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Leadership Program

	ELEMENT #1:  TRANSPORTATION LEADERSHIP OVERVIEW


MAKING A DIFFERENCE
Serving in a leadership role in the transportation profession provides opportunities to make a difference in the lives of others. Two major examples are as follows:
· Our behavior patterns and practices are watched closely and are being engrained into the lives of our employees, and we might not recognize this.  Additionally, we have a responsibility to guide and support the careers of those under our care.  Think of this. Will our employees grow and develop into leaders as result of our influence?

· The quality of life within our communities is often impacted as a result of our having the skills and will to influence people to work enthusiastically toward goals for the common good.  Do our key stakeholders see us as acting on behalf of what is right for our communities?

NEW SKILLS / COMMITMENT NEEDED

Skills needed for leadership are of a skill set that is distinctly different than the technical skill requirements of our positions. Many of us have limited leadership training and may lack the commitment from either ourselves or our employers for personal growth and development. Our responsibilities to our employees and communities require us to take time out of our busy schedules, and oftentimes make a commitment of time and resources to change and grow.
WHAT DO LEADERS DO?

“Good managers” often have a style that is authoritative (command and control) because they mistakenly believe they have all the answers, fix all of the problems, and, above all else, maintain control. Most leadership training is simply more management training turning out people capable of managing things, but not producing people capable of leading and inspiring others to action. We don’t manage people - we are called to manage processes, and we are called to lead people.
Leaders must have vision and be capable of influencing employees to contribute their hearts, minds, spirits, creativity, and excellence to give their all for their team. Leadership is getting people to commit to the mission, and to be all they can be. Leadership is influence – nothing more and nothing less. Do our employees see us as being someone who consistently influences people to do the right thing, the right way, for the right reason?

MANAGERS VS LEADERS
Warren Bennis’s (popular writer of leadership resources and business professor at the University of Southern California) most quoted phrase is as follows:   “Managers are people who do things right and leaders are people who do the right thing.”   There is a profound difference between these two disciplines; however they can’t work apart.  Both are needed.  In order to be fully rounded, one must have the ability to manage the day to day tasks and deliver results, while seeing the opportunity for change and the big picture.  Keep in mind.  “The world is full of managers and desperately short of leaders.”

Bennis further defines the differences using the following paired contrasts:

· The manager administers, the leader innovates
· The manager maintains, the leader develops
· The manager accepts reality, the leader investigates it
· The manager focuses on systems and structures, the leader focuses on people
· The manager relies on control, the leader inspires trust
· The manager has a short-range view, the leader has a long range perspective
· The manager asks how and when, the leaders asks what and why
· The manager imitates, the leader originates
· The manager accepts the status quo, the leader challenges it
· The manager is the classic good soldier, the leader is his or her own person
The following are a couple of concluding observations regarding the topic of Management versus Leadership:

· Management is the practice of keeping the wheels on, the engine running, and the performance peaking in the present.  Management focuses on daily operations and the alligators snapping at them constantly.

· Leadership is the practice of keeping the wheels on, the engine running, and the performance peaking in the future.  Leadership focuses on the larger organization and avoiding the alligators waiting on us in the future.

WHAT’S IMPORTANT TO EMPLOYEES
The following is a description of two key attributes required of leaders to gain respect and support of their employees:
· Effective Leader Communications
Dan Turner (Leadership Oversight Team) indicates that recent surveys of employees show that the number one reason that they like their jobs is that they like and trust their leaders.  The same surveys show that their leaders’ ability to communicate effectively is the key to whether or not they like their leader.

The leader is responsible for communicating organizational goals and rational for goals; leaders communicate employees’ roles; leaders communicate employees’ performance level; leaders affirms employees’ accomplishments; etc. 

· Effective Leadership Style

Most trainers and consultants tend to promote one leadership style as being the right one to adopt; however others believe that highly respected leaders learn how and when to use each of the following leadership styles described on the next page.  Additionally, most leaders have a preferred style of leadership and are likely the style they use most of the time.
Definitions and descriptions of leadership styles range from the simple to complex. However, we will focus on a practical approach to leadership styles in this Transportation Leadership Overview as follows:

	LEADERSHIP STYLE
	GENERAL DESCRIPTION AND COMMENTS

	The Dictatorial Style


	Persons using this style tend to operate like a dictator.  They make all the decisions regarding what, when, where, and how things are done and who will do them.  Leaders with this style generally keep all decision making power for themselves and do not allow people to question their decisions or authority.
Work conditions are non-productive under this style of leadership.  Often, the more valuable employees will seek employment elsewhere.

	The Authoritative Style

(or Micro-Manager)
	This is unfortunately an “all too common” style of leadership in today’s workforce.  The authoritative leader: (1) seldom lets others make decisions because his experience and expertise make him the most qualified, (2) considers their views to be the most valid, (3) is frequently critical of opinions and decisions that differ from his own, (4) frequently lacks confidence in others people’s ability, (5) listens to other peoples ideas only if they agree with him, and (6) is easily offended if others disagree with his point of view.

Personal growth and development is restricted under this leadership style

	The Consultative Style
	The consultative style of leadership focuses on using the skills and ideas of others in developing plans and making decisions.  Generally, the leader using this style of leadership still retains final decision making power.  However, they do not make major decisions without first seeking input from those affected by the decisions. 

The consultative leader: (1) asks for input from subordinates on a regular basis, (2) works at providing proper recognition, (3) is willing to

delegate certain decision-making authority, and (4) attempts to evaluate all alternatives before making a decision, and then explains why certain ideas are not used.
This style of leadership fosters personal growth and development among employees.

	The Participative Team Style
	This is a unique leadership style and many leaders feel uncomfortable

using it. In this style of leadership, the leader gives most of his authority—but not all of it—to his team.  However, he remains the team leader.

This style displays the following traits:  (1) everyone’s ideas are considered equally, (2) the leader assumes the role of player / coach and becomes the team’s facilitator, (3) The leader frequently accepts the team’s ideas, even when they disagree with his own, and (4) the leader focuses on stimulating creativity and innovation within the team.
This style of leadership also fosters personal growth and development among employees.


In conclusion, the leadership style plays a major role in determining organizational productivity and employee motivation.  Leaders should remember that their job is to serve the needs of those in their care. How leaders use their authority, view their human resources, and how they relate to people generally determine their preferred style of leadership.

MORALE IN OUR WORKFORCE
Brent McKinney (SDITE Leadership Oversight Team) recently participated in a leadership presentation by a retired executive of the former Wachovia Corporation. The focus of the presentation was that leaders must be able defeat despair in the workforce by motivating their employees to become committed to fulfilling the mission of their employer by committing their hearts and minds. Major points made during this presentation were as follows:
· Leaders are constantly being watched by their employees.  Is this an opportunity or a liability?
· A large percentage of employees do not have a sense of ownership of their organization as evidenced by the following statistics:
· 21 % are Disengaged
(These are employees who continually find fault with most everything that is taking place and are generally viewed as being disruptive as a result of negative attitudes.)
· 61% are Not Engaged
(These are employees that strive to “conform” to this majority environment. This group generally lacks enough self-confidence and / or courage to take any risk or challenge the statue quo; however this group would likely become part of a team should they become motivated and provided the right opportunities to grow and develop.)
· 18% are Engaged
(These are the employees that generally have a sense of ownership and support of their organization.)
· Suggested actions by leaders to motivate their employees included:
· Dream success; however leaders must be willing to deal with failures
· Have the courage to see reality.
· Avoid denial and rationalism.
· Have the courage to confront problems.
· Have the courage to grow.--Avoid being “stuck in a rut.”

· Have the courage to be authentic.
· Have a visible presence among all level of employees.  “Absent leaders” lose their effectiveness.

In Relationships 101, the author (John Maxwell) indicates that believing in people before they have proved themselves is the key to motivating people to reach their potential.  This requires that leaders believe the best in people and have faith in them.  Four facts about faith in people are as follows:
· Most people don’t have faith in themselves.

· Most people don’t have someone who has faith in them.

· Most people can tell when someone else has faith in them.

· Most people will do anything to live up to your faith in them.

Leadership Overview
Page 1

[image: image1.png]