Good Leadership

Leadership skills require a greater sensitivity to the human behavior and group dynamics than management skills do.
The specific personal traits of effective leaders include the following:
· Empathy
· Empathy is the skill of being able to feel the pain and frustration of others. Most notably, leaders must be sensitive to how decisions they make may impact employees and take this into account when communicating the importance of and the need for making changes.
· Putting others ahead of oneself
· Perhaps the worst perception leaders can leave among their subordinates is that the effort being put forth will only make the leader look good or will be for the leader's benefit. The good leader will relate objectives and high goals to what it means for the people carrying out the plan.
· Ability to create a meaningful vision and solicit organizational buy-in
· The most effective organizational motivation comes from everyone buying into the plan and its objectives. As a group, sports team coaches are probably the best at this. Early in the sport's preseason, the effective coaches develop mantras or slogans defining the vision of where they wish to be.
· Employees who do not buy in emotionally to a plan or change in direction will rarely put forth sufficient effort to accomplish the plan.
· High sensitivity to how perceptions of their behavior can influence employee behavior
· Leaders who act hypocritically are a major demotivator in the organizational setting. A Theory X senior manager who expects subordinate managers to also act in that manner will be viewed as hypocritical. A manager who preaches that he has an open-door policy but who does not respond to frequent concerns from his subordinates will not be viewed favorably.
· Willingness and ability to effectively confront difficult situations
· Something that frequently separates effective from ineffective leaders is their ability to make unpopular or difficult decisions. Having to lay off employees, close a plant, or send troops into harm's way are all examples of this. These decisions are rarely easy or politically popular, but they are almost always necessary for the long-term, big-picture benefit to the organization.
· A forward-looking viewpoint, rather than dwelling on the past
· Frequently, mediocre leaders will dwell in the past and focus on who did something wrong, who is to blame, and so forth. The effective leader will look at lack of past performance as a learning exercise and instead focus on the future, saying "What can we learn from the mistakes we made last week?"
Some people feel that the leader must be as knowledgeable of every job as the workers; otherwise, he or she does not deserve to be the leader. This is a common misperception about the meaning of effective leadership.
Although superficially this seems to make sense, in fact, leaders can be effective without knowing anything about subordinates' jobs as long as they can be empathetic about employee concerns. The ineffective leader, if not personally knowledgeable of every job, may overrule concerns of the employees. This invariably may cause subordinates to lose respect for the leader because this person making a decision is perceived as unqualified.



Traits and Characteristics of Leadership


Strategic Leadership
Strategic or upper-echelon leadership contributes a new level of complexity to the process by focusing on the entire organization, rather than just a single department. Upper-echelon leaders have executive discretion, which is moderated by both external environmental factors (such as market growth or the type of industry) and internal organizational factors (such as stability, size and structure, and culture).
Demographics and Personality Traits
A number of studies have been conducted to identify the various individual characteristics of upper-echelon leadership. Research has shown that older chief executive officers (CEOs) tend to be more averse to risk, and insider CEOs attempt to maintain the status quo. These types of personalities are therefore less likely to make any changes in the organization. Research has also examined the upper manager’s functional background and its impact on an organization’s strategic choices. One of the most successful outcomes of this research is the concept of locus of control. Managers with an internal locus of control stress research and development (R&D), and are thus more likely to be innovators than those with an external locus of control.
Researchers have described four strategic leadership types, based on the degree to which strategic leaders are challenge-seeking or have a need for control (see Figure 1):
· The High Control Innovator, a challenge seeker who maintains tight control of the organization.
· The Participative Innovator, a challenge seeker who delegates control.
· The Status Quo Guardian, a challenge-averse leader who maintains tight control.
· The Process Manager, a challenge-averse leader who delegates control.
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(Nahavandi, 2003)
Each type of strategic leader deals differently with the six strategic forces: perception of environment, technology, strategy, culture, structure, and leadership (Nahavandi, 2003).
Culture and Gender
The importance and impact of culture and gender on leadership are the subjects of recent studies. Little empirical data has been collected, although findings suggest that strategic leadership differs from one country to another. Evidence also suggests that female executives in traditional organizations succeed if their styles mirror male leadership styles, while other studies reveal that the supportive style more typical of women encourages greater employee participation and empowerment (Nahavandi, 2003).
Future Leaders
The traditional "command and control" leadership style is not suited for the rapid social, cultural, and organizational changes now occurring around the world. The leaders of the future will be required to adopt a different mindset toward external and internal shareholders. They will have to demonstrate integrity and honesty towards all shareholders and develop an astute awareness of cultural factors. It is not humanly possible for any one person to understand all the implications related to the different cultures in the world; however, a leader can ask questions, listen to answers, and refrain from judgment.
In the future, leaders will be required to have integrated perspectives about their organization’s function. These leaders will be successful if they remain flexible and open to new experiences, and effectively manage change. Leaders in the twenty-first century should be willing to experiment and challenge their assumptions.
It is imperative that these leaders commit to ongoing learning, training, and practice, so that they might acquire and retain the many skills and tools required to effectively lead their organizations. Finally, tomorrow’s leaders must learn to balance and integrate their careers with their personal lives.
Reference
Nahavandi, A (2003). The art and science of leadership (3rd ed.). Upper Saddle River, NJ: Prentice Hall.




Characteristics of Quality Leaders


Leadership is the act of guiding or directing others to advance a group with regard to a common purpose. It is not practiced in such simplistic terms, however. There are many types of leadership and leadership types that fit into the realm of homeland security and emergency management. For example, crisis leadership is a common leadership type that denotes behaviors one would assume during a severe or significant situation, whereas in extremis leadership refers to situations where there are imminent threats to life that one must guide others through. You will examine both types and identify how both may be used effectively across any leadership situation.
Leaders, in general, must possess certain traits to be effective. Often, it is easier to manage tasks as a supervisor, but the leadership qualities that are inherent to homeland security and emergency management require further commitment to personnel for their training, development, and growth within the field.
There are hundreds of traits that great leaders possess, but some researchers posit that there are five basic personality qualities of strong leaders (Kouzes & Posner, 2007):
· Honesty: To be followed, honest leaders demonstrates that not only are they truthful about their activities and decisions but also that they are capable of admitting when mistakes have been made and being able to correct them openly.
· Forward thinking: Having a clear vision and the willingness to share that vision are the hallmarks of a forward-thinking leader.
· Competent: The key to competence is demonstration. Leaders who are knowledgeable and capable demonstrate proficiency in their actions. Good leaders demonstrate competence with the delicate balance of conveying their abilities while not coming across as arrogant. Giving credit to others when it is due is a good demonstration of competence as well.
· Inspiring: Leaders who communicate clearly and with passion tend to evoke feelings of inspiration among their followers. A leader’s honesty and humility play a key role in their ability to inspire others.
· Intelligence: Leaders must be knowledgeable. Moreover, they must have a good grasp of the concepts and terminology of the field in which they lead. They must possess the ability to apply their knowledge through strategic thinking and clear communication. Another component of intelligence is having the ability to evaluate many aspects of a situation from different viewpoints. Therefore, listening to others and evaluating solutions from a broad perspective demonstrate a level of intelligence that followers will respect.
Other commonly valued leadership traits include the following:
· Being action oriented
· Good communication skills
· Integrity
· Dedication
· Magnanimity
· Humility
· Openness
· Creativity
· Fairness
· Assertiveness
· Humor
A good leader must work toward a goal and demonstrate the discipline necessary to achieve success. Good leaders do not sit back and wait for things to happen; their motivation and dedication inspire others to work toward achieving the common objectives. Good leaders demonstrate that they can be trusted through their honesty and control of outward emotions. The ability to bestow credit for others’ successes and spread opportunities for others to be successful is the mark of a magnanimous leader. Leaders with humility recognize that they are no better than those they lead. They are often in the trenches alongside their subordinates. They are good listeners and are able to take into account others’ viewpoints, while also promoting an atmosphere of shared ideas and solutions. They are creative in their style and are skilled at evaluating the potential of new ideas. They are fair and deal with others in a just and consistent manner. They are not aggressive and are not intimidated by challenges; rather, they approach them head-on. Good leaders are also able to use humor to reduce tension, alleviate boredom, and foster camaraderie.
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Research of Emotional Motivation

Imagine life without emotion: There would be no joy associated with great art or literature. A vicious crime would elicit no anger or disgust. As we watch our favorite sports teams, we would never experience the thrill of victory or the agony of defeat. Sadness would not follow death of a loved one because we would not experience love. Without emotion, life would be listless and colorless, like a meal in need of spice. But emotions do more than provide color and spice; they can actually help us to survive.
Nearly every organism exhibits some type of learning to survive in its environment. Some responses to environmental stimuli, such as reflexively blinking in response to a puff of air, are very brief in duration and never enter our consciousness. In other instances it is important to be aware of the consequences of our interactions with our environment. This is what we mean when we speak of learning.
Motivation
Motivation is defined as the physiological and psychological factors that account for arousal, direction, and persistence of behavior.  Biological theories of motivation stress the importance of biological or physiological processes in determining behavior.  Cognitive theories of motivation stress the processing and understanding of information. Maslow's hierarchy of needs combines biological and psychological aspects of motivation.  A learned motive is learned or acquired.  Specific Motives include hunger, sex, achievement, and affiliation.
Emotion
Emotions involve physiological and behavioral changes elicited by stimuli.  Darwin's evolutionary perspective states that emotions prepare us, provide signals to others, and guide our behavior.   There are some physiological differences among emotions such as increased heart rate in anger.  Blushing is elicited by a number of circumstances that usually involved concern about how others evaluate a person.
There is strong evidence for universal recognition of at least six basic emotions: anger, disgust, fear, happiness, sadness, and surprise.  Robert Plutchik’s model explains how emotions can be combined to yield blends that differ in intensity.  Nonverbal communication involves communication through body language, movements, and gestures.  The meaning of certain gestures varies with the culture.
Languages and cultures differ in the number of words that describe categories of emotion.  Some words refer to emotions that are not described in all cultures or languages. Appraisal theories of emotion propose that how we make judgments about events leads to emotional reactions.  The concept of emotional intelligence includes such abilities as motivating oneself, persisting in the face of frustrations, and controlling impulses, as well as being aware of the emotions one is experiencing.
Learning
Learning occurs when experience produces a relatively permanent change in behavior.  Classical conditioning involves pairing an unconditioned stimulus eliciting an unconditioned response with a conditioned stimulus which is neutral at the start of conditioning.  After several pairings, when the conditioned stimulus is presented by itself, it elicits a conditioned response.
Operant conditioning occurs when an organism performs a target response that is followed by a reinforcer.  Positive reinforcers are presented after the target response has been made; whereas negative reinforcers are taken away after the target response has been made.  Insight learning involves restructuring out perceptual stimuli to achieve the solution to a problem.  Such perceptual restructuring and solutions typically occur rapidly.  Latent learning, however, occurs when learning has taken place, but is not demonstrated until a later time.
The opposite of reinforcement is punishment.  It decreases the rate or frequency of responding.  Operant responses that are not reinforced each time during training take much longer to extinguish that ones that have received continuous reinforcement.  This is called the partial reinforcement effect.  Observational learning takes place when we observe and identify with the behaviors of others.  For instance, advertising and television commercials appeal to this process.  Finally, behavior modification is the application of the basic principles of learning to change or modify an undesired behavior or increase specific desired behaviors.





The Leadership Roll

Most companies predicate their decision regarding which employee will be developed in a leadership role on how well the individual can enhance the organization. Some companies attempt to base selections of individuals on indicators of ability and motivation, such as test scores and grades. Other firms try to predict leadership potential by assessing the characteristics and backgrounds of individuals attaining leadership positions in their own or other major corporations.
Succession to leadership positions is often determined by individual-based criteria, such as social origins or social connections—a situation aptly described by the popular saying It is not how much you know but who you know.
Leaders Can Shape the Organizational Culture
Effective leaders are able to influence the company’s culture through establishing direction and vision for the company. They also can align employees by providing direction through communications and actions, motivating and inspiring employees, satisfying their needs, producing useful changes, and instituting new approaches to challenges. An effective manager is able to influence a company’s culture by planning and budgeting, allocating resources, organizing, staffing, monitoring, implementing, controlling, and problem solving. The efforts of leaders and managers together can create a useful company culture that can result in financial gains for all employees.
The Ability to Influence Employees
Many leadership studies show that most business leaders seem to have the ability to reawaken primitive emotions in their employees in common. This is particularly true of leaders who are charismatic and are masters of manipulation in certain situations.
Some of these leaders have the power to affect behavior and the uncanny ability to exploit the unconscious feelings and emotions of their employees. In spite of the regressive potential of some leaders, there are others who transcend petty interoffice concerns to create a constructive work climate and involve, initiate, and spur creative endeavors.
Many researchers have compared transactional leadership traits with transformative leadership traits. The transactional leader motivates employees by exchanging rewards for services rendered, whether political, economic, or psychological. The transformative leader recognizes and exploits an existing need or demand of a potential employee.




Lessons of Leadership Attributes

Kolditz (2007) provides nine lessons of leadership attributes that can be used in any setting, including business. He posits that in extremis leaders do not need to be in dangerous occupations or necessarily in crisis mode to be effective. Successful leaders should move away from transactional leadership, where one leads others to achieve some type of payoff, to transformational leadership, where the goal is to practice authentic leadership with an emphasis on conveying hope, resilience, and optimism. The nine lessons are as follows:
· Motivate with an emphasis on learning. Although most followers involved with in extremis occupations are mostly self-motivated, leaders are able to employ teaching moments through their leadership. The objective is to help people work smarter, rather than harder, at accomplishing objectives.
· Share risk. One of the most important aspects of trust development is for followers to know that their leader will share the risk by getting in the trenches right alongside them. This is probably the strongest nonverbal cue that a good leader can display. When followers see leaders placing their own sense of safety and security behind those they lead, it sends a strong message of trust and confidence that are beyond reproach.
· Practice a similar lifestyle. Most in extremis leaders are humble about their positions, are selfless, and do not see themselves as elite. They share experiences, are often not compensated significantly better than their followers, and have similar motivators. These leaders are frequently in their field for a very long time.
· Develop confidence without arrogance. Conveying competence through confidence without upstaging or embarrassing followers is essential to an in extremis leader.
· Face the threat head-on. In extremis leaders are often faced with life-and-death challenges. Even business decisions can significantly alter the lives of others. Leaders must be committed to dealing with the problem and must possess a resolve to see it through to a successful conclusion, even if there is loss.
· Résumés and pedigrees are irrelevant. When a crisis strikes, a leader's credentials in the field are meaningless; what the leader does with what he or she has learned, however, is most critical.
· Inspire through action. No one wants to follow a leader who sits back and barks orders. Good leaders get into the action, take action, and accept the consequences for their actions.
· Demonstrating effectiveness depends largely on the situation. Some leaders lead effectively through benign situations, but if a crisis strikes, they may falter. How leaders handle extreme situations determines whether others will follow them.
· Lead with passion. Good leaders want to lead. People who have a passion and commitment for leadership are more successful than those who just want to advance in the ranks.
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Six Leadership Dimensions 


Leaders in a cultural environment cannot utilize just one approach when working with global leaders. Leaders are faced with many challenges in a changing global market and must constantly make the necessary adjustments to turn their vision into a reality. A leader who is culturally sensitive and can interact well with a diversity of people will enjoy success. Leadership is complex, and leading across cultures is considerably more complex.  
According to Ledlow and Coppola (2011), the GLOBE Project has identified the following six leadership dimensions across  62 countries:
· Charismatic and value-based
· Charismatic, visionary, integrity, decisiveness, performance-oriented 
· Favored by Western, Latin, African, and Asian cultures
· Participative
· Participative, democratic
· Team-oriented
· Team collaborative and diplomatic
· Favored by Eastern European and Middle Eastern cultures
· Human-oriented
· Modest, human-oriented
· Self-protective
· Self-centered, procedural, conflict inducer, status-conscious
· Autonomous
· Self-directed, independent
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