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Powerful leadership is the stable seat that stands on three legs:






This three-legged stool is true for all leadership jobs such as manager and supervisor. The specific skills are unique for each job and to some extent to each site. For maintenance supervision in a typical large commercial building the three skill sets might include:

Technical skills such as knowing construction, understanding building systems, being able to set-up a PM system, conduct failure analysis on a breakdown, being conversant with all trades (know the basics), understanding predictive maintenance, etc.

People skills such as listening, dealing with difficult people, satisfying customers, motivating workers and contractors, being a coach, using crew dynamics, delegation, being a teacher, encouraging professionalism from your staff.

Management skills such as decision making, delegation, scheduling, purchasing, budgeting, regulatory issues, safety, paperwork, management reporting, dealing with inspectors and auditors, following up on problems to insure they are complete.

Why bother studying and trying to improve leadership?


Powerful leadership changes the way the members of a work group think about themselves. That results in more measurable output. In a maintenance operation it might result in quicker MTTR (mean- average time to respond to a service request). On a PM crew, improved leadership might result in greater uptime, reduced maintenance cost or reduced interruptions.  For the employees working within an environment of effective leadership is more fun, more satisfying and develops people more quickly.

Skills needed for success change as the job changes

The skills that made you a success at your last position might actually work against you as a leader. For example an electrician at a city airport was looked up to because she could focus her concentration on the electrical problem at hand irrespective of the hubbub around her.  She was trained in the Airforce to ignore everything except the job in front of her. This made her a valuable team member in a crisis. 

When she was made a group leader this same strength worked against her. As a leader she had to track 11 people's jobs and got into trouble on other jobs if she focused too long on any one problem. She reported that it took her over a year to learn to stop herself from jumping into the tough problems. Now she keeps track of the problems and only gets involved when someone gets into real trouble. In fact, she recently decided to delegate these tough problems. She set-up experts on the staff as troubleshooters and as teachers so her crew develops muscle in that area. 

How is promotion handled in your organization?

How are people in your organization promoted? In most departments the supervisor is promoted based on demonstrated competency in one of the three areas. The overwhelming numbers of maintenance supervisors are promoted based on a combination of particular competence in the technical areas and reliability (they tended to show up every day). 

People strong in one area tend to lean on that area to the exclusion of the other areas. Everyone knows a supervisor who was the best welder on the site. Because of this strength as a tradesperson they start out their supervision careers out of balance (technical leg longer then the two others).  If they are lucky they acquire the other skill areas over the years and become more effective and powerful leaders.  If they are not lucky they cripple their people's development by calling all the welding shots and not letting anyone develop in that trade.

How do you fix a lopsided leader?

It is essential that you recognize which areas are already strong and which areas are not fully developed. Through this training and other training's in the series and selected readings on your own you can speed up this process.
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If you were your own supervisor how would you rate your skill levels in each of the three areas? Write some short comments about your strengths and weaknesses in each of the three areas

Self assessment exercise: Rate yourself

	Technical skills


	

	People skills


	

	Management skills


	


Where can we look for examples of leadership?

Lessons of leadership can come from many fields. There are three fields where leadership is apparent. The fields are sports, military, and business.  Leadership is easy to see in these fields because the scoreboard is public. In business the scoreboard is profit, market share, and long term survival.  In the military the scoreboard is winning the war at the lowest cost. In sports the score is the score. .  

The losers don't usually get looked up to as leaders.  I haven't seen any books on the Leadership Secrets of Penn Central, or How I ran my business (into the ground) by Melvin Kilmer the president of now defunct Mechanical Calculator Inc.

 The field of sports has great examples of leadership because it is easy to see the results of changes in leaders. A new coach joins a team and we can see if effective leadership was present by looking at the before and after scoreboard.  

Great coach speaks out on leadership

One of the greatest football coaches of the century, Tom Landry of Cowboys fame said this about leadership.  "A leader doesn't have to be the smartest member of a group, but he does need to demonstrate a mastery of his field. Mastery means more than just knowing facts; it requires an understanding of the information and the ability to apply that information.  

You've got to really become knowledgeable in whatever field you're in. Some people stretch themselves out too much. You need to zero in on what you want to accomplish, and then put all your efforts there. If you do, you will be the one who they come to when they have a job that has to get done now. I think that is very important."  

What few people know is that at the beginning of his career coach Landry studied industrial engineering at the University of Houston and was working off-season at the Camron Iron Works as an engineer "in case his football career didn't work out!" Well his football career worked out with 20 winning seasons, 18 playoff appearances, 13 division championships and, of course, 5 Superbowl appearances.

He is qualified to speak about leadership. His point is relevant to building maintenance administration.   Once you see the areas where there is work needed you must single-mindedly go to work and hone the skills in that area.  Always ask yourself the question what is missing from my skill sets and the skill sets of all the people on my crew. As you fill those voids your team becomes stronger and you become stronger as a leader.

Denise:  put facts about the course in here

The two-day course Management Skills for Supervisors and Managers being offered at Concordia University on Dec 1,2… is designed to develop supervisors in people skills and management skills.
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