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Spotlight on Leadership Traits

Leadership research has not revealed a single trait that is ssed all successful
leaders, but a number of characteristics have been identified are cou?m to many of

them. -
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t with an excellent reser-
voir of human capital,
Japan has become not only
one of the richest nations
but also one of the most re-
spected ones in the world to-
day.

y

The point is obvious. Our
human '‘burdens’ must be
turned into human re-
sources. The task ahead is
not at allgasy but we should

country forward.

Here at YEP Forum, we
are committed to excel in
each profession we are in-
whether we are business ex-
ecutives or teachers,
whether we are doctors or in
defense services-the idea is
to give your best efforts and
raise the standards of pro-
fessionalism. It is against
this backdrop that we have

cial, al and informa-
ualmrhﬂyn.:ng many others.
In other words, you need to
know the essence of day-to-
dar management ideas that
will make you more effec-
tive and efficient in your
area of work. Here in
columns we want to

to you the ti
niques an

ese
pass on
. tools, tech-
insights on

some light on this very im-
portant aspect of manage-

ment. However, so much can
be said about and
management that we were at
a loss as to what to k and
what to leave, but here is our
less-than-perfect first effort
to provide you with some
materials on leadership and
management that you can

apply at your workplace.

A Checklist of Qualities
That Make A Good Boss

A study showed that subordinates have strong and surprisingly consistent opinions, not
only on what makes a good manager, but on just how well their own boss is doing.

successful manager
has ten qualities that
are the same in a wide
range of industries and oc-
cupations. — whether in

Bangladesh, Belgium or in

Brazil

So says House,
a Boston consu firm,
which drew its e of a
successful from in-
terviews with more than

five thousand employers
that it serves.

The answers were consis-
tent * less of the age or
sex of the . or the
industry, size location, or-
ganisational structure or
corporate culture of the
company,” says Ernest
Glickman, ridge execu-
tive vice president.

Employees are asked
what qualities they think
their own bosses need.
also are asked how their
bosses measure up. The an-
swers help the consulting
firm shape its management
training es to the
specific needs of each organ-
isation.

In each co
tionnaire is devel
ing as many as fi
ager qualities. Employees
are asked to pick from the
list the qualities they con-
sider most important for a
manager to effective.
Then they are asked to rate
}:h?r own boss against the
1SL.

Despite the diversity of
occupations and the differ-

y a ques-
list-
man-

Ratna Amin Shoma

ences in individual man-
agers, the study showed that
the men and women who re-
ported on their bosses hold
strong and surprisingly
consistent opinions, not
only on what makes a %c:od
manager, but on just how
well their own bosses are do-

"

is is what a good man-

?cr must do, the study con-
udes:

1. Provide clear direction.
An effective manager needs
to establish clear goals and
standards for people. He

must communicate group
goals, not just individual
goals. He must involve peo-

ple in s these goals,
and not dictate them
himself. He must be clear
and thorough in delegating
responsibility.

2. Encourage open com-
munication. € manager

must be candid in dealing
with people. He must be
honest, direct and to the
point. "People want straight
information from their
bosses,"” the study says, "and
managers must establish a
climate of openness and
trust.”

3. Be willing to coach and
to support people. This
means being helpful to oth-
ers, working constructively
to correct performance
?rnhlcms and going to bat
or subordinates with supe-
riors. This last practice "was
consistently rated as one of

the most important aspects
of effective leadership,” says
Robert Stringer, senior vice
president of Harbridge, who
supervised the survey.

4. Provide objective
recognition. The manager
must recognize people for
gnod perfnnnancge mﬂrc of-

en than criticizing them for
performance problems. Re-
wards must be related to the
excellence of job perfor-
mance, not to seniority or
personal relationships.
"Most managers don't real-
ize how much criticism they
ﬁlve,“ the study says. “They
0 it to be helpful, but posi-
tive recognition is what
really motivates ple."

5. Establish on-goin
controls. This means fol-
lowing up on important is-
sues and actions and giving
;ubntli?inatts feedback on

oW are doing.

6. Scerect the right people
to staff the organisation.

7. Understand the finan-
cial implications of deci-
sions. This quality is con-
sidered important even for
functional managers who do

not have responsibility for
the bottom line.

8. Encourage innovation
and new ideas. Employees
rate this gquality important
in even the most traditional
or conservative organisa-
tions.

9. Give subordinates
clear-cut decisions when
they are needed. "Employees
want a say in things," the

report sars, ‘but they don't
want endless debate.

a time to get on with things,
and the best m ers know
when that time comes."

10. Consistently demon-
strate a high level of in-
tegrity. The study shows
that most employees want to
work for a manager they can
respect.

or the study, Harbridge
House used computerised
data acquired during re-
search for clients.

The consultant firm regu-
larly conducts anonymous
polls of employees as part of
a pro me of 1mPrmrlng
the eifectiveness of man-
agers.

Stringer says: "When you
start getting thousands of
employees in a disparate
group of organisations com-
ing up with essentially the
same profile of a successful
manger, you can safely
conclude there is some va-
lidity to the information
they are giving you."

In view of how often
managers themselves dis-
agree on questions of man-
agement style, Stringer says
he was impressed by the
near-unanimity of the an-
swers given by employees,

Is there one quality that
stood out above all others in
employee's responses? "It's
amazing,"” he says, "how im-
portant open and honest
communication is to em-
ployees."”

Team Building

Management theme of the future — Team work

LOBALLY team ci
teams manage
group t

pation is given priority since
effectively work as a cohesive
s a common goal. The result is that

they are extremely productive and are bred into achiev-

ing organizational
pen.

objectives. They make things hap-
ugh the whole idea is ribing

oup participation, an

effective team leader is required for giving a well-delin-

eated and achievable vision for a pu

team is self

best kind of leader will usu

develop

e. Whether a

or not, it still needs leadership. The
ally understand how teams
and how best to support them through their nat-

ural evelution. Inputs are taken from everyone, but the
leader gives . He also has to be there to decide on
what final approach to take. In other words he vets the
options available to arrive at the more productive one.

It may be noted that leadership traits are in a select
few who demonstrate willingness and has an ability to
accommeodate the needs of the group. He has the rare
quality of able to generate interest in all and be re-
spected for his abilities, be a coach and councilor, a
leader who is receptive to the notion of empowerment,
Leaders are always le who are able to express them-
selves fully, whether in public meetings, team briefings
or in one-to-one encounters.

With the growth in electronic communication, espe-
cially with the promises of the new millennium, multi-
national multicultural and multilingual teams are
drawn from different countries and welded together
through electronic media with the team-mates Eard
ever meeting face-to-face. There is also evidence that the

le who most succeed in organizational life tend to be
those best able to communicate and use their self-expres-
sion. To help your team arrive at inspiring goals, you
will need to spend time listening, questioning, bu cﬂ'ng
agreement, offering cipation in decision making
_and releasing people's full potential.

Behind most exceptional teams is a shared vision and
a common set of values. An important reason someone
will work very hard is because they feel that you as a
leader value them as a person, not as a cog in the wheel.
You do this by treating each person with respect and by
persistlnﬁ in demanding that this is how team members
treat each other.

—_—

Each team member's response to an a

p-ea] for a spe-
cial effort on their deci What
ety hcdemda ding 'what’s in it for me?

respect and approval, the challenge, the kudos,
the money, the chance to do what no one else has done,

theﬂnfmm g and so on.

each and the team as a whole

t
wants and you have the key to unlocking their po-
and nultalzflng that spccgl effort. =
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Their Leaders

'What do you look for and admire in your leaders?’
have produced strikingly consistent answers over seven

years of surveys:

* Honest

e C nt

* Forward looking
* Inspiring

* Intelligent

* Fair-minded

* Broad-minded

-.s%m
* Im tive

« Dependable

87%
74%
67%
61%
46%
42%
38%
35%
33%
32%
31%

Source: Establishing the Credibility Factor, Best
Practice magazine, January 1994. _

TIPS

To be a successful team leader, you should:

Be yourself

Listen to

Make
Not ascri

& B B B ® B & ® @

Take responsibility for the team's performance.

Develop a guiding purpose that excites you and others.
Be persistent in pursuing your guiding purpose
d your own self-expression
your inner voice
Learn from those who can help you
happen that you can care about
success or failure Lo external circum-

stances nor take sole credit for it.

ere's
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peared to be a ?ru:lic
tor, as evident in Charles
DeGaulle. However, the
diminutive stature of his
countryman, Napoleon, de-
stroyed that assumption.
Similarly, the slenderness
of Abraham Lincoln was
placed in question by the ro-
tund Winston Churchill. In
fact, contr evidence has
been found for all leader-
ship characteristics identi-
fied to date. Therefore, the
wise manager should be ex-
tremely cautious in reject-
ing an otherwise promising
candidate for a leadership
position merely because of

the absence of a fcular

trait the r feels is es-
sential.
Although leadership re-

scarlch has not revealed a
single trait that is Pouussed
by all successful leaders, a
number of characteristics
have been identified that are
common to many of them.
These include verbal flu-
ency, problem-solving abil-
ity, insight into grou

Frnhlems* flexibility, intel-
igence, acceptance of re-
sponsibility, social skills,
and awareness of self and
surroundings.

Verbal ncy — Verbal
fluency is more than the
possession of an extensive
vocabulary; it is the ability
to communicate in the lan-
guage of the led. Jimmy
Hoffa and Winston
Churchill communicated
differently, however, they
both had complete com-
mand of their audiences.

Ability to Solve Problems
— The ability to solve the

A —

solving by 'not doing"
rather than by "doing.”
Einstein's boss. for example,
contributed to the imple-
mentation of the theory of
relativity by not inhibiting
Einstein and hy preventing
others from inhibiting him.

Awareness of Needs —
The effective leaders under-
stands the stated and un-
stated needs of the led and
know how to satisfy those
needs. For example, union
members need a leader
whom they can trust to
communicate their needs
for job security and job sat-
isfaction. Likewise, a con-
gregation needs a minister
who understands and can
articulate their spiritual
needs,

Flexibility — A flexible
leader is able to adapt the
Organization to meet
changed needs with mini-
mal unsettlement to the led.
There is nothing more dis-
tressing or more destructive
to creative problem solving
then having a great idea
summarily rejected because
“That's not the way we do it
here.”

Intelligence — An effec-
tive leader need not be a ge-
nius. However, the members
of the group should feel that
the leader has the ability to
help them fulfill their per-
sonal needs. A word of cau-
tion: there is a growing body
of research which shows
that the leader who is much
more intelligent than the
group will not be as effective
as the leader who is per-
ceived as just a bit more in-
telligent than the led.

ceader is getting the job
done. Leaders must d-eﬂ!vcr

unless the is to
‘protect” ﬂgnrpudcr%
ing on those leadershi
tasks which the leader
to c thr .
of a group should not be

A ps not
down in the eyes of their :..n
lca?ur:s. A leader with tact.
diplomacy, and the ability
to relate to the group is val-
ued group members and
therefore contributes to
better performance.

Awareness of Self and
Surroundings — Sell-in-
sight. sympathetic under-
standing, and keen aware-
ness of the surround en-
vironment have all en
found to be associated with
effective leadership. Self-
insight is a rare quality
which is often mistaken for
weakness. In fact, it is the
rarest and probably the
most important of all lead-
ership qualities. If we are
shaped our experiences,
yet do not understand how
these experiences shaped
our thinking, then we can-
not understand the basis for
our decisions.

Recommendations for

It is important to em-
phasise that when lookin
closely at people, one shoul
realise that each person has
a host of individual human
characteristics. Different
people have different hu-
man characteristics in
varying degrees. These dif-
ferent characteristics make
up the entire person or per-
sonality, and it is the entire

article; have them fully
developed to the peak of
, and, in addition,
ave the technical
background, education,
training. and experience
to master a par-
ticular
The characteristics out-
lined in this article are de-

sirable charac-
teristics which

should keep in mhﬂmm
selecting and developing
leaders. However, are
no and should be
used only for the t
:.me the complex — -mm'
ors -
sibility of matching a leader

to a ticular leadership
p-nﬂlig:l.-

Leadership effectiveness
depends upon the
characteristics of indi-
vidual, the character of the
task assigned. and the place
ghciintional Hietary. &

1 y

The c}mlkngt:r:rfdv -
ing is to select pmpm
character who have genuine
interest in managing and
who also have the potential
for developing those posi-
tive characteristics which
have not fully matured.
Ma t bears the re-
sponsibility of positive
leadership skills. This is ac-
complished by assigning in-
creased management re-
sponsibility, consis-
tently and regularly rein-
forcing positive leadership
5klllai and by quickly and
quietly nippi negative
techniques Plfei%‘i;: thgy be-
come habits.

Motivation Misconceptions in Bangladesh i

dustries and economic
. there was no exis-
tence of the concept of moti-
vation. Labours were re-
ferred to as 'hands’ and their
employers were happy with
them as long as they accom-
lished their assigned tasks.
ey were not allowed to do
anything of their own ac-
cord. They had absolutely
no opportunity for creativ-
ity or igenuity.

The concept of motiva-
tion came into being when
employees started demand-
ing more than their regular
share of work and pay. They
wanted something [‘::ynnd
mere material needs. Thus
motivation came into being.

Motivation is cnmpletcﬁf
an inner feeling, It com-
prises of an individual's
drives, desire and wishes. In
an under developed nation
such as B desh, motiva-
tion is almost like a 'culture
shock'. It had taken a long
time for managers in
Bangladesh to understand
and embed the concept of
motivation into their em-

loyees and organisations.
is time gap can be ex-

IN the earlier days of in-

Farhan-ul-Enam

plained given the fact that
most employees in this na-
tion are more concerned
with satisfying their basic
needs (food, clothing etc.).
This is often the character-
istic of most under devel-
oped nations such as India
and Pakistan. However,
when these basic needs are
met the employees move
onto a higher level of need
where they seek for more
than just their regular
wages. At this point man-
agers often find themselves
in a situation where their
subordinates are producing
less and are less enthusias-
tic about their work. This is
when the role of motivation
comes into play.

One may easily ask the
question: why a sudden
change in the need level.
This can be explained by ef-
fectively using Maslow's
need Hierarchy which
clearly states that when one
need level is fulfilled people
move onto the next level.
Also basic economics tells
us that the 'more we get, the
more we want'. This is why
most of us want status and
recognition after obtaining

money.

According to the conven-
tion method of motivation,
managers in Bangladesh
often increase the wages or

other benefits when em-
ployees show disinterest in
their work. These managers
fail to realise that their sub-
ordinates are looking for
more. This method might
work for a certain period of
time, but eventually man-
agers will not be able to in-
crease the pay and employ-
ees will not respond to the
pay rise. Managers in
Bangladesh must realise at
this point that these em-
ployees want achievement,
recognition and a chance for
creative work.

In 1959, Goodrich and
Sherwood surveyed 200 hu-
man resource executives and
their results are still valid
today. The factors that the
executives listed as ex-
tremely important for em-
ployee motivation were re-
sponsibility and autonomy,
respected and recognition
from superiors, a sense of
well being on the job, and
the opportunity to have

one’'s ideas adopted.
Managers in this country
must increase these moti-
vational factors after their
attempts to increase moti-
vation through money has
failed.

The conventional
method of meotivation can
be used in the government
sectors in Bangladesh, the
productivity level is already
almost zero. For this reason
the employees in this sector
can be motivated by increas-
ing their iajr. As it is the
people working in these sec-
tors waste their entire day
drinking tea and qulplng
with each other. If they are
made to feel a part of the or-
ganisation they will be more
enthusiastic about their
work.

The managers of this
country should realise that
in is unique in their
own way. They must under-
stand that must use dif-
ferent motivational tech-
niques to motivate each of
their em . As long as
they feel than cannot
be the only motivator they
will be sucecessful in the
game of 'motivation.’

context of continuing relationship —

hard to

| Do Male and Female

Lead Differently?

OMEN often use a different leadership style

than men and that different stylge can be a p]yus

in the dynamic organizational world of the next

millennium. Those are the most important conclusions

we can make based on a number of recent studies
focusing on gender and leadership style.

Women tend to adopt a more democratic style. They

encourage participation, share power and information,
and attempt to e ce followers' self worth. They lead
through inclusion and rely on that charisma, se

rsonal skills to influence others.
, are more likely to use a direc-

contacts and int
Men, on the other

tive command and control style. mrﬂy on the formal
authority of their position for influence base.
However, there is an interes cation to this

findings. The tendency for female ers to be more
democratic than males declines when they are in male-
dominated jobs. :Ippa:mﬂy group norms and mascu-
line stereo types of leaders override personal

so that women abandon their feminine style in such
jobs and act more autocratically.

Given that men have historically held the t ma-
jority of leadership positions in organizations, it is
tempting to assume that the existence of differences be-
tween men and women would automatically work to
favour men. It doesn't. In toltl:_l:yl organizations, flexibil-
ltlv. teamwork, trust, and information s are re-
placin d structures, competitive individualism,
con secrecy. The best rs listen, motivate,
and € su to their e and many women
seem to do those things better man. As a ex-
ample, the expended use of cross functional teams in or-
ganizations means that effective managers must be-
come skillful negotiators. The leadership styles women
cally use can make them better at negotiating, as
are less likely to focus on wins, loases, and competi-
tion, as do men. They tend to treat negotiations in the
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‘make the other party a winner in its own and others’
eyes.

Management and Leadership

Leadership is an important aspect of ent, but
it is not the whole atorly. m:' is to

The IprLrna?
influence others to voluntarily seek defined objectives
(preferably with enthusiasm). Managers hold formal po-
sitions, whereas anyone can use his or her informal in-
fluence while acting as a leader. Mangers achieve results
by directing the activities of others, whereas leaders cre-
ate a vision and ins others to achieve this vision and
to stretch themselves beyond their normal capabilities,
Ecﬁ% there is a l;lgl:rmct b;ctwunk ﬂ:’!; and
lea ., 8 €rs may week managers |l poor
planningpcaummglhdr group to move in the direc-
tions. On the contrary, a person can be a week and
still be an effective manager, es if he/she hap-
pens to be people who have a vivid under-
standing of their and roles. This set of circum-

stances is less hence we t managers to have
high leadership tymmlhm.

Followership — The Way To Leadership

Being an effective follower is a testing ground for fu-
ture leaders, a where employees are closely ob-
served to see il they exhibit potential for leadership,
performance in current roles unlocks the door
to future leadership opportunities. We have long known
that many ers can't lead a horse to water and
many subordinates can't follow a . In addition to
having leaders who can lead, success(ul organizations
need followers who can follow. Effective subordinates
can also prepare themselves for promotion Iﬁ‘dﬂ!
ing their ual and leadership skills. fact i
Frobablytnrtnuythntlllur have far more
ollowers than leaders, so ineffective followers may be
mc of a handicap to an organization than ineffective

ers.

Materials on leadership and management on this page have been compiled or adapted from various published articles in public domain.



