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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, lets 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 (later chapters in this guide expand on these and provide tools for implementing them): 

<LIKnow 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. 

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

2. 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. 

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

4. 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 

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

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

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

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

9. 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. 

10. 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: 
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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 come 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, its 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. 

For an activity, see Culture and Climate. 

For information on culture, see Long-Term Short-Term Orientation. 

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. 

For an activity, see Bolman and Deal's Four Framework 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 o 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: 
  High  9 Country Club          Team Leader

        8

        7

P       6

E

O       5

P

L       4

E

        3

        2

        1 Impovished             Authoritarian   

        0   2   3   4   5   6   7   8   9

    Low                                High

                      TASK

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)
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. 

For an activity, see The Leadership Matrix. 

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. 
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Leadership & Human Behavior
As a leader, you need to interact with your followers, peers, seniors, and others, whose support you need in order to accomplish your objectives. To gain their support, you must be able to understand and motivate them. To understand and motivate people, you must know human nature. Human nature is the common qualities of all human beings. People behave according to certain principles of human nature. These principles govern our behavior. 

Maslow's Hierarchy of Needs
Human needs are an important part of human nature. Values, beliefs, and customs differ from country to country and group to group, but all people have similar needs. As a leader you must understand these needs because they are powerful motivators. 

Abraham Maslow felt that human needs were arranged in a hierarchical order (Maslow, 1954). He based his theory on healthy, creative people who used all their talents, potential, and capabilities. At the time, this methodology differed from most other psychology research studies in that they were based on observing disturbed people. 

There are two major groups of human needs: basic needs and meta needs. 

Basic needs are physiological, such as food, water, and sleep; and psychological, such as affection, security, and self-esteem. These basic needs are also called deficiency needs because if they are not met by an individual, then that person will strive to make up the deficiency. 

The higher needs are called meta needs or being needs (growth needs). These include justice, goodness, beauty, order, unity, etc. Basic needs normally take priority over growth needs. For example, a person who lacks food or water will not normally attend to justice or beauty needs. 

These needs are listed below in hierarchical order. The basic needs on the bottom of the list (1 to 4) must normally be met before the meta or being needs above them can be met. The four meta needs (5 to 8) can be pursued in any order, depending upon a person's wants or circumstances, as long as the basic needs have all been met. 
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Maslow's Hierarchy of Needs 

· 8. Self-transcendence - a transegoic (see Note below) level that emphasizes visionary intuition, altruism, and unity consciousness. 

· 7. Self-actualization - know exactly who you are, where you are going, and what you want to accomplish. A state of well-being. 

· 6. Aesthetic - at peace, more curious about inner workings of all. 

· 5. Cognitive - learning for learning alone, contribute knowledge. 

· 4. Esteem - feeling of moving up in world, recognition, few doubts about self. 

· 3. Belongingness and love - belong to a group, close friends to confide with. 

· 2. Safety - feel free from immediate danger. 

· 1. Physiological - food, water, shelter, sex. 

Maslow posited that people want and are forever striving to meet various goals. Because the lower level needs are more immediate and urgent, then they come into play as the source and direction of a person's goal if they are not satisfied,. 

A need higher in the hierarchy will become a motive of behavior as long as the needs below it have been satisfied. Unsatisfied lower needs will dominate unsatisfied higher needs and must be satisfied before the person can climb up the hierarchy. 

Knowing where a person is located on this scale aids in determining an effective motivator. For example, motivating a middle-class person (who is in range 4 of the hierarchy) with a certificate will have a far greater impact than using the same motivator to effect a minimum wage person from the ghetto who is desperately struggling to meet the first couple of needs. 

It should be noted that almost no one stays in one particular hierarchy for an extended period. We constantly strive to move up, while at the same time various forces outside our control try to push us down. Those on top get pushed down for short time periods, i.e., death of a loved-one or an idea that does not work, while those on the bottom get pushed up, i.e., come across a small prize. Our goal as leaders therefor is to help people obtain the skills and knowledge that will push them up the hierarchy on a more permanent basis. People who have their basic needs met become much better workers as they are able to concentrate on fulfilling the visions put forth to them, rather than consistently struggling to make ends meet. 

Characteristics of self-actualizing people: 

· Have better perceptions of reality and are comfortable with it. 

· Accept themselves and their own natures. 

· Lack of artificiality. 

· They focus on problems outside themselves and are concerned with basic issues and eternal questions. 

· They like privacy and tend to be detached. 

· Rely on their own development and continued growth. 

· Appreciate the basic pleasures of life (e.g., do not take blessings for granted). 

· Have a deep feeling of kinship with others. 

· Are deeply democratic and are not really aware of differences. 

· Have strong ethical and moral standards. 

· Are original, inventive, less constricted and fresher than others 

Maslow's Hierarchy of Needs and Leadership
To put Maslow's theory into perspective with leadership, a short (less than 3 minutes) audio MP3 file is included: Maslow and leadership. 

Transegoic
Transegoic means a higher, psychic, or spiritual state of development. The trans is related to transcendence, while the ego is based on Freud's work. We go from preEGOic levels to EGOic levels to transEGOic. The EGO in all three terms are used in the Jungian sense of consciousness as opposed to the unconscious. Ego equates with the personality. 

In Maslow's model, the ultimate goal of life is self-actualization, which is almost never fully attained but rather is something to always strive towards. Peak experiences are temporary self-actualizations. 

Maslow later theorized that this level does not stop, it goes on to self-transcendence, which carries us to the spiritual level, e.g.. Gandhi, Mother Theresa, Dalai Lamao, or even poets, such as Robert Frost. Maslow's self-transcendence level recognizes the human need for ethics, creativity, compassion and spirituality. Without this spiritual or transegoic sense, we are simply animals or machines. 

In addition, just as there are peak experiences for temporary self-actualizations; there are also peak experiences for self-transcendence. These are our spiritual creative moments. 

While the research of Maslow's theory has undergone limited empirical scrutiny, it still remains quite popular due to its simplicity and being the start of the movement that moved us away from a totally behaviorist/reductionistic/mechanistic approach to a more humanistic one. In addition, a lot of concerns is directed at his methodology: Pick a small number of people that he declares self-actualizing; read and talk about them; and come to the conclusion about self-actualization. However, he did completely understood this, and thought of his work as simply a method of pointing the way, rather than being the final say. In addition, he hoped that others would take up the cause and complete what he had begun. 

Herzberg's Hygiene and Motivational Factors
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Herzberg developed a list of factors (Herzberg, 1966) that are based on Maslow's Hierarchy of Needs, except his version is more closely related to the working environment: 

HERZBERG'S HYGIENE & MOTIVATIONAL FACTORS

Hygiene or Dissatisfies: 

· Working conditions 

· Policies and administrative practices 

· Salary and Benefits 

· Supervision 

· Status 

· Job security 

· Co-workers 

· Personal life 

Motivators or Satisfiers: 

· Recognition 

· Achievement 

· Advancement 

· Growth 

· Responsibility 

· Job challenge 

Hygiene factors must be present in the job before motivators can be used to stimulate that person. That is, you cannot use motivators until all the hygiene factors are met. Herzberg's needs are specifically job related and reflect some of the distinct things that people want from their work as opposed to Maslow's Hierarchy of Needs which reflect all the needs in a persons life. 

Building on this model, Herzberg coined the term "job enrichment" to describe the process of redesigning work in order to build in motivators. 

Theory X and Theory Y
Douglas McGregor developed a philosophical view of humankind with his Theory X and Theory Y (McGregor, 1957) , which are two opposing perceptions about how people view human behavior at work and organizational life. McGregor felt that companies followed either one or the other approach: 

Theory X

· People have an inherent dislike for work and will avoid it whenever possible. 

· People must be coerced, controlled, directed, or threatened with punishment in order to get them to achieve the organizational objectives. 

· People prefer to be directed, do not want responsibility, and have little or no ambition. 

· People seek security above all else. 

Note that with Theory X assumptions, management's role is to coerce and control employees. 

Theory Y

· Work is as natural as play and rest. 

· People will exercise self-direction if they are committed to the objectives (they are NOT lazy). 

· Commitment to objectives is a function of the rewards associated with their achievement. 

· People learn to accept and seek responsibility. 

· Creativity, ingenuity, and imagination are widely distributed among the population. People are capable of using these abilities to solve an organizational problem. 

· People have potential. 

Note that with Theory Y assumptions, management's role is to develop the potential in employees and help them to release that potential towards common goals. 

Theory X is the view that traditional management has taken towards the workforce. Many organizations are now taking the enlightened view of theory Y. A boss can be viewed as taking the theory X approach, while a leader takes the theory Y approach. 

Notice that Maslow, Herzberg, and McGreagor's theories all tie together: 

· Herzberg's theory is a micro version of Maslow's theory (concentrated in the work place). 

· McGreagor's Theory X is based on workers caught in the lower levels (1 to 3) of Maslow's theory, while his Theory Y is for workers who have gone above level 3. 

· McGreagor's Theory X is based on workers caught in Herberg's Hygiene Dissatisfiers, while Theory Y is based on workers who are in the Motivators or Satisfiers section. 

Existence/Relatedness/Growth (ERG)
Clayton Alderfer's Existence/Relatedness/Growth (ERG) Theory of Needs (Alderfer, 1969) postulates that there are three groups of needs: 

· Existence - This group of needs is concerned with providing the basic requirements for material existence, such as physiological and safety needs. This need is satisfied by money earned in a job so that one may buy food, shelter, clothing, etc. 

· Relationships - This group of needs center upon the desire to establish and maintain interpersonal relationships. Since a people normally spend approximately half of their waking hours on the job, this need is normally satisfied to some degree by their coworkers. 

· Growth - These needs are met by personal development. A person's job, career, or profession provides significant satisfaction of growth needs. 

Alderfer's ERG theory states that more than one need may be influential at the same time. If the gratification of a higher-level need is frustrated, the desire to satisfy a lower-level need will increase. He identifies this phenomenon as the "frustration & shy aggression dimension." Its relevance on the job is that even when the upper-level needs are frustrated, the job still provides for the basic physiological needs upon which one would then be focused. If, at that point, something happens to threaten the job, the person's basic needs are significantly threatened. If there are not factors present to relieve the pressure, the person may become desperate and panicky. 

Notice that Alderfer's ERG theory is built upon Maslow's, however it does differ. First he collapsing it from five needs to three. And unlike Maslow, he did not see these needs as being a hierarchy in which one climbs up, but rather being more of a continuum. 

While there has not been a whole lot of research on Alderfer's theory, most contemporary theories do tend to support it. 

Expectancy Theory
Vroom's Expectancy Theory states that an individual will act in a certain way based on the expectation that the act will be followed by a given outcome and on the attractiveness of that outcome to the individual. This motivational model (Vroom, 1964) has been modified by several people, to include Porter and Lawler (Porter et. al., 1968). Vroom's Expectancy Theory is written as a formula: 

Valence x Expectancy x Instrumentality = Motivation

· Valence (Reward) = the amount of desire for a goal (What is the reward?) 

· Expectancy (Performance) = the strength of belief that work related effort will result in the completion of the task (How hard will I have to work to reach the goal?) 

· Instrumentality (Belief) = the belief that the reward will be received once the task is completed (Will they notice the effort I put forth?) 

The product of valence, expectancy, and instrumentality is motivation. It can be thought of as the strength of the drive towards a goal. For example, if an employee wants to move up through the ranks, then promotion has a high valence for that employee. If the employee believes that high performance will result in good reviews, then the employee has a high expectancy. However, if the employee believes the company will not promote from within, then the employee has low instrumentality, and the employee will not be motivated to perform better. 
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Leadership Styles

Leadership style is the manner and approach of providing direction, implementing plans, and motivating people. There are normally three styles of leadership (U.S. Army Handbook, 1973) : 

· Authoritarian or autocratic 

· Participative or democratic 

· Delegative or Free Reign 
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Although good leaders use all three styles, with one of them normally dominate, bad leaders tend to stick with one style.

Authoritarian (autocratic)
This style is used when the leader tells her employees what she wants done and how she wants it done, without getting the advice of her followers. 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 tend to think of this style as a vehicle for yelling, using demeaning language, and leading by threats and abusing their power. This is not the authoritarian style...rather it is an abusive, unprofessional style called bossing people around. it has no place in a leaders repertoire. 

The authoritarian style should normally only be used on rare occasions. If you have the time and want to gain more commitment and motivation from your employees, 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, rather it is a sign of strength that your employees will respect. 

This is normally used when you have part of the information, and your employees have other parts. Note that a leader is not expected to know everything -- this is why you employ knowledgeable and skillful employees. Using this style is of mutual benefit -- it allows them to become part of the team and allows you to make better decisions. 

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. 

This is not a style to use so that you can blame others when things go wrong, rather this is a style to be used when you have the full trust and confidence in the people below you. Do not be afraid to use it, however, use it wisely! 

NOTE: Also known as lais・ez faire (or lais・er 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, but does not have all the information. The employees know their jobs and want to become part of the team. 

· 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: 

· 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 OSHA or training plans. 

Positive and Negative Approaches
There is a difference in ways leaders approach their employee. Positive leaders use rewards, such as education, independence, etc. to motivate employees. While negative employees emphasize penalties. While the negative approach has a place in a leader's repertoire of tools, it must 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 as loss of job, days off without pay, reprimand employees in front of others, etc. They believe their authority is increased by freighting everyone into higher lever of productivity. Yet what always happens when this approach is used wrongly is that morale falls; which of course leads to lower productivity. 

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

Use of Consideration and Structure
Two other approaches 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 (Schriesheim, 1982). 

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

See Blake and Mouton's Managerial Grid as it is also based on this concept. 

Paternalism
Paternalism has at times been equated with leadership styles. Yet most definitions of leadership normally state or imply that one of the actions within leadership is that of influencing. For example, the Army uses the following definition: 

Leadership is influencing people -- by providing purpose, direction, and motivation -- while operating to accomplish the mission and improving the organization."

The Army further goes on by defining 'influence' as a: 

means of getting people to do what you want them to do. It is the means or method to achieve two ends: operating and improving. But thereｹs more to influencing than simply passing along orders. The example you set is just as important as the words you speak. And you set an example -- good or bad -- with every action you take and word you utter, on or off duty. Through your words and example, you must communicate purpose, direction, and motivation.

While 'paternalism' is defined as (Webster): 

a system under which an authority undertakes to supply needs or regulate conduct of those under its control in matters affecting them as individuals as well as in their relationships to authority and to each other.

Thus paternalism supplies needs for those under its protection or control, while leadership gets things done. The first is directed inwards, while the latter is directed outwards. 

Geert Hofstede's (1977) studied culture within organizations. Part of his study was on the dependence relationship or Power Difference -- the extent to which the less powerful members of an organization expect and accept that power is distributed unequally. Hofstede gave this story to illustrate this Power Difference: 

The last revolution in Sweden disposed of King Gustav IV, whom they considered incompetent, and surprising invited Jean Baptise Bernadotte, a French general who served under Napoleon, to become their new King. He accepted and became King Charles XIV. Soon afterward he needed to address the Swedish Parliament. Wanting to be accepted, he tried to do the speech in their language. His broken language amused the Swedes so much that they roared with laughter. The Frenchman was so upset that he never tried to speak Swedish again. 

Bernadotte was a victim of culture shock -- never in his French upbringing and military career had he experienced subordinates who laughed at the mistakes of their superior. This story has a happy ending as he was considered a very good ruled the country as a highly respected constitutional monarch until 1844 (his descendants still occupy the Swedish throne).

Sweden differs from France in the way its society handles inequality (those in charge and the followers). To measure inequality or Power Difference, Hofstede studied three survey questions from a larger survey that both factored and carried the same weight: 

· Frequency of employees being afraid to express disagreement with their managers. 

· Subordinates perception of their Boss' actual decision making style (paternalistic style was one choice). 

· Subordinates' preference for their boss' decision-making style (again, paternalistic style was one choice). 

He developed a Power Difference Index (PDI) for the 53 countries that took the survey. Their scores range from 11 to 104. The higher the number a country received, the more autocratic and/or paternalistic the leadership, which of course relates to employees more afraid or unwilling to disagree with their bosses. While lower numbers mean a more consultive style of leadership is used, which translates to employees who are not as afraid of their bosses. 

For example, Malaysia has the highest PDI score, being 104, while Austria has the lowest with 11. And of course, as the story above illustrates, Sweden has a relative low score of 31, while France has a PDI of 68. The USA's is 40. Note that these scores are relative, not absolute, in that relativism affirms that one culture has no absolute criteria for judging activities of another culture as 'low' or 'noble'. 
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Keeping the above in mind, it seems that some picture paternalistic behavior as almost a barbaric way of getting things accomplished. Yet, leadership is all about getting things done for the organization. And in some situations, a paternalistic style of decision-making might be required; indeed, in some cultures and individuals, it may also be expected by not only those in charge, but also the followers. That is what makes leadership styles quite interesting -- they basically run along the same continuum as Hofstede's PDI, ranging from paternalistic to consultive styles of decision making. This allows a wide range of individual behaviors to be dealt with, ranging from beginners to peak performers. In addition, it accounts for the fact that not everyone is the same. 

However, when paternalistic or autocratic styles are relied upon too much and the employees are ready and/or willing to react to a more consultive type of leadership style, then it normally becomes quite damaging to the performance of the organization. 
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Lleadership and trait
Leadership - Character and Traits

	
	Managers are people who do things right, while leaders are people who do the right thing. - Warren Bennis, Ph.D. On Becoming a Leader
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 good character. You must do everything you are supposed to do. An organizations will not achieve excellence by figuring out where it wants to go, then having leaders do whatever they have to in order to get the job done, and then hope their leaders acted with good character. This type of thinking 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 good and strong character who engage in the entire process of leadership. And the first process is being a person of honorable character. 

Waste no time arguing what a good man should be. Be one. - Marcus Aurelius

Character develops over time. Many think that much of a person's character is formed early in life. However, we do not know 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 both strong and good characteristics, people who will guide them to the future and show that they can be trusted. 

Courage - not complacency - is our need today. Leadership not salesmanship. - John F. Kennedy

To be an effective leader, your followers must have trust in you and they need 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 both 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 composed of beliefs, values, skills, and traits: 

Beliefs are what we hold dear to us and are rooted deeply within us. 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. Values are important as they influence a person's behavior to weigh the importance of alternatives. For example, you might value friends more than privacy, while others might be the opposite. 

Skills are the knowledge and abilities that a person gains 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 followers will believe and trust in you. 

Traits of a Good Leader
Compiled by the Santa Clara University and the Tom Peters Group: 

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

· 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 others 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 decisions at the right time. 

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

Retreat Hell! We've just got here! - Attributed to several World War I Marine Corps officers, Belleau Wood, June 1918. (key ideal - take a stand)
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 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. 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. 

Goddam it, you will never get the Purple Heart hiding in a foxhole! Follow me! - Captain Henry P. "Jim" Crowe, USMC, Guadalcanal, 13 January 1943. (key words - follow me, NOT "go")

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. 
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The U.S. Army's Eleven 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

Organizations consist of three components:
1. The structure gives the organization its form and dictates the way it will interact. 

2. The followers 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.

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

More Thoughts on Character
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. 

Is Character Developed Via Nature or Nurture?
I do not believe that the nature vs. nurture debate is linear enough to put percentages on it -- on one side of the fence we have nature and on the other side we have nurture. And while nature (genes) certainly has its influences on us, the environment normally determines the impact of a gene. 
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For example, one of the classics examples for discussing genes is Konrad Lorenz's work on the imprinting that occurs in baby geese -- they have it within them to imprint whatever is moving near them, which is normally their mother. However, it could be anything else that is moving around them, such as a person. But no matter what they imprint on, rather it be their mother, a human, or an inanimate object, the piece of the environment that they actually imprint on is going to have a huge impact on their life. Thus gene provides the goal, but the environment provides the process, and it is what happens during the process that will determine the outcome. 

Piaget was probably the first person to think of children as species equipped with a characteristic mind, rather than as apprentice adults (little adults). He discovered they went through a series of five developmental stages that were always in the same order, but not always at the same rate: 1) sensorimotor, 2) preoperational, 3) concrete operations, and in adolescence they have 3) abstract thought and finally 4) deductive reasoning. 

Piaget's two contemporaries, Konrad Lorenz and B.F. Skinner took up extreme positions. Lorenz as a champion of nature and Skinner as a champion of nurture. Piaget, however, dived right down the middle of this debate. He believed a gene's meaning depends heavily on its context with the surrounding environment. That is, while a child goes through five stages of development (genes), it is the active engagement of the mind with the surrounding environment (nurture) that causes development. The two main forces of the environment are feedback and social interaction. From this, the child assimilates predicted experiences and accommodates it to unexpected experiences. 

For some time it was believed that animals grew no new neurons in the cortex of their brains upon reaching adulthood, thus their fate was basically sealed by their generic nature. This was apparently proved by a Pasco Rakix, a neuroscientist. However, Fernando Nottebohm soon found that adult canaries made new neurons when they learn new songs. So Rakix replied that it was only adult mammals that could not grow neurons. But soon afterward, Elizabeth Gould found that rats grow new neurons. So Rakix replied primates could not. Gould next discovered that tree shrews grew new neurons. Rakix that higher primates could not grow new neurons. Gould then found them in marmosets. Rakix zeroed it down to old-world primates. Gould then discovered them in macaques. 

Today it is almost certain that all primates, including humans, grow new neurons in response to new experiences, and loose neurons in response to neglect. Thus, with all the determinism built into the initial wiring of our brain, experience with our surrounding environment refines and in some cases rewires that initial wiring. 

Nature may be our internal guide (map), but nurture is our explorer that has the final say in what we do (destination). 
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