it

° “In Conference,” HER, March-April 1954, p. 44.

19 Williamn H. Whyte, Jr., “The Fallacies of ‘Personality’ Testing,” Fortune, September 1954, p. 117,

! For a further discussion of this point, see F. J. Roethlisberger, “Training Supervisors in
Human Relations,” HBR, September 1951, p. 47.

12 See, for example, A, Winn, “Training in Administration and Human Relations,” Personnel,

‘ September 1953, p. 139; see also, Kenneth R. Andrews, “Executive Tratning by the Case
Method,” HBR, September 1951, p. 58.

3 For a more complete development of the concept of “eoaching,” see Myles L. Mace, The Groweh
and Development of Executives (Boston, Division of Research, Harvard Business Schoal, 1950).

' “What Should a President Do?” Dun's Review, July 1951, p. 14.

Managerial Roles

Henry Mintzberg

In thinking about what managers do it is useful to consider the concept
role, a term that has made its way from the theatre to management via the
behavioral sciences. A role is defined as an organized set of behaviors belong-
ing to an identifiable office or position. Individual personality may affect how
a role is performed, but not that it is performed. Thus, actors, managers, and
others play roles that are predetermined, although individuals may interpret
them in different ways. . . .

A Set of Ten Roles

it should be made clear at the outset that the view of managerial roles
presented here is one among many that are possible. The delineation of roles
Is essentially a categorizing process, a somewhat arbitrary partitioning of the
manager’s activities into affinity groups. The result must ultimately be judged
in terms of its usefulness.

This statement of roles was derived initially from the observational study
of the work of five chief executives. Each contact and piece of mail observed
during this study was analyzed in terms of one basic question—why did the
manager do this? The answers, gathered together in logical groupings,
emerged as a statement of ten roles.

Despite the basis for these results, there is a logical argument as well as
considerable empirical evidence to support the contention that these ten roles
are common to the work of all managers. Each manager stands between his
organizational unit and its environment. The president guides his firm and
looks out to an environment consisting of .competitors, suppliers, govern-
ments, and $o on. The foreman guides his shop and looks out to other fore-
men and staff groups within the firm, and to suppliers (and others) outside

Excerpt reprinted with permission of Pearson Education, Inc., from The Nature of Managerial
Work by Henry Mintzberg, © 1980, pp. 54-58, 92-93,
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marizing both self and colleague ratings. Principals could choose to get sepa-

rate feedback from different constituents, such as teachers, parents, and
central office administrators. | | |

Where We Are: A Summary

The cognitive frames of school administrators can be measured using
both qualitative and quantitative methods, Qualitative work suggests that most
principals use only one or two of the frames, with context a significant deter-
minant of which frames are salient. In both the United States and Singapore,
for example, school administrators use the symbolic frame much less than any
other, but administrators in Singapore appear to be significantly more attuned
to symbols and less attuned to politics than are their American counterparts.

Both qualitative and quantitative results suggest that the ability to use
multiple frames is critical to principals’ effectiveness as both manager and
leader. A survey measure of leadership orientations showed that leadership
effectiveness is strongly associated with a symbolic orientation but only mod-
estly related to the structural frame, Effectiveness as a manager is highly asso-
ciated with a structural orientation, but the symbolic frame is more strongly
associated with managerial effectiveness for principals than for administra-
tors in other sectors. ‘

‘The human resource and political frames are significant positive predic-
tors of success as both leader and manager. Pre-service and in-service pro-
grams for school administrators rarely give much attention to symbolic and
political skills, yet our results show that they are crucial components for effec-
tive leadership.

Comparisons of male and female administrators in both the United
States and Singapore show that, on the whole, men and women in compara-
bie jobs are not very different from each other, although women tend to be

rated slightly higher than men on most variables. The findings are consistent
with other research showing that women perform as well or better than men
In comparable positions. Underrepresentation of women in school adminis-
tration is not a function of their inability to do the job. Comparable perfor-
mance may not yield comparable results because of subtle differences in what
is expected of men and women. Among U.S. school administrators, women
are judged more on their ability to be organized and rational, whereas men
are judged more on their ability to be warm and participative.
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hat Leaders Really Do

John P. Kotter

Leadership is different from management, but not for the. reason most 1p;co—
ple think. Leadership isn't mystical and mysterious._ Ithas nothmg to do with hav-
ing “charisma” or other exotic personality traits. It is not the province of a cl;ose:n
few. Nor is leadership necessarily better than management or a replacement for it.

Rather, leadership and management are two distinctive an(.i c‘ompl‘er.n‘en-
tary terms of action. Each has its own function and characteristic activities.
Both are necessary for success in an increasingly complex and volatile busi-

1 nt,
ﬂessﬁ:}":tf (I)Jl?g.liorporations today are overmgnaged and underled. ’I.‘hey geei
to develop their capacity to exercise leadership. Successful corp(?raUOns (i?
wait for leaders to come along. They actively seek out People with leadership
potential and expose them to career experien_ces designed to develop that
potential. Indeed, with careful selection, nurturing, and encouragement, Fioz-
ens of people can play important leadership roles in a b1_15mess organlzatloél.

But while improving their ability to lead, companies shou%d remember
that strong leadership with weak management is no better, aqd is sometllmfc:ls
actually worse, than the reverse. The real challenge is to combine strong lead-
ership and strong management and use each to balance th'e other. -

Of course, not everyone can be good at both leading and managing.
Some people have the capacity to become ex‘cellent managers but not strong
leaders. Others have great leadership potential but, for a variety of reas;;m;;
have great difficulty becoming strong managers. Smart compantes value o.
kinds of people and work hard to make them a part of tpe team.

But when it comes to preparing people for executive jobs, such compa‘;
nies rightly ignore the recent literature that says people cannot énanagta c:lr:c
lead. They try to develop leader-manage_rs. Once companies un erstanb :
fundamental difference between leadership and management, they can begin
to groom their top people to provide both.

Reprinted with permission of Harverd Business Review (May—June 1990). Copyright © 1990 by
Harvard Business Publishing Corporation. All rights reserved.
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In 1977 when Abraham Zaleznik wrote Managers and Leaders: Are they
Different?, management development focused exclusively on building compe-
tence, control, and the appropriate balance of power. Zaleznik argued that
this omitted essential leadership elements of inspiration, vision, and human
passion, Today we know how right he was. This article stimulated serious
debate and sits squarely in the middle of discussions of the role of individual
traits and characteristics. In this reading Zalezaik introduces a new variable
to the leadership mix—the role of, and reaction to, one’s life situation as one
is maturing. This, he asserts, is a major factor differentiating leaders and
managers—their underlying conceptions of chaos and order.

The fourth reading in this section, Leadership: Do Traits Matter?, takes a
nontraditional approach to the investigation of leader traits. Kirkpatrick and
Locke view certain traits as critical not necessarily because they are directly
related to leadership effectiveness, but because they are “preconditions”
likely to lead to actions that will enhance leadership effectiveness. They go a
long way in helping us understand the role of personal traits and characteris-
tics as they relate to successful leadership.

Manfred Kets de Vries believes that much of the literature on leadership
is too academic and thus in The Leadership Mystique he presents a view
grounded in day-to-day life. This view includes the “inner theater” of the
leader. His model of leadership captures the variables inherent in the charis-
matic and instrumental roles of the leader A thorough discussion of the char-
acteristic of narcissism and its role in leadership is particularly insightful.

As noted in several of the readings, some characteristics or personal traits
of interesr in the leadership arena are inherited while others are acquired. In
Emotional Intelligence and Leadership, Daniel Goleman presents a workable
definition of emotional intelligence and its components. He explains how
such qualities as self-awareness, self-regulation, and empathy complement
the more traditional characteristics associated with effective leaders. One of
the encouraging elements of this presentation for any leader/manager is that
emotional intelligence, unlike 1Q, can be improved. 1t is, indeed, one of those
personal characteristics that can be learned, although the process is not easy,
However, those who expend the effort to develop their emotional intelligence
will likely find the rewards well worth the effort,

The final selection in this section explores the bright and dark side of nar-
cissistic leaders—those grandiose, self-promoting, larger-than-life individuals
who emerged in the late 1990s and early 2000s. Michael Maccoby explains
the difference between productive and unproductive narcissistic leaders,
delineating the strengths and weaknesses of this personality type and provid-
ing suggestions on how productive narcissists can avoid the pitfalls of their
own personality. The article also discusses narcissistic leaders from the per-

spective of followers, and presents options to those who happen to have a nar-
1issist as their leader/ manager,

Confucius’s
Values-Based Leadership

Juan Antonio Fernandez

In a time when some of our corporate heroes have becorfle villlains, it is
necessary to revisit our models of leadership: The problem resides in a wrong
understanding of leadership as merely a series of behaviors t.hat when prop-
erly applied will produce the desired results—namely, r.notfvated followers
who will happily strive to achieve the goals of the organization of, on some
occasions, those of the leader. This concept of 13adersh1_p contains a funda-
mental flaw: lack of internal consistency between behavior ;_md values. One
can adjust one’s behavior to what is expected, but one’s actions may m?t be
the true reflection of one’s convictions and preferences. The behavxor?l
model of leadership can produce false or hypocritical leaders. :A leaQers
actions may fit the situation, but his intentions do not.- In-today s bu_smesi
world, we need to search for a model in which behavior is a reflection o
something deeper within the person. We need to search for a model not_ to
substitute for, but to complement, views of leadership developed during
recent decades. . . .

The Confucian Path to Leadership

In the Confucian system of thought, leadership is an emergent quality of
the character that radiates and makes others want to follow, based on the
respect and trust the leader generates. A critical condition for lea_dersl_np is to
have exemplary conduct, being a model to the people. Lea'dershxp o'ngmates
from within the person, but this does not mean that one is borp with thosv:f
qualities; on the contrary, they can be acquired through a conscious effort o

Excerpt reprinted with permission of Elsevier from Organizational Dynamics, V.ol..33, No. Ithil:-
ruary 2004), pp. 21-31. Originally titled “The Gentdeman’s Code of Confucius: Leadership by
Values.” Copyright © 2004 Elsevier Science & Technology Journals,
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acquires status through active partici

mtglhgence, alertngss to the needs and motives of others, and insight into sit.
uations, further reinforced by such ha

bits as responsibility, initiati i
. , Initiative, persis-
tence, and self-confidence. The studies surveyed offer little informati(’)n as to

the basic nature of these personal qualifications, Cattell’s (1946) studies sug-
gest that they may be founded to some degree on basic intelligence, but Cat-

of thorough investigation are those
ial participation, insight into situa-
and transferability of leadership from one
€se questions seern basic not only to any
onal qualifications of leaders, but also to

relating to factors which condition soc
ti_ons,.mood control, responsibility,

sttuation to another. Answers to th
adequate understanding of the pers
any effective training for leadership,
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Leadership Run Amok

Scott W. Spreier, Mary H. Fontaine, and Ruth L. Malloy

The desire to achieve is a major source of strength in business, both for
individual managers and for the organizations they lead. It generates passion
and energy, which fuel growth and help companies sustain performance over
the long term. And the achievement drive is on the rise. We’ve spent 35 years
assessing executive motivation, and we’ve seen a steady increase during the
past decade in the number of managers for whom achievement is the pri-
mary motive. Businesses have benefited from this trend: Productivity has
risen, and innovation, as measured by the number of patents issued per year,
has soared.

In the short term, through sheer drive and determination, overachieving
leaders may be very successful, but there's a dark side to the achievement
motive. By relentlessly focusing on tasks and goals—revenue or sales targets,
say—armn executive Or company can, over time, damage performance. Over-
achievers tend to command and coerce, rather than coach and collaborate,
thus stifling subordinates. They take frequent shorteuts and forget to commu-
nicate crucial information, and they may be oblivious to the concerns of oth-
ers. Their teams’ performance begins to suffer, and they risk missing the very
goals that initially triggered the achievernent-oriented behavior.

Too intense a focus on achievement can demolish trust and undermine
morale, measurably reducing workplace productivity and eroding confidence
in management, both inside and outside the corporation. While profits and
innovation have risen during the past decade, public trust in big business has
slid. In our executive coaching practice, we've seen very talented leaders
crash and burn as they put ever more pressure on their employees and them-
selves to produce,

At the extreme are leaders like Enron’s Jeffrey Skilling, a classic over-
achiever by most accounts, driven by results regardless of how they were

Reprinted with permission of Harvard Business Review (June 2006). Copyright © 2006 by Harvard
Business Publishing Corporation. All rights reserved.
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7 Managers and Leaders
Are They Different?

Abraham Zaleznik

What is the ideal way to develop leadership? Every society provides its
own answer to this question, and each, in groping for answers, defines its
deepest concerns about the purposes, distributions, and uses of power. Busi-
ness has contributed its answer to the leadership question by evolving a new
breed called the manager Simultaneously, business has established a new
power ethic that favors collective over individual leadership, the cult of the
group over that of personality. While ensuring competence, control, and the
balance of power among groups with the potential for rivalry, managerial
leadership unfortunately does not necessarily ensure imagination, creativity,
or ethical behavior in guiding the destinies of corporations.

Leadership inevitably requires using power to influence the thoughts and
actions of other people. Power in the hands of an individual entails human
risks; first, the risk of equating power with the ability to get immediate results;
second, the risk of ignoring the many different ways people can legitimately
accumulate power, and third, the risk of losing self-control in the desire for
power. The need to hedge these risks accounts in part for the development of
collective leadership and the managerial ethic, Consequently, an inherent con-
servatism dominates the culture of large organizations. In The Second American
Revolution, John D. Rockefeller III describes the conservatism of organizations:

An organization is a system, with a logic of its own, and all the weight of
tradition and inertia. The deck is stacked in favor of the tried and proven
way of doing things and against the taking of risks and striking out in
new directions.!

Out of this conservatism and inertia, organizations provide succession to
power through the development of managers rather than individual leaders.

Reprinted with permission of Harvard Business Review (May-June 1977). Copyright © 1977 by
Harvard Business Publishing Corporation. All rights reserved.
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Ironically, this ethic fosters a bureaucratic culture in business, supposedly the
last bastion protecting us from the encroachments and controls of bureau-
cracy in government and education.

Manager versus Leader Personality

A managerial culture emphasizes rationality and control. Whether his or
her energies are directed toward goals, resources, organization structures, or
people, a manager is a problem solver. The manager asks: “What problems
have to be solved, and what are the best ways to achieve results so that people
will continue to contribute to this organization?” From this perspective, lead-
ership is simply a practical effort to direct affairs, and to fulfill his or her task,
a manager requires that many people operate efficiently at different levels of
status and responsibility. It takes neither genius nor heroism to be a manager,
but rather persistence, tough-mindedness, hard work, intelligence, analytical
ability, and perhaps most important, tolerance and goodwill.

Another conception of leadership, however, attaches almost mystical
beliefs to what a leader is and assumes that only great people are worthy of
the drama of power and politics. Here leadership is a psychodrama in which
a brilliant, lonely person must gain control of himself or herself as a precondi-
tion for controlling others. Such an expectation of leadership contrasts
sharply with the mundane, practical, and yet important conception that lead-
ership is really managing work that other people do.

Three questions come to mind. Is the leadership mystique merely a hold-
over from our childhood—from a sense of dependency and a longing for good
and heroic parents? Or is it true that no matter how competent managers are,
their leadership stagnates because of their limitations in visualizing purposes
and generating value in work? Driven by narrow purposes, without an imagi-
native capacity and the ability to communicate, do managers then perpetuate
group conflicts instead of reforming them into broader desires and goals?

If indeed problems demand greatness, then judging by past performance,
the selection and development of leaders leave a great deal to chance. There
are no known ways to train “great” leaders. Further, beyond what we leave to
chance, there is a deeper issue in the relationship between the need for com-
petent managers and the longing for great leaders.

What it takes to ensure a supply of people who will assume practical respon-
sibility may inhibit the development of great leaders. On the other hand, the pres-
ence of great leaders may undermine the development of managers who typically
become very anxious in the relative disorder that leaders seem to generate.

It is easy enough to dismiss the dilemma of training managers, though
we may need new leaders, or leaders at the expense of managers, by saying
that the need is for people who can be both. But just as a managerial culture
differs from the entrepreneurial culture that develops when leaders appear in
organizations, managers and leaders are very different kinds of people. They

o .
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Do Traits Matter?

Shelley A. Kirkpatrick and Edwin A. Locke

Few issues have a more controversial history than leadership traits and
characteristics. In the 19th and early 20th centuries, “great man” leadership
theories were highly popular. These theories asserted that leadership qualities
were inherited, especially by people from the upper class. Great men were
born, not made (in those days, virtually all business leaders were men).
Today, great man theories are a popular foil for so-called superior models. To
make the new models plausible, the “great men” are endowed with negative
as well as positive traits. In a recent issue of the Harvard Business Review, for
example, Slater and Bennis write,

The passing years have . . . given the coup de grace to another force that
has retarded democratization—the “great man” who with brilliance and
farsightedness could preside with dictatorial powers as the head of a
growing organization,!

Such great men, argue Slater and Bennis, become “outmoded” and dead
hands on “the flexibility and growth of the organization.” Under the new dem-
ocratic model, they argue, “the individual is of relatively little significance.”

Early in the 20th century, the great man theories evolved into trait theo-
ries. (“Trait” is used broadly here to refer to people’s general characteristics,
including capacities, motives, or patterns of behavior.) Trait theories did not
make assumptions about whether leadership traits were inherited or
acquired. They simply asserted that leaders' characteristics are different from
non-leaders. Traits such as height, weight, and physique are heavily depen-
dent on heredity, whereas others such as knowledge of the industry are
dependent on experience and learning.

Reprinted with permission of Academy of Management (NY) from Acadermy of Management Exec-
utive, Vol. 3, No. 2 (June 1991), pp. 48-59. Copyright © 1991 Academy of Management (NY).

99



- v waaape aoacalo

Whatever happens to leaders, however enlightened they may be, it is
important that they keep a check on their narcissism. The hubris of leaders is
all too familiar, and narcissism and hubris go hand in hand. Glory is a great
temptress and the pursuit of glory can be surprisingly self-destructive. All too
often, insufficient heed is paid to its dangers. For leaders, the narcissistic pull
is frequently too strong. As Napoleon (an expert on the topic) once sajd:
“Glory is fleeting but obscurity lasts forever.” In pursuing glory, many leaders
end up as victims of hubis, Such an endi g could be avoided, however, if

they paid attention to their intrapsychic life, and found help in exploring their
blind spots.

In their interpersonal relationships, leaders who are wary of the dangers
of hubris should bear in mind what I term the three H's of leadership: humil-
ity, humanity, and a good sense of humor. Such qualities help to prevent
€xcessive organizational neurosis, and may contribute to emotional stability,
As someone who obviously had some knowledge of leadership once said to

me, “Any time you think you possess power as a leader, try ordering around
someone else’s dog!”
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~ Emotional Intelligence
and Leadership

Daniel Goleman

Every businessperson knows a stary about a highly- iptelligent, hlghly
skilled executive who was promoted into a leadership position ot?ly to fail at
the job. And they also know a story about someone with solid—but not
extraordinary—intellectual abilities and technical skills who was promoted
into a similar position and then soared. _ o

Such anecdotes support the widespread belief that_ identifying individuals
with the “right stuff” to be leaders is more art than science. After all, the _perj
sonal styles of superb leaders vary: Some leaders are subdugf:d and _analytlcal,
others shout their manifestos from the mountaintops_. And just as important,
different situations call for different types of leadership. Most mergers need a
sensitive negotiator at the helm, whereas many turnarounds require a more
fOIC(iflllllaizt?;ﬁg’ however, that the most effective leaders are alike in one
crucial way: They all have a high degree of w}.mt ha_s come lto be known as
emotional intelligence. It's not that IQ and technical sk111§ are irrelevant. They
do matter, but mainly as “threshold capabilities”; that is, they are tl'le entry-
level requirements for executive positions. But my resea_rch, alqng with other
recent studies, clearly shows that emotional intelhgencg is the: sine qua non of
leadership. Without it, a person can have the best training in the world, aﬁ
incisive, analytical mind, and an endless supply of smart ideas, but he sti

’ a great leader,
wonI;n:ha:iofrse of the past year, my colleagues and I l.lave focused on ho.w
emotional intelligence operates at work. We have examined the_relat}onshlp
between emotional intelligence and effective performance, espemal]y in lgad-
ers. And we have observed how emotional intelligence shows itself on the _]0b.

i i isst i 7 —Dec. 1988). Copyright © 1998 by Har-
Reprinted with permission of Harwrd Business Rm (I‘\Iov PYTiE .
va.r]zl Business Publishing Corporation. Originally titled *What Makes a Leader?” All rights reserved.
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Narcissistic Leaders
The Incredible Pros, the Inevitable Cons

Michael Maccoby

There’s something new and daring about the CEOs \yho are transform-
ing today’s industries. Just compare them with the executives who ran larﬁe
companies in the 1950s through the 1980s. Those executives shunned the
press and had their comments carefully crafted by corporate PR departments.
But today’s CEOs—superstars such as Bill Gates, Apdy Grpve, Steve Jobs,
Jeff Bezos, and Jack Welch—hire their own pubh‘asts1 write bo_oks, gr_a.nt
spontaneous interviews, and actively promote the1}' personal pbﬂosophms.
Their faces adorn the covers of magazines like Busmess. Waek, Tz.me, an(j the
Economist. What’s more, the world’s business personalities are increasingly
seen as the makers and shapers of our public and personal agend_as. They
advise schools on what kids should learn and lawmakers on how to invest the
public’s money. We look to them for thoughts on everything from the future

- to hot places to vacation.
ore %%I;?e;:: many I;eascvns today’s business leaders. have higl_ler prof.iles
than ever before. One is that business plays a much_ btgger role in our lives
than it used to, and its leaders are more often in the limelight. Anothe_r is that
the business world is experiencing enormous changes t_hat call for visionary
and charismatic leadership, But my 25 years of consulting both as a psycl?o—
analyst in private practice and as an adviser to top managers suggest a thnjd
reason-—namely, a pronounced change in the personality of th‘.e strategic
leaders at the top. As an anthropologist, I try to understand people in the con-
text in which they operate, and as a psychoanalyst, T Fend to see them through
a distinctly Freudian lens. Given what 1 know, I believe that_ the larger-_tha.n-
life leaders we are seeing today closely resemble the pf;rsonallry type that $1g-
mund Freud dubbed narcissistic. “People of this type impress others as being

Reprinted with permission of Harvard Business Review (Jan~Feb. 2000). Copyright © 2000 by
Harvard Business Publishing Corporation. All right reserved.
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' ‘personalities,’” he wrote, describing one of the psychological types that
clearly fall within the range of normatity, “They are especially suited to act as
a support for others, to take on the role of leaders, and to give a fresh stimulus
to cultural development or damage the established state of affairs.”

Throughout history, narcissists have always emerged to inspire people
and to shape the future. When military, religious, and political arenas domi-
nated society, it was figures such as Mahatma Gandhi, Napoléon Bonaparte,
and Franklin D. Roosevelt who determined the social agenda. But from time
to time, when business became the engine of social change, it, too, generated
its share of narcissistic leaders. That was true at the beginning of this century,
when men like Andrew Carnegie, John D. Rockefeller, Thomas Edison, and
Henry Ford exploited new technologies and restructured American industry.
And I think it is true again today.

But Freud recognized that there is a dark side to narcissism. Narcissists,
he pointed out, are emotionally isolated and highly distrustful. Perceived
threats can trigger rage. Achievements can feed feelings of grandiosity. That’s
why Freud thought narcissists were the hardest personality types to analyze.
Consider how an executive at Oracle describes his narcissistic CEO, Larry
Ellison: “The difference between God and Larry is that God does not believe
he is Larry.” That observation is amusing, but it is also troubling. Not surpris-
ingly, most people think of narcissists in a primarily negative way. After all,
Freud named the type after the mythical figure Narcissus, who died because
of his pathological preoccupation with himself.

Yet narcissism can be extraordinarily useful—even necessary. Freud
shifted his views about narcissism over time and recognized that we are all
somewhat narcissistic. More recently, psychoanalyst Heinz Kohut built on
Freud’s theories and developed methods of treating narcissists. Of course,
only professional clinicians are trained to tell if narcissism is normai or
pathological. In this article, I discuss the differences between productive and
unproductive narcissism but do not explore the extreme pathology of border-
line conditions and psychosis.

Leaders like Jack Welch and George Soros are examples of productive
narcissists. They are gifted and creative strategists who see the big picture and
find meaning in the risky challenge of changing the world and leaving behind
a legacy. Indeed, one reason we look to productive narcissists in times of
great transition is that they have the audacity to push through the massive
transformations that society periodically undertakes. Productive narcissists
are not only risk takers willing to get the job done but also charmers who can

‘convert the masses with their rhetoric. The danger is that narcissism can turn
unproductive when, lacking restraining anchors and self-knowledge, narcis-
sists become unrealistic dreamers. They nurture grand schemes and harbor
the illusion that only circumstances or enemies block their success. This ten-
dency toward grandiosity and distrust is their Achilles’ heel. Because of it,
even brilliant narcissists can come under suspicion for self-involvement,
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® Lewin and Kourin believe that, as the individual develops needs and abilities, the boundaries
between them become more rigid. This explains why an aduit is better able than a child to be
frustrated in one activity and behave constructively in another. See Lewin, Kurt, 4 Dynamic
Theory of Personality (New York: McGraw-Hill, 1935); and Kounin, Jacob S., “Intellectual
Development and Rigidity,” in Child Behavior and Development (ed.) Barker, R., Kounin, J. and
Wright, H. R. (New York: McGraw-Hill, 1943), pp. 179-198.

7 White, Robert W., ap. cit,, p. 347.

¥ Lewin also cites the billions of dollars that are invested in insurance policies. Lewin, Kurt,
“Time Perspective and Morale,” in Resolving Social Conflicts (New Yorlg; Harper, 1948), p. 105,

% Bakke, E. W, The Unemployed Worker (New Haven: Yale University Press, 1940), pp. 23~24.

¥ Rogers, Carl R., Cliens-Centered Therapy (Cincinnati: MHE Foundation, 1951).

'! Bakke, E. W., op, ci., p. 247.

2 Bakke, E. W., op. cit., p. 29.

13 Another related but discrete set of developmental dimensions may be constructed to measure
the protective (defense) mechanisms individuals tend to ereate as they develop from infancy to
adulthood. Exactly how these would be related to the above model is not clear.

14 It is possible that adults may be found who report that they prefer jobs that permit them to be
in a world similar to the infant’s, These adults could be immature or neurotic or they could be
defending themselves by not desiring self-expression while at work.

Leadership and
the Nature of Man

Douglas McGregor

It has become trite to say that industry has the fundamental know-how to
utilize physical science and technology for the material benefit of mankind,
and that we must now learn how to utilize the social sciences to make our
human organizations truly effective.

To a degree, the social sciences today are in a position like that of the
physical sciences with respect to atomic energy in the thirties. We know that
past conceptions of the nature of man are inadequate and, in many ways,
incorrect. We are becoming quite certain that, under proper conditions,
unimagined resources of creative human energy could be come available
within the organization setting.

We cannot tell industrial management how to apply this new knowledge
in simple, economic ways. We know it will require years of exploration,
much costly development research, and a substantial amount of creative
imagination on the part of management to discover how to apply this grow-
ing knowledge to the organization of human effort in industry.

Management’s Task: The Conventional View

The conventional conception of management’s task in harnessing human
energy to organizational requirements can be stated broadly in terms of three
propositions. In order to avoid the complications introduced by a label, let us
call this set of propositions “Theory X"

1. Management is responsible for organizing the elements of productive

enterprise—money, materials, and people—in the interest of eco-
nomic ends.

Excerpt reprinted with permission of the American Management Association from “The

Human Side of Enterprise,” Management Review, Vol. 46, No. 11 (November 1957), pp. 22-24,
88, 89, 91. Copyright © 1957 by the American Management Association.
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The Managerial Grid

Robert Blake and Jane Mouton

A variety of theories regarding managerial behavior can be identified.
These theories, or sets of assumptions, are based on the way in which three
organization universals are connected to one another.! One of the three is
conicern for production; the amount of emphasis supervision places on achieving
production. A second is concern for people; the productive unit of the organiza-
tion. The third is hierarchy; the doss aspect. Whenever a man acts as a man-
ager, he is in some way making assumptions about how to solve problems of
achieving organization purposes of production through people.

Dimensions of the Grid

Before going on let’s define exactly what we mean by “concern for.”
This is not meant to indicate how much (such as, how much production,
meaning quantity), nor is it intended to reflect the degree that the needs of
people actually are met. Rather, emphasis here is on the degree of “concern
for” which is present in the boss because his actions are rooted in, and flow out
of, his own basic attitudes. What is significant is sow a supervisor is concerned
about production and #ow he concerns himself about people, and kow these
concerns intertwine. >4 :

Concern for Production

The words production or people cover a range of considerations. Attitudes
of concern toward production, for example, may be seen in the quality of pol-
icy decisions, the number of creative ideas that applied research turns into
useful products, procedures or processes; number of accounts processed;
quality and thoroughness of staff services; workload and efficiency measure-
ments; volume of sales or units of physical output. Production as used here is

From The Managerial Grid by Robert Blake and Jane Mouton, Copyright © 1964 Gulf Publish-
ing. Selected passages reproduced with the permission of Grid International, Inc.
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faction with manager) to indirect relationships (e.g., business volume)
to no relationship (e.g., advanced underwriting).

. Leadership, as conceived and operationalized here, is not adequate
alone to predict effectiveness: instead, additional and, in some cases,
intervening constructs must be included to improve prediction. These
“other” constructs are of several distinct types:

a. Leadership related. Regional manager’s expert power, regional man-

ager’s influence acceptance and rivalry among agents.

b. Work patterns, Percentage of time in miscellaneous activities, in
paperwork for clients and in professional development.

C. Personal and motivational Education, level of aspiration, need for

affiliation, goal compatibility of individual and organization and
classical business ideology.
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Servant Leadership
Its Origin, Development and Application

Sen Sendjaya and James C. Sarros

Although the notion of servant leadership has been recognizeq n F.he lead-
ership literature since Burns’ (1978) and Greenleaf’s (1977) publications, the
movement has gained momentum only recently. Bowman. (1997} argues that
to date there is only anecdotal evidence to supporta commmn.ent tQ an L-mder-
standing of servant leadership. For example, Spears’ -(1995) 1denuﬁcat1or} of
ten characteristics of servant leadership (i.e. listening, empathy, heahn‘g,
awareness, persuasion, conceptualization, foresigh?, stlewardship, commit-
ment to the growth of people, and building community) 15 based solely on his
readings of Greenleaf’s essays, and is not grounded in solid rescarch- studies.

Omne reason for the scarcity of research on servant leadership is that Fhe
very notion of “servant as leader” is an oxymoron. It may be difficult to think
and act both as leader and servant at the same time—a leader who serves and
a servant who leads. Nevertheless, the dynamic conceptual relationships and
complementary roles between servant-hood and leadt?r§hip have recently
attracted the attention of leadership scholars and practitioners (Bass, 1999;
Bowman, 1997, Buchen, 1998; Chappel, 2000; Choi & Mai-Dalton, 1998;
De Pree, 1989; Farling, Stone, & Winston, 1999; Graham, 1991; Pollard,
1997; Russell, 2001; Senge, 1990, 1995; Spears, 1995). - .

Basg (2000) asserts that, as a concept, servant lea'dersh1p theory requires
substantial empirical research. Bass does believe that its profound phllos“oph-
ical foundation provides avenues for its theoretical de\felopment: The
strength of the servant leadership movement and its many links to encourag-
ing follower learning, growth, and autonomy, suggests that‘ the untes't_ed‘the;
ory will play a role in the future leadership of the lez_irmng organization
(2000:33). Given the current organizational context Wthh' puts an emp}’xasm
on a sense of community, empowerment, shared authority, and relational

Excerpt reprinted with permission from Journal of Leadership and C.)rga.nizart'orml Studies, Vol. 9,
No. 2 (Septemnber 2002), pp. 57-64. Copyright © 2002 by Sage Publications Inc. Journals.

211



T el Adds AUGMUICESULE LICLUIAY LU UL CPLS

Rogers, E. M., & Rogers, R. A. (1976) Communications in organizations. New York:
Free Press.

Ross, L. (1977) The intuvitive psychologist and his shortcomings: Distortions in the
attribution process. In L. Berkowitz (Ed.), ddvances in experimental social psychol-
ogy (Vok. 10, pp. 173-219). New York: Academic Press,

Ross, L., Greene, D., & House, P (1977) The false consensus phenomenon: An attri-
butional bias in sclf-perception and social perception processes. Journal of Experi-
ental Social Psychology, 13, 279-301.

Schlenker, B. R. (1980} Enpression management. The self-concept, social identity, and inter-
personal relations, Monterey, CA: Brooks/Cole.

Shrauger, J. 8., & Sorman, P. B. (1977) Self-evaluations, initial success and failure, and
improvement as determinants of persistence. Jourmal of Consulting and Clinical Psy-
chology, 45, 784-795.

Seligman, M. E. P. (1975) Helplessness: On depression, development and death. San Fran-
cisco: Freeman.

Sillars, A. L. (1981) Attributions and interpersonal conflict-resolution. In J. H, Har-
vey, W. Ickes, & R. F. Kidd (Eds.), New directions in attributional research (Vol. 3,
Pp- 279-305). Hillsdale, NJ: Etibaum.

Soulier, M. (1978) The effects of success, Jailure, and accountability on the content of worker
attributions. Unpublished doctoral dissertation, University of ‘Washingron, Seattle.

Strickland, T. H. (1958) Surveillance and trust. Journal of Pevsonality and Social Psychol-
ogy, 27, 165-175.

Tennen, H., & Eller, S. I. (1977) Attributional components of learned helplessness and
facilitation. Journal of Personality and Social Psychology, 35, 265-271.

Tetlock, P. E., & Levi, A. (1982) Attribution bias: On the inconclusiveness of the cog-
nition-motivation debate. Journal of Experimental Social Psychology, 18, 63-88.
Weick, K. (1979) The social psychology of organizing (2nd ed.). Reading, MA: Addison-

Wesley.

Weiner, B., Frieze, 1., Kukla, A, Reed, L, Rest, S, & Rosenbaum, R. M. (1971) Fer-
ceiving the causes of success and failure. Morristown, NJ: General Learning Press.

Weiner, B., & Kukla, A. (1970} An attributional analysis of achievement rnotivation.
Journal of Personality and Social Psychology, 15, 1-20,

Weiss, H. M. (1977) Subordinate imitation of supervisor behavior: The role of model-
ing in organizational socialization. Organizational Behavior and Human Ferfor-
marnce, 19, 89-105.

Wexley, K. N, Alexander, R. A, Greenawalt, L P, & Couch, M. A. (1980) Attitudi-
nal congruence and similarity as related to interpersonal evaluations in manager-
subordinate dyads. Academy of Management Journal, 23, 320-330.

Wood, R. E., & Mitchell, T, R. (1981) Managerial behavior in a social context: The
impact of impression management on attributions and disciplinary actions. Orga-
nizational Behavior and Human Performance, 28, 356-378.

Wortman, C. B., & Brehm, I W, (1975) Responses to uncontrollable outcomes: An
integration of reactance theory and the learned helplessness model. In L.
Berkowitz (Ed.), Advances in experimental social psychology (Vol. 8, Pp. 277-336).
New York: Academic Press.

Zuckerman, M. (1979) Attribution of success and failure revisited, or: The motiva-
tional bias is alive and well in attribution theory. Jowrnal of Personaliry, 47, 245-287.

‘A 1976 Theory of
Charismatic Leadership

Roberr J. House

Charisma is the term commonly used in the sociological and political sci-
ence literature to describe leaders who by force of their personal abilities are
capable of having profound and extraordinary effects on followers.! .The.se
effects include commanding loyalty and devotion to the leader and of inspir-
ing followers to accept and execute the will of the leader without hesitati-or_l or
question or regard to one’s self-interest. The term rhan'sma! \fvhose initial
meaning was “gift,” is usually reserved for leaders who by their influence are
able to cause followers to accomplish outstanding feats. Frequently such lead-
ers represent a break with the established order and through their leadership
major social changes are accomplished. _

Most writers concerned with charisma or charismatic leadership begin
their discussion with Max Weber's conception of charisma. Weber describes as
charismatic those leaders who “reveal a transcendent mission or course of
action which may be in itself appealing to the potential followers, but which is
acted on because the followers believe their leader is extraordinarily giﬂed.”
(Weber, 1947, p. 358). Transcendence is attributed implicitly to both the _quah-
ties of the leader and the content of his mission, the former being variously
described as “supernatural, superhuman or exceptional” (Weber, 1947, p. 358).

Shils (1965) points out that Weber conceived of charismatic leadership as
one of the processes through which routinized social processes, norms and
legal rules are changed. Weber distinguished innovators and creators from
maintainers and attributed the “gift" of charisma in part to the creative or
innovative quality of the leader’s goals. o

Several writers contend that charismatic leadership can and does exist in
formal complex organizations (Dow, 1969; Oberg, 1972; Runciman, 1963;

Reprinted with permission from Leadership: The Curting Edge, edited by {lames G. Hunt and Lars
L. Larson, pp. 189-207. Copyright @ 1977 by Southern Illinois University Press.
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“* From Transactional to
Transformational Leadership
Learning to Share the Vision

Bernard M., Bass

Sir Edmund Hillary of Mount Everest fame liked to tell a story about on]c:a1
of Captain Robert Falcon Scott’s earlier attempts, from 1901 to 1904, to reac
the South Pole. Scott led an expedition made up of men from the Royal Navy
and the merchant marine, as well as a group of scientists. Scott had consider-
able trouble dealing with the merchant marine personnel, who were unac;:cus-
tomed to the rigid discipline of Scott’s Royal Navy. Scott wanted to senfu or‘lie
seaman home because he would not take orders., bl..lt the seaman refused,
arguing that he had signed a contract fmd k.nevs_f his rights. ‘Smce the seamkiu}[
was not subject to Royal Navy disciplinary action, Scott d1d. not kn?w wha
to do. Then Ernest Shackleton, a merchant navy officer in Scott’s party,
calmly informed the seaman that he, the seaman, was returning t(:> ]?rgaull(.
Again the seaman refused—and Shackleton knoc_ked him to the ship s ech .
After another refusal, followed by a second ﬂoormg,. tl}e seaman demc}ed e
would return home. Scott later became one of the victims of his own inade-
quacies as a leader in his 1911 race to the Sou_th Pole. Shackleton went on to
lead many memorable expeditions; once, seekmg help for tl}e rest of his party,
who were stranded on the Antarctic Coast, he journeyed with a small crew n
a small open boat from the edge of Antarctica to South Georgia Island.

Leadership Today

Most relationships between supervisors and thei_r empl_oyces are quite
different today. Few managers depend mainly on their legitimate power, as

Reprinted with permission of Elsevier from Orgam'zan'or{al pynamics, Vol. 18, No. 3 (Winter
1990), pp. 19-31. Copyright © 1990 Elsevier Science Publishing Inc.
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Scott did, or on their coercive power, as Shackleton did, to persuade peopl
to do as they're told. Rather, managers engage in a transaction with thei
employees: They explain what is required of them and what compensatior
they will receive if they fulfill these requirements.

A shift in management style at Xerox's Reprographic Business Grou;
(RBG) provides a good example. In the first step toward establishing manage
ment in which managers take the initiative and show consideration for oth
ers, 44 specific, effective management behaviors were identified. Two factor:
that characterize modern leadership were found in many of these behaviors
One factor—initialing and organizing work—concentrates on accomplishing
the tasks at hand. The second factor—showing comsideration for employ:
ees—focuses on satisfying the self-interest of those who do good work. The
leader gets things done by making, and fulfilling, promises of recognition
pay increases, and advancement for employees who perform well. By con:
trast, employees who do not do good work are penalized. This transaction o
exchange—this promise and reward for good performance, or threat and dis
cipline for poor performance—characterizes effective leadership. These kinds
of transactions took place in most of the effective 44 leadership behavior:
identified at Xerox’s RBG. This kind of leadership, which is based on transac.
tions between manager and employees, is called “transactional leadership.”

In many instances, however, such transactional leadership is a prescriptior
for mediocrity. This is particularly true if the leader relies heavily on passive
management-by-exception, intervening with his or her group only when proce-
dures and standards for accomplishing tasks are not being met. My colleagues
and I have arrived at this surprising but consistent finding in a number of
research analyses. Such 2 manager espouses the popular adage, “If it ain't bro-
ken, don't fix it." He or she stands in back of the caboose of a moving freight
train and says, “Now I know where we are going.” This kind of manager may
use disciplinary threats to bring a group’s performance up to standards—a
technique that is ineffective and, in the long run, likely to be counterproductive.

Moreover, whether the promise of rewards or the avoidance of penalties
motivates the employees depends on whether the leader has control of the
rewards or penalties, and on whether the employees want the rewards or fear
the penalties. In many organizations, pay increases depend mainly on senior-
ity, and promotions depend on qualifications and policies about which the
leader has little to say. The breaking of regulations may be the main cause of
penalties. Many an executive has found his or her hands tied by contract provi-
sions, organizational politics, and inadequate resources.

Transformational Leadership

Superior leadership performance—transformational leadership—occurs
when leaders broaden and elevate the interests of their employees, when they
generate awareness and acceptance of the purposes and mission of the group,

A 1 o .



Life Cycle Theory
of Leadership

Paul Hersey and Kenneth H. Blanchard

The recognition of task and relationships as two important d.imensions of
leader behavior has pervaded the works of management theorists! over the
years. These two dimensions have been variously labeled as “autgcratlc” and
“democratic”; “authoritarian” and “equalitarian”; “employee—on‘ented” and
“production-oriented”; “goal achievement” and * group mamtenapce”;
“task-ability” and “likeability”; “instrumental and expressive”; “efficiency
and effectiveness.” The difference between these concepts and task and rela-
tionships seems to be more semantic than real. ‘

For some time, it was believed that task and relationships were mthpr/ or
styles of leader behavior and, therefore, should be depi_cted as a single dimen-
ston along a continuum, moving from very authoritarian (tas.k) leader behav;
ior at one end to very democratic (relationships) leader behavior at the other.

Ohio State Leadership Studies

In more recent years, the feeling that task and relationships.were esithf:r_/
or leadership styles has been dispelled. In particular, the leadership stufiles }m;
tiated in 1945 by the Bureau of Business Research at Ohio State Un1\fer81ty
questioned whether leader behavior could be depicted on a sn:xg'lej continuurm.

In attempting to describe how a leader carries out his act1v1tle§, the Chio
State staff identified “initiating structure” (task) and “consideration” (rela-
tionships) as the two most important dimensions of leadership. “In_itiatir}g
structure” refers to “the leader’s behavior in delineating the relationship
between himself and members of the work-group and in endeavoﬂng to
establish well-defined patterns of organization, channels of communication,

Reprinted with permission from Training and Development Journal (May 1969), pp. 26-34. Copy-
right © 1969 by the American Society for Training and Development.
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and methods of procedure.” On the other hand, “consideration” refers to
“behavior indicative of friendship, mutual trust, respect, and warmth in the
relationship between the leader and the members of his staff.

In the leadership studies that followed, the Ohio State staff found that
leadership styles vary considerably from leader to Ieader. The behavior of
some leaders is characterized by rigidly structuring activities of followers in
terms of task accomplishments, while others concentrate on building and
maintaining good personal relationships between themselves and their follow-
ers. Other leaders have styles characterized by both task and relationships
behavior. There are even some individuals in leadership positions whose
behavior tends to provide little structure or development of interpersonal rela-
tionships. No dominant style appears. Instead, various combinations are evi-
dent. Thus, task and relationships are not either/or leadership styles as an
authoritarian-democratic continuum suggests. Instead, these patterns of
leader behavior are separate and distinct dimensions which can be plotted on
two separate axes, rather than a single continuum. Thus, the Ohio State stud-
ies resulted in the development of four quadrants to illustrate leadership

styles in terms of initiating structure (task} and consideration (relationships)
as shown in Figure 1.

The Managerial Grid

Robert R. Blake and Jane S. Mouton® in their Managerial Grid have pop-
ularized the task and relationships dimensions of leadership and have used
them extensively in organization and management development programs.

In the Managerial Grid, five different types of leadership based on con-
cern for production (task) and concern for people (relationships) are located
in the four quadrants identified by the Ohio State studies,
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Leadership and
Decision Making

Victor H, Vroom and Arthur G. Jago

Introduction

Several scholarly disciplines share an interest in the decision-making pro-
cess. On one hand, there are related fields of operations research and man-
agement science, both concerned with how to improve the decisions which
are made. Their models of decision making, aimed at providing a rational
basis for selecting among alternative courses of action, are termed rormative
or prescriptive models. On the other hand, there have been attempts by psy-
chologists, sociologists, and political scientists to understand the decisions
and choices that people do make, March and Simon (1958) were among the
first to suggest that an understanding of the decision-making process could be
central to an understanding of the behavior of organizations—a point of view
that was later amplified by Cyert and March {1963} in their behavioral theory
of the firm. In this tradition, the goal is understanding rather than improve-
ment, and the models are descriptive rather than normative.

Whether the models are normative or descriptive, the common ingredi-
ent is a conception of decision making as an information-processing activity,
frequently one which takes place within a single manager. Both sets of mod-
els focus on the set of alternative decisions or problem solutions from which
the choice is, or should be, made. The normative models are based on the
consequences of choices among these alternatives, the descriptive models on
the determinants of these choices.

In this article, the authors take a somewhat different, although comple-
mentary, view of managerial decision making. They view decision making as

Reprinted with permission of the Decision Sciences Institute from Decision Sciences, Vol. 5, 1974,
Pp. 743-755. Originally titled “Decision Making as a Social Process.” Copyright © 1974, Deci-
sion Sciences Institute, George State University, Atlanta,
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Motivation, Leadership,
and Organization
Do American Theories Apply Abroad?

Geert Hofstede

A well-known experiment used in organizational behavior courses
involves showing the class an ambiguous picture—one that can be interpreted
in two different ways. One such picture represents cither an attractive young
girl or an ugly old woman, depending on the way you look at it. Some of my
colleagues and I use the experiment, which demonstrates how different peo-
ple in the same situation may perceive quite different things. We start by ask-
ing half of the class to close their eyes while we show the other half a slightly
altered version of the picture—one in which only the young girl can be
seen—for only five seconds. Then we ask those who just saw the young girl’s
picture to close their eyes while we give the other half of the class a five-sec-
ond look at a version in which only the old woman can be seen. After this
preparation we show the ambiguous picture to everyone at the same time.

The results are amazing—most of those “conditioned” by seeing the
young girl first see only the young girl in the ambiguous picture, and those
“conditioned” by seeing the old woman tend to see only the old woman. We
then ask one of those who perceive the old woman to explain to one of those
who perceive the young girl what he or she sees, and vice versa, until every-
one finally sees both images in the picture. Each group usually finds it very
difficult to get its views across to the other one and sometimes there's consid-
erable irritation at how “stupid” the other group is.

Reprinted with permission of Geert Hofstede from Organizational Dyramics, Vol. 9, Issue 1 (Sum-
mer 1980), pp. 42-63.
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dyad (pair). The process by which roles are defined and exchanges take place
between leader and follower will resonate with readers who have been in
either position. In particular, the insights of this work heighten awareness of
the role-making process, in-group and out-group dynamics, and the power of
leader-member exchange. Practical implications for organizations interested
in team building are clearly articulated,

The selection titled Power Acquisition and Retention highlights the classic
work of Gerald R, Salancik and Jeffrey Pfeffer, which explores power as a
function of strategic contingencies. Specifically, these authors View power as
something that accrues to organizational subunits (individuals, departments)
that cope with critical organizational problems. Their model provides expla-
nations and guidance regarding power in organizations that 20 beyond those
which restrict power to an interpersonal process. Morcover, it holds a number
of practically relevant implications for ail leader/ managers,

The “empowerment” movement was born with Bandura’s work on the
concept of self-efficacy (sense of self power) and its consequences. In Leader-
ship: The Art of Empowering Others, Jay A. Conger provides a lucid explanation
of the process of empowerment, its relevance and probable advantages, and
implementation issues, Although the promise of empowerment has not mate-
rialized for many organizations that initially bought into the concept, this has
more to do with ill-advised methods of implementation and the weakness of
top leader/managers than it has to do with the integrity, relevance, and appli-
cability of the concept. Conger’s excellent article provides clear direction to
leader/managers.

The final reading in this section is Goodbye, Command and Control, an
insightful and timely essay by Margaret Wheatley. Wheatley notes that the
relevance and implications of self-organizing systems, so prevalent in nature,
cannot be overlooked. The environment in which all organizations operate is
more complex, interdependent, and rapidly changing than ever before. Is it
possible for leader/managers to be effective by behaving as though events are
predictable when they are no longer so? How do we, as leader/ managers, cap-
ture the hearts, minds, and creativity of our members? And how do organiza-
tions that attempt to incorporate participation and self-management deal with
such issues as the fear of losing control and trust? Wheatley’s cogent analysis
addresses these and other questions relating to self-organizing systems.

Vlachiavelli and Leadership

Richard P. Calhoon

Niccolo Machiavelli would applaud the widespread app.lica.tion of his pre-
cepts of leadership in today’s organizations a.nd.the sophisticated reﬁnemerlﬁs
added as a consequence of changing culture an_d mcreased knowledge. ’Ifhat 5
keen, insightful observations have continued to live for five hunfirgd yearsisa tes—f
timonial to two facts: (1) tactics that are sound, based ona realistic knowledge o
behavior, and (2) ploys that are “natural” courses of action, undertaken. by lead-
ers of any period to acquire power, resist aggression, and control subordinates.

The full extent and ubiquity of Machiavelli’s concepts r(lelevant to present
day organizational administrators have largely escaped notice. Enlllphzsxﬁ on
“good"” practices and “principles” of management on the one han, a;e
tended to obscure the action of leaders that are unsavory bu:c' effective. Oln.t e
other hand, the prevailing connotaticn of “Machiavellian” as a conmlvmig,
manipulative, cold-blooded means for arriving. at selfish ends has completely
overshadowed the need for and validity of his concepts. ACt}Jally, mm:.]crn
organizational leaders operate much more acco_rdmg to the various teacclinngls
of Machiavelli than anyone might care to admit. Moreover, they have : eveuj
oped gambits, machinations, and pressures far beyond those that Machiavelli

d of advancing.
everlsdrzglirilzfvellian concegts and actions are much more germane to the
“guts” of interactions in business than social scientists‘and/ or management
analysts care to recognize. Responsibility for Fi_ownplgymg Machiavellianism
in modern organizations is the same as in political science:

I think that the unpleasant but realistic picture of politi_cs tl'lat'Machia‘veI}i
saw in his reading of history and formulation into a science, is the princi-
pal reason for the aversion in which he is generally held, No one likes to
be told of shortcomings.!

Reprinted with permission of Academy of Management (NY) f.rom Academ)_f of | Manager}r]zen; ‘,J:::
#nal, Vol. 12, No. 2 (Tune 1969), pp. 205-12. Originally titled “Niccolo Machiavelli and the
tiet'h Centu;y Administrator.” Copyright © 1969 Academy of Management {(INY).
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Leadership Power Bases

John R. P. French, Jr. and Bertram Raven

The processes of power are pervasive, complex, and often disguised in
our society. Accordingly one finds in political science, in sociology, and in
social psychology a variety of distinctions among different types of social
power or among qualitatively different processes of social influence.! Our
main purpose is to identify the major types of power and to define them sys-
tematically so that we may compare them according to the changes which
they produce and the other effects which accompany the use of power. The
phenomena of power and influence involve a dyadic relation between two
agents which may be viewed from two points of view: (a) What determines
the behavior of the agent who exerts power? (b) What determines the reac-
tions of the recipient of this behavior? We take this second point of view and
formulate our theory in terms of the life space of P, the person upon whom
the power is exerted. In this way we hope to define basic concepts of power
which will be adequate to explain many of the phenomena of social influence,
including some which have been described in other less genotypic terms.

Recent empirical work, especially on small groups, has demonstrated the
necessity of distinguishing different types of power in order to account for the
different effects found in studies of social influence. Yet there is no doubt that
more empirical knowledge will be needed to make final decisions concerning
the necessary differentiations, but this knowledge will be obtained only by
research based on some preliminary theoretical distinctions. We present such
preliminary concepts and some of the hypotheses they suggest.

Reprinted with permission of the Institute for Social Research at the University of Michigan
from Studies in Social Power, D. Cartwright, ed., 1959, pp. 150-167. Qriginally titled “The Bases
of Social Power.” Copyright © 1959 by the University of Michigan.
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Our findings suggest the fruitfulness of our decision to forsake the tradi-
tional path to leadership (invoiving the assumption of homogeneous vertical
dyads) for the relatively unexplored role-making path (allowing heteroge-
neous vertical dyads). We hope that the fruits of this role-making approach to
leadership will convince others to view these processes as developmental phe-
nomena and seek to understand them through longitudinal and “open sys-
tems” designs (Graen, 1975)

Once leadership is viewed as part of a larger developmental process it
begins to lose much of its mystique. For example, the influence of a leader need

‘not be attributed to some mysterious inner power called charisma, Rather, it can
be viewed as developing within vertica] dyads into leader-member exchanges
which contain interlocking behavior and relationship norms. Of course, these
processes may not be active at all times. More likely, they are activated by
appropriate sets of events, complete their sequences, and become dormant until
activated anew. Only by monitoring these processes when they are active can
we hope to document their nature, Cross-sectional studies of the dormant
period can only reveal residual traces of these events and foster further mystery.

It seems apparent that to enhance the positive outcomes of managerial
teamn building we must achieve a better understanding of these developmental
processes. We must discover the conditions which acti
and learn to guide them toward desired outcomes and
outcomes. At the present time we have a beginning—o
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Power Acquisition
and Retention

Gerald R. Salancik and Jeffrey Pfeffer

Power is held by many people to be a dirty word or, as Warren Bennis
id, “It is the organization’s last dirty secret.” .
e s'?}1:113, aiticle will grgue that traditional “political” power, far frqm bemg_ 1a
dirty business, is, in its most naked fo1-'m, one of t_he few mechg.ms_ms _avall-
able for aligning an organization with its own reality. However, institutiona -
ized forms of power—what we prefer to call the (-:leaner forms of powecll'.
authority, legitimization, centralized control, regulations, and the‘: more nf;o -
ern management information systems—tenq to buffer the organization org
reality and obscure the demands of its environment. Most great state; glnd
institutions declined, not because they played politics, but becra.use they faile
to accommodate to the political realities they faced. Pc_)htlcal processcs,
rather than being mechanisms for unfair and un_]usF allocatxons_ and app(intc;
ments, tend toward the realistic resolution of conflicts among interests. An
power, while it eludes definition, is easy enough to recognize by its conse-
guences—the ability of those who possess power to bring about the outcomes
they’?l::lr;odel of power we advance is an elaboration of what hgs bt;,:an
called strategic-contingency theory, a vie\fv that sees power as something ¢ : 3;
accrues to organizational subunits (indi\_rlduals, departme_nts) that cope Enb
critical organizational problems. Power is .used by subunits, indeed, use ty
all who have it, to enhance their own survival t.hrc)ugh copt:‘rol of scarce cri L
cal resources, through the placement of allies in kfﬁ){ positions, and throug
the definition of organizational problems and pohcxes. Bg:ause of the ]frg;
cesses by which power develops and i1s used, organizations become bo

Excerpt reprinted with permission of Elsevier from Organizational fgnanga:,d\lol.tg ,I];Ii: SS EX:;E?
1 on : -
—21. Originally titled “Who Gets the Power and How. ey Ho
éi?&gzﬁiyiod;g:; Poy”;ver.” Copyright © 1977 by Elsevier Science & Technology Journals.
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for one context than another, we do so from the perspective of an outsider
and on the basis of reasonable assumptions as to the problems the organiza-

Selected Bibliography
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sets of thoughts about power from a sociological perspective, while James
Tedeschi’s edited book, The Social Influence Processes (Aldine-Atherton, 1972)
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Theory of Intraorganizational Power” (Administrative  Science Quarterly,
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Unfortunately, while many have written about power theoretically, there
have been few empirical examinations of power and its use. Most of the work
has taken the form of case studies. Michel Crozier’s The Bureaucratic LPhenome-
non (University of Chicago Press, 1964) is important because it describes a
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Leadership
The Art of Empowering Others

Jay A. Conger

Omne ought to be both feared and loved, but as it is difficult for t!u: tvlvg ;0
£o together, it is much safer to be feared than loveq ... forlove is he Y
a chain of obligation which, men being selfish, is broken whelnever it
serves their purpose; but fear is maintained by a dread of punishment

which never fails. The Prince, Niccolo Machiavel

In his handbook, The Prince, Machiavelli assures his x.'eaders—some be_mg
aspiring leaders, no doubt—that only by carefully amassing pqweﬁ an;l ]:;lcl)lld-
ing a fearsome respect could one become a great leader. While the sha w’y
court life of 16th-century Italy demanded_ such .treachery to ensure (;nft: §
power, it seems hard to imagine Machiavelli’s advice today as an_ythmg 1;1 a
historical curiosity. Yet, interestingly, much of the management_hteratureh as
focused on the strategies and tactics that managers can use to increase tde1r
own power and influence.! As such, a Machiavellian guahty often pervades
the literature, encouraging managers to ensure that tl.lelr power basg is strong
and growing. At the same time a small bpt increasing ngmper 0 r;*ifana_.gc:
ment theorists have begun to explore the idea that orgaqlzat}onal € ect1w.:
ness also depends on the sharing of fpower——;that the distribution of power is

i the hoarding of power. _
mcriﬁlfll?ﬁ): Il;tha:en;dt?: r(l)f making ot}glers feel more powerful contradicts tl‘lt'l stei
reotype of the all-powerful executive, research suggqsts that the gad1t1zﬁ-
ways of explaining a leader’s influence may not be en_urcly correct. For ex_ >
ple, recent leadership studies argue that the pract1c'e o.f en;pof;ve?ngness
instilling a sense of power—is at the root of orga'mzz;tlonadde. fec w:-u dies,
especially during times of transition and transformation.” In addition, s

Reprinted with permission of the Academy of Management (NY) from Academy of Management
Executive, Vol 3, No. 1, pp. 17-24. Copyright © 1989 Academy of Management (NY),
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Goodbye,
Command and Control

Margaret Wheatley

Old ways die hard. Amid all the evidence that our wc_)rld i; rad1c?t]1y
changing, we cling to what has worked in the past. We still think o orgginza%
tions in mechanistic terms, as collections of replace:;_lble parts capa tt;l o
being reenginecred, We act as if even Peopl_e were machmfas, redeﬂgnmgrf eir
jobs as we would prepare an engineering c_hagram, expecting them to p; 01‘1(‘;}
to specifications with machine-like obed!ence. Over the years, 0;r t1' ;az o
leadership have supported this metaphoric rlnylrth. We sogght predictio » and
control, and also charged leaders with pr0v1'd1ng everything that was aalsen
from the machine: vision, inspiration, intelligence, and. courage. Th;ﬁrl ont;
had to provide the energy and direction to move their rusting vehicles o

ization 1 the future. o )
Orgagftii(:;:}ie 1990s, we are surrounded by too many org::_mlzatlonal fa11;
ures to stay with this thinking. We know, for exampl_e, that in many re;;z:_
surveys senior leaders report that more than two-thirds of their or_g‘alm ”
tional change efforts fail. They and their employees report dgep cymgztress
the endless programs and fads; nearly everyone suffers from increase fress
of the organizational lives we have created t(_)gether. Survey afFer s:urvz éoilal
ters our loss of hope and increased uncertamty' for every major insti ona
form in our society. Do we know how t(;) orgap];z:_ anytl:;;(% anymotre so
age in productive and contributing work’

peo%?ltw ;:fl:trzoise Ilggcoogd ne\?vs also. We have k_nown for nearly half a c;:ntuz
that self-managed teams are far more productwe_ tl_lan any other f?irrr;t o _or.gin
nizing. There is a clear correlation between part1c1pat19r1 and produ 1\;13;111
fact, productivity gains in truly self—r.n:anaged work environments are aAnd >
mum 35 percent higher than in traditionally managed organizations.

Reprinted with permission of the author from Leader to Leader by Margaret Wheatley. Copyright
© 1997 by Margaret Wheatley.
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all forms of institutions, Americans are asking for more local autonomy,
insisting that they, at their own level, can do it better than the huge structures
of organizations now in place. There is both a desire to participate more and
strong evidence that such participation leads to the effectiveness and produc-
tivity we crave.

With so much evidence supporting participation, why isn’t everyone
working in a self-managed environment right now? This is a very bothersome
question because it points to the fact that over the years, leaders consistently
have chosen control rather than productivity. Rather than rethinking our fun-
damental assumptions about organizational effectiveness, we have stayed pre-
occupied with charts and plans and designs. We have hoped they would yield
the results we needed but when they have failed consistently, we still haven't
stopped to question whether such charts and plans are the real route to pro-
ductive work. We just continue to adjust and tweak the various contro] mea-
sures, still hoping to find the one plan or design that will give us what we need.

Organizations of all kinds are cluttered with control mechanisms that
paralyze employees and Jeaders alike, Where have all these policies, proce-
dures, protocols, laws, and regulations come from? And why is it so difficult
to avoid creating more, even as we suffer from the terrible confines of over-
control? These mechanisms seem to derive from our fear, our fear of one
another, of a harsh competitive world, and of the natural processes of growth
and change that confront us daily. Years of such fear have resulted in these
byzantine systems. We never effectively control people with these systems,
but we certainly stop a lot of good work from getting done.

In the midst of so much fear, it’s important to remember something we
all know: People organize together to accomplish more, not less. Behind
every organizing impulse is a realization that by joining with others we can
accomplish something important that we could not accomplish alone. And
this impulse to organize so as to accomplish more is not only true of humans,
but is found in ail living systems. Every living thing seeks to create a world in
which it can thrive. It does this by creating systems of relationships where all
members of the system benefit from their connections. This movement
toward organization, called self-organization in the sciences, is everywhere,
from microbes to galaxies. Patterns of relationships form into effective Sys-
tems of organization. Qrganization is a naturally occurring phenomenon.
The world secks Organization, seeks its own effectiveness. And so do the peo-

. ple in our organizations.

As a living system self-organizes, it develops shared understanding of
what’s important, what's acceptable behavior, what actions are required, and

. how these actions will get done. It develops channels of communicatior, net-
- works of workers, and complex physical structures. And as the system devel-
.0ps, n€w capacities emerge from living and working together. Looking at this

list of what a self-organizing system creates leads to the realization that the
system can do for itself most of what leaders have felt was necessarvy to do to



onditions for
Effective Leadership

Douglas McGregor

This discussion of relationships among people at work is written from_ tpe
point of view of dynamic psychology which, because of its origin in.the clinic,
directs attention to the whole individual living and interacting within a wqud
of other individuals. Life, from the point of view of dynamic psychology, is a
continuous striving to satisfy ever-changing needs in the face of obstacles.
The work life is but a segment—although a large one—of the whole.

The Setting

Within this framework we shall examine some of the important forces
and events in the work situation which aid or hinder the individual as he
strives to satisfy his needs. First of all, we must recognizsa a fun@amental fact:
The direct impact of almost all these forces upon the individual is through the
behavior of other people. This is obvious when we speak Qf an 'order fro.m' the
boss, or pressures exerted by fellow workers to get th.e individual to join a
union. It is perhaps less obvious when we speak of the impact of the business
cycle, or the consequences of a fundamental tech'nolvo.glcal change. Nevert‘he-
less, the direct influence of these forces on the 1nd1v1d_ual—whether _he s a
worker or a plant manager—occurs through the medium of Fhe actions of
other people. We must include not only the easily obser.ved actions of ot'fler§,
but subtle, fleeting manifestations of attitude and emotion to which the indi-
vidual reacts almost unconsciously. N -

For purposes of discussion we may arbitrarily c.11v1d§ th‘e actions of other'
people which influence the individual in the work sﬂ_:uatlon nto threP: Cl‘asses.
actions of superiors, of subordinates, and of associates. We shall limit our

Reprinted from Journal of Consulting Psychology, Vol. 8, No. 2 (leirch-Apri-l 1?44)’,' pp. 35-63.
Originally ttied “Conditions of Effective Leadership in the Industrial Crganization.

AAY

McGregor » Conditions for Effective Leadership 443

attention mainly to the actions of superiors as they affect the subordinate in
his striving to satisfy his needs. This relationship is logically prior to the oth-
ers, and it is in many ways the most important human relationship in industry.

The fundamental characteristics of the subordinate-superior relationship
are identical whether one talks of the worker and the supervisor, the assistant
superintendent and the superintendent, or the vice-president and the presi-
dent. There are, to be sure, differences in the content of the relationship, and
in the relative importance of its characteristics, at different levels of the indus-
trial organization. The underlying aspects, however, are common to all levels,

The Dependence of the Subordinate

The outstanding characteristic of the relationship between the subordi-
nate and his superiors is his dependence upon them for the satisfaction of his
needs. Industry in our civilization is organized along authoritative lines. In a
fundamental and pervasive sense, the subordinate is dependent upon his
superiors for his job, for the continuity of his employment, for promotion
with its accompanying satisfactions in the form of increased pay, responsibil-
ity, and prestige, and for a host of other personal and social satisfactions to be
obtained in the work situation,

This dependence is not adequately recognized in our culture. For one
thing, it is not consistent with some of our basic social values. The emphasis
is usually placed upon the importance of the subordinate’s own efforts in
achieving the satisfaction of his needs. Nevertheless, the dependence is real,
and subordinates are not unaware of it. Among workers, surveys of attitudes
invariably place “fair treatment by superiors” toward the top of the list of fac-
tors influencing job satisfaction.!? And the extent to which unions have
attempted to place restrictions upon management’s authority reflects not only
a desire for power but a conscious attempt to reduce the dependence of work-
ers upon their bosses,>*

Psychologically, the dependence of the subordinate upon his superiors is
a fact of extraordinary significance, in part because of its emotional similarity

to the dependence characteristic of another earlier relationship: that between

the child and his parents. The similarity is more than an analogy. The adult
subordinate’s dependence upon his superiors actually reawakens certain
emotions and attitudes which were part of his childhood relationship with his
parents, and which apparently have long since been outgrown. The adult is
usually unaware of the similarity because most of this complex of childhood

-emotions has been repressed. Although the emotions influence his behavior,

they are not accessible to consciousness under ordinary circumstances.
Superficially, it may seem absurd to compare these two relationships, but

one cannot observe human behavior in industry without being struck by the
fundamental similarity between them. Space limitations prevent elaboration
of this point here, in spite of its great importance.’



How Leaders Embed
and Transmit Culture

Edgar H. Schein

The simplest explanation of how leaders get their message across is
through charisma, in that one of the main elements of that mysterious quality
undoubtedly is a leader’s ability to communicate major assumptions and val-
ues in a vivid and clear manner (Bennis and Nanus, 1985; Comger, 1989;
Leavitt, 1986). The problem with charismatic vision as an embedding mecha-
nism is that leaders who have it are rare and their impact is hard to predict.
Historians can look back and say that certain people had charisma or had a
great vision. It is not always clear at the time, however, how they transmitted
the vision. For clues to that process we must look to more mundane organiza-
tional phenomena.

Some of the mechanisms that leaders use to communicate their beliefs,
values, and assumptions are conscious deliberations; others are unconscious
and may even be unintended (Kunda, 1992). The leader may be conflicted
and may be sending mutually contradictory messages (Kets de Vries and
Miller, 1984, 1987). Subordinates will tolerate and accommodate contradic-
tory messages because, in a sense, persons at higher levels are always granted
the right to be inconsistent and, in any case, are too powerful to be con-
fronted. The emerging culture will then reflect not only the leader’s assump-
tions but the complex internal accommodations created by subordinates to
run the organization in spite of or around the leader. The group, sometimes
acting on the assumption that the leader is a creative genius who has idiosyn-
crasies, may develop compensatory mechanisms, such as buffering layers of
managers, to protect the organization from the dysfunctional aspects of the
leader’s behavior. In those cases the culture may become a defense mecha-
nistn against the anxieties unleashed by inconsistent leader behavior. In other

Excerpt reprinted with permission of John Wiley & Sons, Inc. from Organizational Culture and
Leadership, 2nd edition, by Edgar H. Schein. Copyright © 1985 John Wiley & Sons, Inc.
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cases the organization’s style of operating will reflect the very biases and
unconscious conflicts that the leader experiences, thus causing some scholars
to call such organizations neurotic (Kets de Vries and Miller, 1984). In the
extreme, the subordinates or the board of directors may have to find ways to
move the leader out altogether.

Because the initiative tends always to be with the leader, however, we wili
examine the process of cultural embedding from the point of view of how the
power of the Jeader can be used to inculcate assumptions. The mechanisms,
as shown in Exhibit 1, vary along several dimensions: (1) how widespread

their effects are, (2) how implicit or explicit the messages conveyed are, and
(3) how intentional they are,

Primary Embedding Mechanisms

Taken together, the six primary embedding mechanisms shown in
Exhibit 1 create what would typically be called the “climate” of the organiza-
tion (Schneider, 1990). At this stage, climate created by founder leaders pre-
cedes the existence of group culture. At a later stage, climate will be a
reflection and manifestation of cultural assumptions, but early in the life of a
group it reflects only the assumptions of leaders.

What Leaders Pay Attention to, Measure, and Control

One of the most powerful mechanisms that founders, leaders, managers,
or even colleagues have available for communicating what they believe in or




The Discipline of
Personal Mastery

Peter M. Senge

The way to begin developing a sense of perspnal mastery is to ap;;.rog.(;h
it as a discipline, as a series of practices and prlnc1ple§ that must.be app ﬁe : ;)
be useful. Just as one becomes a master artist by continual practice, sot ed.o -
lowing principles and practices lay the groundwork for continually expanding
personal mastery.

Personal Vision

Most adults have little sense of real vision. We have goals and objegicllves,
but these are not visions. When asked what they vy'ant, many adults, dv\;lk s:y
what they want to get rid of. They’d like a b_etter Jojb—Fhat is, they h ; ci
get rid of the boring job they have. They'd like to 11ve. ina bfette.r neLgh 01;1
hood, or not have to worry about crime, or about putting their kl}:ls t n:Jugif
school. They'd like it if their mother-in-law return.ed to her ?’wn ogie, m;n :
their back stopped hurting. Such litanies of “negative visions” are sad y tcgf -
monplace, even among very successful people. 'I_’hey are the by-pro_ uc 2
lifetime of fitting in, of coping, of problem solvm‘g. Asa tee7nager }:n (1)22 o
our programs once said, “We shouldn’t call them ‘grown ups’ we shou

‘given ups.””

themAgsl;EEérpform of diminished vision is “focusing“og the meanshnot”me
result.” Many senior executives, for example, choose “high market s ﬁa;:blea’s,
part of their vision. But why? “Because I want our company to be lgr.o 1f .d
Now, you might think that a high profit is an intrinsic result in and ﬁ0 itself, a:a
indeed it is for some. But for surprisingly many other leadel_'s, profits a‘;oo ag -2
means toward a still more important result. Why choose high annual profits’

Excerpt reprinted with permission of Doubleday, a d.ivision of Random House, Inc. from The
Fifth Discipiine by Peter M. Senge, pp. 147-173. Copyright © 1990, 2006 by Pcter M. Senge.
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“Because I want us to remain an independent company,
taken over,” Why do you want that? “Because I want to keep our integrity and
our capacity to be true to our purpose in starting the organization.” While all
the goals mentioned are legitimate, the last—being true to o
greatest intrinsic significance to this executive. All the rest are means to the end,
means which might change in particular circumstances. The ability to focus on uiti-
wmate intrinsic desires, not only on secondary goals, is a cornerstone of personal mastery.
Real vision cannot be understood in isolation from the idea of purpose.
By purpose, I mean an individual’s sense of why he is alive. No one could
prove or disprove the statement that human beings have purpose. It would be
fruitless even to engage in the debate. But as a working premise, the idea has
great power. One implication is that happiness may be most directly a result

of living consistently with your purpose. George Bernard Shaw expressed the
idea pointedly when he said:

to keep from being

This is the true joy in life, the being used for a purpose recognized by
yourself as a mighty one . . . the being a force of nature instead of a fever-
ish, selfish little clod of ailments and grievances complaining that the
world will not devote itself to making you happy.!

This same principle has been expressed in some organizations as “genu-
ine caring.” Tn places where people felt uncomfortable talking about personal
purpose, they felt perfectly at ease talking about genuine caring. When people
genuinely care, they are naturally committed. They are doing what they truly
want to do. They are full of energy and enthusiasm. They persevere, even in
the face of frustration and setbacks, because what they are doing is what they
must do. It is their work,

Everyone has had experiences when work flows fluidly; when he feels in
tune with a task and works with a true economy of means. Someone whose
vision calls him to a foreign country, for exampie, may find himself learning a
new language far more rapidly than he ever could before. You can often rec-
ognize your personal vision because it creates such moments; it is the goal
pulling you forward that makes all the work worthwhile,

But vision is different from purpose. Purpose is similar to a direction, a
general heading. Vision is a specific destination, a picture of a desired future,
Purpose is abstract. Vision is concrete, Purpose is “advancing man's capabil-
ity to explore the heavens.” Vision is “a man on the moon by the end of the
1960s.” Purpose is “being the best I can be,” “excellence.” Vision is breaking
four minutes in the mile.

It can truly be said that nothing happens until there is vision. But it is
equally true that a vision with no underlying sense of purpose, no calling, is
just a good idea—all “sound and fury, signifying nothing,” Conversely, pur-

pose without vision has no sense of appropriate scale, As Bill O'Brien, former
president of Hanover Insurance, says,

You and I may be tennis fans and enjoy talking about eronnd ctrokee o



e How | Learned
to Let My Workers Lead

Ralph Stayer

In 1980, I was the head of a successful family business—Johnsonville
Sausage—that was in great shape and required radical change.

Qur profits were above the average for our industry, and our financial
statements showed every sign of health. We were growing at a rate of about
20% annually, with sales that were strong in our home state of Wisconsin and
steadily rising in Minnesota, Michigan, and Indiana. Qur quality was high.
We were respected in the community. I was making a lot of money.

And 1 had a knot in my stomach that wouldn't go away. For one thing, I
was worried about competition. We were a small, regional producer with
national competitors who could cutpromote, cutadvertise, and underprice us
any time they chose.

In addition to our big national competitors, we had a host of local and
regional producers small enough to provide superior service to customers
who were virtually their neighbors. We were too big to have the small-town
advantage and too small to have advantages of national scale. Our business
was more vulnerable than it looked.

What worried me more than the competition, however, was the gap
between potential and performance. Our people didn't seem to care. Every
day I came to work and saw people so bored by their jobs that they made
thoughtless, dumd mistakes. They mislabeled products or added the wrong
scasonings or failed to mix them into the sausage properly. Someone drove
the prongs of a forklift right through a newly built wall. Someone else ruined
a big batch of fresh sausage by spraying it with water while cleaning the work
area. These were accidents. No one was deliberately wasting money, time,
and materials; it was just that people took no responsibility for their work.

Reprinted with permission of Harvard Business Review (Nov.—Dec. 1990). Copyright © 1990 by
Harvard Business Publishing Corporation. All rights reserved.
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They showed up in the morning, did halfheartedly what they were told to do,
and then went home.

Now, I didn’t expect them to be as deeply committed to the company as I
was. I owned it, and they didn’t. But how could we survive a serious compet-
itive challenge with this low level of attentiveness and involvement?

Getting to Points B and A

In 1980, I began looking for a recipe for change. I started by searching for
a book that would tell me how to get people to care about their jobs and their
company. Not surprisingly, the search was fruitless. No one could tell me
how to wake up my own work force; I would have to figure it out for myself.

And yet, I told myself, why not? I had made the company, so I could fix
it. This was an insight filled with pitfalls but it was an insight: the fault was
not someone else’s, the fault was mine.

Of course, I hadn't really built the company all alone, but I had created
the management style that kept people from assuming responsibility. Of
course, it was counterproductive for me to own all the company’s problems
by myself, but in 1980 every problem did, in fact, rest squarely on my shoul-
ders, weighing me down and—though I didn’t appreciate it at the time—crip-
pling my subordinates and strangling the company. If I was going to fix what
[ had made, I would have to start by fixing myself. In many ways that was my
good luck, or, to put the same thought another way, thank God I was the
problem so I could be the solution.

As I thought about what I should do, I first asked myself what I needed
to do to achieve the company’s goals. But what were the company’s goals?
What did I really want Johnsonville to be? I didn’t know.

This realization led me to a second insight: nothing matters more than a
goal. The most important question any manager can ask is, “In the best of all
possible worlds, what would I really want to happen?”

I tried to picture what Jobnsonville would have to be to sell the most
expensive sausage in the industry and still have the biggest market share,
What I saw in my mind’s eye was definitely not an organization where I
made all the decisions and owned all the problems. What I saw was an orga-
nization where people took responsibility for their own work, for the product,
for the company as a whole. If that happened, our product and service qual-
ity would improve, our margins would rise, and we could reduce costs and

successfully enter new markets. Johnsonville would be much less vulnerable
to competition.

The image that best captured the organizational end state I had in mind
for Johnsonville was a flock of geese on the wing. I didn’t want an organiza-
tional chart with traditional lines and boxes, but a “V” of individuals who
knew the common goal, took turns leading, and adjusted their structure to
the task at hand. Geese ﬂy ina wedge, for mstance but land in waves. Most
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rinciple-Centered Leadership

Stephen R. Covey

From study and observation and from my own strivings, I have isolated
eight discernible characteristics of people who are principle-centered leaders.
These traits not only characterize effective leaders, they also serve as signs of
progress for all of us. T will briefly discuss each in turn.

They Are Continually Learning

Principle-centered people are constantly educated by their experiences.
They read, they seek training, they take classes, they listen to others, they
learn through both their ears and their eyes. They are curious, always asking
questions. They continually expand their competence, their ability to do
things. They develop new skills, new interests. They discover that the more
they know, the more they realize they don’t know; that as their circle of
knowledge grows, so does its outside edge of ignorance. Most of this learning
and growth energy is self-initiated and feeds upon itself.

You will develop your abilities faster by learning to make and keep prom-
ises or commitments. Start by making a small promise to yourself, contimue
fulfilling that promise until you have a sense that you have a little more con-
trol over yourself. Now take the next level of challenge. Make yourself a
promise and keep it until you have established control at that level. Now
move to the next level, make the promise, keep it. As you do this, your sense
of personal worth will increase; your sense of self-mastery will grow, as will
your confidence that you can master the next level.

Be serious and intent in the whole process, however, because if you make
this commitment to yourself and then break it, your self-esteem will be weak-
ened and your capacity to make and keep another promise will be decreased.

Excerpt reprinted with permission of the Franklin Covey Company from Principle-Centered Lead-
ership by Stephen R. Covey, pp. 33-39, New York: Fireside Press. Copyright © 1990, 1991 Fran-
Kin Covey Company.
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They Are Service-Oriented

Those striving to be principle-centered see life as a mission, not as a
career. Their nurturing sources have armed and prepared them for service. In
effect, every morning they “yoke up” and put on the harness of service, think-
ing of others.

See yourself each morning yoking up, putting on the harness of service in
your various stewardships, See yourself taking the straps and connecting
them around your shoulders as you prepare to do the work assigned to you
that day. See yourself allowing someone else to adjust the yoke or harness.
See yourself yoked up to another person at your side—a co-worker or
spouse—and learning to pull together with that person.

1 emphasize this principle of service or yoking up because I have come to
believe that effort to become principle-centered without a load to carry simply
will not succeed. We may attempt to do it as a kind of intellectual or moral
exercise, but if we don’t have a sense of responsibility, of service, of contribu-
tion, something we need to pull or push, it becomes a futile endeavor.

They Radiate Positive Energy

The countenances of principle-centered people are cheerful, pleasant,
happy. Their attitude is optimistic, positive, upbeat. Their spirit is enthusias-
tic, hopeful, believing.

This positive energy is like an energy field or an aura that surrounds them
and that similarly charges or changes weaker, negative energy fields around
them. They also attract and magnify smaller positive energy fields. When
they come into contact with strong, negative energy sources, they tend either
to neutralize or to sidestep this negative energy. Sometimes they will simply
leave it, walking away from its poisonous orbit, Wisdom gives them a sense of
how strong it is and a sense of humor and of timing in dealing with it.

Be aware of the effect of your own energy and understand how you radi-
ate and direct it. And in the middle of confusion or contention or negative
energy, strive to be a peacemaker, a harmonizer, to undo or reverse destruc-
tive energy. You will discover what a self-fulfilling prophecy positive energy is
when combined with the next characteristic.

They Believe in People

Principle-centered people don't overreact to negative behaviors, criticism,
or human weaknesses. They don’t feel built up when they discover the weak-
nesses of others. They are not naive; they are aware of weakness. But they
realize that behavior and potential are two different things. They believe in
the unseen potential of all people. They feel grateful for their blessings and
feel naturally to compassionately forgive and forget the offenses of others.



Managing Oneself

Peter F. Drucker

History’s great achievers—a Napoledn, a da Vinci, a Mozart—have
always managed themselves. That, in large measure, is what makes them great
achievers. But they are rare exceptions, so unusual both in their talents and
their accomplishments as to be considered outside the boundaries of ordinary
human existence. Now, most of us, even those of us with modest endowments,
will have to learn to manage ourselves. We will have to learn to develop our-
selves. We will have to place ourselves where we can make the greatest contri-
bution. And we will have to stay mentally alert and engaged during a 50-year
working life, which means knowing how and when to change the work we do.

What Are My Strengths?

Most people think they know what they are good at. They are usually
wrong, More often, people know what they are not good at and even then
more people are wrong than right. And yet, a person can perform only from
strength. One cannot build performance on weaknesses, let alone on some-
thing one cannot do at all.

Throughout history, people had little need to know their strengths. A per-
son was born into a position and a line of work: The peasant’s son would also
be a peasant; the artisan’s daughter, an artisan’s wife; and so on. But now
people have choices. We need to know our strengths in order to know where
we belong.

The only way to discover your strengths is through feedback analysis.
‘Whenever you make a key decision or take a key action, write down what
you expect will happen. Nine or 12 months later, compare the actual results
with your expectations. I have been practicing this method for 15 to 20 years
now, and every time I do it, I am surprised. The feedback analysis showed me,

Reprinted with permission of Harvard Business Review (March—April 1999), Copyright € 1999 by
Harvard Business Publishing Corporation. All rights reserved.
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for instance—and to my great surprise—that T have an intuitive understand.
ing of technical people, whether they are engineers or accountants or market
researchers. It also showed me that I don’t really resonate with generalists,

Feedback analysis is by no means new. It was invented sometime in the
fourteenth century by an otherwise totally obscure German theologian and
picked up quite independently, some 150 years later, by John Calvin and
Ignatius of Loyola, each of whom incorporated it into the practice of his fol-
lowers. In fact, the steadfast focus on performance and results that this habit
produces explains why the institutions these two men founded, the Calvinist
church and the Jesuit order, came to dominate Europe within 30 years.

Practiced consistently, this simple method will show you within a fairly
short period of time, maybe two or three years, where your strengths lie—and
this is the most important thing to know. The method will show you what
you are doing or failing to do that deprives you of the full benefits of your
strengths. It will show you where you are not particularly competent. And
finally, it will show you where you have no strengths and cannot perform.

Several implications for action follow from feedback analysis. First and
foremost, concentrate on your strengths. Put yourself where your strengths
can produce results,

Second, work on improving your strengths. Analysis will rapidly show
where you need to improve skills or acquire new ones, It will also show the
gaps in your knowledge—and those can usually be filled. Mathematicians are
born, but everyone can learn trigonometry.

Third, discover where your intellectual arrogance is causing disabling
ignorance and overcome it. Far too many people—especially people with
great expertise in one area—are contemptuous of knowledge in other areas or
believe that being bright is a substitute for knowledge. First-rate engineers, for
instance, tend to take pride in not knowing anything about people. Human
beings, they believe, are much too disorderly for the good engineering mind.
Human resources professionals, by contrast, often pride themselves on their
ignorance of elementary accounting or of quantitative methods altogether.
But taking pride in such ignorance is sclf-defeating. Go to work on acquiring
the skills and knowledge you need to fully realize your strengths.

It is equally essential to remedy your bad habits—the things you do or
fail to do that inhibit your effectiveness and performance. Such habits will
quickly show up in the feedback. For example, a planner may find that his
beautiful plans fail because he does not follow through on them. Like so
many brilliant people, he believes that ideas move mountains. But bulldozers
move mountains; ideas show where the bulldozers should go to work. This
planner will have to learn that the work does not stop when the plan is com-
pleted. He must find people to carry out the plan and explain it to them, He
must adapt and change it as he puts it into action. And finally, he must decide
when to stop pushing the plan.

At the same time, feedback will
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Level 5 Leadership

The Triumph of Humility and Fierce Resolve

Jim Collins

In 1971, a seemingly ordinary man named Darwin E. Smith was named
chief executive of Kimberly-Clark, a stodgy old paper company whose stock
had fallen 36% behind the general market during the previous 20 years.
Smith, the company’s mild-mannered in-house lawyer, wasn't so sure the
board had made the right choice—a feeling that was reinforced when a Kim-
berly-Clark director pulled him aside and reminded him that he lacked some
of the qualifications for the position. But CEQ he was, and CEQ he remained
for 20 years.

What a 20 years it was. In that period, Smith created a stunning transfor-
mation at Kimberly-Clark, turning it into the leading consumer paper prod-
ucts company in the world. Under his stewardship, the company beat its
rivals Scott Paper and Procter & Gamble. And in doing so, Kimberly-Clark
generated cumulative stock returns that were 4.1 times greater than those of
the general market, outperforming venerable companies such as Hewlent-
Packard, 3M, Coca-Cola, and General Electric.

Smith’s turnaround of Kimberly-Clark is one the best examples in the
twentieth century of a leader taking a company from merely good to truly
great. And yet few people—even ardent students of business history—have
heard of Darwin Smith, He probably would have liked it that way. Smith is a
classic example of a Level 5 leader—an individual who blends extreme per-
sonal humility with intense professional will. According to our five-year
research study, executives who possess this paradoxical combination of traits
are catalysts for the statistically rare event of transforming a good company
into a great one. (The research is described in the sidebar “One Question,
Five Years, 11 Companies.”)

Reprinted with permission of Harverd Business Review (Jan.~Feb. 2001). Copyright © 2001 by
Harvard Business Publishing Corporation, All rights reserved.
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Self-Mastery

When you know yourself, you can master yourself. You can keep your ego
in check, take responsibility for your behavior, adapt to change, embrace new
ideas, and adhere to your standards of integrity and honesty under all conditions,

Self-mastery is the key to true self-confidence. We're talking about the
kind that’s authentic and positive, as opposed to the kinds that mask weakness
or insecurity—the studied demeanor of confidence, or outright arrogance.

Self-confident people contribute the most to dialogues. Their inner secu-
rity gives them a methodology for dealing with the unknown and for linking
it to the actions that need to be taken. They know they don’t know every-
thing; they are actively curious, and encourage debate to bring up opposite
views and set up the social ambience of learning from others. They can take
risks, and relish hiring people who are smarter than themselves. So when
they encounter a problem, they don’t have to whine, cast blame, or feel like
victims. They know they’ll be able to fix it.

Humility

The more you can contain your ego, the more realistic you are about
your problems. You learn how to listen and admit that you don't know all the
answers. You exhibit the attitude that you can learn from anyone at any time.
Your pride doesn’t get in the way of gathering the information you need to
achieve the best results. It doesn’t keep you from sharing the credit that needs
to be shared. Humility allows you to acknowledge your mistakes. Making
mistakes is inevitable, but good leaders both admit and learn from them and
over time create a decision-making process based on experience. . . .

How do you develop these qualities in yourself? There are, of course, books
on the subject, some of them useful. Many companies, including GE and Citi-
corp, include self-assessment tools in their leadership development programs.

But the ultimate learning comes from paying attention to experience. As
people reflect on their experiences, or as they get coached, blockages crumble
and emotional strengths develop. Sometimes the ahas also come from watch-
ing others’ behaviors; your observational capabilities make you realize that
you too have a biockage that you need to correct. Either way, as you gain
experience in self-assessment, your insights get converted into improvements
that expand your personal capacity.

Such learning is not an intellectual exercise. It requires tenacity, persis-
tence, and daily engagement. It requires reflection and modifying personal
behavior. But my experience is that once an individual gets on this track, his
or her capacity for growth is almost unlimited.

The behavior of a business's leaders is, ultimately, the behavior of the
organization. As such, it’s the foundation of the culture.

F Crucibles of Leadership

Warren G. Bennis and Robert J. Thomas

As lifelong students of leadership, we are fascinated with the notion of
what makes a leader, Why is it that certain people seem to naturally inspire
confidence, loyalty, and hard work, while others {who may have just as much
vision and smarts) stumble, again and again? It’s a timeless question, and
there’s no simple answer. But we have come to believe it has something to do
with the different ways that people deal with adversity. Indeed, our recent
research has led us to conclude that one of the most reliable indicators and
predictors of true leadership is an individual’s ability to find meaning in nega-
tive events and to learn from even the most trying circumstances. Put another
way, the skills required to conquer adversity and emerge stronger and more
committed than ever are the same ones that make for extraordinary leaders.

Take Sidney Harman. Thirty-four years ago, the then-48-year-old busi-
nessman was holding down two executive positions. He was the chief execu-
tive of Harman Kardon (now Harman International), the audio components
company he had cofounded, and he was serving as president of Friends
World College, now Friends World Program, an experimental Quaker school
on Long Island whose essential philosophy is that students, not their teach-
ers, are responsible for their education. Juggling the two jobs, Harman was
living what he calls a “bifurcated life,” changing clothes in his car and eating
lunch as he drove between Harman Kardon offices and plants and the
Friends World campus. One day while at the college, he was told his com-
pany’s factory in Bolivar, Tennessee, was having a crisis.

He immediately rushed to the Bolivar factory, a facility that was, as Har-
man now recalls, “raw, ugly, and, in many ways, demeaning.” The problem,
he found, had erupted in the polish and buff department, where a crew of a
dozen workers, mostly African Americans, did the dull, hard work of polish-
ing mirrors and other parts, often under unhealthy conditions, The men on

Reprinted with permission of Harvard Business Review (Sept. 2002). Copyright © 2002 by Harvard
Business Publishing Corporation. All rights reserved.
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cquired. Klein built it into Transoft Networks, which Hewlett-Packard
>quired in 1999. Consider, too, Mickie Siebert, who used her sense of
umor to curtail offensive conversations. Or Sidney Rittenberg’s strength dur-
ig his imprisonment. He drew on his personal memories and inner strength
v emerge from his lengthy prison term without bitterness,

It is the combination of hardiness and ability to grasp context that, above
1, allows a person to not only survive an ordeal, but to learn from it, and to
mnerge stronger, more engaged, and more committed than ever, These
tributes allow leaders to grow from their crucibles, instead of being
sstroyed by them—to find opportunity where others might find only
zspair. This is the stuff of true leadership.

Try Feedforward
Instead of Feedback

Marshall Goldsmith

Providing feedback has long been considered to be an essential skill for
leaders. As they strive to achieve the goals of the organization, employees
need to know how they are doing. They need to know if their performance is
in line with what their leaders expect. They need to learn what they have done
well and what they need to change. Traditionally, this information has been
communicated in the form of “downward feedback” from leaders to their
employees. Just as employees need feedback from leaders, leaders can benefit
from feedback from their employees. Employees can provide useful input on
the effectiveness of procedures and processes as well as input to managers on
their leadership effectiveness. This “upward feedback” has become increas-
ingly common with the advent of 360° multi-rater assessments.

But there is a fundamental problem with all types of feedback: it focuses
on the past, on what has already occurred, not on the infinite variety of oppor-
tunities that can happen in the future. As such, feedback can be limited and
static, as opposed to expansive and dynamic.

Over the past several years, I have observed more than ten thousand lead-
ers as they participated in a fascinating experiential exercise. In the exercise,
participants are each asked to play two roles. In one role, they are asked to
provide feedforward*—that is, to give someone else suggestions for the future
and help as much as they can. In the second role, they are asked to accept feed-
Jorward—that is, to listen to the suggestions for the future and learn as much as
they can. The exercise typically lasts for 10-15 minutes, and the average par-
ticipant has 6-7 dialogue sessions. In the exercise participants are asked to:

* The term “feedforward” was coined in a discussion that I had with Jon Katzenbach, author of
The Wisdom of Teams, Reaf Change Leaders, and FPeak Performance.

Excerpt reprinted with permission of the author from Leader to Leader (Summer 2002), Copyright
© 2002 by Marshall Goldsmith.
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" Authentic Leadership

Bill George

Not long ago I was meeting with a group of high-talent young executives at
Medtronic. We were discussing career development when the leader of the
group asked me to list the most important characteristics one has to have to }Je a
leader in Medtronic. I said, “I can summarize it in a single word: authenticity.”

After years of studying leaders and their traits, I believe that leadership
begins and ends with authenticity. It's being yourself; being the person you
were created to be. This is not what most of the literature on leadership says,
nor s it what the experts in corporate America teach. Instead, they develop
lists of leadership characteristics one is supposed to emulate. They describe
the styles of leaders and suggest that you adopt them.

This is the opposite of authenticity. It is about developing the image or
persona of a leader. Unfortunately, the media, the business press, and even the
movies glorify leaders with high-ego personalities. They focus on the style.of
leaders, not their character. In large measure, making heroes out of celebrity
CEOs is at the heart of the crisis in corporate leadership.

The Authentic Leader

Authentic leaders genuinely desire to serve others through their leader-
ship. They are more interested in empowering the people they lead to make a
difference than they are in power, money, or prestige for themselves, They are
as guided by qualities of the heart, by passion and compassion, as much as
they are by qualities of the mind.

Authentic leaders are not born that way. Many people have natural lead-
ership gifts, but they have to develop them fully to become outstandipg leaq-
ers. Authentic leaders use their natural abilities but they also recognize their
shortcomings and work hard to overcome them. They lead with purpose,

Excerpt reprinted with permission of John Wiley and Sons, Inc. from Authentic Leadership by Bill
George, pp. 11-25. Copyright © 2003 by William George.
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meaning, and values, They build enduring relationships with people. Othy
follow them because they know where they stand. They are consistent a
self-disciplined. When their principles are tested, they refuse to compromi
Authentic leaders are dedicated to developing themselves because they kn¢
that becoming a leader takes a lifetime of personal growth.

Being Your Own Person

Leaders are all very different people. Any prospective leader who bu
into the necessity of attempting to emulate all the characteristics of a leader
doomed. I know because I tried it early in my career. It simply doesn’t worl

The one essential quality a leader must have is to be your own persc
authentic in every regard. The best leaders are autonomous and highly in¢
pendent. Those who are too responsive to the desires of others are likely to
whipsawed by competing interests, too quick to deviate from their course
unwilling to make difficult decisions for fear of offending. My advice to t
people I mentor is simply to be themselves.

Being your own person is most challenging when it feels like everyone
pressuring you to take one course and you are standing alone. In the fis
semnester of business school we watched The Loneliness of the Long Distance R,
ner In many ways I did not relate to the film’s message, as I had always s
rounded myself with people to avoid being lonely. Learning to cope with ti
loneliness at the top is crucial so that you are not swayed by the pressure. Beir
able to stand alone against the majority is essential to being your own person

Shortly after I joined Medtronic as president, T walked into a meetii
where it quickly became evident that a group of my new colleagues had pr
arranged a strategy to settle a major patent dispute against Siemens on tl
basis of a royalty-free cross-license as a show of good faith,

Intuitively, I knew the strategy was doomed to fail, so I stood alm
against the entire group, refusing to go along, My position may not ha
made me popular with my new teammates, but it was the right thing to d
We later negotiated a settlement with Siemens for more than $400 million,
the time the second-largest patent settlement ever.

Developing Your Unique Leadership Style

'To become authentic, each of us has to develop our own leadership styl
consistent with our personality and character. Unfortunately, the pressures «
an organization push us to adhere to a normative style. But if we conform 1
a style that is not consistent with who we are, we will never become authe
tic leaders.

Contrary to what much of the literature says, your type of leadership sty
is not what matters. Great world leaders—George Washington, Abraha
Lincoln, Winston Churchill, Franklin Rooseveit, Margaret Thatcher, Marti
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