the rating factors, workload impact on themselves as raters, and clarity of instructions for performing the appraisal. Data gathered during trial evaluation will not be placed in employee's files, it will be used solely for validating the concept. 

Pay close attention to the workload impact. Leaders often put in 8 to 12 tightly packed hours a day at work. If it becomes too complicated and time consuming, then the effort required to perform the appraisal correctly will not put into it. It is better to precisely evaluate a few key competencies than to perform an incomplete rush job on a lot of competencies. Although you might have determined that a lot of competencies are required, it might be better to start off with a few key ones that the raters can comfortably perform. Once they have become adjusted to the rating scheme, then use their help in building on to the appraisal (baby steps). 

Immediately following completion of the trial program, refine and retrial the appraisal process. Continue this process until the team is satisfied with the results of the leadership appraisal process. 

The Leadership Performance Appraisal Process 

Leaders need to be evaluated by their seniors, peers, and subordinates (360 degree feedback). While the leader's seniors determine if goals and objectives were met, only the leader's subordinates can determine if their senior is a leader. Determining if a person has leadership skills is based upon the willingness of people to follow that person. If I tell you to do something, that merely makes me your boss. My senior might think I am a leader because I am able to get things done, but having the authority to order people around does not qualify a person as a leader. On the other hand, if you accomplish something because you see the direction I am going and you want to be a part of that experience, then that establishes a follower/leader relationship. Peers are also part of the evaluation process because they often work together as teams. 

Before anyone is allowed to rate someone, they must first understand what performance based appraisals are, and the common rater errors to avoid when doing appraisals: 

· The potential of the employee is the key ingredient in a performance appraisal. For example, Bill Walsh, Tom Landry and Chuck Knoll each won several Super Bowls, but they also had the worst first-season records of any coaches in the National Football League's history. Also, over half of the Fortune 500 CEOs had a C average in college, yet they went on to manage some of the best organizations in America. Fred Astaire failed his first screen test. It would have been a huge loss if the potential was not recognized in these great individuals. 

· Goal setting should be done by the persons being rated (not the rater) as they need to feel a sense of ownership. Keep the goals focused on improving needed competencies. Development goals, such as for advancing in the organization, should be performed in other setting, and preferably with a career counselor. Performance Appraisals and career or developmental planning are two separate subjects...do not tie them together. 

· Performance is a dynamic process. Just as employees should be given feedback throughout the rating period, and not just on an annual or semi-annual basis, goals should also be discussed and reevaluated frequently. 

· Evaluating a leader's team accomplishments is more important than evaluating individual accomplishments. Some of the best leaders are almost invisible because of the work they have performed in guiding their team on to excellence. 

· There is a tendency to judge more favorably those we perceive as similar to ourselves (Just-Like-Me Effect). The more closely a person resembles our attitudes or background, the stronger our tendency to judge that individual favorably. Yet, diversity offers the most benefits. 

· There is also a tendency to evaluate a person relative to other individuals rather than on the behavioral standards (Contrast Effect). A common belief is people of the same rank should be compared to one another. Each appraisal should be a reflection on how well a person met each criterion. Again, the key word is diversity. 

· Performance should be based on the entire evaluation period, rather than on the most recent performance. It helps to keep a daily log to jog your memory. 

· There is sometimes a tendency to rate a person as good or bad on all characteristics, based upon the inappropriate emphasis on a single characteristic (the Halo or Horns effect). 

· Do not rate a person on or close to the midpoint of a scale when performance clearly warrants higher or lower marks. Rating in the middle of the scale is often used to avoid uncomfortable discussions for poor performance. While the failure to give high ratings is often the inability to compliment people for great performance or not wanting to give someone a higher rating than they, themselves, have received. 

· Balance the ability to get things done (tasks) with keeping the team together (people). Seniors often give higher marks for task accomplishments while subordinates tend to give higher marks for good people skills. Tasks are important for the day-to-day survival of the organization, while developing people and teams are important for the long-range performance of the organization. Great leaders are both task and people orientated, while poor leaders become fixated on one or the other. 

· Remember the term SMART (Specific, Measurable, Achievable, Relevant, and Timely) when performing appraisals and creating goals: 

· Specific - Base ratings on explicit performance and targeted to the area you are measuring. For example, if you measure a leader's ability to perform customer service, a good metric would be direct feedback from customers on how they feel about the employee. A poorer metric would be the number of returned products. When creating goals, ensure both you and the rater understand what the goal is. 

· Measurable - When the performance or goal is charted over the rated time period, which direction is good and which direction is bad must clearly be distinguishable so that action can be taken to reverse, maintain, or grow the rating. 

· Achievable - If prior goals were failed, were they achievable? Great companies treat failure as a learning opportunity. In the early 80's, when the manager of the failed IBM PC Jr. project was called onto the carpet, the first thing he asked was if he should clean out his desk. His senior replied that they had just spent several million dollars training him and that they wanted him learn from this experience. When setting performance goals, they must be easy to understand and can be accomplished by the majority of individuals if given the proper resources. 

· Relevant - Do not measure things that are not important. A common downfall is to try measure everything, this in turn produces many meaningless results and becomes very time consuming. 

· Timely - The individual knows the time period for which he or she is accountable for and knows when goals must be completed. 

Next Steps

Although this guide was about implementing a leadership appraisal program, the same process can also be used for developing competency based appraisals throughout the organization

Why Social Leadership?

We believe that good intentions and ideas are not enough - leadership at the cutting edge is about building cross-sector coalitions to mobilize people to action. 

Too many good leadership initiatives fail because we are unable to sustain our engagement, because we become overwhelmed by competing priorities or give up in the face of opposition. Those in leadership roles need the strength and the support to remain true to their purpose despite setbacks, criticism or attacks. 
A social leadership approach builds on the collaborative model, bringing different sectors together, challenging existing assumptions and values, and building the passion and energy required for real change in the society. 

A social leader 

· Provides an unprecedented opportunity through his leadership to examine complex and interdependent social issues such as education, justice, youth, the economy, family and rural communities. 

· Develops a shared vision and collaborative approaches to country’s major social issues among the people. 

· Implements innovative models for social change. 

But in India, political leaders have not function as a social leader instead formed factions among people on the basis of caste and religion

Feedback survey:

Thank you for attending this presentation. To help us improve the usefulness and effectiveness of future presentations, please take a few moments to provide us with some feedback.

Directions: Please circle a number response for each of the following questions. Number 1 is the lowest score and number 5 is the highest score in rating your satisfaction with this presentation and the work of the presenter.

	Presenter is organized, well-paced, and easy to understand
	How would you rate this  presenter?
	Points: 1-5 (circle one)

___1___2___ 3___ 4___5

	 Presenter's material is clear, succinct and easy to understand
	How would you rate the material of the student presenter?
	Points: 1-5 (circle one)

___1___2___ 3___ 4___5

	 Presenter allows questions and attempts to accommodate the audience in the presentation
	How would you rate the helpfulness of the presenter?
	Points: 1-5 (circle one)

___1___2___ 3___ 4___5

	Presentation Content:
Material presented was useful or relevant
	How would you rate the usefulness of the content of the material presented?
	Points: 1-5 (circle one)

___1___2___ 3___ 4___5

	Presentation Content:
Material presented was well organized, and easy to understand
	How would you rate the organization of the material presented?
	Points: 1-5 (circle one)

___1___2___ 3___ 4___5

	Something New:
The material covered something new for me
	Did you learn something new and/or useful to you?
	Points: 1-5 (circle one)

___1___2___ 3___ 4___5

	Spelling & Error Free:
Presentation is free of any spelling or typographical errors
	Was the content of the presentation free from errors?
	Points: 1-5 (circle one)

___1___2___ 3___ 4___5

	Technical, Special Effects or Multimedia Points:
Presentation contained some technical information, special effects or multimedia that was new for me
	Did you learn something new that was technical, used special effects or multimedia that was useful to you?
	Points: 1-5 (circle one)

___1___2___ 3___ 4___5

	TOTAL POINTS:
	Add points for a total score
	Total Points=


3
This article is compiled and articulated by ReHuCap. It should not be copied in any form without written permission of Resurgent Business Pvt Ltd .

