Seminar 16 VSM log for 02 September 2004
Attendees:  Bill, Cindy, Haywood, Kathie, Linda, Lorraine, Pat, Snake, Todd, Wilma, and Fac16 -
Haywood - {enters}

Cindy - {enters}

Linda - {enters}

Linda - Good morning Cindy and Haywood!

Haywood - Hello Linda

Haywood - I know.  I got booted a few minutes ago

Cindy - {action}  smiles.

Haywood - Cindy Mike tells me, you are a facilitator by trade

Pat - {enters}

Snake - {enters}

Haywood - welcome paty

Haywood - opps pat

Haywood - welcome snake

Pat - Hello Haywood

Cindy - Just testing the emoticons out to the right of the screen.  And yes, I am a Center for Army Leadership and a CO2 facilitator.

Snake - My apologies (ahead of time) for my computer -- it will be giving me grief, requiring the "refresh" button several times...

Kathie - {enters}

Todd - {enters}

Haywood - Hi todd and kathie

Fac16 - {enters}

Fac16 - Hi all

Pat - Hello Mike

Snake - G'mornin', Mike!

Haywood - Hi Mike

Cindy - Morning everyone!!

Todd - Good morning!

Kathie - Good morning all

Snake - How many of y'all are prepared for Frances???

Haywood - Ok I guess since it is 10:30 we should begin

Cindy - It looks like it will miss Maryland

Haywood - Lucky Cindy

Fac16 - We can have 5 to 10 minutes meet and greet before getting to the content

Haywood - I worry about the Carolinas

Snake - We weren't expecting the 14 inches of rain that fell in Richmond...

Cindy - Works for me

Haywood - It is something else in Richmond

Snake - 20 city blocks closed, 17 buildings condemned, 7 known dead (so far) -- and it was only a "remnant" of tropical storm Gaston!

Cindy - I feel sorry for Florida.  They are still recovering from the last one.

Fac16 - I hope Ray doesn't get blown away

Snake - There is no telling where Frances will wind up -- Charley changed directions just before it hit shore.

Kathie - Wilma just called me - she is having trouble getting in...

Haywood - talking to a friend last night and her car was towed and she paid 200.00 to get it back only to find out it is not any good because it was flood.

Haywood - Snake are you in Richmond

Snake - No, about 60 miles north of it (Stafford) -- but I was in Richmond all day Friday and Saturday for a rally, just before the storm moved in!

Lorraine - {enters}

Kathie - Mike can you call her at DSN: 992-2744?

Haywood - oh ok.  I live in Woodbridge myself

Fac16 - will do

Lorraine - Hi Folks

Haywood - Hi Lorraine

Pat - Hello Lorraine

Snake - Good morning!

Cindy - Hey Loorine

Linda - Good morning!

Cindy - Sorry - Lorraine

Snake - {leaves}

Snake - {enters}

Snake - {leaves}

Snake - {enters}

Snake - So, who is our facilitator today?

Haywood - I am performing that task today

Cindy - Haywood is

Wilma - {enters}

Haywood - are you all ready to begin

Snake - Just checking -- I already had to "refresh" once...

Pat - yes

Snake - Let's do it!

Cindy - yes

Wilma - Good Morning Everyone

Pat - Hello Wilma -- welcome

Wilma - Thanks, I am glad to be here.

Haywood - As you all were advised earlier, the question is list 3 or 4 characteristics of a good leader and why

Haywood - Remember what qualities that makes them effective and efficient

Snake - {enters}

Snake - Number one (on my list, anyway): Knowing when to lead -- and when to get out of the way!

Haywood - good point.  do you care to elaborate

Pat - Flexibility is a leadership trait on my list

Snake - Sure...

Lorraine - Duty

Todd - Honesty and integrity.  Without both, people will not follow for long

Kathie - Integrity

Wilma - Initiative, without this, we can not maximize our efforts

Pat - I also think a good leader is willing to do (or has done) whatever they are asking someone else to do

Cindy - My are honor, integrity and loyalty.

Haywood - Flexibility, Duty Integrity, loyalty are all good

Kathie - Respect

Wilma - Pat, you are talking about influencing others, right?

Pat - Wilma -- that too, but I was focusing on a leader who will role up their sleeves and do what needs to be done as part of a Team to reach the goal

Haywood - I think being flexible is probably related to snake's #1, knowing when to lead

Cindy - I agree with Pat.  If you ask someone to do something, it should not be something you wouldn't do yourself.

Todd - Cindy, our discussion group in Glory has touched on loyalty.  Do you mean to a person or a philosophy?

Snake - Sorry -- I was on the phone with Mike...

Haywood - I think vision is important quality also

Cindy - Todd - the person

Pat - Todd - can it be a combination of both

Wilma - Nice, this is also a way to influence other people.  Motivating others by leading by example.

Snake - To elaborate: Leadership sometimes means knowing when your subordinates need more guidance...

Snake - ...and knowing when they have all the tools they need, so you should just get out of their way.

Cindy - It is also knowing what leadership style to use when you are leading\guiding them.

Pat - Snake - that a good thought, but not every leader has subordinates -- they may, however, have followers -- what do you think?

Cindy - Sorry, my keyboard is sticking today.

Snake - Some of the best leaders I know give you the mission and what the "end state" should look like -- and then they let you run with it!

Wilma - Snake- I think that is called situational leadership.

Kathie - Vision is an extremely important leadership characteristic Haywood - having a sense of the "big picture"

Pat - Kathie - I agree

Snake - If that's the opposite of micromanagement, then I'll buy that!

Wilma - Kathy- I agree.

Cindy - I second that snake

Snake - Kathy: Vision often involves not only the "big picture", but also the minutia...

Haywood - yes micromanaging tends to drive people away

Wilma - Snake, yes it is.  Situational leadership means leading people according to their experiences and skills.

Snake - ...like being able to define the problem, the core issue, rather than trying to wrap your arms around all of it.

Lorraine - One important aspect of leadership is understanding the people that you are leading. In some cases, a more hands on approach is required and in others the end state of mission is all that you will need to provide.

Haywood - any more characteristics

Cindy - Sounds like some have gone to LEAD.

Wilma - Snake-right!

Snake - Another characteristic: trusting yourself, and your subordinates.

Wilma - Lorraine- I agree.

Kathie - respect - for those you are leading and for your superiors

Haywood - True, so few really trust there subordinates

Todd – Let’s add a sense of humor when all other leadership traits fail

Cindy - Trust is what keeps the group together.

Haywood - Caring is also important to me

Pat - Todd- I definitely agree, a good laugh will get you over many obstacles

Snake - Trust is what helps people grow, because if they know you have faith in them, it often drives them to not let you down!

Wilma - Haywood- I learned recently that an effective way to gain trust is by being open with people.

Todd - Is trust a leadership trait or a byproduct of good leadership?

Snake - Trust also means that there is no such thing as "zero defects" -- let people make mistakes, because they WILL learn from them.

Todd - or maybe good team interaction

Lorraine - Moral courage. I have been in situations where the commander is for the lack of a better word "nuts". I appreciated that the deputies did not propagate that throughout the command. In fact they served as buffers between the rest of command and the commander.

Pat - Todd - maybe all of the above

Haywood - yes that is true, Wilam but it is hard for most of us to be open

Wilma - Snake-I agree

Haywood - sorry Wilma about the spelling

Cindy - Todd - could be both

Snake - It is both...

Snake - Trusting your people shows that characteristic in the leader...

Snake - Trust coming back to you from your subordinates becomes the by-product as well.

Bill - {enters}

Cindy - What happens when you (as the follower) don't trust your Leader?

Pat - Hello Bill

Wilma - Haywood- I know is hard to open with people but I discovered that the more I am open with people the more they open with me.

Snake - For me, it squashes initiative and imagination (to try something new) if I can't trust my superiors...

Haywood - Yes Wilma I find I am that way myself.

Cindy - Good one snake

Snake - If I can trust them to let me try, then I know they care about not only the mission, but the people as well.

Wilma - Snake- I agree.

Snake - One big problem, though: once you give them a reason not to trust you (one single, solitary instance) -- it's GONE!

Snake - It can take a long time to recover from that, and I don't mean just making a mistake.

Cindy - ...and it is hard to get back, once it is gone.

Linda - If you want your people to go all out for you, you must trust them and stick by them when they make honest mistakes.

Haywood - yes once trust is gone, it is hard to regain

Haywood - bill how are you today

Snake - {enters}

Pat - Haywood - I agree on a professional and personal basis

Snake - Cindy, Haywood, and Pat: you've got it!

Snake - Let's say you delegate something and trust that person to get it done...

Haywood - even with kids if you tell them something and don't deliver, they sort of shy away from you

Bill - I am fine and hope you all are doing well also.

Snake - If they fail because something beyond their control got in the way...

Wilma - Linda, you are right.

Snake - Or they made a mistake (in judgement, let's say, of how much time or other resource was needed)...

Pat - I just notice a small business sized card on my desk -- it says, "more than anything else, leaders build bridges that help us move from where we are to where we want to be"  -Joel Barker

Snake - You could still trust that person, right?

Haywood - snake when you delegate do you not provide oversight

Pat - make that business card size

Snake - But if they failed because they didn't come back for clarification, or tried to fudge some interim step/goal...

Snake - How would you feel then?

Wilma - Cindy-  I like to trust people to do the right thing.

Snake - Haywood: Oversight is good, but you can't watch every single step...

Cindy - I would look at not only what they did wrong but what did I do wrong in leading them.

Haywood - No not every step but make them feel comfortable coming back to you

Snake - Cindy: Exactly! Maybe our instructions weren't clear, or the subordinate didn't completely understand the goal.

Linda - I like that approach, Cindy.

Haywood - good point cindy

Wilma - Cindy, you are absolutely right.

Snake - Haywood: That's where trust comes in again -- let them know they can ask.

Haywood - Yes important trust.

Cindy - yes...always with the open door policy.  Make sure they know that as well.

Snake - Some folks are terrified of looking stupid (or that they didn't pay attention) and they will blindly charge on, hoping to get it right.

Wilma - Pat- Leaders have the ability to inspire others.

Haywood - but as leaders we are suppose to know our people

Pat - Wilma - I agree

Pat - I also think it takes a very insight and perceptiveness are important

Kathie - to the extent possible Haywood

Haywood - Wilma what characteristic is that

Cindy - When handing out a task, you can always have a pulse check to see how things are going.  Yes to Haywood, we should now our people and what level of competence they are at.

Haywood - Would that be Charisma

Pat - I also think insight and perceptiveness are important - fingers moved to fast

Todd - Awareness of people and situation (Big and little picture) are all key

Lorraine - I have been in the situation where if you are too available, the subordinate does not use initiative or anything else because they can just ask you. So I find that its better to give the task, parameters and see what happens. My responsibility to intermittently check on the progress. Once you get to know the individual then you can judge how much direction is needed.

Pat - Lorraine - very good point

Bill - Have any of you ever read "Rumsfeld's Rules?  There are a lot of good leadership principles in there that would fit this discussion.

Snake - Hmmmm... charisma as a leader characteristic...

Wilma - Haywood-  Yes, leaders know their people's best when they are open with them.   This way leaders can really know who their people are

Snake - I've worked for leaders who were about as charismatic as a brick -- but we got the job done!

Wilma - Haywood- Caring

Pat - Wilma - was there a lot of discussion about leadership traits in your OLE class? anything you can share with us?

Haywood - Snake but did you enjoy working for them

Lorraine - I think I am a little bit jaded. I have known quite a few Charismatic people who have little substance and tend not to provide for the accomplishment of the mission.

Snake - Naaah...

Cindy - Snake - you learn as a team how to get things done.

Snake - But you don't have to be my friend (or charismatic) for me to work for you!

Snake - And sometimes that team finds a way to work-around the leader...

Haywood - In readings I have read that Charisma is a trait that many great leaders have

Cindy - Correct snake, but it sure makes life a bit more easier.

Snake - Amen, Cindy!

Snake - Anyone here every work for someone just loaded with charisma -- and not much else?

Haywood - can anyone think of a charismatic leader

Pat - {leaves}

Bill - Bill Clinton was a charismatic leader.

Todd - I think Charisma is a hard one to quantify.  Just look at politicians.  Put 10 people in a room and some will find the guy crazy and others will find him charismatic.

Pat - {enters}

Lorraine - They say that George Bush has charisma.

Haywood - True Todd

Wilma - The main ones are:  Goal Oriented, Competent and Good Interpersonal Skills

Bill - I would say President Bush has compassion, not charisma.

Snake - Let's not get charm and charisma confused here, Lorraine! :)

Cindy - Bill Clinton was very charismatic.  It seemed to show when he was doing speeches.

Lorraine - What's your definition of charisma?

Pat - I hope I'm not repeating someone - I believe Colin Powell has charisma

Haywood - Most politicians have some form of charisma I think

Todd - I would think goal oriented would top the list for G.W.

Wilma - Is charisma an interpersonal skill?

Todd - test

Snake - {leaves}

Pat - I believe Bill Cosby (non-politician) has charisma

Haywood - {leaves}

Lorraine - {leaves}

Pat - What happened to Haywood and Lorraine?

Linda - One feature of charisma is the ability to emotionally move people.

Bill - {enters}

Haywood - {enters}

Todd - {enters}

Wilma - {enters}

Pat - What happened?

Snake - {enters}

Kathie - {leaves}

Cindy - {leaves}

Fac16 - It looks like people are getting bumped out

Wilma - There was an error message on my computer

Snake - Wow -- sorry about that.  I got completely kicked out, and then it took a couple of minutes to get back in.

Pat - Don't you LOVE technology?

Todd - I got bumbed?

Snake - Okay, so it wasn't just me -- must have been a server problem.

Todd - Who managed to stay?

Fac16 - Todd is bumbed a new technology term

Pat - That happened to me a little while ago, I thought I hit the wrong button

Bill - Charisma according to Dictionary.com...A rare personal quality attributed to leaders who arouse fervent popular devotion and enthusiasm. Personal magnetism or charm: a television news program famed for the charisma of its anchors.

Snake - I was trying to send the Webster's definition of charisma...

Todd - I have been known to create new words - too much time at the Pentagon.

Haywood - {leaves}

Snake - (or) a personal magic of leadership arousing special popular loyalty or enthusiasm for a public figure (as a political leader or military commander).

Kathie - {enters}

Todd - Haywood, are we still on topic 1?

Kathie - {leaves}

Kathie - {enters}

Pat - I think Haywood was bumped -- he's not back yet

Snake - Haywood has left the building...

Kathie - I just got back in

Kathie - Wilma is out too she just called me and is going to call Mike

Fac16 - I think Fort Belvoir went down for a bit and is now trying to get back up

Snake - Same here -- guess it was the server...

Todd - Can anyone type out the music to jeopardy?

Wilma - I am back Kathie, thanks!

Snake - Todd: huh?

Pat - welcome back all

Pat - Is Haywood back yet

Wilma - I do not see him on my list.

Snake - Look to the frame on the right...

Todd - Cindy is our backup and she is not here

Pat - Does anyone remember who was the back-up for Haywood?

Fac16 - I just talked to Haywood and he is trying to get back in

Bill - Cindy

Fac16 - Do I have a volunteer?

Pat - Do you think we can summarize our list of leadership characteristics?

Fac16 - go for it

Snake - Let's not panic, everybody...   {;-)>

Pat - I recall -- Flexibility, Charisma, Vision anybody else remember something different

Kathie - honesty, integrity, flexibility, vision

Todd - trust

Wilma - Initiative and trust

Wilma - What about goal oriented, effective interpersonal skills and competent

Kathie - I think that through the discussion, we decided that charisma is not a "must have" to be a good effective and efficient leader

Kathie - good, effective and efficient leader

Pat - Okay - I have flexibility, honesty, integrity, trust, initiative, vision, goal oriented, interpersonal skills, competent any more

Wilma - What about self confidence?

Bill - What is meant by flexibility?

Snake - {enters}

Kathie - motivation

Todd - Pat, I think you have a good list.

Snake - Empowerment...

Snake - And, no, I'm not just throwing a TQM buzzword out there...

Pat - Flexibility, Honesty, Integrity, Trust, Initiative, Vision, Goal Oriented, Interpersonal Skills, Competent, Motivator, Self-confidence . . .

Pat - If we had to do a quick self-assessment, how many do you think you possess?

Fac16 - and to what degree?

Todd - Synergetic (I toped you Snake, not only is it a made up verb to a noun, but also a TQM word)

Snake - Todd: Aaaaargghhhh...

Wilma - I would like to have all those characteristics.  I am working on it.

Kathie - I think the question is to what level do any one of us possess each of these characteristics

Pat - Good info for the Journal - a comparison of how many we possess today versus how many we possess at the end of the course

Fac16 - and to what degree

Snake - I think any leader probably has some of all these characteristics, strong in some, weak in others...

Pat - Mike - I agree

Snake - Strengths sometimes compensate for the weaknesses, but that "balance" is missing...

Pat - The question may call for more self reflection than an answer during this session

Todd - I also think it depends on what and whom you are leading

Snake - ...and the situation!

Wilma - Snake- I agree.

Todd - Should we move to what makes a leader more effective?

Pat - Todd - sounds good to me

Snake - I'm game.

Pat - Todd - what do you think?

Snake - Know thyself -- it's always worked for me...

Todd - To be effective , I believe you have to use the right characteristic at the right time.

Pat - I admire a leader who can make you jump tall buildings in a single bound and feel good about doing it (:>

Linda - Good interpersonal skills are needed.

Wilma - Linda, yes, I believe interpersonal skills are really important.

Snake - Making sure your subordinates have everything they need to get the job done...

Pat - snake - do you mean know your own strengths and weaknesses?

Fac16 - I just talked to Cindy and Lorraine and they can't even get to our homepage--same thing as Haywood

Todd - I think a leader's effectiveness has to judged long term.  So if the leader can make you jump over a building twice, that is a sign of good leader because it shows that they have given you the skills needed to succeed.

Wilma - Snake, also making sure that the subordinates know your expectations.

Snake - As far as "know thyself" -- exactly, Pat!

Bill - I think experience makes you a more effective leader.

Pat - Todd - I'm too old to jump twice (no reflection on the leader)

Snake - That's a good measure of effectiveness, right, Wilma?  Did they get the job done?  If not, did they have all that they needed?

Kathie - Give them the tools they need

Snake - But what about those natural leaders -- the ones with little experience?

Wilma - Snake, yes.  I agree 100%.

Pat - Does the leadership (organizational climate) impact the leaders effectiveness

Snake - Oh, heck yes!

Kathie - yes of course

Fac16 - The good news is that what we don't finish today still ties in to Be, Know, and DO next week. In fact, you might want to also discuss the difference between a characteristics and traits and behaviors

Snake - {leaves}

Snake - {enters}

Kathie - the organizational climate can completely undermine and derail the leaders effectiveness

Snake - ...or fully support it (but it's rare).

Bill - I haven't worked around any natural leaders without experience.  maybe I was speaking mostly of myself.

Pat - How do we differentiate between what make a leader more effective and what are the characteristics of a good leader?

Wilma - Kathie, please give us an example.

Snake - Characteristics are internal; what makes him/her more effective could be external.

Pat - Sounds good

Todd - I would say Characteristics are who you are, traits or your tendencies and behavior is your choices

Kathie - {leaves}

Snake - Wow -- our group gets smaller and smaller...

Bill - To be effective in the government environment you need to be somewhat of a cheerleader

Snake - (just a technical aside) After I hit "Send", it takes a good second or two for my remark to appear in the seminar space...

Bill - Guess that's where the charisma comes in.

Fac16 - We don't have to decide the traits, behaviors, versus characteristics thing today but let it be fodder for preparing for next week

Pat - Bill - what do you mean

Snake - Bill: Let's not forget the Coach!

Kathie - {enters}

Wilma - Todd, would you like to give us an example?

Fac16 - Snake: I heard you might be a bit slow but now demonstrating it?

Snake - Uhhh... yup!

Bill - Maybe coach is a better choice.  I mean you have to lead not manage.  Try to encourage people.

Fac16 - Snake: make sure you tell Ken Bolli about that as well

Pat - Bill - I agree

Snake - Got it!

Pat - May I go back to the leadership traits for a moment?  Were there any additional traits to add to this list (flex, honesty, integrity, charisma, vision, trust, initiative, goal oriented, interpersonal, competent)

Bill - I have a friend that drives truck at an asphalt plant.  It's interesting to hear how his operation works compared to mine.

Wilma - Bill, we need to consider the amount of encouraging that people need.  Experienced people may not need as much encouragement as new people, what do you think?

Snake - {leaves}

Todd - Wilma, let me think about that.  The ones I keep writing don't look like great examples yet.

Snake - {enters}

Pat - Wilma - I agree

Bill - I have people who are ready to retire (with a lot of experience) that need a lot of encouragement.

Todd - I think everyone needs encouragement, I think older works, I mean more experienced workers have just learned to life without it.

Pat - Can we add good communicator to the list of leadership traits

Wilma - Bill, I know what you mean.

Linda - Not only new people may need more encouragement, but some MBTI types need more encouragement than others.

Bill - and some MBTI types are not quite as good at giving it!

Wilma - Pat, Being a good communicator- specially being a good listener is really important.

Kathie - did we define the end goal of today's discussion?

Pat - Flexibility, Honesty, Integrity, Charisma, Vision, Trust, Initiative, Goal Oriented, Interpersonal skills, Competent, Good Listener, Good Communicator -- any more leadership traits

Pat - Kathie - Haywood may have had something in mind, but he's gone. What do you think is a good end goal for today?

Wilma - Kathy- I believe we need to pick the top 3 or 4 characteristics of a good leader and why.

Kathie - I think we should substitute "MBTI types" with "people" :)

Pat - Wilma - I like that idea, any other thoughts?

Todd - I thought the questions were guidelines and not goals?

Todd - {leaves}

Kathie - with the thought that leaders are people too and don't always fall into a neat category

Wilma - I think it takes more than just 3 or 4 characteristics to  be a good leader.

Todd - {enters}

Fac16 - AFK

Wilma - {leaves}

Pat - Perhaps we can't pick 3 or 4, but is it possible to prioritize the characteristics

Todd - AFK?

Bill - I like "vision"...where there is no vision, people perish.  That's right from the good book.  A leader needs to chart the course.

Pat - Away from the keyboard

Kathie - (away from keyboard)

Bill - {leaves}

Todd - I like integrity. Without it, you will not be an effective and "good" leader for long.

Pat - Bill - are you suggesting that vision should be at or near the top?

Pat - Todd - I agree.

Pat - All -do you think we will be continuing this dialog next week - especially in view of the technical difficulties?

Bill - {enters}

Pat - Should we plan on continuing this discussion at the next VSM?

Fac16 - Pat: I think that is wise

Todd - Pat, I think we got the first question.  However, I will go with the flow of the group.

Pat - Thanks Mike & Todd

Fac16 - Too many people dropped out because of connectivity issues so maybe next week will be better

Pat - I vote for continuing this conversation next week

Fac16 - I think today went well and there was some meaningful dialogue

Fac16 - Thanks all for oicking up the pieces and pulling the info together so that everyone can at least read what you came up with

Fac16 - That's picking up the pieces not oinking

Todd - Pat, thank you!

Pat - Todd - I think the group did very well on short notice

Bill - Testing

Bill - {leaves}

Fac16 - I hope everyone has a pleasant long holiday weekend and keep those in the path of Francis in our thoughts and prayers

Pat - Thanks all for your contribution

Todd - All have a good and safe weekend!

Pat - See you next week

Fac16 - bye all. Have a great weekend

Fac16 - {leaves}

Pat - {leaves}

Kathie - {leaves}

Todd - {leaves}

Linda - {leaves}

Snake - {leaves}

________________________

Russ Grove

For what it is belatedly worth, I read the log and appreciated the input.  After dealing with the hurricane, many traits of good leaders were identified (passive voice, shame on me).  These included flexibility, integrity, initiative, loyalty, motivating, vision, MACROmanagement, understanding, sense of humor, moral courage, experience, self-knowledge, cheerleader, coach, and communicator.  Much discussion on two traits, trust and charisma.  Looks like a consensus was reached that trust is necessary; charisma is not.

Good leaders I have known all had a rare quality that is hard to put into words, because it is probably a combination of qualities.  I guess you could call it "taking charge".  This type of leader exudes a self-confidence and sense of knowing what s/he is doing.  I think it comes from experience, education, innate intelligence, and willingness to undertake responsibility and risk.  People will follow someone who acts like s/he is in charge.  I experienced an example this week.  We had a fire drill, and were standing around outside for about 20 minutes when some guy in a polo shirt and kahkis walked by and said, "Okay, drill's over, go back in the building."  He had no apparent authority; could have been a terorist for all I knew, but all these colonels and everyone else followed him into the building.

I think in military organizations most tend to seek security; don't want to risk responsibility for a bad decision so are paralyzed by indecisiveness.  That's why we  have so many *@!*&^!! meetings, because we want to hide in the crowd, have a group decision so if it's a disaster there is someone else blame, or share the blame.  I think maybe two of the downside characteristics of the decisive, take charge leader are impatience and arrogance, and I must admit to both.  I think the best work I ever did was as a miltary judge.  No place to hide.  Lots of tough calls and being second-guessed, and little time to make those calls.  Every case you did, someone was probably going to be unhappy and think you were wrong.  I think some of my best cases were those in which everybody left the courtroom mad.  Being a judge involved most if not all of the traits identified in the VSM, including coaching and cheerleading on some occasions.  Most of the young judge advocates down in "the pi ts" as we called them needed much coaching and encouragement even though they were law school grads in their mid-to-late twenties.  I am not brilliant or a natural leader; I think the main reason I succeeded in the endeavor was setting high standards for myself and working very hard to prepare by study and emulation of those judges from whom I had learned.

I think the take charge type is also a bit angry, which is not normally viewed as a positive thing.  I have been reading about Eisenhower, who admitted to anger.  He was known and admired as a person who would stand up to superiors when they were wrong, and it would take him a while to simmer down.  He had invited both MacArthur and Marshall to fire him, but of course they did not, because they needed him so much.  

________________________

Joanne Duffy

VSM Leadership Characteristics


Leadership characteristics discussed in the VSM on 2 September were flexibility, charisma, vision, honesty, integrity, initiative, trust, goal-oriented, interpersonal skills, competent, motivator, and self-confidence.  

According to the FM22-100 and what I have read about leadership characteristics, there are two distinct parts to this:  values and attributes.  Values consists the following characteristics and make up the “BE” of leadership:

L
= 
Loyalty

D
=
Duty

R
=
Respect

S
=
Selfless-Service

H
=
Honor

I
=
Integrity

P
=
Personal Courage

Attributes are a person’s fundamental qualities and characteristics and the other side of the “BE” of leadership and fall into three categories:

Mental:
Will, self-discipline, initiative, judgment, self-confidence, intelligence, and cultural awareness

Physical
Health, physical fitness, military and professional bearing

Emotional
Self-control, balance, and stability

Based upon my understanding of the readings I agree with the following leadership characteristics identified in the VSM:  Integrity, initiative, and self-confidence.  I think that flexibility, charisma, vision, honesty, trust, and goal-oriented are a result of the “BE” of leadership.  If a leader encompasses the Army values of loyalty, duty, respect, selfless-service, honor, integrity, and personal courage then the result is a leader who is flexible, perhaps charismatic, has vision, is perceived as honest and trustworthy by subordinates and management alike, and is a goal-oriented leader.  Interpersonal skills encompass coaching, teaching, counseling, motivating, and empowering and are part of the “KNOW” of leadership.  Competence is what links character (knowing the right thing to do) and leadership (doing or influencing your people to do the right thing).  A motivator falls into both the interpersonal skills of “KNOW” and influencing part of the “DO” of leadership.  

My favorite leadership characteristics are:  Respect, Honor, Integrity, and Personal Courage.  Respect means to treat people as they should be treated.  To me this is a basic building block of leadership.  Our country has endured civil wars and civil rights movements of different groups for example African Americans and women, who throughout our history have fought and died for this basic element of humanity.  Honor means to live up to all of the Army values and therefore encompasses all the values and attributes of leadership and provides a “moral compass” in which we conduct ourselves.  Integrity means to do what is legally and sometimes more importantly morally right.  Leadership requires high moral standards and honest in what is said and done.  Personal courage is the ability of a person to face fear, danger, or adversity either physically or morally.  It is the courage to say and do what needs to be done when it needs to be done regardless of the physical or emotional repercussions.

I understood from the VSM log that this discussion will be continued in the 9 Sep VSM.

__________________________
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