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V4 Module 1:
LEADS The Leader Within You

/ In exploring the leadership qualities within ourselves, we' re thinking about
A— personal abilities— mental and physical. We think about knowledge, skills, time and
energy, even attitude and enthusiasm. We think of building leadership capacity, which

UNIT I: involves enhancing our abilities, learning to transfer skills from one situation to
Group/ another, and devoting time to reflection and development of a personal leadership
o philosophy.
Organlzathnal There are varied definitions of |eadership. Examples include:
Leadership 1. The process of using influence to help agroup achieveits goals.
Skills 2. The beliefs individuas have about what makes effective leaders.
3. The qualities, behaviors, skills and knowledge of people regarded as effective
leaders.

4. An influence relationship to help a group achieve mutual goals.
The Challenge of Leadership

Aswe are dl aware, we are living in atime of rapid change. There have always
been changes taking place in our society, but the different thing today seems to be the
rate of change. It happens so fast that we sometimes feel we can hardly keep up.

Thisrapid change aso leads to feelings of uncertainty. Traditions and customary
ways of doing things are threatened. Fear of the unknown sometimes creates a
resistance to change. We don’t quite know how to proceed.

Apathy or doing nothing is one way this resistance to change isillustrated.
Individuals and families are so busy trying to manage their own personal activities
that they don’t make time for the broader community. They do not realize that group
or community action is often the best way to address these new issues.

Asyou begin to explore “the leader within you,” think about waysit may be
appropriate for you to revise elements of your style, your priorities, your beliefs and
your habits. In particular, ask yourself:

* Am | paying enough attention to the subjective aspects of |eadership—including
the values, culture and tone in my organization?

* Am | doing all I can to bring out the best in others? Am | valuing and respecting
their differences and motivating and inspiring them?

* Am | “walking my talk” and modeling the values | believe in?

» What other leadership actions should | be adding? How am | balancing my
focus on results vs. people? My commitment to career vs. my personal life?

Today’s challengeisto ask:

* Do | sharein leadership roles?
Kansas State University * Am | developing my ability to work with others as ateam leader and member?

Agricultural Experiment * Am | alifelong learner, instead of thinking | already know all there isto know?
Station and Cooperative
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Citizen Leadership

Citizen leaders are people in the community who are concerned about the quality
of lifein their community. They assume responsibility for the public good and see a
need to act together for the common good of the community. Citizen leaders take
ownership of the problems and opportunities that exist in the community and hold
themselves accountable for seeing that action istaken. In other words, they don’t
want “experts’ or politicians to solve the problems for them.-2

Citizen leaders work with others in the community to identify opportunities or
problems. They help others articulate a common purpose and set goals and
objectives. They aso assume that there are differences in the way people regard the
opportunity or problem, i.e., different values of the people, different experiences,
different viewpoints.: 2 Citizen leaders help people connect their differencesto the
common purpose which brought them together. In other words, the citizen leader
hel ps people see how their differences can be used to solve problems rather than be a
point of conflict. Citizen leaders al so acknowledge that problem-solving requires a
commitment of time. They realize that people must gain as well as contribute to the
problem-solving process. Leaders also help people find their role in the process and
affirm the developmental nature of the relationship.

Consider the Following Trends

in Leadership:

Ask yourself, “How do | think about leadership and myself as aleader?’ Each one
of us has awide range of skills, interests and abilities which we use in our daily
lives—at home with our family—on the job—and in our communities. Some tasks
are more meaningful and enjoyable to us than others.

When you are thinking about moving into aleadership position, or a more active
role as a group member, think about these questions:

1. What skillsdo | haveto offer?

2. What would | like to learn more about?

3. What isit that | don't like to do?

4. What do | want to do, but am hesitant about?

Think about what motivates you, gets you excited, and makes you feel successful
in your leadership roles.

Motivation

Motivating yourself and others is afundamental |eadership ability. Motivation
starts from within. As leaders, we make important contributions when we find
incentives for ourselves, and when we create an environment which makesit possible
for other people to motivate themselves.

Asyou consider your leadership philosophy and style, ask what can | contribute to
my organizations and community — either on or off the job? We need to figure out
how to release the leader within and get ourselves up and moving. Motivationisa
complex topic. Internal motivation comes from within a person. Understanding and
supporting the motivation of the individual group member isvital. Your own
enthusiasm and commitment are also crucial to success.



L eaders and managers of groups can provide incentives and set the stage for
people to become motivated. Sources of motivation are often divided into five
categories.

People who are motivated by the desire for:

ACHIEVEMENT: strive for success in accomplishments, a high level of
involvement. They are“do’ers’ and like getting projects done.

POWER: aim for having impact or influence in dealing with other people and/or
project results, such as fundraisers or working with politicians.

AFFILIATION: like being with others, enjoy mutual friendship, and want to
belong to agroup. Don’t give them tasks in which they work alone. They like to plan
celebrations and social events.

RECOGNITION: desire recognition for work performed and are concerned about
status and visibility in the group or community. They enjoy working with the media
and making public appearances, and appreciate receiving certificates and having their
name in the paper.

ALTRUISM: prefer doing things for the general good or public interest. They
enjoy working with other groups who have shared values and goals. They feel a need
to pay back something to society.

Many people are motivated by severa of these categories. At different stagesin
your life, one area may be more important than others.

New Trends in Leadership

Leader makes decision ] Leader creates environments where
[ | decisions can be made
Hierarachy : Teamwork
Directive and controlling : Enabling and learning
Conflict : Cooperation
Reactive and responsive : Proactive and creative
Exclusive : Inclusive
Single function : Multifunction
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Empowerment

In much of the work that we do—whether for pay or as a volunteer—a group of
people with different types of interests and expertiseisinvolved. So, part of leadership
includes empowering others.

Empowerment is not just one of today’s buzzwords. In the leadership context, it
summarizes some important trends and principles for leadership in today’s society.
For example, it means:

* Getting away from the idea of one leader who has all the answers and who can
tell everybody what to do.

» Acknowledging the capability and desirability of different people to influence
decisions.

* Accepting the need for and benefits of personal, organizational and community
change.

* Accessing information and other resources.

* Transferring power, or enlarging the power base and understanding of all
stakeholders; giving and accepting power and responsibility.

* Thinking of power as energy, or the influence or ability to get things done. It is
not seen as something negative or coercive.

» Sharing knowledge and interests, as well as avision and goals.*

If the individualsin the leadership roles can foster an environment where everyone
can contribute their expertise and leadership skills, then motivation, energy and
enthusiasm will follow. A critical part of such an environment is the willingnessto
delegate meaningful tasks—not just gopher or busy work. To delegate means sharing
and getting an agreement or commitment from others to accept the job, not just
assigning something in a dictatorial way.

Thisinvolves a shift from doing and controlling, to an attitude or philosophy of
empowering and enabling, and the confidence to share credit as well as work.

Applying Your Leadership Skills

What we are really talking about now is the concept of citizen leadership. So much
of good leadership isjust being a good citizen, leading by example, and genuinely
caring for other people and their concerns. Think about following these seven steps to
become a better citizen—thus adding value to your leadership potential :

1. BEA TEAM PLAY ER—ACctively work with others to “ get things done.”

2. BE COURTEOUS—Consult others before decisions are made.

3. ACT CONSTRUCTIVELY—Have a positive attitude and be open to new
ideas.

4. BE A GOOD SPORT—Don'’t take yourself too seriously, and don’t get overly
concerned if things don’t go the way you think they should.

5. BE CONSCIENTIOUS—Be punctual, responsible and don’'t procrastinate.

6. CELEBRATE THE SUCCESS OF OTHERS—Compliment others on their
accomplishments. As aresult, they will likely do the same for you. Share the
credit of accomplishments.

7. BELIEVE IN FAIRNESS—Treat othersin an honest, straightforward manner,
and don’t adopt a double standard.®

Viewing the leadership behavior of all members of a group, rather than the
authoritative position of one, means seeing leadership as a more complex and subtle
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phenomenon that it is often taken to be. L eadership demands within a group—even
within the same meeting—may be quite fluid. A group that utilizes the broad range
of leadership skills within its membership is a productive, viable organization.

When we define leadership as the process of working with a group to achieve
mutual goals, we see that leadership is not possessed by any one individua as
exclusive property. Leadership is the group’s property.® Group members seek a sense
of belonging, participation in making the rules they will be governed by. They want
reachable goals, meaningful and challenging responsibilities. They want to be kept
informed, to see progress, to feel confident in their leadership. Any individual may
assume, acquire or be elected to the leadership position. However, as the situation or
group goals change, the requirements of the leadership role may also change. When
this happens, another member of the group may better possess the skills and abilities
needed—and should become the next |eader.

Summary

A broad base of leadership is vital to organizations and communities. There are
organizations devoted to almost every purpose imaginable.

Communities of all sizeswork to sustain themselves and their residents. Each
group must have skilled leadership if it isto achieve its goals with a minimum of
wasted effort. There are countless opportunities for leadership. Thereis great need
for shared or participative leadership, which also results in more effective
followers—individuals who are committed to the active and substantive
involvement essential to attaining group goals. There is aleader within everyone.
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Module 2;
Values and Ethics

There are many different approaches to learning about values, ethics, self-esteem
and motivation in the context of leadership and followership. Our actions as
individuals and group members, as well as our behavior while serving in leadership
roles, are based on values. An awareness of what we believe and value, and
recognizing the sources of these beliefs and values, is abasic beginning step in
developing our personal leadership skills. The topics are closely related to one
another.

Thereis agrowing need to find ways to promote ethical behavior, individually and
in group situations, without imposing a specific value system. Group decisions, where
some individuals or groups benefit while other pay costs, sometimes result in ethical
dilemmas. These dilemmas involve a conflict between core ethical values — between
“right and right” or between “wrong and wrong.”

Recognize What You Value

Values are abstract concepts of worth — what we think is good or important. They
guide the way we feel and act about certain ideas, things, situations, and people. They
are principles which guide decisions and actions.

Values are formed through experiences over time. They are influenced by many
sources — including parents, siblings, friends, teachers, religions, organizations, the
media and many other factors.

A valueinitself is neither good nor bad. We are influenced every day by our
values. Values can and do change. We are often aware of some values, but others that
have been learned at an early age may not be easily recognized.?

The feelings and attitudes that we have about the relative worth or importance of
things make up our values. The things we value may be material possessions, such as
clothing, property or automobiles; the activities that we enjoy, such as sports, music,
our work; the people we care about, such as our family or friends. We aso value or
hold dear certain ideals, principles or beliefs.

Types of Values

A personal system of valuesis made up of al the things that a person prizes,
cherishes, holds dear, or considers important.?2 There are many different types of
values. Among the different types of values are:

Moral Values. What is good or right behavior? What is just? What thoughts, ideals,
attitudes or beliefs are noble and worthy?

Spiritual Values. What are the best ways to worship? What is the spiritual or
religious way that is most meaningful to you?

Aesthetical Values. What types of things are beautiful, harmonious or pleasing to
you?

Sensual Values. What kinds of experiences make you feel good or give you a sense
of pleasure or of well-being?
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Prestige Values. What brings you worth or esteem in the eyes of others? What is
“in” or fashionable or respectable? What gets you the kind of attention or respect
from others that you want or need?

Economic Values. What is most important to you in the way of earning or
acquiring money, your standard of living, or your financial security?

Pragmatic Values. What are the things that you feel are practical and useful ?

These various types of values are related. They overlap. It isdifficult to consider
one type without involving one or more of the others. In many situations involving
leadership and diversity, it is useful to make a distinction between moral values and
ethical values (see p. 8)

Values have varying degrees of strength. Each individual has akind of “pyramid of
values.” Some values are much higher in degree of importance than others. They take
priority. Some people may value most highly things that they feel are practical for
everyday use. Others may cherish works of art or things of beauty.

How do you make “good” decisions? First, know what you truly value. Values are
not just “interests’ or “feelings’ or even “preferences.” They involve three important
factors: choosing, prizing, and acting. Before something can be a genuine value (and
part of your decision-making and action processes), it must meet seven basic criteria.?
31t must be:

1. Chosen freely (without external pressure or coercion).

2. Chosen from among alternatives (all possible options).

3. Chosen after careful reflection (advantages, disadvantages,
consequences).

4. Prized and cherished.

5. Publicly affirmed.

6. Acted upon (applied to specific situations).

7. Part of arepeated pattern of action in your life
(commitment).

Once avalue has met all these sometimes demanding criteria, it isyours, a part of
who you are. If it isto be changed, it can only be changed by you, nobody else.

Some thoughtful reflection about ourselves in relation to our values can often help
us place our valuesin atruer focus. This process can:

* Help us know ourselves better.

» Become a guide for self-improvement.

* Be helpful in making personal decisions.

* Help us manage our time, energy and resources to our best advantage.

* Help usto eliminate some of the confusion in our lives.

* Help usto formulate a desired system of values.

* Help usto act or behave more in accordance with our desired system of values.
* Help usto better understand and respect others who have different values.

A firm self-identity — who we are or who we would like to be — is fundamental
to effective leadership. We live in rapidly changing times. We live at afast, and often
hectic, pace. We are besieged and bombarded from all sides by various pressures that
are trying to influence or determine our values. We cope daily with many different
“pushes’ and “pulls’ that presumeto tell uswhat is“right” or “best” for us. If we
want to have a clear self-identity and a system of values that we can call our own, we
have to take control — make some choices, clarify and establish our own system of
values.
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Values and Goals

We generally think the same things are important over time, although the order of
importance may change. Resources, experiences, family situations, and the
environment influence what we value.

Values and goals are closely related. Values are the “why’s’ behind our goals. For
example, your goal might be to plant a big hedge around your yard. The “why”
behind this goal isthat you value privacy. If your goal isto be president of alocal
service club, your values might be recognition (social acceptance), service to others
or power.

If you value individuality, your goals will be different than if you value
conformity.

People can share goals without sharing values. We can also share values without
sharing goals. Attention to these differences becomes important in group
communication, decision-making, and conflict resolution.!

Match Values and Goals With Time Use

Working in the leadership field isa“labor intensive” activity. We need to practice
our time management skillsto do it well. Time is the most valuable, unique, and
perishable of the resources we use. The more you become aware of time and how you
useit, the more precious it becomes. Time is the scarcest resource we have, and
unlessit is managed, nothing else can be managed.

Time management is actually a misnomer. One does not really manage time, for
the clock is out of our control. Time management is really a matter of managing
yourself with respect to the clock, not managing the clock or time.

In order to use your time, and other resources effectively, you must first think
about your values and decide on your goals. Personal, professional, social, family,
and financial goals are all important — all require time in which to achieve them.
Most of us want to work toward more than one goal. This makes it necessary to set
priorities and to balance our use of resources among competing demands. Think
through and decide what is more important to you than other possibilities. After
deciding what your goals are, write them down. Otherwise, your goals may remain
unclear and you'll never know whether you’ ve achieved them.

Effectiveness means selecting the most important task from all the possibilities
available and then doing it. Making the choices about how you' Il use your timeis
more important than doing efficiently whatever job happens to be around. Efficiency
isfineinits place — after the effective goal has been selected.

Select activities that will help you accomplish your goals. Realizing that you can’'t
do everything all at one time, you may want to divide large, long-term projectsinto a
series of short-term projects that can be completed one by one in more manageable
periods of time. Many smaller steps, or short-term objectives, are apriority to
meeting deadlines for this series of short-run tasks. Otherwise, time is frittered away
and no progress is made.

Think about WHY you want to improve your organization and management skills
and/or improve the way you balance time, money, and other resources. Is your goal to
find the time to become a volunteer on a community project? Do you fedl “stressed
out” or overwhelmed by all the things you have to do? Is leisure time something you
only dimly remember from your childhood?



In working with other people, it isimportant to be aware of their values as well as
our own. It iseasier to get along with people who see the world as we do, so we often
seek them out. But in leadership work, we need the ideas of others who see the world
differently and have feelings about situations that are different from ours. It takes
time to bridge some of these differences, but we will benefit from their expertise in
dealing with organizational and community problems.

When we work toward understanding different values, we get closer to building
common ground. When we are tolerant of others’ beliefs, it is easier to develop
working relationships and a solid base for accomplishing mutual goals.

Respect and tolerance for the values of othersis an important attitude in human
relationships. Before we can understand someone else, we must understand ourselves.
Knowing what makes us behave the way we do helps us choose how to act in order to
be more effective in working with others.

Self-Esteem

Values are closely related to one’s sense of self-esteem. Self-esteem is earned
through thought, action and reflection. Self-esteem can be defined as one’s own,
realistic, positive inner valuing of oneself based on genuine striving to become a more
capable and worthy person.® In this definition, self-esteem includes three key
components, which include feelings of being:

 Capable. One's practical ability and competence, which is different for
everyone.

* Worthy. One’s ability to act in amanner that is consistent with principles such
as honor, honesty, morality and justice — dimensions which relate to
character.

* Striving. The effort to be the best one can be, which isunder an individual’s
control.

In the Teel model, four key points put these principles

into action:

* Turning errors into positive learning experiences, alow usto grow and become
better, stronger, happier
and more fulfilled.

» Maintaining self-control, but recognizing and properly using the differing roles
of emotion and reason.

* Gaining responsibility, striving to fulfill the thingsin our lives for which we are
responsible — which involves distinguishing between those which are our
responsi bilities and those which are not.

* Respecting the rights of ourselves and others, seeking
to act in accordance with principles which give equal respect and weight to
one's own rights and to the rights of all others.®

Another version of self-esteem, developed by Hesselbein, has afocus on
leadership in the information age. It is based on six categories called the Six Pillars of
Self-Esteem.® They include:

1. The practice of living consciously.

* Respect for facts.
* Being present in what we are doing while we are doing it. .
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« Seeking and being eagerly open to any information,
knowledge or feedback that bears on our interests, values,
goals and projects.

* Seeking to understand not only the world external to us, but
also to our inner world, so that we do not act out of self-
blindness.

2. The practice of self-acceptance.

* Willingness to own, experience and take responsibility for
our thoughts, feelings and actions — without evasion, denial
or disowning and without self-repudiation.

* Giving ourselves permission to think our thoughts,
experience our emotions, and look at our actions without
necessarily liking, endorsing or condoning them.

3. The practice of self-responsibility.

* Redlizing that we are the authors of our choices and actions.

* Each one of usisresponsible for our life and well-being and
for the attainment of our goals.

* If we need the cooperation of other people to achieve our
goals, we must offer value in exchange.

» The question is not, “Who’s to blame?’ but always, “What
needs to be done?’

4. The practice of self-assertiveness.

* Being authentic in our dealings with others.

* Treating our values and other people with decent respect in
social contexts.

* Refusing to fake the reality of who we are or what we
esteem in order to avoid someone’s disapproval.

» Being willing to stand up for ourselves and our ideasin an
appropriate way and in appropriate circumstances.

5. The practice of living purposely.

* Identifying our short-term and long-term goals or purposes

and the actions needed to attain them.

* Organizing behavior in the service of these goals.

» Monitoring actions to be sure we stay on track.

* Paying attention to the outcome in order to recognize if and

when we need to go back to the drawing board.
6. The practice of personal integrity.

* Living with congruence between what we know, what we
profess, and what we do.

* Telling the truth, honoring our commitments, and

exemplifying in action the values we profess.

* Dealing with others fairly and benevolently.®

Although these have several parallels, the self-esteem pillars should not be
confused with the Six Pillars of Character, the basis of the Josephson Model for
Ethical Behavior, which is described on the next page.’
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Building a Framework for Dialogue

Enhancing ethical decisions and actions, without imposing a pre-conceived set of
values and beliefs, is fundamental to ethical leadership and decision-making. A
dialogue about ethical principlesis of vital importance in empowering action on
critical issues, which often involve conflicts of values and opinions which cannot be
determined by objective, factual data.® ®1° One challenge of collaborative leadership
isto develop afirm foundation of ethical behavior in order to meet the needs of
participating groups and achieve mutual goals.

In order to think clearly and communicate effectively about differencesin value
systems and ethical issues and decisions, and to develop practical approaches for
dealing with ethical problems, it’s essential to develop a plain, understandable
vocabulary. One way is by considering the definitions.

* Ethics refers to standards of conduct that indicate how people ought to behave,
based on values and principles about what is right. Ethics deals with the ability
to distinguish right from wrong and the commitment to do what is right.

» Values and ethics are not the same. Ethicsis concerned with how a person
should behave, in contrast to values that concern the beliefs and attitudes which
determine how a person actually behaves. People hold both ethical and non-
ethical values. Ethical values are values that relate directly to beliefs about what
isright and proper.

Discussions about ethics often get bogged down in debates about relative ethics,
situational ethics or personal ethics. These debates often are based on confusion over
what certain people or cultures actually do, in contrast to the more important question
of what people should do.

Historically, there is no significant difference between the terms ethics and
morality. However, today the term morals tends to be associated with a narrower and
more personal concept of values. Morals usually refer to an individual’s belief about
what is right and wrong, especially concerning matters such as religion, sex, drinking,
gambling, borrowing money or business practices.

Six Pillars of Character

Several models or frameworks of ethical behavior have been developed. One
approach that is useful in many leadership, as well as personal situationsis based on
these six pillars of character.”

Ethical people practice the following pillars of ethical behavior in everyday life, as
well as community activities or the workplace. The Six Pillars and resulting actions
include:

1. Trustworthiness
Honesty:
Tell the truth.
Be sincere — say what you mean, mean what you say.
Integrity and Courage:
Stand up for your beliefs about right and wrong. Be
yourself, resist socia pressures to do the things you
think are wrong.
Show commitment, courage and self-discipline by
doing the right thing, regardless of personal cost.



Promise-keeping:
Bereliable and keep your word.
Only make commitments you firmly intend to keep.
Fidelity and Loyalty:
Keep confidential information confidential.
Within the limits of your other ethical obligations, be
loyal — stand by, support, help, and protect your
family, friends, teachers, employers, school, community
and country.

2. Respect
Treat people with respect — be courteous and polite.
Respect the right of individuals to make decisions about
their own lives.
Be tolerant, appreciative, and accepting of individual
differences.
Judge all people on their own merit.

3. Responsibility
Accountability:
Think before you act — consider the possible
consequences to yourself and others, and decide
whether the act is honest, fair, caring and respectful to
all who will be affected.
Be accountable — accept responsibility for the
consequences of your actions and inactions.
Bereliable; perform your duties.
Set a good example with your own conduct.
Take the initiative to make your society, school, or
home life better for yourself and others.
Pursuit of Excellence:
Do your best. Make everything you do worthy of your
pride.
Persevere. Meet your responsibilities even when it is
difficult to do so.

4. Fairness
Treat al peoplefairly.
Be open-minded. Listen to others and try to understand
what they are saying and feeling.
Make decisions with impartiality, based on consistent
and appropriate standards.

5. Caring
Show that you care about others through kindness,
caring, generosity, sharing and compassion.
Treat others the way you want them to treat you.
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6. Citizenship
Obey laws and rules.
Do your share.
Stay informed, vote, and protect your family and
community.
Be charitable and altruistic.

Types of Values

Everyone has hundreds of values, ethical and non-ethical. Ethical values are
concerned with beliefs about what is right — such as honesty, respect, caring and
responsibility.

Two Categories of Ethical Values

Core ethical values are ethical values which are fundamental, regardless of most
cultural, socio-economic and ethnic differences. The concept of core ethical values
was devel oped through consensus by a group of educators, leaders of youth and
human services organizations, and ethics institutes.

This new conceptual framework proposes two categories of ethical values. Core
ethical values are generally accepted as fundamental, regardless of time, culture or
religion.”® These include: trustworthiness, respect, caring, responsibility, fairness, and
citizenship.

A second category of ethical values includes cultural and personal ethical values.
This category includes beliefs about what is right and wrong that arise from religious
beliefs, cultural traditions, political philosophy, and business or professional standards
and practices.

These non-core ethical values do vary over time and among different professions,
cultures, religions and individuals. They are areas of legitimate controversy among
people with differing values. The core ethical value of respect requires tolerance and
dignity for the autonomy of every individual and their right to their own beliefs.

Non-ethical valuesrelate to things we like, want, or deem personally important —
such as wealth, fame, job security, recognition, professional success, and satisfying
socia relationships. These values are ethically neutral. Do not confuse them with
unethical values.

Personal ethicsis aterm sometimes used to describe an individual’s value system
and code of behavior, based on avariety of values and beliefs. Personal ethics can
(erroneously) find that the actions of the Mafia, a youth gang or adictator are
ethically the same as those of Mother Teresa. Some types of leadership principles
make a distinction between the necessity for ethical behavior in one's private life and
inone's public life.

Ethical behavior sometimes costs more than we wish to pay. Many excuses and
rationalizations are created to explain why we opted for convenience, comfort and
self-interest instead of doing what we know is right.

An ethical dilemma occurs when there is a conflict between core ethical values,
between “right and right” or between “wrong and wrong.”
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Ethical Motivation in Leadership

Ethical behavior in leadership rolesis based on the concept of working with others
to accomplish agreed upon goals for the common good. A basic premiseis that people
have unique strengths and the capacity to resolve their own issues. Personal, selfish
interests, manipulation of others and similar actions are not part of ethical leadership.

Motivational leadership is guidance that stimulates othersinto voluntary action.
Such leadership takes responsibility for moving others to action so there are actually
outcomes. The focus is on the leader’s ability to work with, through, and together
with othersto get results.®

It envisions working with voluntary followers to get desirable outcomes, uses
group goalsto set direction, and specifies objectives against which to determine
future achievement. Most of all, it generates the energy to produce effects.

Questions to Ask Yourself
One mgjor challenge for each of usishow to connect our hopes and dreams for
our organizations and communities to our daily actions? How do we engage ourselves
and othersinto “authentic” actions — actions which are meaningful? How do we
connect new ways of thinking about |eadership with the actual situations we face?
Each of us may need to ask ourselves:
 Can | collaborate with others and not be defensive over
my own “turf”?
* Can | trust others when I’ ve been betrayed in the past?
* Can | share power while | am trying to build a career and
name for myself?
* Can | keep a healthy ego while working with people who disagree with me?
* Do | have the courage to initiate needed changes and risk being criticized by
others?*

Summary

As leaders, we must find the courage to act upon our values in a positive way.
Members must feel comfortable expressing their needs as well as their interests and
talents. Satisfying basic human needs for security and acceptance builds trust. In turn,
building trust contributes to the expression of needs. Trust is based on the belief that
those in leadership roles act ethically, for the common good. Where there are conflicts
and dilemmas, care will be taken to think through the alternatives and work together
for the most satisfactory solution.
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Module 3:
Strengths and Style

L eadership styles have commonly been labeled “autocratic” or democratic’ to
distinguish between the degrees of control/power a leader exercises over the group
and to describe to what extent the group participates in making decisions. More
recently “task” and “relationship” behavior as two important components of
leadership styles, particularly in community and volunteer organizations, have been
recognized.

Effective leadership assessment involves the group’s style and stage of
development first, and then uses a matching leadership style. If the style of the leader
and the needs of the group are mismatched, the group will be unproductive. Leaders
also need to adapt their style to the urgency of the task to be accomplished.

TASK BEHAVIOR: oriented towards goals, accomplishments, and organization
process.

RELATIONSHIP BEHAVIOR: oriented towards creating the social climate of
emotional and psychological support in the relationship with group members.

L eadership styles usually combine some of each behavior in varying amounts.

L eadership styles need to be varied for leadership to be effective. This means that we
need to cultivate a range of supporting styles and become flexible in using them. Not
only isthistrue when we work with groups at various stages of group development,
but also when we move from one culture to another.

Individuals have afundamental style or behavior pattern that istheir preferred
method for learning, for participating, and in working with others. Knowing your own
style helps you understand yourself better and also helps you identify times when
using a different style would be more effective.

True Colors

“True Colors” provides motivational training and education to the field of teaching,
learning and leadership. “True Colors’ trainings and programs are based on the
principles of Myers-Briggs and the work of David Keirsey, plus additional research
conducted on the preferences of different personality groups. “True Colors’ transates
a complex theory of personality types into alanguage we all can understand easily.?

This approach uses a series of questions about personal preferencesin dealing with
people and situations. Personality types are categorized as Green, Gold, Blue, and
Orange. Everyone has parts of all colors but has a preference for a primary or true
color. Insightsinto learning, problem solving, and interpersonal relationships are
gained through this program.

“True Colors” training is offered by certified trainers. Individuals who have
participated in “True Colors’ training, or in other methods of ng style and
personality, can more readily learn how to draw on their inner strengths to practice
activator behavior. I1t’'simportant for the leader to be aware of the need for role
flexibility, constantly structuring leadership behavior according to:

* Goals of the group
» Membership of the group
* The time the group has in which to accomplish its task



Dealing With Stress

Many leader and follower situations involve some degree of stress, risk and
uncertainty. Recognizing one's reactions to these situations helps manage the
symptoms and discomfort.® “Burn-out” often results when personal stressis not
effectively managed.

What is Stress?

Stress is a non-specific response of the body to any demand placed on it. Stress can
be a:

* Positive motivator

* Physiological response — “Fight or Flight Response’

* Emotional response

* Thinking response

* Behavior.

Most people know what they need to do to reduce stress. The benefits of a healthy
diet and regular exercise are quite generally known. The real question iswhy don’t
most of us do this, especially when we know the costs of a stressful life? It requires a
lifestyle change and a sustained effort to make the necessary changes.® A gradual, step-
by-step approach which allows for occasional backsliding has the best chance of
succeeding. An effective stress reduction program involves the mind, body and spirit.
Some elements to consider incorporating into your lifestyle change include:

* Developing a hedlthy attitude about control. You are the only person you truly
have control over. You can learn to control some of your physical reactions by
using deep breathing and relaxation techniques. You can learn to control the self-
defeating statements you tell yourself.

* Finding activities that suit your lifestyle. There may be some things you really
want to do, but cannot fit into the way you live. Find substitutes. Don’'t suffer
through an exercise routine you hate doing. Explore avariety of activities until
you find those you enjoy. Some people prefer exercising alone, while others
prefer a partner, group or class.

* Building social supportsinto your life. Don’t isolate yourself from others. Build
anetwork of mutually supportive relationships, rather than relying on just one
person.

» Working with people who are different from you. Thisis akey factor in effective
leadership. Working with avariety of people allows more community problems
to be addressed, and provides the ability to influence public decisions.
Differences in values, attitudes and expertise add strength to group participation
and give improved results.

* Cultivating a positive attitude toward your life. Discover and cherish that inner
sense of who you are. A personal belief system does not have to be associated
with any organized religion, but it does help you understand the flow and
purpose of life. It provides a sense that there is a power and goodness larger than
just yourself.

Unit I-Module 3—2
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Risk and Uncertainty

Risk can be defined as the possibility of danger, harm, pain, or loss resulting from a
decision or action. Risk is subjective in the sense that individuals define the levels of
risk or uncertainty they face in different ways. What seems like a high risk to one
person may seem routine to another. Risks may be categorized as performance or
functional risk, financial risk, social risk or physical risk.

Uncertainty is the state or feeling of being in doubt. A person weighing uncertainty
and risk istrying to determine the probability or likelihood of a satisfactory or
unsatisfactory outcome. Some people try to reduce or avoid risk — while others enjoy
the excitement of risk-taking.

One way to manage stress and risk in leadership roles is to remember the ethical
principles of respect, caring and valuing others. Ask yourself: what are my
psychological contracts?

Psychological contracts are the assumptions and expectations a person has about
how others should behave in their relationships. They are unspoken, unwritten, and for
the most part, unconscious. Yet, they are a powerful influence because they have to do
with emotions, power and other personal needs. The essence of psychological
contracts is mutual need and mutual gain. Positive mutual gain isthe objective of both
parties.

Because of the differencesin our backgrounds, we bring different assumptions and
expectations to the community. This can make negotiating mutually satisfying
contracts complex. In addition, the psychological contracts we formed early in our
lives will have changed over time. Psychologica contracts are dynamic and changing
as people and organi zations change.

In order to promote an appreciation of individual worth and diversity, remember to:

* Treat everyone as an individual.

* Deal with conflicts and disagreements early on.
» Promote interpersonal communication.

* Set clear expectations and goals.

* State acommon vision.

* Be apositive role model .2

Selecting a Leadership Style

Assessing one’s own strengths and styles can enhance your leadership skills. The
goal of the effective leader is to have leadership flexibility — but this does not mean
permissiveness. A good leader knows how to involve people by structuring their ideas
toward task accomplishment. An effective leader must also be adept at assessing the
situation and choosing the most appropriate leadership role.*

A leader who learns how to involve other people, listensto their ideas, and learns
how structuring ideas will lead to a common goal has |earned the advantages and the
skills of being aflexible activator. Rigid, passive or unstructured leadership resultsin
organizational problems. The leader who knows when to involve, when to abdicate,
and when to control is ableto “read” aleadership situation and is able to meet its
particular needs.

One interesting framework is based on these leadership styles: the activator,
controller, martyr, cavalier, and abdicator. For example, suppose a group isworking at
anormal pace on a project under activator leadership. Then suddenly, for some reason,
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aspeed up in work isrequired. Thereis no time to obtain group consensus about what
to do — the leader may have to become a controller for awhile in order to meet the
new deadline. When the deadline is met, cavalier celebration may result!

The leader’s role affects personal behavior according to the particular role or roles
used. However, hisor her role al'so has agreat deal of control over modeling the
behavior of therest of the group. For example, an activator will encourage group
members to become active participants. A rigid controller, who frowns on members
when they give opinions, can effectively squelch most group involvement.

The Activator

Role: The activator plays arole which involves others and contributes to the
group’s ability to solve problems. Active and flexible in structuring group behavior,
the activator tries to get everyone to participate. Through decision-making processes
and operating on the principle that “ people support what they help create,” members
are helped to structure ideas and solidify group decisions. These actions produce a
more creative and productive organization.

Behavior: The activator initiates, stimulates and involves groups by putting them
at ease and involving them in the decision-making process. Then by being an active
listener, he or she can assimilate the ideas into a workable form and reinforce the
process with recognition, support and approval. Finally, the activator solidifies the
decision by reviewing what has been said and confirming the group’s decision.

Appropriate when: Most volunteer organizations and community groups prefer
the activator form of leadership.

Cautions: The most likely conflict will be a productive kind — people
disagreeing over the right course of action to take. This doesn’t mean that conflict
won't exist, but it can be more easily resolved because of how the leader operates.

I n absence: When the activator leaves, people tend to continue productive
activity. Because they are involved in decision-making, their work continues and
remains important and challenging to them. For the most part, people support what
they help create.

The Controller

Role: The controller isarigid leader who applies power and tries to frighten the
group into action. The controller tells group members what to do because of hisor
her belief that creativity israre and that people are lazy and need strong direction.

Behavior: The controller regiments others by hiding goals, controlling
information, making piecemeal assignments, and isolating functions and people. With
al control, the leader appears as a constant judge. People are threatened by the power
of the leader. Often rewards or punishments will be given in front of peers, which
creates tension and rivalry.

Appropriate When: It may be appropriate for the leader to act asa controller in
emergency Situations (when prompt action is imperative). This might occur during an
emergency, such as afire or weather emergency, or in less extreme but realistic
situations such as when a deadline is at hand and immediate decisions and actions are
needed. This often occurs when preparing a grant proposal, when changesin an
agenda must be made due to a speaker cancellation, or when thereisasituation in
which no one has relevant experience and someone must decide to try to do
something.



Unit I-Module 3—5

Cautions: When the leader isacontroller, it isfairly easy to see that tension and
conflict may result. Very few people like to be told what to do. This situation can lead
to an outright rebellion, or group members will conform to the controller’s wishes and
rationalize the authoritarianism. If they do this, they will blame the system rather than
the controller.

In absence: When the controller leaves, activity is likely to stop. Group members
tend to laugh and play, and may even post a“lookout.” They take advantage of their
release from the strict supervision, but when the controller returns, horseplay ceases
and group members return to serious business again.

The Martyr

Role: The martyr uses behavior that makes people feel guilty, which resultsin pity.
Operating with a guilt-producing role, the martyr tries to impose personal values and
policy on everyone. Support from group membersis sought by making them feel
guilty if they violate the group’s norms or if they are disloyal.

Behavior: The martyr enforces the norms by reminding colleagues of what is
expected in the group — that policy isthe iron law of an organization. This |eader
considers any behavior inconsistent with policy to be disloyal. The martyr always
carries the biggest burden — feeling personally overworked. This leader thinks others
will feel compelled to help in order to make the leader’s work easier. This leader
constantly seeks pity from others.

Appropriate when: The martyr does get the work done — slowly, steadily and
reliably. Within limits, the martyr can make a contribution by focusing on tasks that
need to be done. This leader needs help in teamwork, delegating and maintaining a
positive attitude.

Cautions: The martyr isamaster at creating an atmosphere of impending doom —
telling the group a project will fail if they don’t pull together. This leader uses the
internal conflict produced under these circumstances. There is often “ scapegoating”
under martyr leadership. Not wanting to admit they have let the martyr down, group
members will often blame each other for their own shortcomings. The scapegoating,
or passing the blame, is likely to erupt into open conflict. Further, if thisroleis
overplayed, group members will feel less and less pity, and will do less and less for the
group as aresullt.

I n absence: When the martyr leaves, the activity islikely to change, depending on
the level of group guilt. If the level islow, productivity will decline and the group will
participate in other activities. If the guilt level is high, the group may respond in one of
two ways: First, activity may increase as a means of relieving guilt, or second,
members may become cavalier in order to relieve tension. In the last case, work is
ignored.

The Cavalier

Role: The cavalier views the leadership role as a provider of pleasure. Seeking to
entertain the group, this leader is extremely permissive and too flexible. Anything goes
with the cavalier, who wants the group to feel relaxed and free. At times, thisroleis so
permissive that tasks are not accomplished.

Behavior: The cavalier “turns on the charm,” constantly entertaining the group
both formally and informally. The leader serves as “ chair of the entertainment
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committee.” The only thing really structured is the fun and parties. This leader tends to
refrain from passing judgment on members or their work. Approval is given through
gestures and speech. At the same time, group approval is sought with a constant need
to be patted on the back and told of the fine job being done.

Appropriate when: Again, within limits, a group benefits when the leader makes
time for socialization and celebration of accomplishments. Particularly with people
who work together over long periods of time, paying attention to positive
interpersonal relationships and step-by-step accomplishments contributes to
motivation and enthusiasm.

Cautions: The cavalier isjust the opposite of the martyr — not wanting to
deliberately create conflict situations. This leader’s main purpose is to make the group
as fun-loving and conflict-free as possible. He or she does not want any trouble, just a
good time. For certain members, the constant pursuit of “agood time” causes
frustration. They feel non-productive if the group never has area accomplishment.
The cavalier’sinability to lead the group toward substantive goals often triggers
conflict.

In absence: When the cavalier leaves, the group may speed up the fun and games
or they may become more productive. If they like the |eader, they may decide to
increase productivity so the leader will not be replaced by some other type. Productive
activity may also occur if the group is concerned about the lack of accomplishment
when the cavalier is present, but the group may still not want a replacement.

The Abdicator

Role: The abdicator leaves the group on its own, waiting for group advice. This
leader plays the withdrawal role, seeking to avoid difficult situations, both mentally
and physically. The abdicator may become busy with minor details when amajor
problem exists.

Behavior: An abdicator constantly postpones action. Often this creates busy work,
directing leader and group attention toward minutiae, away from thereal crisis. The
responsibility is shifted to someone else's shoulders by missing meetings which forces
others to make decisions. If things go wrong or a bad decision is made, the abdicator
can then blame someone el se.

Appropriate when: The abdicator method may be a useful strategy when a group
gets too dependent on the leader and does not take responsibility for the total group
actions. Sometimes the group may need to brainstorm ideas for themselves, and then
proceed to set goals and prioritize on their own initiative, so that people really take
ownership and follow through with actions.

Cautions: The abdicator is aleader who causes conflict by not doing anything.
This leader may be with the group physically, but does not lead them. If the group’s
security is threatened long enough, conflict is generated when group members seek
scapegoats for the lack of accomplishment, direction and order.

In absence: When the abdicator leaves, it is not likely to have much effect on
performance, because the leader was “absent” to start with. Under these conditions,
productivity largely depends on individual commitment and on the presence of a
natural leader who fills the leadership vacuum.
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Flexibility in Roles

Knowing how to be flexible, the activator can structure behavior to serve
effectively in any organization; knowing when to control to get something quickly
done; when to cavalier in order to relieve tension; how to martyr and use guilt; and
how to avoid making a decision when it would be more profitable for the group to
make it. The activator knows how to change leadership rolesin fitting the scene —
and above all, knows how to involve the whole group in decision-making to create a
productive, cooperating team.

The community organization worker who is an activator has assumed arole that
callsfor flexibility and creativity, and is ateam leader primarily concerned with group
productivity. Since the majority of groups are formed in order to solve problems or
complete tasks, we have defined the five leadership rolesin terms of how they affect
group performance.*

Many other methods and models for examining leadership styles and managing
stress can be useful. It isimportant to find away that suits you.

Summary

A leader has abig role to play in agroup and must understand the interaction
process taking place by being quick to assess the group’s leadership needs, and being
flexible enough to play the needed roles. Authentic leadership, based on ethical
principles, requires balancing of tasks and relationshipsin a group without adopting
artificial or manipulative roles.
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Module 1:
Building Trust

There are two parts to trust: an intangible, “feeling” part and a performance record
that confirmsthistrust. An active feeling of trust is confidence in leadership,
indicated in ability and integrity. Trust is also expressed by the absence of worry or
suspicion. Our most productive relationships are already based on trust, sometimes
unrecognized and frequently taken for granted. The track record is a confirmation of
well-placed trust.

Trust isavita ingredient in all relationships we develop during our lives. If we
find it hard to trust someone, we are less likely to talk to them. But, if someone trusts
us and we trust them, then we can develop a good relationship with open
communication and fewer arguments. It's the feeling of safeness you have with
another human being.*

How Does Trust Develop?

Many scholars have created lists of the characteristics of leaders. Trust always
makes the list. Trust develops as the cumulative effect of one-on-one, day-to-day
relationships. Trust iswon or lost by how well you know yourself, how open you are
to letting others see your real self, and how well you show your interest in others.
These personal actions depend on you as an individual, regardless of the
organization, committee, or other group. &

An interesting metaphor for trust isto think of it as an emotional bank account. If |
make deposits with you through courtesy, kindness, honesty and promise keeping, |
build up areserve. Your trust toward me becomes higher, and | can call on that trust
when | need to. When the account is high, communication is easy, instant and
effective. But, if | show discourtesy, disrespect, threats, or just do not listen, my
emotional bank account will become overdrawn. Trust needs continuing deposits.
Furthermore, it takes more deposits to outweigh a negative or withdrawal. One
guideline isthat every negative encounter requires six positive encounters to restore
the original level .

You can show that you are trustworthy by being responsible. Being open and
honest with people is very important. In any relationship, it takes time and effort to
develop trust, and trust and commitment are closely related. If you trust more, you are
willing to commit more. Each person must accept some responsibility.

Following principles of ethical decision making and action are vital to developing
and maintaining trust among leaders and followers.

Perceptions of Trust

Trust exists only in our minds. Trust depends on individual conduct, but also on
how that conduct is perceived. Perceptions are difficult things to agree on. Involved
people may try to come to an understanding (if not agreement) about behaviors,
perceptions, interpretations and expectations.

There is no guaranteed process to change a trustless group, and there is no specific
outcome to measure. However, spending time and attention improving the



trustworthiness of group member relationshipsis aworthwhile endeavor. Trust is
probably the most highly valued group component — it is essential to the processes
of influence and collaboration.

Trust builds slowly over time. It takes along time to build trust, but it only takes a
moment or two to loseiit.

Self-Disclosure Skills

Skills that bring about trust, clearer communication, and a more productive
atmosphere are described as self-disclosing. Following are examples of these types of
skills:

Behavior Description: Reporting specific, observable actions of others without
adding feelings of attitude, motive traits, or personality characteristics. For example:
you might say, “Bill, you have been late to our meetings the last three times,” not,
“Bill, you sure are disorganized — you' re always late!”

Feeling Description: You describe your own feelingsto give aclearer
understanding of your emotional reaction. For example: “1 feel good about the way
that we are working together.” Or, “I feel hurt when you cut me off.”

Ethical Leadership
Leadership isthe investment of trust into people who serve the common good. It
creates value. It refines and develops services that enrich our lives. Leadership is
ethical, but what does that mean?
The most important attributes of ethical leaders that are consistent across age,
gender and sector are that |eaders:
* Are commited to the mission.
* Care deeply about those they serve.
» Are competent and work with competent people.
* Are honest and has integrity.
» Acknowledge their own mistakes.
Honesty, fair-mindedness and concern for others are qualities people look for in
leaders. If the leaders selected do not serve reliably, trust erodes and creates aloss of
faith in the leaders and system they work within.?3

Ethical behavior requires:

1. A high degree of commitment, the desire to do the right thing.

2. Consciousness, the heightened awareness of the ethical implications of
decisions and actions, the claims of all stakeholders, and the tendency to
rationalize unethical conduct.

3. Enhanced competencies, particularly the ability to use critical thinking and
problem-solving skills in dealing with personal, professional and group
situations.

4. Courage, the ability to face and deal with difficult situations instead of
withdrawing or taking the easy way oui.

The Six Pillars of Character are one useful guide for ethical leadership. Keepin
mind these six core ethical values:
* Trustworthiness (honesty, promise keeping, integrity, loyalty).
» Responsibility (accountability, pursuit of excellence, concern for others).

Unit IlI-Module 1—2
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» Caring (concern for others, minimize harm).

* Respect (courtesy, decency, tolerance, acceptance).

» Justice and fairness (procedural fairness, impartiality, equity).

» Civic virtue and citizenship (community service, doing one's share, contributing
to the overall socia good).

You can use different words for these values, and you may have some ideas that
don’'t quite agree with this formulation, but it is a useful approach to making more
ethical decisions. The essential component isto maintain respect for everyone and to
avoid doing harm whenever possible.

Traditional Guides For Ethical Behavior

Philosophers and theologians are, and have been for centuries, concerned with the
development of theories which describe the nature of moral obligations and which
provide guidance in meeting these obligations.> ¢ Some different approaches to
ethical behavior are:

The Golden Rule

The Golden Rule establishes the principle that people should be concerned with
and responsible for the well-being of others. They will help others when they can and
avoid doing harm whenever possible. “Treat others as you would have them treat
you” isthe basic premise.

“The Means Justifies the Ends”

This approach says that the ethical character of an action is determined by the
principle upon which it was based, rather than on the consequencesit produces. In
this model, people have an absolute duty to do the “right” thing in all situations. The
rules must always be followed. The means, rather than the end result, is critical.

“The Ends Justify the Means”

This approach states that actions are right and good when they produce benefit,
and/or prevent harm, pain. In this view, the ethical nature of an act is best determined
by the consequences produced, regardless of how the result was obtained.

Various Other Guidelines

Additional ethical standards may be included in or derived from broader religious
or moral traditions. Some ethical rules vary from culture to culture, or group to group,
and are constantly evolving.

Applying Ethical Principles

One universal tenet, the instruction to “Do No Harm”, is present in most sets of
rules. However, in some group or public issues, it isimpossible to find a resolution
which does no harm to anyone. Shortcomings of each of the traditional theories
become particularly apparent in cases where there are many competing interests,
values, and benefits. Various ethical standards evolve as individuals or groups
become more aware of the consequences of their actions on others or as new abilities
or technologies raise new issues.
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Making Ethical Decisions

One practical approach for the issues we deal with as leaders and followersisthe
Six Pillars of Character framework which prioritizes a set of core ethical values as
higher than non-core ethical values (which vary acrosstime, religion, culture, or
professions), and these in turn rank above nonethical (neutral) values. This approach
doesn’t provide the answers. It doesn’'t provide the solution to a controversy. It helps
make sure that the right questions are being asked and that the stage is set for people
to exchange viewpoints and identify their common interests.

Ethical decision-making refersto the process of evaluating and choosing among
aternatives in a manner consistent with ethical principle. It adds specific
consideration of ethical principlesin making personal and professional and program
choices. Ethical behavior requires that leaders and group members work together to:

* Perceive and eliminate unethical options--and when thereis a conflict, eliminate

options that favor nonethical values over ethical values.

* Select the best ethical alternative.

» When there are more than one ethical responses to a situation, examine the

choices carefully because not all may be equal.

These criteria can be added to other criteriafor evaluating options and
consequences of a group or public policy choices.

Dialogue, reflection, and questioning are needed as we:

» Examine the situation.

o [dentify all the important points of conflict.

* Decide whose interests are involved and consider their key values.

* [dentify the conflicting loyalties.

* |[dentify the alternatives and consegquences.

* Eliminate any options that are clearly unethical, illegal, or impractical.

* [dentify which principles are respected and which are violated in the various

options.
» Examine possibilities for combining or rearranging options or look for others.
 Determine the priority of competing values as you weight the options.
The decision should take into account and reflect a concern for the interests and

well being of all stakeholders. When ethical values conflict, the decisions should be
those that produce the greatest balance of good in the long run.®”

Dealing with Ethical Dilemmas

An ethical dilemma occurs when there is a conflict between core ethical values,
sometimes described as a conflict between “right and right” (when two good choices
conflict) or between “wrong and wrong” (the lesser of two evils). Ethical decision-
making in situations with complex and difficult ethical dilemmas requires critical
thinking. These choices are the tough ones. Leaders who can analyze the conflicting
choicesin an ethical dilemmaand explain their reasoning are |eaders who contribute
to trusting relationships.
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Symptoms of a Trustless Relationship
It is not difficult to know when alack of trust isimpacting either personal
relationships or group work. Some of the more common symptoms of trustless

relationships are as follows:
Poor Communication:

Inflexibility:

Lack of Respect:
Guarded Information
Flow:

Hidden Agendas:
Avoidance of Conflict:
Backbiting:
Backstabbing or

Sabotage:

“End-Arounds’:

Inappropriate
Independence:

Poor Follow-Through:

Disinterest:

Lack of openness, reluctance to
explore concerns, unwillingness
to truly listen.

Members dogmatically sticking to their perceptions and
beliefs, even in the face of contrary evidence.

Concerns about members’ competence, knowledge or
motives.

Excessive control of information and information
Processes.

ODbjectives and expectations that are not freely shared
with the group.

Lack of interpersonal confrontation about |legitimate
concerns.

Critical discussions of team members behind their
backs.

Attempts to undermine the credibility or success
of ateam member.

Avoiding or eliminating someone who should
legitimately be involved in a decision, request or
communication.

Stubbornly refusing to seek the input of others
team members or to work toward consensus.

Failure to keep commitments or take agreed-upon
actions.

Displaying apathy, indifference or inattention in group
activities.

Although often very difficult, rebuilding trusting relationshipsis possible. Careful
attention to open communication and ethical behavior is the stepping stone to

building and rebuilding trust.
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In order to build or rebuild trust, you can:

* Show consistency in the basic values that guide your decision making; take the
time to think about your values, beliefs, and personal goals. Articulate them clearly so
others can see that you are following a course they can support and share.

» Show respect for old ideas and traditions while you explore new ones. In your
leadership roles, you can help peple make transitions from the present to the future.
Thisis particularly important during times of rapdi change.

* Listen in ways that show you respect others and that you value their ideas. Listen
especially for the vision, the context, and different ways of looking at situations.

» Show that you are working for others’ interests as well as your own. This does
not mean neglecting your own needs and motivations (such as recognition,
achievement, the opportunity to use your skills and accept new challenges) as well as
your willingness to work toward common goals. People will look at your track record
to seeif you aim for the overall group benefit or for protecting your personal turf.
They will watch to seeif you build and help others excel or if you treat everyone else
as competitors.

* Practice openness and sharing. Trust is based on perception as well asfact. Share
whatever information you have in order to improve the group’s worki, rather than
hoarding it to boost your ego. People also need to know your feelings. When you
disagree with some opinion, say so. Share your concerns, worries or whatever stands
in the way of your commitment. Do not say you agree with a plan or action if you
really do not support it. Tell it likeitsis, but in acaring way. Explain what you
understand and indicate things which you do not understand. Share in the search for
additional information, rather than pretending that you have the answer to everything.

Summary

It may be important to distinguish between trust and trustworthiness. Trust isa
broader concept, usually pertaining to feelings or attitudes. It iswhat we give to
someone. Trustworthiness, on the other hand, stems from behavior. It iswhat we
perceive in someone. Trustworthiness includes honesty, integrity and courage,
promise-keeping, loyalty and fidelity.

Aninteresting feature of trust is that to be trustworthy, you must trust othersin
return. Thisis demonstrated by an individual’s ability to delegate responsibility, share
power, and allow freedom of choice.
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Module 2:
Communications Basics

The ability to effectively communicate with other peopleis an important life skill.
Through communication, people reach some understanding of each other, learn to
like each other, influence one another, build trust, and learn more about themselves
and how people perceive them. People who communicate effectively know how to
interact with others flexibly, skillfully, and responsibly, but without sacrificing their
own needs and integrity.

What is Communication?
Communication = The exchange of ideas or feelings from one person to ancther.
Talking doesNOT = communication!

We hear only half of what is said to us,
under stand only half of that,
believe only half of that,

and remember only half of that.
The communication process is complex. We send from 100 to 300 messages a day.
These include:
 The message we intend to send.
* The message we actually send.
» The message as the hearer interpretsit.
* The response of the hearer based on what he or she heard.
* Our reaction to the exchange of words, meaning and interpretation.
Why do peopletalk to each other? When wetalk, it is because we have an idea or
feeling that we want to share with someone. We talk in order to:
* Get acquainted.
* Build relationships.
* Express emotions to others.
* Share information.
* Persuade others to understand our personal views.
In order to have communication, both speaking and listening are required.

Types of Communication

Communication can be classified in many different ways. People in leadership
roles have many opportunities to communicate with others.

Intrapersonal Communication

When individuals talk to themselves, communication takes place within the brain.
It includes their thoughts, experiences and perceptions during a communication
event. Behavior that we see on al other levels of communication begins on an
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intrapersonal level. On thislevel, the individual forms personal rules and patterns of
communication.

Interpersonal Communication

Communication between individuals is the pattern for all succeeding levels of
verbal communication. At this level, each person is aware of sending messages to
other persons. Interpersonal communication is sometimes referred to as dyadic
communication, or communication between two individuals.

Small Group Communication

Thisis sometimes included in the interpersonal level — the most obvious
difference is the number of personsinvolved in the process. The small group may be
afamily of three talking at supper, five students working on a class project, or a
meeting of an organization with just afew members.

Intercultural Communication

This occurs when the source of the message is from one culture and the receiver is
from another — such as when a Frenchman asks directions from an American in New
York. The major difference between intercultura and the previous levelsisthat the
communication process is affected by differing, and sometimes, conflicting rules
which define acceptable communication between individuals and between groups.

Public Communication or Public Speaking
The speaker sends messages to an audience, which is not identified asindividuals.
Unlike the previous levels, the speaker is doing most, if not al, of the talking.

Mass Media Communication

Although mass media communication is public communication, not all public
communication is mass media. At thislevel, thereis“mass’ distribution of a message
to alarge group of receivers. It is delivered through an impersonal means rather than
directly from speaker to audience. These impersonal pathways include television,
radio, motion pictures, newspapers, magazines, books, billboards, etc.

Nonverbal Communication (Body Language)

Nonverbal communication isintegral to al of the preceding levels —
communication is a combination of verbal and nonverbal components.

In nonverbal communication, people send messages to each other without talking.
They communicate through facial expressions, head positions, arm and hand
movements, body posture, and positioning of legs and feet. How people use “ space”
also transmits a message. Another example would be carrying or displaying objects
that “say” something about themselves.

By being aware of nonverbal communication, one can interpret the signals of
others, or send signals that will promote the productive resolution of a dispute.
Awareness of nonverbal communication helps people:

* Project an image of confidence and knowledge.

» Demonstrate power or influence.

* Express sincerity, interest and cooperativeness.

* Create trust.

* Recognize personal tension in self and others.
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* ldentify discrepancies between what people are saying and what they are
actually thinking.
» Change behavior and environment to encourage productive discussion.

Three cautions should be mentioned about nonverbal communication. First, an
awareness of nonverbal communication is not a panacea for conflict resolution.
Recognition and use of nonverbal skillsis only one more tool to aid conflict
managers or disputants in understanding conflicts. Second, awareness does not
necessarily mean that something can be done about unwanted nonverbal
communication. A lot of nonverbal communication is unconscious. And third, the
meaning of nonverbal communication depends on both the sender’s and the
receiver’s culture — their race, ethnicity, class, status, sex and individual differences.
Some common interpretations of nonverbal behavior cross cultural boundaries, but
others do not.%2

Visual vs. Verbal Activities

Information is shared in two ways — visually and verbally — and it appears that a
combination of the two formsis generally most effective.

The use of graphics, or concrete examples, has a number of additional advantages.
Concrete examples (graphics) provide afocus of attention for an audience. When
people focus on avisual presentation, they share a definite point of reference. Too
often, work groups get caught up in abstract word play, losing sight of the real issue.
Charts, maps, even simple lists of information can help keep discussion focused.

Visuals aso help the facilitator or discussion leader prepare for a meeting. The
simple exercise of preparing a series of charts, diagrams, or maps forces you to
organize information and anticipate the course of the group’s deliberation. When the
meeting planner shows up prepared and ready to begin, group members will know
what to expect.

Active Listening and Feedback

Good communication requires more than acceptance of feeling or empathy for
another person. A listener must also have an accurate understanding of the content or
substantive message of a speaker. Accurate feedback of the content may eliminate
unnecessary communication conflicts caused by misinformation or misperception.
The process of rephrasing a statement can make an item more manageable in size or
scope or acceptable in terms of itstone or value.

I-Messages: Most of the messages we send to people about their behavior are
“you” messages — messages that are directed at the person. These have ahigh
probability of putting people down, making them feel guilty, and making them
resistant to change. An “I-Message” alows a person who is affected by another’s
behavior to express the impact it is having on him or her. This leaves the
responsibility for modifying the behavior with the person who demonstrated the
behavior.

“l1-Messages’ build relationships and do not place the sender in the position of
enforcing a new behavior. Many people have been taught to avoid “1” (asin | want or
| would like), so it is often difficult to use this method.
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Four Parts of an “1-Message”
1. Specific behavior (“Whenyou...”)

2. Resulting feeling “I1t...”)

3. Effect (“Ifed ...")

4, Resolution (*So, wouldyou . . .”)
Example:

Part 1:  “When you cut meoff . .."
Part2:  “It hurtsmy feelings. . .”

Part 3: “I feel asthough you don’t value my
opinion,”

Part 4. *“So, would you please hear me out.”
Since communication is the exchange of ideas
or feelings from one person to another, it
implies that the message has been heard.

Effective Listening

People do more listening than any other form of communication.
But most listen at an efficiency level of less than about 25 percent.
Tests show that, immediately after listening to a 10-minute oral
presentation, the average listener has heard, understood, properly
evaluated, and retained only half of what was said. Within 48 hours,
that comprehension rate dropped to one-quarter.

People generally remember:
10 % of what they read

20 % of what they hear

30 % of what they see

50 % of what they hear and see

70 % of what they say and write

90 % of what they say as they do something

Whose Responsibility: The Speaker or

Listener?

Who has the primary responsibility for effective verbal
communications, the speaker or the listener? This question has been
asked of thousands of people. Seventy-five percent of those who
answer say the speaker;

25 percent say the listener.?

This attitude is mirrored in people’'s behavior as listeners. Because
they assume the speaker has the main responsibility, they listen
passively instead of taking an active, responsible role.
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Just think how much better we could communicate if the speaker and the listener
each would take 51 percent of the responsibility. Although this adds up to 102
percent, which may not be good mathematics, it represents highly effective
communications.

A Good Listener:
» Works at listening.
* Helps speaker transmit thoughts.
* Listens to understand, not to refute.

Listening
First, what do we mean by “listening” ? It is more than just hearing — that is only
thefirst part of listening. Three other parts are equally important:
1. Interpretation — Interpreting what was heard leads to understanding or
misunderstanding. Your brain absorbs and comprehends what you hear.
2. Evaluation — Weigh the information and decide how you will useit.
3. Reaction — Based on what you heard and how you evaluated, you act on it.
Listening is our primary communication activity. Studies show that we spend 80
percent of our waking hours communicating. About 45 percent of that timeis spent
listening. Our listening habits are not the result of training, but rather the result of the
lack of it.

Listening is our number one communications activity:

* Through open ears, the mind can absorb an endless amount of new information
and ideas.

* It has been said that there's at |east one thing learned from everyone we meset,
provided one bothers to listen.

* A listener loose in aworld of talkers has one unbeatable edge: the flow of new
ideas through the ears to the mind never stops.

e Listeningisnot a9to 5 job.

* The brain works four times faster than most people speak. We often wander into
distraction.t-3

Listening Principles to Remember

Peopl e tend to agree with other people they like, not so much because of their
ideas but because of the fact that they like them. People also tend to like other people
who listen to them. A key factor in listening is the ability to deliberately over-estimate
the value and importance of the other person’s point of view.

Points for Good Listening

Isit any wonder things get garbled aong the way? Communication at best isa
messy process. Good communication requires at least two basic skills: listening and
giving feedback.

Good listening takes alot of serious practice. One way to practiceisto try to
concentrate for one minute out of every hour on one specific sound or on what any
one person is saying. Many of us at the start will only be able to concentrate for afew
seconds. Keep practicing until you can hold complete concentration for at least one
minute. Thiswill be harder than you think, but it can improve your listening
proficiency.
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Practicing improved concentration methods may not make you a perfect listener,
but it can make you a good listener. The pay-off isin better understanding, increased
efficiency and closer friendships.

Good listening requiresthat you concentrate on the speaker.

* What is the speaker trying to say?

» What point is the person trying to make?

» Are the facts accurate, unbiased and compl ete?

* Isthe source reliable?

e Listen for ideas.

» Think while you listen. Learn to eliminate distractions by concentrating on the
ideas the speaker is presenting rather than pretending to listen.

As aperson is speaking, think about relationships between facts and you will find
that the person may be using several facts to develop one or two main ideas.

If you take notes, write down just enough to let you recall the ideas. Avoid taking
everything down word for word, or you may miss the ideas that are presented.

Control your responses. Listen without judging. Try not to argue with the
speaker’s words in your mind. Avoid dismissing the speakers' ideas in advance, or
judging the speaker’s appearance. You can judge later after you have heard the
information the speaker is giving.

Listen carefully to topics that are hard for you to follow.

Ask questions. If you can’t interrupt, make a note to ask when the speaker is
finished.

List thingsthat get in the way when you listen to someone else:

» Words or phrases that prejudice you against the speaker

* Factors in the other person’s appearance that may bias you

» Emotions (fear of asking silly questions, feeling guilty because you think you
should already know something, etc.) that prevent you from learning.

Active Listening
The purposes of active listening are to:
1. Help you check your understanding of what the person says and feels.
2. Generate further dialogue.
3. Help you improve your empathetic listening.
4. Build rapport.
5. Show that you understand and care.

Active listening is not just refraining from talking, but actively trying to
understand the other person’s total communication.
* Listen for both content and feelings.
* Respond to the feelings expressed.
* Accept both positive and negative expressions and feelings.
* Listen between the lines (for the nonverbal communication).
* Use the reflection technique.
 Use the pauses effectively.
» Summarize from time-to-time to indicate progress, to highlight major points,
and to wrap up important sections of the interview.



Maintain careful attention to both content and feeling. Content refersto the
meaning of aword. Feeling refers to the emotional state of the person. Feelings may
include anger, frustration, fear, joy, sadness, domination and affection.

* Try to anticipate what the speaker is getting at.

* Do not form conclusions or begin to construct your reply until you first
understand the speaker’s position.

* Listen between the lines, try to pick up both the content and how the speaker
feels about his or her position.

* Pause and consider what you heard before replying.

» Assume you probably don’t understand completely and ask for feedback on
what you think you heard.

Reflect. Re-state in your own words what you understand the other person to have
just said. Include both content and feeling.

Repeat. Do not judge, question, argue or evaluate. At this stage, smply repeat
your understanding and encourage the other to continue talking.

Behavior and Attitudes of the Good Listener
* Triesto see the world, the situation, the problem as the speaker sees them.
* Places understanding foremost.
 Shows interest in the speaker.
* Accepts the speaker as he or sheis.
* Respects the speaker’s opinion and attitude.
» Willing to take time to listen, and determined to listen attentively.
* Controls his or her emotions.
* |s open-minded, receptive, but analytical.
» Has awide range of interests, and is curious about things.
* Is convinced of own responsibilities to the speaker and undertakes this
responsibility.
* Stands ready to listen patiently.

Using Feedback

Feedback allows a listener to tell the speaker whether the message was
understood. If it is done with care and consideration, it is an important tool for good
communication. Feedback lets you describe your reaction instead of evaluating the
other person’s performance. It is very helpful to be specific and address a behavior
the listener can change.

Listening Undergoes Distortion
In listening, when you pass a message along through two or more persons, it often
undergoes distortion each timeiit is repeated. Three different tendencies occur when
the message is heard:
Leveling:  Tendency to drop some details out of information you hear.
Sharpening:  Tendency to make some details sound more important, and
give them more emphasis than they had as you heard them.

Projection:  Tendency to add data out of your own viewpoint or mental
outlook to what you have heard from someone else. How can
you, as alistener, avoid such distortion?

Unit I-Module 2—7
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Suggestions for Limiting Distortions

* Repeat what you hear to the satisfaction of the person who just told it to you.
You might say, “Let’'sseeif I’ve got thisright.”

* Put the key elements of an important message in writing.

» Don't assume that somebody is giving you a message exactly the way he or she
heard it from someone else.

* If it'simportant, verify it with the speaker’s source or the original source.

» Have your organization routinely check important information at each step as it
is passed along through the chain of people.

Feedback allows the listener to relate information back to the speaker about the
content or feelings conveyed. The person receiving the feedback is made aware of
how his or her behavior affects himself or herself and othersin the group.* Thisalso
serves as a check for understanding. Some examples of this are:

* Theway | understand you is. . .
* Isthishow you feel . ..?

* You sound as though . . .

* | get thefeeling that . . .

e It soundsasif . . .

Ways to Give Feedback
Descriptive: Descriptive rather than evaluative. Describing one’s own
reaction leaves the individual free to useit or not useit as he
or she seesfit. Avoiding evaluative language reduces the need
for the individual to react defensively. The main purposeisto
understand the speaker, not to belittle, mimic, or antagonize.

Specific: Be specific rather than general. To be told that oneis
“dominating,” will probably not be as effective as saying,
“Just now when we were deciding the issue, you did not listen
to what others said, and | felt forced to accept your arguments
or face attack from you.”

Consider Needs: Take into account the needs of both the receiver and the giver of
feedback. Feedback can be destructive when it serves only our
own needs and fails to consider the needs of the person on the
receiving end.

Realistic Request: Direct feedback toward behavior which the receiver can do
something about. Frustration is only increased when a person
is reminded of some shortcoming over which those observing
him or her can answer.

Solicited: Feedback should be solicited, rather than imposed. Feedback
is most useful when the receiver has somehow formulated the
kind of questions which those observing him or her can
answer.

WEell-Timed: Consider timing. In general, feedback is most useful at the
earliest opportunity after the given behavior (depending on the
person’s readiness to hear it, support available from others,
etc.).
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Clear: Check toinsure clear communication. One way of doing
thisisto have the receiver try to rephrase the feedback he or
she has received to see if it corresponds to what the sender had
in mind.

Check for:  When feedback is given in atraining group, both the
Accuracy: giver and receiver have the opportunity to check with othersin
the group on the accuracy of the feedback. Isthis one person’s
impression or an impression shared by others?
Feedback isaway of giving help; it is a corrective mechanism for individuals who
want to learn how well their behavior matches their intentions.*

Influencing Others

Persuasion is simply the means of getting othersto think and act the way you want
them to. You persuade people by convincing them that your ideas, beliefs, opinions
and feelings should be accepted. Persuasion often involves appealing to listeners
feelings and/or interests and ideas. Persuasion begins from an information base. Your
most important boundary is your ethical responsibility. Effective persuasive
communication is ethical communication. Persuasion is likely to succeed when the
following conditions are met:

S-M-C-R MODEL

The Source:  The source of the persuasion shows conviction about her or his
subject, is trustworthy, credible, and competent — an expert or
authority in the area of concern.

TheMessage:  The message is believable, reasonable, practical, probable, and
supported by evidence and facts, as well as opinion.

TheChannel:  The way the message is delivered — by one-on-one
conversation by the speaker, to agroup or through mass media
or written methods, affects the way it is received and
understood.

The Receiver:  Thereceivers (audience) are not presently ego-involved with
the issue and have a personal stake in the outcome. The goal
should not be too far from the focus of the receivers beliefs.
The period of time must be sufficient for a carefully considered
program or “campaign” to bring about later effects.®

If you want to change a person’s attitude, you must first change her or his behavior
to parallel the desired attitude. Working for changesin attitude, in hope of getting the
desired behavior, is more often than not met with frustration and failure. More
information on persuasive strategies is provided in the module Influencing Policy
Decisions.

Communication Difficulties

Individual differences are amajor cause of misunderstandings in communication.
People want different things to satisfy their needs because of the interests (things
wanted or enjoyed), values (things important or believed in), and attitudes (thoughts
or feelings about ideas, people, things) they have acquired.
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To avoid communication misunderstandings, try to accept and understand
individual differences. Examine your own reactions to people and situations so you
can imagine how it would be to be someone else. Practice empathy.

There are many ways individuals can misunderstand each other. For example, a
person may be preoccupied and not able to listen to what others have to say. Or, a
person can be so interested in communicating his/her own message and formulating a
response that he/she listens to others only to find an opening to communicate his/her
own message. Sometimes individuals listen in order to evaluate and make judgements
about the speaker. The speaker may then become defensive and end the interaction. A
lack of trust may also be a cause of communication distortion. In agroup or between
two people, misunderstandings can cause a reduction in the information that is shared
and an uncertainty concerning the information being communicated. It takes
continued effort and attention to maintain effective communication.*

There may be cultural, language or semantic differences. Sometimes we are
blocked by our failure to understand clearly the words or terms used. There are the
different connotations and meanings accorded words in various sections of the
country, and by different racial, occupational and other groups. Even within asingle
organization, these factors often blur understanding between occupational and
professional groups.

Four responses or roles that often cause difficulty in communications, aswell asin
relationships and task activities, are the:

Placater

The Placater alwaystalks in an ingratiating way, trying to please, apologizing,
never disagreeing, no matter what.

*  WITH WORDS the placater always agrees. For example:
“Whatever you want is okay. | am just here to make you happy.”

* WITH BODY the pl