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PREFACE 

Leadership has become one of the hot topics in the popular consciousness. 
Bookstores are filled with "how to" books on leadership, and colleges and 
corporations have discovered that the study of leadership is both popular and 
potentially quite useful. Unfortunately, leadership remains an ambiguous, 
amorphous, and frequently misunderstood concept, and is often portrayed in 
a negative light. Indeed, the well-respected commentator James MacGregor 
Burns once called leadership "one of the most observed and least understood 
phenomena on earth."1 

There is a widespread perception of a lack of leadership in our society, in 
the face of increasingly challenging problems and needs. Governments at all 
levels confront increasing demands for services, even as resources to satisfy 
those demands contract. Political leaders appear to have no plan of action or, 
worse, waffle as competing constituencies successively claim the leaders' at
tention. The very complexity of issues such as health care, crime, and the 
problems of the poor give pause to anyone seeking an effective resolution. 
Similarly on the international scene perplexing and often dangerous ques
tions constantly arise, while leaders and their constituents flounder in re
sponse. In the private sector, corporations seek skilled leaders to guide them 
in their struggle to adapt to rapidly changing conditions. Unfortunately, in 
such organizations, "leadership" is often confused with "management," to the 
detriment of both. Even families seek the reassurance of effective leadership, 
yet family members do not understand how to realize this objective while 
maintaining healthy interrelationships. 

This desire for effective leadership is hindered by a lack of understanding 

ix 



x Preface 

about the phenomenon of leadership. When one seeks advice on leadership 
in the "how to" books of the popular literature, one often finds a distressingly 
shallow treatment of complex human and organizational interactions. On 
the other hand, while many evince a lack of understanding about leadership 
or decry its absence, others are put off by an excessive focus on leadership. 
They fear a leader's manipulation of others for selfish or evil ends (and they 
can produce an impressive list of examples from the recent past to buttress 
their position). 

This volume seeks to counter the lack of understanding concerning lead
ership and misperceptions about its nature through the insights of a number 
of thoughtful commentators, scholars, and practitioners. Its contents spring 
from several premises which should be made clear at the outset. The first 
premise is that leadership is central to the human condition. Leadership is 
not a "fad," but a concept that is both current and timeless. If leadership is 
viewed as a process by which groups, organizations, and societies attempt to 
achieve common goals, it encompasses one of the fundamental currents of 
the human experience. In one form or another, then, the leadership process 
has been central to human interaction since the dawn of society. At the same 
time, the particularly intractable problems facing today's society have gener
ated a seemingly universal call for leadership which gives the topic special 
currency today. 

A corollary to the premise that leadership is a fundamental aspect of the 
human condition is that its study should be as all-embracing as the human 
experience itself. Such a broad view of leadership permits our investigation to 
rise above the current popular literature and seek insights in some of the 
great thought and literature of the past. Although such writers and philoso
phers rarely used the term "leadership," it is the leadership process which 
often engaged their attention. Moreover, alongside the popular literature (al
beit less visible), there has grown up in recent decades a substantial body of 
solid scholarship on leadership which yields real insights. In sum, because the 
issues relating to leadership cut across all types of human activity and 
thought, true understanding of such a complex phenomenon requires a 
broadly conceived approach, which this book seeks to represent. 

The second premise of The Leader's Companion is that leadership is the 
province of all, not just a privileged few. This collection of readings does not 
treat leadership as an elitist undertaking; rather, it is portrayed as a process 
ubiquitous in its presence and broad in its scope. Leadership in its full com
pass is neither a position or title nor the actions of an identifiable "leader." It 
is instead an interactive process in which leaders and followers engage in mu-
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tual interaction in a complex environment to achieve mutual goals. Viewed 
in this light, leadership occurs at all levels of society and engages all humans. 
A proper approach to leadership must acknowledge all elements of the 
process, not just the actions of the leader. 

The third and most important premise of this book is that it is important 
to understand leadership. Knowing more about leadership and how the 
process operates permits one to realize the real end of leadership: the 
achievement of mutual goals which are intended to enhance one's group, or
ganization, or society. This book assumes that the more that is known and 
understood about the process of leadership by all who participate in it, the 
more likely it is that the fruits of the combined efforts of leaders and followers 
will yield satisfactory results. 

The Leader's Companion seeks to fulfill the promise of an approach to lead
ership which is broadly conceived. It draws from a wide range of sources: ob
servations on leadership by classical writers, seminal articles from major 
leadership scholars, insights from recent observers which expand the frontiers 
of our understanding of leadership, and the wisdom of leaders. Moreover, 
these eclectic readings have been organized into thirteen parts in a purposeful 
fashion to guide the reader through the complex phenomenon we call leader
ship. Part I is an introduction designed to orient the reader to some of the is
sues of leadership and to suggest some profitable ways of thinking about the 
topic. Part II explores the concept of leadership itself: what the term means, 
and how one might go about learning more about it. Part III pulls together in
sights on leadership from classical philosophers, literary greats and practition
ers, while Part IV turns to the understanding provided by modern scholars. 
Parts V through VIII contain some of the best current writing on the essential 
elements of the leadership process-i.e., the leader, followers, and leadership 
environment, and how they interact. This part of the book, as others, consid
ers how issues of gender, diversity, and multiculturalism influence leadership. 
Parts IX and X look at the process itself: how leaders and followers work to
gether to achieve mutual goals. With the understanding gleaned in the previ
ous sections as backdrop, Part XI turns to a consideration of the competencies 
needed to be effective in the practice of leadership. Part XII adds the insights 
of several leadership practitioners. Finally, Part XIII seeks to reinforce the de
sired ends of leadership by focusing on the application of this understanding of 
leadership to moral means and ends. 

Taken together, these selections should enhance the reader's understand
ing and practice of an enormously important process which lies at the heart 
of all of our efforts to improve our surroundings, our lives, and our world. 
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This is not to say that the selections assembled here are the only ones-or 
even the best choices-to achieve this goal. One of the beauties of e]\plOring 
leadership is the remarkable richness and diversity of relevant source materi
als. Nevertheless, this collection is intended as a starting point for those who 
w�nt to know more about the art and science of leadership. 
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PART I 

THE CRISIS OF LEADERSHIP 

Many groups of people-citizens, workers, students, politicians and business exec

utives-are troubled by a lack of strong leadership. Is this a valid concern? Part I 

addresses this issue. In the first two selections, two giants in the field of leadership 

studies, John Gardner and James MacGregor Bums, suggest that there is indeed a 

"crisis of leadership" in today's society, and that it is incumbent upon all responsible 

individuals to redress the problem. In the third reading, Richard Couto takes issue 

with the premise that there is a dearth of good leadership in our society. Couto ar

gues that individuals who make such statements are simply looking in the wrong 

places for effective leadership; it exists in the form of great numbers of "citizen lead

ers. " This debate is moderated by Robert Greenleaf in the final reading of this initial 

section, who articulates a middle way between the jeremiads of Gardner and Burns 

and the optimism of Couto. Greenleaf is well aware of the challenges to leadership 

in today's world, and presents a solution to the "crisis of leadership" which parallels 

the "citizen leader" of Couto. Greenleaf argues that what is really needed in our at

tempt to address society's woes are "servant leaders"-in our neighborhoods, in pol

itics, and in private industry. 

1 
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The Cry for Leadership 

John W. Gardner 

John Gardner has served six presidents of the United States in various leadership capacities. He 

was Secretary of Health, Education and Welfare, founding chairman of Common Cause, co

founder of the Independent Sector, chairman of the National Coalition, and president of the 

Carnegie Corporation and Foundation. He is currently the Miriam and Peter Haas Centennial 

Professor at Stanford Business School. 

Why do we not have better leadership? The question is asked over and over. 
We complain, express our disappointment, often our outrage; but no answer 
emerges. 

When we ask a question countless times and arrive at no answer, it is pos
sible that we are asking the wrong question-or that we have misconceived 
the terms of the query. Another possibility is that it is not a question at all but 
simply convenient shorthand to express deep and complex anxieties. It 
would strike most of our contemporaries as old-fashioned to cry out, "What 
shall we do to be saved?" And it would be time-consuming to express fully 

Reprinted with the permission of The Free Press, a Division of Simon & Schuster, from On Leadership by 

John W. Gardner. Copyright © 1990 by John W. Gardner. Reprinted by permission of Sterling Lord Literistic, 

Inc. Copyright © 1990 by John W. Gardner. 
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4 The Crisis of Leadership 

our concerns about the social disintegration, the moral disorientation, and 
the spinning compass needle of our time. So we cry out for leadership . •  

To some extent the conventional views of leadership are shallow, and set 
us up for endless disappointment. There is an element of wanting to be res
cued, of wanting a parental figure who will set all things right. Such fantasies 
for grown-up children should not lead us to dismiss the need for leaders nor 
the insistent popular expression of that need. A great many people who are 
not given to juvenile fantasies want leaders-leaders who are exemplary, who 
inspire, who stand for something, who help us set and achieve goals. 

Unfortunately, in popular thinking on the subject, the mature need and 
the childlike fantasies interweave. One of [my] tasks . . . is to untangle 
them, and to sketch what is realistically possible. 

Leadership is such a gripping subject that once it is given center stage it 
draws attention away from everything else. But attention to leadership alone 
is sterile-and inappropriate. The larger topic of which leadership is a 
subtopic is the accomplishment of group purpose, which is furthered not only by 
effective leaders but also by innovators, entrepreneurs and thinkers; by the 
availability of resources; by questions of morale and social cohesion; and by 
much else that I discuss .. . .  It is not my purpose to deal with either leader
ship or its related subjects comprehensively. I hope to illuminate aspects of 
the subject that may be of use in facing our present dilemmas-as a society 
and as a species. 

The Issues Behind the Issues 

We are faced with immensely threatening problems-terrorism, AIDS, drugs, 
depletion of the ozone layer, the threat of nuclear conflict, toxic waste, the 
real possibility of economic disaster. Even moderately informed citizens could 
extend the list. Yet on none of the items listed does our response acknowl
edge the manifest urgency of the problem. We give every appearance of sleep
walking through a dangerous passage of history. We see the life-threatening 
problems, but we do not react. We are anxious but immobilized. 

I do not find the problems themselves as frightening as the questions they 
raise concerning our capacity to gather our forces and act. No doubt many of 
the grave problems that beset us have discoverable, though difficult, solu
tions. But to mobilize the required resources and to bear what sacrifices are 
necessary calls for a capacity to focus our energies, a capacity for sustained 
commitment. Suppose that we can no longer summon our forces to such ef
fort. Suppose that we have lost the capacity to motivate ourselves for arduous 
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exertions in behalf of the group. A discussion of leadership cannot avoid such 
questions. 

Could it be that we suppress our awareness of problems-however omi
nous-because we have lost all conviction that we can do anything about 
them? Effective leaders heighten both motivation and confidence, but 
when these qualities have been gravely diminished, leaders have a hard 
time leading. 

Suppose that fragmentation and divisiveness have proceeded so far in 
American life that we can no longer lend ourselves to any worthy common 
purpose. Suppose that our shared values have disintegrated to the point that 
we believe in nothing strongly enough to work for it as a group. Shared values 
are the bedrock on which leaders build the edifice of group achievement. No 
examination of leadership would be complete without attention to the decay 
and possible regeneration of the value framework. 

Suppose that our institutions have become so lacking in adaptiveness that 
they can no longer meet new challenges. All human institutions must renew 
themselves continuously; therefore, we must explore this process as it bears 
on leadership. 

I think of such matters-motivation, values, social cohesion, renewal-as 
the "issues behind the issues," and I shall return to them often in the pages 
that follow. 

Our Dispersed Leadership 

In this society, leadership is dispersed throughout all segments of the soci
ety-government, business, organized labor, the professions, the minority 
communities, the universities, social agencies, and so on. Leadership is also 
dispersed down through the many levels of social functioning, from the lofti
est levels of our national life down to the school principal, the local union 
leader, the shop supervisor. 

We have always associated both kinds of dispersion with our notions of 
democracy and pluralism. But as our understanding of the principles of orga
nization has developed, we have come to see that there is really no alterna
tive to such dispersal of leadership if large-scale systems are to retain their 
vitality. The point is relevant not only for our society as a whole but also for 
all the organized subsystems (corporations, unions, government agencies, 
and so forth) that compose it. 

Most leadership today is an attempt to accomplish purposes through (or in 
spite of) large, intricately organized systems. There is no possibility that cen-
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tralized authority can call all the shots in such systems, whether the system is 
a corporation or a nation. Individuals in all segments and at all levels mi:ist be 
prepared to exercise leaderlike initiative and responsibility, using their local 
knowledge to solve problems at their level. Vitality at middle and lower levels of 

leadership can produce greater vitality in the higher levels of leadership. 

In addition to all people down the line who may properly be called leaders 
at their level, there are in any vital organization or society a great many indi
viduals who share leadership tasks unofficially, by behaving responsibly with re
spect to the purposes of the group. Such individuals, who have been virtually 
ignored in the leadership literature, are immensely important to the leader 
and to the group. (And as I point out later, even the responsible dissenter 
may be sharing the leadership task.) 

Understanding Leadership 

I have seen a good many leaders in action. My first chore for a president was 
for Eisenhower, whom I had known earlier when he headed Columbia Uni
versity. Of the seven presidents since then, I have worked with all but two. 
But I have learned powerful lessons from less lofty leaders-from a top 
sergeant in the Marine Corps, from university presidents, corporate chief ex
ecutive officers, community leaders, bankers, scientists, union leaders, school 
superintendents, and others. I have led, and have worked in harness with 
other leaders. 

The development of more and better leaders is an important objective 
that receives a good deal of attention in these pages. But this is not a how-to
do-it manual. The first step is not action; the first step is understanding. The 
first question is how to think about leadership. I have in mind not just politi
cal buffs who want more and better leaders on the political scene, nor just 
CEOs who wonder why there are not more leaders scattered through their 
huge organizations. I have in mind citizens who do not want to be victimized 
by their leaders, neighborhood organizations that want to train their future 
leaders, the young people who dream of leadership, and all kinds of people 
who just want to comprehend the world around them. 

Citizens must understand the possibilities and limitations of leadership. 
We must know how we can strengthen and support good leaders; and we 
must be able to see through the leaders who are exploiting us, playing on our 
hatred and prejudice, or taking us down dangerous paths. 

Understanding these things, we come to see that much of the responsibili
ty for leaders and how they perform is in our own hands. If we are lazy, self-in-
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dulgent, and wanting to be deceived; if we willingly follow corrupt leaders; if 
we allow our heritage of freedom to decay; if we fail to be faithful monitors of 
the public process-then we shall get and deserve the worst . . . .  

Leadership Development 

How many dispersed leaders do we need? When one considers all the towns 
and city councils, corporations, government agencies, unions, schools and 
colleges, churches, professions and so on, the number must be high. In order 
to have a target to think about, and setting precision aside, let us say that it is 
1 percent of the population-2. 4 million men and women who are prepared 
to take leaderlike action at their levels. How can we ever find that many 
leaders? 

Fortunately, the development of leaders is possible on a scale far beyond 
anything we have ever attempted. As one surveys the subject of leadership, 
there are depressing aspects but leadership development is not one of them. 
Although our record to date is unimpressive, the prospects for improvement 
are excellent. 

Many dismiss the subject with the confident assertion that "leaders are 
born not made." Nonsense! Most of what leaders have that enables them to 
lead is learned. Leadership is not a mysterious activity. It is possible to de
scribe the tasks that leaders perform. And the capacity to perform those tasks 
is widely distributed in the population. Today, unfortunately, specialization 
and patterns of professional functioning draw most of our young potential 
leaders into prestigious and lucrative nonleadership roles. 

We have barely scratched the surface in our efforts toward leadership 
development. In the mid-twenty-first century, people will look back on our 
present practices as primitive. 

Most men and women go through their lives using no more than a frac
tion-usually a rather small fraction-of the potentialities within them. The 
reservoir of unused human talent and energy is vast, and learning to tap that 
reservoir more effectively is one of the exciting tasks ahead for humankind. 

Among the untapped capabilities are leadership gifts. For every effectively 
functioning leader in our society, I would guess that there are five or ten oth
ers with the same potential for leadership who have never led or perhaps even 
considered leading. Why? Perhaps they were drawn off into the byways of spe
cialization . . .  or have never sensed the potentialities within them . . .  or have 
never understood how much the society needs what they have to give. 

We can do better. Much, much better. 
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The Crisis of Leadership 

James MacGregor Bums 

James MacGregor Bums won a Pulitzer Prize and a National Book Award for his study of 

Franklin D. Roosevelt. His book Leadership is considered to be a seminal work in leadership 

studies. Burns has been Woodrow Wilson Professor of Government at Williams College, and he 

has served as president of the American Political Science Association. 

One of the most universal cravings of our time is a hunger for compelling 
and creative leadership. Many of us spent our early years in the eras of the ti
tans-Freud and Einstein, Shaw and Stravinsky, Mao and Gandhi, Churchill 
and Roosevelt, Stalin and Hitler and Mussolini. Most of these colossi died in 
the middle years of this century; some lingered on, while a few others-de 
Gaulle, Nehru, perhaps Kennedy and King-joined the pantheon of leader
ship. These giants strode across our cultural and intellectual and political 
horizons. We-followers everywhere-loved or loathed them. We marched 
for them and fought against them. We died for them and we killed some of 
them. We could not ignore them. 

In the final quarter of our century that life-and-death engagement with 
leadership has given way to the cult of personality, to a "gee whiz" approach 

From Leadership by James MacGregor Burns, Selected excerpts from pages 1-3 Copyright © 1978 by James 

MacGregor Burns. Reprinted by permission of Harper Collins Publishers, Inc. 
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to celebrities. We peer into the private lives of leaders, as though their sleep
ing habits, eating preferences, sexual practices, dogs, and hobbies carry mes
sages of profound significance. Entire magazines are devoted to trivia about 
"people" and serious newspapers start off their news stories with a personality 
anecdote or slant before coming to the essence of the matter. Huge throngs 
parade in Red Square and in the T'ien An Men Square with giant portraits of 
men who are not giants. The personality cult-a cult of devils as well as he
roes-thrives in both East and West. 

The crisis of leadership today is the mediocrity or irresponsibility of so 
many of the men and women in power, but leadership rarely rises to the full 
need for it. The fundamental crisis underlying mediocrity is intellectual. If we 
know all too much about our leaders, we know far too little about leadership. 

We fail to grasp the essence of leadership that is relevant to the modern age 
and hence we cannot agree even on the standards by which to measure, re
cruit, and reject it. Is leadership simply innovation-cultural or political? Is it 
essentially inspiration? Mobilization of followers? Goal setting? Goal fulfill
ment? Is a leader the definer of values? Satisfier of needs? If leaders require 
followers, who leads whom from where to where, and why? How do leaders 
lead followers without being wholly led by followers? Leadership is one of the 
most observed and least understood phenomena on earth. 

It was not always so. For two millennia at least, leaders of thought did 
grapple with the vexing problems of the rulers vs. the ruled. Long before 
modern sociology Plato analyzed not only philosopher-kings but the influ
ences on rulers of upbringing, social and economic institutions, and responses 
of followers. Long before today's calls for moral leadership and "profiles in 
courage," Confucian thinkers were examining the concept of leadership in 
moral teaching and by example. Long before Gandhi, Christian thinkers were 
preaching nonviolence. Long before modern biography, Plutarch was writing 
brilliantly about the lives of a host of Roman and Greek rulers and orators, 
arguing that philosophers "ought to converse especially with 'men in power,' " 
and examining questions such as whether "an old man should engage in 
public affairs." From this biographer Shakespeare borrowed for his Antony 

and Cleopatra. 

A rich literature on rulership flourished in the classical and middle ages. 
Later-for reasons we must examine-the study of rulership and leadership 
ran into serious intellectual difficulties. Leadership as a concept has dissolved 
into small and discrete meanings. A recent study turned up 130 definitions of 
the word. A superabundance of facts about leaders far outruns theories of 
leadership. The world-famous New York Public Library has tens of thousands 
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of biographies, monographs, and newspaper clippings on individual political 
leaders, but only one catalogue entry to "political leadership" (referring to an 
obscure politician of forty years ago). 

There is, in short, no school of leadership, intellectual or practical. Does it 
matter that we lack standards for assessing past, present, and potential lead
ers? Without a powerful modern philosophical tradition, without theoretical 
and empirical cumulation, without guiding concepts, and without considered 
practical experiences, we lack the very foundations for knowledge of a phe
nomenon-leadership in the arts, the academy, science, politics, the profes
sions, war-that touches and shapes our lives. Without such standards and 
knowledge we cannot make vital distinctions between types of leaders; we 
cannot distinguish leaders from rulers, from power wielders, and from 
despots. Hitler called himself-and was called-the Leader; his grotesque 
fuhrerprinzip is solemnly examined as a doctrine of leadership. But Hitler, 
once he gained power and crushed all opposition, was no leader-he was a 
tyrant. A leader and a tyrant are polar opposites. 

Although we have no school of leadership, we do have in rich abundance 
and variety the makings of such a school. An immense reservoir of data and 
analysis and theories has been developed. No central concept of leadership 
has yet emerged, in part because scholars have worked in separate disciplines 
and subdisciplines in pursuit of different and often unrelated questions and 
problems. I believe, however, that the richness of the research and analysis 
and thoughtful experience, accumulated especially in the past decade or so, 
enables us now to achieve an intellectual breakthrough. 

3 

Defining a Citizen Leader 

Richard A. Couto 

Richard Couto currently serves as professor in the Jepson School of Leadership Studies at the 

University of Richmond. He has worked with community organizations and leaders in the Ap

palachian region and has published reports and articles related to that work. His recent, award

winning work, Lifting the Veil, examines the history of civil rights efforts in one county in 

Tennessee since Reconstruction. 

There I was trying to impress members of the search committee during 
lunch and sitting across the table from James MacGregor Burns, Pulitzer 
Prize-winning patriarch of leadership studies. It was difficult to eat and talk 
without embarrassment, so I did little eating. I talked a lot. I heard myself 
counter points made by one search committee member about a recent coal 
miners' strike in Virginia-an impolitic step. Late in our luncheon conversa
tion, Burns lamented the dearth of leadership in contemporary America. I 
took issue with his point as well, suggesting that the amount and quality of 
leadership varied depending on where you looked. Leadership at the local 
community level, I asserted, is abundant and of extraordinarily high quality. 
Suddenly, I realized that I felt more about leadership than I thought about it. 

Reprinted from Public Leadership Education: The Role of the Citizen Leader (Dayton: The Kettering Founda

tion, 1992). By permission of the author. 
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I had lived it more than I had studied it. I had worked 20 years with an array 
of leaders in low-income communities of the rural South, Appalachia, and 
several urban areas. Like them, I had spent far less time thinking about the 
"why's" and "how's" of leadership than on the "what's to be done" questions 
of leadership. I had what Michael Polanyi calls "personal knowledge" rather 
than scholarship. This realization gave me pause, but only momentarily. Un
deterred, I forged on. 

Burns and I eventually agreed on the disappointing dearth of political and 
national leadership and ascribed it, in large measure, to the fragmentation of 
America's political structures. We also agreed that possibly we have more and 
better leadership at the local level of American life than we give ourselves 
credit for. Fortunately, I got the job. Burns and I became colleagues and even
tually traveled through parts of Appalachia to meet some of the community 
leaders I had had in mind when I spoke. 

This trip, my new job, and that luncheon conversation challenged me to 
examine what I had taken for granted: What is citizen leadership? And why 
is it important? As I learned more about leadership, I recognized that I was 
dealing with only one form of citizen leadership. Legislators, labor union offi
cers, social service agency heads, directors of nonprofit organizations, civic 
and business leaders, elected and appointed political officials are all citizens 
and they are also leaders to one degree or another. I was tempted to stretch a 
definition from that luncheon conversation to cover all these people. Such a 
definition, however, would risk becoming a Fourth of July celebrative elabora
tion of the virtues of American life, and certainly would obscure the distin
guishing characteristics of the citizen leaders with whom I have worked. 
What sets these largely ignored leaders apart? 

The citizen leaders I have in mind facilitate organized action to improve 
conditions of people in low-income communities and to address other basic 
needs of society at the local level. Their goal is to raise the floor beneath all 
members of society, rather than to enable a few to touch its vaulted ceiling. 
Sometimes citizen leaders work for change, protesting proposed toxic waste 
dumping near their homes, for example. In all cases, they exhibit the leader
ship which occurs when people take sustained action to bring about change 
that will permit them continued or increased well-being. They recognize the 
existence of community, a set of relationships among people forged by some 
special bond. Sometimes that bond includes residence in a particular place. It 
always includes the common human condition with all of its aspirations and 
potentials. 

There are obvious similarities between this form of citizen leadership and 
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broader concepts of leadership. It  entails follower-leader relationships and 
collaboration, exchanges, and interchanges. The citizen leaders about whom 
I write are transforming leaders who engage others in efforts to reach higher 
levels of human awareness and relationships. With time, citizen leaders also 
become transactional leaders and some of them acquire the administrative 
competencies needed to manage an organization. Burns has referred to "cob
blestone leadership" and the "second and third tier" of leadership. These citi
zen leaders embody those concepts as well. 

On the other hand, as I learned more about leadership, I understood the 
differences between the citizen leadership I knew and other concepts of lead
ership. For example, in my first class on leadership studies, I asked my stu
dents to draw pictures of leadership. In response, students drew an array of 
images of money, power, prestige, and superiority-leaders were in front of or 
above others. Few scholars would define leadership in such terms, yet my stu
dents probably reflected accurately the lessons they had acquired from popu
lar culture. 

Citizen leaders contrast markedly with such popular conceptions of power 
and, to a lesser extent, with academic conceptions as well. For one thing, citi
zen leaders usually do not choose leadership. They do not even seek it. They 
leave their private lives reluctantly for these public roles. Often they intend 
to take some public action, to achieve their purpose quickly, and then to re
turn to private matters. Customarily, their first action is to approach the peo
ple in charge to get something done about a specific problem. It is only when 
they are rebuffed or rebuked that citizen leaders go farther, eventually enter
ing into a chain of events and actions that leads to the achievement of their 
original purpose. Somewhere in that chain, the people I have in mind acquire 
the truly distinguishing characteristic of leadership: the gift of trust bestowed 
by others with whom they work. Their groups may establish a formal organi
zation-"Concerned citizens of ...  " is a frequently used name-and citizen 
leaders will be elected or delegated to act on behalf of the group. Whatever 
their titles, citizen leaders have a deeper sense of responsibility and higher 
sense of authority that comes from the trust others have bestowed informally 
upon them to act on behalf of the group. 

Citizen leadership brings new responsibilities, new contacts, media expo
sure, and other trappings of leadership that, more often than not, citizen 
leaders would prefer to shed. They would like to return to their "normal" 
lives. Ten years ago, Larry Wilson and his wife, Sheila, backed into leadership 
positions in the controversy over pollution of Yellow Creek near their eastern 
Kentucky home. Today, they direct a regional environmental program of the 
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Highlander Research and Education Center. He attended the United Na
tions Earth Summit in Brazil in the summer of 1992. At the same time, she 
visited other citizen leaders in Northern Ireland who had traveled to Ap
palachia earlier to observe her work. Larry Wilson calls local environmental 
citizen leaders "reluctant warriors," who pay for their leadership: 

These people have to raise families in the contaminated areas, punch a time 
clock within an organization that is frequently opposed to their environmen
tal activities, be sensitive to rocking the political boat, [and] maintain social 
ties in a community divided by the issue they are working on. 

The Wilsons' full-time work creates an alter ego that separates them from 
other local citizen leaders to whom they feel kindred. As Larry Wilson put it, 
"I wake up in a different world every morning." His expanded role of citizen 
leader requires him to accept that new world, but to adjust it to a world he 
does not want to leave behind. 

The loss of what is familiar prompts citizen leader William Saunders to 
maintain adamantly that he did not and would not choose the role. His work 
on the Sea Islands of South Carolina, and his direction of the 100-day hospi
tal workers' strike in Charleston in 1969, earned him a place in the film, You 

Got to Move, which dramatizes citizen leadership. Saunders now runs a radio 
station in Charleston, South Carolina, and continues to be an important part 
of the civil rights movement and antipoverty programs in the area. Like Mar
tin Luther King, Jr., Saunders understands citizen leadership as a burden, a 
cross that few would take up willingly. After all, he points out, the transform
ing aspect of citizen leadership transforms the personal lives of leaders as well 
as the conditions they intend to change: 

It's not the kind of life you choose. You get caught up in it. But you wouldn't 
choose to be misunderstood. A preacher near here gave a sermon, "Being 
Picked Out to be Picked On." That's a heavy subject. To see things clearly 
ahead of your time carries a heavy price. You're friendless. There's no one you 
can talk with straight across the board, not even your family. Ten years later, 
they may see what you are saying, but by that time, you've gone on. 

Citizen leadership is leadership with far fewer perks and far less glamour 
than that which marks those in the threadbare political and national leader
ship we lament. At the same time, citizen leadership comes with the same or 
greater personal costs as other forms of leadership. 

Despite their reluctance, citizen leaders act from fairly simple motives. 
One does not hear long, complicated analyses of Abraham Maslow's hierar-

Defining a Citizen Leader 15 

chy of needs. Instead, citizen leaders speak in simple terms about the basic 
dignity of every human being. They act from the conviction that we, as a so
ciety, are responsible for redressing the conditions that undermine and un
derstate the human dignity of any of its members. While others may accept 
the needs and deprivation of some groups without a sense of moral responsi
bility, citizen leaders cannot. They are compelled to pass on to the next gen
eration a society less tolerant of human and environmental degradation. For 
citizen leaders, with bonds to specific low-income communities, success has a 
single, clear measure: \V'ill our children have a reasonable choice to live with 
dignity in their community as adults? Eventually, their assertion of social re
sponsibility for the human condition becomes exceedingly troublesome. It 
means entering the value of "community" into economic calculations in 
which community has no monetary value. It means giving voice and stature 
to groups of people without political influence. Citizen leadership means 
making a political, economic, and social system accountable for whom it 
serves and fails to serve. 

Citizen leaders express the simplicity of their motives in anger mixed with 
humor and determination to persuade those who impede them to recognize 
the human dignity of individuals and the worth of community. Eula Hall 
helped establish a health center in Mud Creek in eastern Kentucky. She still 
works at the center to assure residents of the area access to medical care 
providers and to the rights and benefits to which they are entitled. She exem
plifies the sophisticated competencies citizen leaders acquire to conduct their 
work. She has an outstanding record of victories in black lung hearings, for 
example. Press her for her reasons for a 30-year career in full-time citizen 
leadership and she echoes Fannie Lou Hamer: "You just get sick and tired of 
seeing people get pushed around." 

Citizen leaders are not showered with traditional forms of recognition. 
Colleges and universities, for example, often ignore them or delay recognizing 
their achievements. Citizen leaders are likely to be pressing the medical 
school's hospital on its policy for indigent care. They are likely to be protest
ing conditions in the rental property of a university's landlord, or protesting 
the inadequacy of pollution controls at the plant of a major university con
tributor. It serves the interest of many institutions to ignore the reality citizen 
leaders work to make us aware of. Colleges interested in instructing students 
about the workings of the American economy are more likely to encourage 
them to speak to people in corporate offices than in picket lines. 

Recognition does come to citizen leaders. First, and fewest, are the awards 
that recognize them for addressing an issue of injustice or inequality. In gen-
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eral, these awards come from organizations and institutions, including some 
foundations, that understand themselves as part of a process of bfJ.sie social 
change. Larry Wilson was designated an environmental hero by Mother ]ones. 

Second, and most frequent, are the awards that recognize citizen leaders for 
individual courage within a context of need but separate from the political 
and social issues that underlie that need. These awards make citizen leaders 
into heroes and heroines by emphasizing their personal traits. People maga
zine, for example, depicted Eula Hall as a crusader when it included her 
among 25 ''Amazing Americans!" 

Eventually, some citizen leaders are recognized by institutions that previ
ously shunned them. This form of award measures the acceptance of posi
tions that citizen leaders took and the transformation of society and some of 
its institutions. Bill Saunders, for example, served as chairman of the Demo
cratic Party of Charleston County. The leadership path that led him to this 
position began with a protest against racial barriers that prevented him and 
others from voting and joining a political party. Often this recognition comes 
long after the controversy has subsided, after the citizen leader has passed on 
the mantle of leadership to others, or even after he or she has died. 

As I thought about why citizen leadership is important, I came back to our 
luncheon consensus about the dearth of national and political leadership. 
Citizen leadership protests and mitigates the shortcomings of our national 
and political leadership. In the absence of strong formal political leadership, 
leadership slips over into the hands of those with economic and social power. 
We not only recognize this dispersion of political power, we praise it. We 
teach pluralism as a political system which provides a high probability that an 
active and legitimate group can make itself heard effectively in the process of 
decision making. Our first inclination is to include citizen leadership in that 
pantheon, but that would miss the importance of the form of citizen leader
ship with which I am concerned. 

Citizen leadership demands that the political system expand its notion of 
"legitimate" groups beyond economic and social elites. It constantly presses 
the static boundaries of our political system to broaden, to incorporate new 
issues, and to involve new groups. For citizen leaders, politics is the public ex
pression of society's sense of community and of the common interests of its 
members. Invariably, citizen leaders are criticized early on in their efforts pre
cisely because of their efforts to wake sleeping dogs and to expand the public 
agenda. Any political system throws up barriers to resist change. If there is 
one thing that citizen leaders are about, it is taking down those barriers. The 
greater the change, the more likely the resistance. Citizen leaders soon un-
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derstand that their form of leadership is intolerable for some. All the people 
mentioned in this essay have stories of being shot at and threatened with 
physical harm and arson. 

Eventually, most citizen leaders learn to work within "the system," but it is 
a system changed by their presence. Eula Hall invited the representative of 
her congressional district to the ground-breaking ceremony for the new clinic 
in Mud Creek. Twenty years before, that would have been inconceivable. 
But, in the intervening time, Hall's aspirations and leadership had acquired 
legitimacy. Likewise, any listing of the political elite of Charleston and, per
haps, South Carolina today will include Bill Saunders. Larry Wilson and the 
Concerned Citizens of Yellow Creek initiated forums to discuss issues with 
candidates for local political positions. 

In a sense, citizen leadership is a parallel government, a shadow govern
ment, or a government in exile depending on the degree of change entailed 
in its demands. As a "parallel government," citizen leaders carry out changes 
before political leaders are prepared to do the same. Addressing the needs of 
the homeless is the most recent case in point. In cases where needed changes 
exceed the capacity of citizen leaders, they may become a "shadow govern
ment," the loyal opposition of those with political power, to demand public 
action for public problems heretofore ignored or considered "illegitimate." 
The demand for public responses to the AIDS crisis illustrates the point on a 
national scale. When the demand for change exceeds the capacity of public 
officials to act, citizen leaders also become a "government in exile" waiting 
for the day that issues, long denied, become crises demanding action. 

Through protest, demands for fairer portions of public resources for some 
groups, and a vision of a transformed state of society in which the bonds of 
community are more apparent, citizen leaders pursue and establish change. 
In some measure, the dearth of political leadership that we lament reflects 
the inability or unwillingness of elected and appointed leaders to express the 
degree of compassion, concern, and community that animates citizen leader
ship. In part, this failure is structural and needs to be fixed. In another sense, 
however, it represents a valuable gap worth preserving. As long as our citizen 
leaders exceed the quality of our elected and appointed leaders, the latter 
have someone to follow-what could be more central to a vital democracy? 
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Center. 

Servant and leader-can these two roles be fused in one real person, in all 
levels of status or calling? If so, can that person live and be productive in the 
real world of the present? My sense of the present leads me to say yes to both 
questions. This chapter is an attempt to explain why and to suggest how. 

The idea of The Servant as Leader came out of reading Hermann Hesse's 
Journey to the East. In this story we see a band of men on a mythical journey, 
probably also Hesse's own journey. The central figure of the story is Leo who 
accompanies the party as the servant who does their menial chores, but who 
also sustains them with his spirit and his song. He is a person of extraordinary 
presence. All goes well until Leo disappears. Then the group falls into disar
ray and the journey is abandoned. They cannot make it without the servant 
Leo. The narrator, one of the party, after some years of wandering finds Leo 

Excerpted from Servant Leadership by Robert K. Greenleaf. © 1977 by Robert K. Greenleaf; © 1991 by The 

Robert K. Greenleaf Center. Used by permission of Paulist Press. 
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and is taken into the Order that had sponsored the journey. There he discov
ers that Leo, whom he had known first as servant, was in fact the titular head 
of the Order, its guiding spirit, a great and noble leader. 

One can muse on what Hesse was trying to say when he wrote this story. 
We know that most of his fiction was autobiographical, that he led a tortured 
life, and that Journey to the East suggests a tum toward the serenity he 
achieved in his old age. There has been much speculation by critics on 
Hesse's life and work, some of it centering on this story which they find the 
most puzzling. But to me, this story clearly says that the great leader is seen as 

servant first, and that simple fact is the key to his greatness. Leo was actually 
the leader all of the time, but he was servant first because that was what he 
was, deep down inside. Leadership was bestowed upon a man who was by na
ture a servant. It was something given, or assumed, that could be taken away. 
His servant nature was the real man, not bestowed, not assumed, and not to 
be taken away. He was servant first. 

I mention Hesse and Journey to the East for two reasons. First, I want to ac
knowledge the source of the idea of The Servant as Leader. Then I want to use 
this reference as an introduction to a brief discussion of prophecy. 

Fifteen years ago when I first read about Leo, if I had been listening to 
contemporary prophecy as intently as I do now, the first draft of this piece 
might have been written then. As it was, the idea lay dormant for eleven 
years until, four years ago, I concluded that we in this country were in a lead- w 

ership crisis and that I should do what I could about it. I became painfully 
aware of how dull my sense of contemporary prophecy had been. And I have 
reflected much on why we do not hear and heed the prophetic voices in our 
midst (not a new question in our times, nor more critical than heretofore). 

I now embrace the theory of prophecy which holds that prophetic voices 
of great clarity, and with a quality of insight equal to that of any age, are 
speaking cogently all of the time. Men and women of a stature equal to the 
greatest of the past are with us now addressing the problems of the day and 
pointing to a better way and to a personeity better able to live fully and 
serenely in these times. 

The variable that marks some periods as barren and some as rich in 
prophetic vision is in the interest, the level of seeking, the responsiveness of 
the hearers. The variable is not in the presence or absence or the relative 
quality and force of the prophetic voices. Prophets grow in stature as people 
respond to their message. If their early attempts are ignored or spumed, their 
talent may wither away. 

It is seekers, then, who make prophets, and the initiative of any one of us 
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in searching for and responding to the voice of contemporary prophets may 
mark the turning point in their growth and service. But since w.e are the 
product of our own history, we see current prophecy within the context of 
past wisdom. We listen to as wide a range of contemporary thought as we can 
attend to. Then we choose those we elect to heed as prophets-both old and 

new-and meld their advice with our own leadings. This we test in real-life 
experiences to establish our own position . . .. 

One does not, of course, ignore the great voices of the past. One does not 
awaken each morning with the compulsion to reinvent the wheel. But if one 
is servant, either leader or follower, one is always searching, listening, expect
ing that a better wheel for these times is in the making. It may emerge any 
day. Any one of us may find it out from personal experience. I am hopeful. 

I am hopeful for these times, despite the tension and conflict, because 
more natural servants are trying to see clearly the world as it is and are listen
ing carefully to prophetic voices that are speaking now. They are challenging 
the pervasive injustice with greater force and they are taking sharper issue 
with the wide disparity between the quality of society they know is reasonable 
and possible with available resources, and, on the other hand, the actual per
formance of the whole range of institutions that exist to serve society. 

A fresh critical look is being taken at the issues of power and authority, 
and people are beginning to learn, however haltingly, to relate to one another 
in less coercive and more creatively supporting ways. A new moral principle 
is emerging which holds that the only authority deserving one's allegiance is 
that which is freely and knowingly granted by the led to the leader in re
sponse to, and in proportion to, the clearly evident servant stature of the 
leader. Those who choose to follow this principle will not casually accept the 
authority of existing institutions. Rather, they will freely respond only to individ

uals who are chosen as leaders because they are proven and trusted as servants. To 
the extent that this principle prevails in the future, the only truly viable insti
tutions will be those that are predominantly servant-led. 

I am mindful of the long road ahead before these trends, which I see so 
clearly, become a major society-shaping force. We are not there yet. But I see 
encouraging movement on the horizon. 

What direction will the movement take? Much depends on whether those 
who stir the ferment will come to grips with the age-old problem of how to 
live in a human society. I say this because so many, having made their awe
some decision for autonomy and independence from tradition, and having 
taken their firm stand against injustice and hypocrisy, find it hard to convert 
themselves into affirmative builders of a better society. How many of them will 
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seek their personal fulfillment by making the hard choices, and by undertak
ing the rigorous preparation that building a better society requires? It all de
pends on what kind of leaders emerge and how they-we-respond to them. 

My thesis, that more servants should emerge as leaders, or should follow 
only servant-leaders, is not a popular one. It is much more comfortable to go 
with a less demanding point of view about what is expected of one now. 
There are several undemanding, plausibly-argued alternatives to choose. 
One, since society seems corrupt, is to seek to avoid the center of it by re
treating to an idyllic existence that minimizes involvement with the "system" 
(with the "system" that makes such withdrawal possible). Then there is the 
assumption that since the effort to reform existing institutions has not 
brought instant perfection, the remedy is to destroy them completely so that 
fresh new perfect ones can grow. Not much thought seems to be given to the 
problem of where the new seed will come from or who the gardener to tend 
them will be. The concept of the servant-leader stands in sharp contrast to 
this kind of thinking. 

Yet it is understandable that the easier alternatives would be chosen, espe
cially by young people. By extending education for so many so far into the 
adult years, the normal participation in society is effectively denied when 
young people are ready for it. With education that is preponderantly abstract 
and analytical it is no wonder that there is a preoccupation with criticism and 
that not much thought is given to "What can I do about it?" 

Criticism has its place, but as a total preoccupation it is sterile. In a time of 
crisis, like the leadership crisis we are now in, if too many potential builders 
are taken in by a complete absorption with dissecting the wrong and by a zeal 
for instant perfection, then the movement so many of us want to see will be 
set back. The danger, perhaps, is to hear the analyst too much and the artist 
too little. 

Albert Camus stands apart from other great artists of his time, in my view, 
and deserves the title of prophet, because of his unrelenting demand that each 
of us confront the exacting terms of our own existence, and, like Sisyphus, 
accept our rock and find our happiness in dealing with it. Camus sums up the rel
evance of his position to our concern for the servant as leader in the last 
paragraph of his last published lecture, entitled Create Dangerously: 

One may long, as I do, for a gentler flame, a respite, a pause for musing. But 
perhaps there is no other peace for the artist than what he finds in the heat of 
combat. "Every wall is a door," Emerson correctly said. Let us not look for the 
door, and the way out, anywhere but in the wall against which we are living. 
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Instead, let us seek the respite where it is-in the very thick of battle. For in 
my opinion, and this is where I shall close, it is there. Great ideas, it has been 
said, come into the world as gently as doves. Perhaps, then, if we listen atten
tively, we shall hear, amid the uproar of empires and nations, a faint flutter of 
wings, the gentle stirring of life and hope. Some will say that this hope lies in a 
nation, others, in a man. I believe rather that it is awakened, revived, nour
ished by millions of solitary individuals whose deeds and works every day 
negate frontiers and the crudest implications of history. As a result, there 
shines forth fleetingly the ever-threatened truth that each and every man, on 
the foundations of his own sufferings and joys, builds for them all. ... 

Who Is the Servant-Leader? 

The servant-leader is servant first-as Leo was portrayed. It begins with the 
natural feeling that one wants to serve, to serve first. Then conscious choice 
brings one to aspire to lead. That person is sharply different from one who is 
leader first, perhaps because of the need to assuage an unusual power drive or 
to acquire material possessions. For such it will be a later choice to serve
after leadership is established. The leader-first and the servant-first are two 
extreme types. Between them there are shadings and blends that are part of 
the infinite variety of human nature. 

The difference manifests itself in the care taken by the servant first to 
make sure that other people's highest priority needs are being served. The 
best test, and difficult to administer, is: Do those served grow as persons? Do 
they, while being served, become healthier, wiser, freer, more autonomous, 
more likely themselves to become servants? And, what is the effect on the 
least privileged in society; will they benefit, or, at least, not be further de
prived? ...  

All of  this rests on the assumption that the only way to  change a society 
(or just make it go) is to produce people, enough people, who will change it 
(or make it go). The urgent problems of our day-the disposition to venture 
into immoral and senseless wars, destruction of the environment, poverty, 
alienation, discrimination, overpopulation-are here because of human fail
ures, individual failures, one person at a time, one action at a time failures. 

If we make it out of all of this (and this is written in the belief that we will 
make it), the "system" will be whatever works best. The builders will find the 
useful pieces wherever they are, and invent new ones when needed, all with
out reference to ideological coloration. "How do we get the right things 
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done?" will be the watchword of the day, every day. And the context of those 
who bring it off will be: all men and women who are touched by the effort 
grow taller, and become healthier, stronger, more autonomous, and more dis
posed to serve. 

Leo the servant, and the exemplar of the servant-leader, has one further 
portent for us. If we may assume that Hermann Hesse is the narrator in Jour

ney to the East (not a difficult assumption to make), at the end of the story he 
establishes his identity. His final confrontation at the close of his initiation 
into the Order is with a small transparent sculpture: two figures joined 
together. One is Leo, the other is the narrator. The narrator notes that a 
movement of substance is taking place within the transparent sculpture. 

I perceived that my image was in the process of adding to and flowing into 
Leo's, nourishing and strengthening it. It seemed that, in time ... only one 
would remain: Leo. He must grow, I must disappear. 

As I stood there and looked and tried to understand what I saw, I recalled a 
short conversation that I had once had with Leo during the festive days at 
Bremgarten. We had talked about the creations of poetry being more vivid 
and real than the poets themselves. 

What Hesse may be telling us here is that Leo is the symbolic personifica
tion of Hesse's aspiration to serve through his literary creations, creations 
that are greater than Hesse himself; and that his work, for which he was but 
the channel, will carry on and serve and lead in a way that he, a twisted and 
tormented man, could not-except as he created. 

Does not Hesse dramatize, in extreme form, the dilemma of us all? Except 
as we venture to create, we cannot project ourselves beyond ourselves to 
serve and lead. 

To which Camus would add: Create dangerously ! 



PART II 

WHAT IS LEADERSHIP? 

Here we tum to one of the solutions to the crisis of leadership outlined by Gardner 
and Burns. Both of those authors imply that the real answer to the perceived "cry 
for leadership" is a greater understanding of leadership itself Thomas Cronin picks 
up on this and ponders the question of whether leadership is indeed something 
which can be learned. Irving Spitzberg, Jr. , poses a series of specific questions which 
must be addressed if one is to gain any real understanding of leadership. According 
to Spitzberg, "the first task . . .  is to develop a tentative definition of leadership . . . .  " 
While Spitzberg's insight is logical enough, the task of defining "leadership" is not at 
all a simple one. Indeed, it is an issue over which there has been much disagreement, 
and, as Bernard Bass states, "there are almost as many definitions of leadership as 
there are persons who have attempted to define the concept. " Nevertheless, it is pos
sible to come up with a definition which is serviceable, as Hughes, Ginnett and 
Curphy (selection 8) demonstrate. 
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Thomas E. Cronin 

Thomas Cronin is a former White House Fellow and White House aide. In 1986, he won the 
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tions to the art of government. He is widely published, and currently serves as President of 

Whitman College. 

Leadership is one of the most widely talked about subjects and at the same 
time one of the most elusive and puzzling. Americans often yearn for great, 
transcending leadership for their communities, companies, the military, 
unions, universities, sports teams, and for the nation. However, we have an 
almost love-hate ambivalence about power wielders. And we especially dis
like anyone who tries to boss us around. Yes, we admire the Washingtons 
and Churchills, but Hitler and Al Capone were leaders too-and that points 
up a fundamental problem. Leadership can be exercised in the service of 
noble, liberating, enriching ends, but it can also serve to manipulate, mis
lead and repress. 

"One of the most universal cravings of our time," writes James MacGregor 
Bums, "is a hunger for compelling and creative leadership." But exactly what 
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is creative leadership? A Wall Street Journal cartoon had two men talking 
about leadership. Finally, one turned to the other in exasperation and said: 
"Yes, we need leadership, but we also need someone to tell us what to do." 
That is to say, leadership for most people most of the time is a rather hazy, 
distant and even confusing abstraction. Hence, thinking about or defining 
leadership is a kind of intellectual leadership challenge in itself. 

What follows are some thoughts about leadership and education for lead
ership. These thoughts and ideas are highly personal and hardly scientific. As 
I shall suggest below, almost anything that can be said about leadership can 
be contradicted with counter examples. Moreover, the whole subject is rid
dled with paradoxes. My ideas here are the product of my studies of political 
leadership and my own participation in politics from the town meeting level 
to the White House staff. Some of my ideas come from helping to advise uni
versities and foundations and the Houston-based American Leadership 
Forum on how best to go about encouraging leadership development. Finally, 
my thoughts have also been influenced in a variety of ways by numerous con
versations with five especially insightful writers on leadership-Warren Ben
nis, James MacGregor Bums, David Campbell, Harlan Cleveland and John 
W Gardner. 

Teaching Leadership 

Can we teach people to become leaders? Can we teach leadership? People are 
divided on these questions. It was once widely held that "leaders are born 
and not made," but that view is less widely held today. We also used to hear 
about "natural leaders" but nowadays most leaders have learned their leader
ship ability rather than inherited it. Still there is much mystery to the whole 
matter. In any event, many people think colleges and universities should 
steer clear of the whole subject. What follows is a set of reasons why our insti
tutions of higher learning generally are "bashful about teaching leadership." 
These reasons may overstate the case, but they are the objections that serious 
people often raise. 

First, many people still believe that leaders are born and not made. Or that 
leadership is somehow almost accidental or at least that most leaders emerge 
from circumstances and normally do not create them. In any event, it is usual
ly added, most people, most of the time, are not now and never will be leaders. 

Second, American cultural values hold that leadership is an elitist and thus 
anti-American phenomenon. Plato and Machiavelli and other grand theo
rists might urge upon their contemporaries the need for selecting out and 
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training a select few for top leadership roles. But this runs against the Ameri
can grain. We like to think that anyone can become a top leader here. 
Hence, no special training should be given to some special select few. 

Third is the complaint that leadership training would more than likely be 
preoccupied with skills, techniques, and the means of getting things done. 
But leadership for what? A focus on means divorced from ends makes peo
ple-especially intellectuals-ill at ease. They hardly want to be in the busi
ness of training future Joe McCarthys or Hitlers or Idi Amins. 

Fourth, leadership study strikes many as an explicitly vocational topic. It's 
a practical and applied matter-better learned in summer jobs, in internships 
or on the playing fields. You learn it on the job. You learn it from gaining ex
perience, from making mistakes and learning from these. And you should 
learn it from mentors. 

Fifth, leadership often involves an element of manipulation or devious
ness, if not outright ruthlessness. Some consider it as virtually the same as 
learning about jungle-fighting or acquiring "the killer instinct." It's just not 
"clean" enough a subject matter for many people to embrace. Plus, "leaders" 
like Stalin and Hitler gave "leadership" a bad name. If they were leaders, then 
spare us of their clones or imitators. 

Sixth, leadership in the most robust sense of the term is such an ecumeni
cal and intellectually all-encompassing subject that it frightens not only the 
timid but even the most well educated of persons. To teach leadership is an 
act of arrogance. That is, it is to suggest one understands far more than even 
a well educated person can understand-history, ethics, philosophy, classics, 
politics, biography, psychology, management, sociology, law, etc ... . and [is] 
steeped deeply as well in the "real world." 

Seventh, colleges and universities are increasingly organized in highly spe
cialized divisions and departments all geared to train specialists. While the 
mission of the college may be to educate "the educated person" and society's 
future leaders, in fact the incentive system is geared to training specialists. 
Society today rewards the expert or the super specialist-the data processors, 
the pilots, the financial whiz, the heart surgeon, the special team punt return
ers, and so on. Leaders, however, have to learn to become generalists and 
usually have to do so well after they have left our colleges, graduate schools 
and professional schools. 

Eighth, leadership strikes many people (and with some justification) as an 
elusive, hazy and almost mysterious commodity. Now you see it, now you 
don't. So much of leadership is intangible, you can't possibly define all the 
parts. A person may be an outstanding leader here, but fail there. Trait theory 
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has been thoroughly debunked. In fact, leadership is highly situational and 
contextual. A special chemistry develops between leaders and followers and 
it is usually context specific. Followers often do more to determine the lead
ership they will get than can any teacher. Hence, why not teach people to be 
substantively bright and well-read and let things just take their natural 
course. 

Ninth, virtually anything that can be said about leadership can be denied 
or disproven. Leadership studies, to the extent they exist, are unscientific. 
Countless paradoxes and contradictions litter every manuscript on leader
ship. Thus, we yearn for leadership, but yearn equally to be free and left 
alone. We admire risk-taking, entrepreneurial leadership, but we roundly crit
icize excessive risk-taking as bullheadedness or plain stupid. We want leaders 
who are highly self-confident and who are perhaps incurably optimistic-yet 
we also dislike hubris and often yearn for at least a little self-doubt (e.g., 
Creon in Antigone) .  Leaders have to be almost singleminded in their drive 
and commitment but too much of that makes a person rigid, driven and un
acceptable. We want leaders to be good listeners and represent their con
stituents, yet in the words of Walter Lippmann, effective leadership often 
consists of giving the people not what they want but what they will learn to 
want. How in the world, then, can you be rigorous and precise in teaching 
leadership? 

Tenth, leadership at its best comes close to creativity. And how do you 
teach creativity? We are increasingly made aware of the fact that much of 
creative thinking calls upon unconscious thinking, dreaming and even fanta
sy. Some fascinating work is being done on intuition and the nonrational
but it is hardly a topic with which traditional disciplines in traditional 
colleges are comfortable .. . .  

Learning About Leadership 

Permit me to return again to the question of whether leadership can be 
learned, and possibly taught. My own belief is that students cannot usually be 
taught to be leaders. But students, and anyone else for that matter, can prof
itably be exposed to leadership, discussions of leadership skills and styles, and 
leadership strategies and theories. Individuals can learn in their own minds 
the strengths as well as limitations of leadership. People can learn about the 
paradoxes and contradictions and ironies of leadership, which, however puz
zling, are central to appreciating the diversity and the dilemmas of problem
solving and getting organizations and nations to function. 
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Leaming about leadership means recognizing bad leadership as well as 
good. Leaming about leadership means understanding the critical linkage of 
ends and means. Leaming about leadership also involves the study of the spe
cial chemistry that develops between leaders and followers, not only the 
chemistry that existed between Americans and Lincoln, but also between 
Mao and the Chinese peasants, Lenin and the Bolsheviks, between Martin 
Luther King, Jr., and civil rights activists, between Jean Monnet and those 
who dreamed of a European Economic Community. 

Students can learn to discern and define situations and contexts within 
which leadership has flourished. Students can learn about the fallibility of the 
trait theory. Students can learn about the contextual problems of leadership, 
of why and when leadership is sometimes transferable, and sometimes not. 
Students can learn about the crucial role that advisors and supporters play in 
the leadership equation. Students can also learn about countless problem
solving strategies and theories, and participate in role playing exercises that 
sharpen their own skills in such undertakings. 

Students of leadership can learn widely from reading biographies about 
both the best and the worst leaders. Plutarch's Lives would be a good place to 
start. Much can be learned from mentors and from intern-participant observ
ing. Much can also be learned about leadership by getting away from one's 
own culture and examining how leaders in other circumstances go about the 
task of motivating and mobilizing others. Countless learning opportunities 
exist that can sharpen a student's skills as a speaker, debater, negotiator, prob
lem clarifier and planner. Such skills should not be minimized. Nor should 
anyone underestimate the importance of history, economics, logic, and a se
ries of related substantive fields that help provide the breadth and the per
spective indispensible to societal leadership. 

Above all, students of leadership can make an appointment with them
selves and begin to appreciate their own strengths and deficiencies. Personal 
mastery is important. So too the ability to use one's intuition, and to enrich 
one's creative impulses. John Gardner suggests, "It's what you learn after you 
know it all that really counts." Would-be leaders learn to manage their time 
more wisely. Would-be leaders learn that self-pity and resentment are like 
toxic substances. Would-be leaders learn the old truth that most people are 
not for or against you but rather preoccupied with themselves. Would-be 
leaders learn to break out of their comfortable imprisonments; they learn to 
cast aside dull routines and habits that enslave most of us. Would-be leaders 
learn how to become truly sharing and caring people-in their families, their 
professions and in their communities. And would-be leaders constantly learn 



32  What Is Leadership? 

too that they have more to give than they have ever given, no matter how 
much they have given. 

Let me conclude by paraphrasing from John Adams: 

We must study politics [and leadership] and war [and peace] that our sons 
[and daughters] have the liberty to study mathematics and philosophy, geog
raphy, natural history and naval architecture, navigation, commerce, and agri
culture, in order to give their children a right to study painting, poetry, music, 
architecture, statuary, tapestry, and porcelain. 
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Between 500 and 600 campuses are paying attention to developing their stu
dents as leaders, either in the classroom or in extracurricular activities and 
programs. The extracurricular activities often originate either in a student 
development office or in direct student initiative. The academic courses may 
be loosely divided into two categories: those that draw mainly on social psy
chological and management studies literatures, the traditional homes of lead
ership studies; and liberal arts academic courses that place the study of 
leadership in the context of both the humanities and social sciences-a mul
tidisciplinary approach, in essence. 

Each of these kinds of courses raises a number of issues, and the issues, in 
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tum, raise questions. In two years of working with the general topic of leader
ship, I have developed what I like to refer to as a "laundry list" of these ques
tions. It is a "laundry list" because I have no grand theoretical construct for 
generating and organizing these questions. 

It is essential that I state my skepticism about supposedly interdisciplinary 
inquiries. I think true interdisciplinary is rare. Indeed, with the exception of 
some sciences such as biochemistry and biophysics, which evolved from in
terdisciplinary research into disciplines themselves, I have yet to see an inter
disciplinary inquiry. But there are many fields that require knowledge from 
many disciplines to be understood: education, cognitive science, and inter
cultural studies, for example. Leadership, like these multidisciplinary fields, 
requires fancy footwork in modes of inquiry and standards of evidence and 
argument. To admit this limitation at the start is to encourage prudence and 
caution, not to dismiss or belittle the value of the enterprise. 

The first task in a class, a course, or a program is to develop a tentative 
definition of leadership and criteria about what constitutes a leader. The var
ious literatures are full of definitions that focus upon the ability to change 
group behavior, the exercise of power, the validation of authority, and the ex
istence of followers. There is little consideration of how we use the concept 
in different institutional and organizational settings. And there is almost no 
debate about the various definitions used. In fact, most discussion assumes 
that we will know leadership when we see it, and that leaders are simply 
known. 

In order to impart some rigor to considering the concept, I would pose 
these permutations of the question, "What is leadership?": Do leaders require 
followers? Does the concept of leadership have different meanings in differ
ent institutional, national, or historical settings? Does the role of leader as
sume authority? Does this authority require consent? How do power and 
authority relate in the concept of leadership? How do leaders actually lead? 
How do we assess how well they lead? 

I have not listed a number of traditional questions-is leadership a trait, 
for example-because I find this sort of question to be less than interesting 
and probably unanswerable. While the particular question about environ
ment versus character is now passe, however, the significance of understand
ing the environmental features that interact with personality and character 
in the recruitment and success of leadership should never be underestimated. 

Conceptual questions seldom arise from leaders who are leading, but an
swers to them will influence how we answer more practical questions, which 
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are the stuff of the exercise of leadership and interest those engaged in self
conscious leadership development. 

Questions Arising from Practice 

How are leaders recruited and selected? When we look at governance systems, 
issues of election and selection play a significant role. Their answers require 
an ethical framework and the careful collection of empirical data. 

• W here do leaders come from demographically? 
• W hat is the connection between recruitment and selection (or election)? 
• Are leaders selected or self-selected? 
• What is the impact of institutions that are self-consciously committed to a 

culture of leadership (for example, the military academies and Ivy League 
schools) on the recruitment and selection of leaders throughout society? 

How do leaders lead? These sorts of questions inform the approach of a num
ber of scholars of leadership, particularly in the applied social sciences. How 
does one learn to be a leader? Once one is anointed, what skills are necessary 
and what is the nature of the activity of leadership? 

Students in leadership courses are reading some of the thousands of bi
ographies of leaders. While each biography describes how heroes go about 
the leadership business, there is a paucity of comparisons of different leaders 
with attention to similarities and differences of techniques of leadership. Stu
dents should be considering: 

• Do leaders use incentives or sanctions or both? 
• Do leaders at different times use different techniques? 
• Does institutional setting affect leadership style and techniques? 
• Are there techniques of leadership, such as time management, which ac

count for its constructive exercise? How do leaders communicate? 
• Are there important gender or ethnic differences in leadership style? 

W hat are they? 
• Is the exercise of leadership an incremental (transactional) or discontinu

ous (transformational) process or both? 
• How do standards of leadership vary according to context? 

What is the nature of the relationship between leader and followers? To under
stand leaders is to understand followers. Whether one is a leader or follower 
depends upon the situation and the institutional context. Lincoln was a po-
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litical leader but a religious follower; he set ethical standards in the political 
system but was not a theological pacesetter. The leader/follower nexus can 
pose a series of interesting questions that can best be pursued by careful 
analysis of crises and decision making. 

• What is the connection among individual characteristics, organizational 
features, and historical moment that casts the same individual in different 
roles in different settings at different moments? 

• How does the communication system between leaders and followers work? 
• What are the rights and duties of leaders in relation to followers and vice 

versa? 

How ought we evaluate the quality of leadership? Much of the literature, while 
seeming to focus on the nature of leadership, in fact evaluates particular 
qualities of specific leaders. We need to develop detailed strategies for evalu
ating leadership according to standards that are set in the context of a partic
ular organization and a society at a specific historical moment. Even with 
these qualifications, students of leadership can generate criteria and stan
dards. This requires both analytical and political acumen: Understanding the 
quality of leadership requires an analytical framework; evaluating for purpos
es of improving or changing leadership requires political agreement in regard 
to all of these questions. 

• What is the culture of the particular organization and/or society? 
• How does the leader understand and respond to that culture? 
• What substantive changes occurred while a particular leader stood watch? 
• What values are appropriate to evaluate a particular leadership record? 
• How might one evaluate a particular group of leaders who operate in simi

lar settings and whose activity affects each other? 
• What are the systems for holding leaders accountable? How ought they 

vary? . .. 

In framing my questions, I have viewed myself as trying to understand 
leadership, not explicitly trying to develop leaders: Those who wish to devel
op leaders must understand much more than the current state of knowledge 
about leadership if they are to do more than engage in the documentation of 
trivia. Leadership development is an important personal and social goal. But 
it is a goal dependent upon better understanding the nature of leadership. 
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The word leadership is a sophisticated, modem concept. In earlier times, 
words meaning "head of state," "military commander," "princeps," "procon
sul," "chief," or "king" were common in most societies; these words differenti
ated the ruler from other members of society. A preoccupation with 
leadership, as opposed to headship based on inheritance, usurpation, or ap
pointment, occurred predominantly in countries with an Anglo-Saxon her
itage. Although the Oxford English Dictionary ( 1933) noted the appearance of 
the word "leader" in the English language as early as the year 1300, the word 
"leadership" did not appear until the first half of the nineteenth century in 
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writings about the political influence and control of British Parliament. And 
the word did not appear in the most other modern languages until recent 
times. 

Defining Leadership 

There are almost as many different definitions of leadership as there are per
sons who have attempted to define the concept.1 Moreover, as Pfeffer noted,2 
many of the definitions are ambiguous. Furthermore, the distinction between 
leadership and other social-influence processes is often blurred.3.4 The many 
dimensions into which leadership has been cast and their overlapping mean
ings have added to the confusion. Therefore, the meaning of leadership may 
depend on the kind of institution in which it is found.5 Nevertheless, there is 
sufficient similarity among definitions to permit a rough scheme of classifica
tion. Leadership has been conceived as the focus of group processes, as a 
matter of personality, as a matter of inducing compliance, as the exercise of 
influence, as particular behaviors, as a form of persuasion, as a power rela
tion, as an instrument to achieve goals, as an effect of interaction, as a differ
entiated role, as initiation of structure, and as many combinations of these 
definitions. 

8 
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ln the spring of 1972, an airplane flew across the Andes mountains carrying 
its crew and 40 passengers. Most of the passengers were members of an ama
teur Uruguayan rugby team en route to a game in Chile. The plane never ar
rived. It crashed in snow-covered mountains, breaking into several pieces on 
impact. The main part of the fuselage slid like a toboggan down a steep val
ley, finally coming to rest in waist-deep snow. Although a number of people 
died immediately or within a day of the impact, the picture for the 28 sur
vivors was not much better. The fuselage initially offered little protection 
from the extreme cold, food supplies were scant, and a number of passengers 
had serious injuries from the crash. Over the next few days, several of the 
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passengers became psychotic and several others died from their injuries. 
Those passengers who were relatively uninjured set out to do what they 
could to improve their chances of survival. 

Several worked on "weatherproofing" the wreckage, others found ways to 
get water, and those with medical training took care of the injured. Although 
shaken from the crash, the survivors initially were confident they would be 
found. These feelings gradually gave way to despair, as search and rescue 
teams failed to find the wreckage. With the passing of several weeks and no 
sign of rescue in sight, the remaining passengers decided to mount several ex
peditions to determine the best way to escape. The most physically fit were 
chosen to go on the expeditions, as the thin mountain air and the deep snow 
made the trips extremely taxing. The results of the trips were both frustrating 
and demoralizing; the expeditionaries determined they were in the middle of 
the Andes mountains, and walking out to find help was believed to be impos
sible. Just when the survivors thought nothing worse could possibly happen, 
an avalanche hit the wreckage and killed several more of them. 

The remaining survivors concluded they would not be rescued and their 
only hope was for someone to leave the wreckage and find help. Three of the 
fittest passengers were chosen for the final expedition, and everyone else's 
work was directed toward improving the expedition's chances of success. The 
three expeditionaries were given more food and were exempted from routine 
survival activities ;  the rest spent most of their energies securing supplies for 
the trip. Two months after the plane crash, the expeditionaries set out on 
their final attempt to find help. After hiking for 10 days through some of the 
most rugged terrain in the world, the expeditionaries stumbled across a group 
of Chilean peasants tending cattle. One of the expeditionaries stated, "I 
come from a plane that fell in the mountains. I am Uruguayan . . . .  " Eventu
ally, 14 other survivors were rescued. 

When the full account of their survival became known, it was not without 
controversy. It had required extreme and unsettling measures; the survivors 
had lived only by eating the flesh of their deceased comrades. Nonetheless, 
their story is one of the most moving survival dramas of all time, magnificent
ly told by Piers Paul Read in Alive ( 1974) . 1  It is a story of tragedy and 
courage, and it is a story of leadership. 

Perhaps a story of survival in the Andes is so far removed from everyday 
experience that it does not seem to hold any relevant lessons about leader
ship for you personally. But consider for a moment some of the basic issues 
the Andes survivors faced; for example, tension between individual and 
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group goals, dealing with the different needs and personalities of group 
members, and keeping hope alive in the face of adversity. These issues are 
not so very different from those facing many groups we're a part of. We can 
also look at the Andes experience for examples of the emergence of informal 
leaders in groups. Before the flight, a boy named Parrado was awkward and 
shy, a "second-stringer" both athletically and socially. Nonetheless, this un
likely hero became the best loved and most respected among the survivors 
for his courage, optimism, fairness, and emotional support. Persuasiveness in 
group decision making also was an important part of leadership among the 
Andes survivors. During the difficult discussions preceding the agonizing de
cision to survive on the flesh of their deceased comrades, one of the rugby 
players made his reasoning clear: "I know that if my dead body could help 
you stay alive, then I would want you to use it. In fact, if I do die and you 
don't eat me, then I'll come back from wherever I am and give you a good 
kick in the ass. " 1  

This story . . . provides vivid examples of many of the phenomena ex
amined by leadership researchers. However, you may find it surprising that 
leadership researchers disagree considerably over what does and does not 
constitute leadership. Most of this disagreement stems from the fact that 
leadership is a complex phenomenon involving the leader, the followers, and 
the situation. Some leadership researchers have focused on the personality, 
physical traits, or behaviors of the leader; others have studied the relation
ships between leaders and followers; still others have studied how aspects of 
the situation affect the ways leaders act. Some have extended the latter view
point so far as to suggest there is no such thing as leadership; they argue that 
organizational successes and failures often get falsely attributed to the leader, 
but the situation often has a much greater impact on how the organization 
functions than does any individual, including the leader. 2 

Perhaps the best way for you to begin to understand the complexities of 
leadership is to see some of the ways leadership has been defined. Leadership 
researchers have defined leadership as follows: 

• The creative and directive force of morale (Munson, 1921 ) .3 
• The process by which an agent induces a subordinate to behave in a de

sired manner (Bennis, 1 959) .4 
• The presence of a particular influence relationship between two or more 

persons (Hollander & Julian, 1969) .5 
• Directing and coordinating the work of group members (Fiedler, 1967) .6 
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• An interpersonal relation in which others comply because they want to, 
not because they have to (Merton, 1969) . 7  

• Transforming followers, creating visions of the goals that may be attained, 
and articulating for the followers the ways to attain those goals. (Bass, 
1985; Tichy & Devanna, 1986) . 8,9 

• The process of influencing an organized group toward accomplishing its 
goals (Roach & Behling, 1984) . 10 

• Actions that focus resources to create desirable opportunities. (Campbell, 
1991) . 1 1  

As you can see, these definitions differ in many ways and have resulted in 
different researchers exploring very different aspects of leadership. For exam
ple, if we were to apply these definitions to the survival scenario described 
earlier, researchers adopting Munson's definition would focus on the behav
iors Parrado used to keep up the morale of the survivors; researchers adopting 
Fiedler's definition would focus on the behaviors Parrado used to direct the 
survivors' activities in support of the final expedition; and researchers using 
Roach and Behling's definition would examine how Parrado managed to con
vince the group to stage and support the final expedition. Each group of re
searchers would focus on a different aspect of leadership, and each would tell 
a different story regarding the leader, the followers, and the situation. 

Although such a large number of leadership definitions may seem confus
ing, it is important to understand that there is no single "correct" definition. 
The various definitions can help us appreciate the multitude of factors that 
affect leadership, as well as different perspectives from which to view it. For 
example, in Bennis's definition, the word subordinate seems to confine leader
ship to downward influence in hierarchical relationships ;  it seems to exclude 
informal leadership. Fiedler's definition emphasizes the directing and control
ling aspects of leadership, and thereby may deemphasize emotional aspects of 
leadership. The emphasis Merton placed on subordinates "wanting to" com
ply with a leader's wishes seems to exclude coercion of any kind as a leader
ship tool. Further, it becomes problematic to identify ways in which a leader's 
actions are "really" leadership if subordinates voluntarily comply when a 
leader with considerable potential coercive power merely asks others to do 
something without explicitly threatening them. Similarly, Campbell used the 
phrase desirable opportunities precisely to distinguish between leadership and 
tyranny. 

All considered, we believe the definition provided by Roach and Behling!O 
to be a fairly comprehensive and helpful one. Therefore, . . . [we] also de-
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fine leadership as "the process of influencing an organized group toward ac
complishing its goals." One aspect of this definition is particularly worth not
ing: Leadership is a social influence process shared among all members of a 
group. Leadership is not restricted to the influence exerted by someone in a 
particular position or role; followers are part of the leadership process, too. 



PART Ill 

HISTORICAL VIEWS OF LEADERSHIP 

Part III turns to the insights of leaders and thinkers throughout the centuries. Sev
eral of the earlier selections in this anthology have noted that modem attempts to 
understand leadership often ignore the considerable insights provided by great fig
ures of the past. In the first selection, Bernard M. Bass demonstrates that leadership 
was a recognized phenomenon from the emergence of civilization. With that as in
troduction, we tum to the commentators themselves. Carlyle, Tolstoy, Plato, Aris
totle, Machiavelli, Lao-tzu, Gandhi, and Du Bois represent a sampling of thinking 
about leadership from differing perspectives as well as from various time periods 
and cultures. Moreover, their writings highlight the timeless nature of the key issues 
identified by Spitzberg: the importance of the leader, the recruitment of leaders, the 
process of leadership, and the relationship between leaders and followers. 

Carlyle and Tolstoy provide a stark contrast in their views of the importance of 
the leader in any social system. Carlyle's essay championing the leader as "Great 
Man" to whom all subordinate themselves has become a classic of its type. Tolstoy 
suggests the opposite. While both Carlyle and Tolstoy discuss (among others) 
Napoleon, their conclusions about his rise to power and his freedom of action could 
hardly be more different. Tolstoy's perception of leaders as "history's slaves" con
trasts sharply with the powerful leader depicted by Carlyle. 

Similarly, Plato and Aristotle address (and disagree on) such key leadership is
sues as the recruitment of leaders, the role of the leader, and the relationship be
tween leaders and followers. In the initial portion of his selection Plato voices his 
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view of democracy. His deep suspicion of it (ironic in a work entitled The Repub
lic) grew out of his own unfortunate experiences with the anarchy of Greece in the 
late-fifth-century/early-fourth-century B.C. The second portion of the reading pro
vides his antidote-Plato's famous "philosopher-kings . "  In perusing this selection, 
one should note not only the characteristics of such leaders but also Plato's insis
tence that the cadre of leaders remain distinct from those of lesser attainments-the 
followers. The reader should note that Plato's views are conveyed in the form of fic
tional conversations (dialogues) between Plato (who refers to himself as "Socrates" 
but who will be labeled "P" in the dialogue) and another person (here, "Glaucon, " 
labeled "G") . 

Aristotle disagreed with his mentor Plato on many matters, including the notion 
of a higher order of philosopher-kings. Aristotle's notion of the recruitment of lead
ers and the relationship of leaders and followers likewise differed. While it can only 
be speculation, Aristotle's retreat from his mentor's position might be due in part to 
the fact that Aristotle composed this in a later period when the evils of overbearing 
power were as evident as was the anarchy which stemmed from an excess of democ
racy in Plato's time. Despite their differences, it should be noted that Aristotle's ar
ticulation of the purpose of leadership (the "perfect life" of peace and leisure) was 
similar to that envisioned by Plato. 

Another example of how contrasting viewpoints can highlight important leader -
ship issues can be seen in the writings of Machiavelli and Lao-tzu. Machiavelli's in
famous The Prince is another example of a leadership commentary closely tied to 
its own place and time, yet articulating timeless issues which resonate to the present 
day. In the selection reprinted here, Machiavelli discusses the need for a leader to 
deceive followers in order to retain his position. In stark contrast to Machiavelli and 
much Western thought, Lao-tzu, a sixth-century B.C. Chinese philosopher, advo
cates selflessness and non-directive leadership, themes typical of Eastern philosophy. 
It is interesting to note that many current leadership commentators are now advo
cating an approach to leadership which is remarkably similar to what Lao-tzu artic
ulated 2,500 years ago. 

It is appropriate to conclude our sampling of historical views of leadership by 
comparing the views of two leaders of important twentieth-century social move
ments. In his efforts to reform India, Gandhi advocated an approach to leadership 
reminiscent of Lao-tzu. The selection of his writings has been entitled "satyagraha, " 
which can be roughly translated to mean "truth-force" or, more specifically, non-vi
olent resistance. Gandhi never claimed that he was a leader and, despite the fact 
that millions followed his lead, he disclaimed followers. A close reading of the selec
tion, however, will reveal keen insights into leadership-the phenomenon we have 
defined as "the process of influencing a . . .  group toward accomplishing its goals" 
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(see selection 8) . A contemporary of Gandhi, W. E. B. Du Bois took a different 
tack in his efforts to help the American black community "pull itself up by its own 
bootstraps" and assume its rightful place in the American social fabric. In Du Bois' 
emphasis on an educated leadership cadre, you might detect echoes of Plato more 
than the wisdom of Gandhi. 

These philosophers, men of letters, and leaders differed greatly in their percep
tions of leadership; nevertheless the rich variety of approaches suggests the insights 
which may be obtained by the careful reading of the commentators of the past. 
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Concepts of Leadership: 
The Beginnings 

Bernard M. Bass 

Bass & Stogdill's Handbook of Leadership has been the leading reference work for serious students of 

leadership for two decades. Bernard Bass has been a prolific leadership writer. His 1985 book Lead

ership and Performance Beyond Expectations is also a classic. Bass has served as president of the Divi

sion of Organizational Psychology of the International Association of Applied Psychology, and is 

distinguished professor of management and director of the Center for Leadership Studies at the 

State University of New York, Binghamton. He is a founding editor of The Leadership Quarterly. 

Leadership is one of the world's oldest preoccupations. The understanding 
of leadership has figured strongly in the quest for knowledge. Purposeful sto
ries have been told through the generations about leaders' competencies, am
bitions, and shortcomings; leaders' rights and privileges; and the leaders' 
duties and obligations. 

The Beginnings 

Leaders as prophets, priests, chiefs, and kings served as symbols, representa
tives, and models for their people in the Old and New Testaments, in the Up-

Reprinted with the permission of The Free Press, a Division of Simon & Schuster from Bass & Stogoill's 

Handbook of Leadership, Third Edition by Bernard M. Bass. Copyright <:> 1974, 1981 ,  1990 by The Free Press. 
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anishads, in the Greek and Latin classics, and in the Icelandic sagas. In the 
Iliad, higher, transcendental goals are emphasized: "He serves me most, who 
serves his country best" (Book X, line 201 ) .  The Odyssey advises leaders to 
maintain their social distance: "The leader, mingling with the vulgar host, is 
in the common mass of matter lost" (Book III, line 297) . The subject of lead
ership was not limited to the classics of Western literature. It was of as much 
interest to Asoka and Confucius as to Plato and Aristotle. 

Myths and legends about great leaders were important in the development 
of civilized societies. Stories about the exploits of individual heroes (and oc
casionally heroines) are central to the Babylonian Gilgamesh, Beowolf, the 
Chanson de Roland, the Icelandic sagas, and the Ramayana (now they would 
be called cases) . All societies have created myths to provide plausible and ac
ceptable explanations for the dominance of their leaders and the submission 
of their subordinates. 1  The greater the socioeconomic injustice in the society, 
the more distorted the realities of leadership-its powers, morality and effec
tiveness-in the mythology. 

The study of leadership rivals in age the emergence of civilization, which 
shaped its leaders as much as it was shaped by them. From its infancy, the 
study of history has been the study of leaders-what they did and why they 
did it. Over the centuries, the effort to formulate principles of leadership 
spread from the study of history and the philosophy associated with it to all 
the developing social sciences. In modern psychohistory, there is still a search 
for generalizations about leadership, built on the in-depth analysis of the de
velopment, motivation, and competencies of world leaders, living and dead. 

Written philosophical principles emerged early. As can be seen in Figure 1 ,  

the Egyptian hieroglyphics for leadership (seshemet) , leader (seshemu) and the 
follower (shemsu) were being written 5,000 years ago. 

In 2300 B.C. in the Instruction of Ptahhotep, three qualities were attrib
uted to the Pharoah. "Authoritative utterness is in thy mouth, perception is 
in thy heart, and thy tongue is the shrine of justice."2 The Chinese classics, 
written as early as the sixth century B.C., are filled with hortatory advice to 
the country's leaders about their responsibilities to the people. Confucius 
urged leaders to set a moral example and to manipulate rewards and punish
ments for teaching what was right and good. Taoism emphasized the need for 
the leader to work himself out of his job by making the people believe that 
successes were due to their efforts. 

Greek concepts of leadership were exemplified by the heroes in Homer's 
Iliad. Ajax symbolized inspirational leadership and law and order. Other qual
ities that the Greeks admired and thought were needed (and sometimes 

FIGURE 1 

Egyptian Hieroglyphics 
for Leadership, Leader, 
and Follower 

Seshemet-Leadership 

Seshemu-Leader 

Shemsu-Follower 
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wanting) in heroic leaders were (1)  justice and judgment (Agamemnon) , (2) 
wisdom and counsel (Nestor) , (3) shrewdness and cunning (Odysseus) , and 
(4) valor and activism (Achilles) .3 (Shrewdness and cunning are not regard
ed as highly in contemporary society as they once were.) Later, Greek 
philosophers, such as Plato in the Republic, looked at the requirements for the 
ideal leader of the ideal state (the philosopher king) . The leader was to be the 
most important element of good government, educated to rule with order 
and reason. In Politics, Aristotle was disturbed by the lack of virtue among 
those who wanted to be leaders. He pointed to the need to educate youths 
for such leadership. Plutarch, although he was involved with prosocial ideals 
about leadership, compared the traits and behavior of actual Greek and 
Roman leaders to support his point of view in The Parallel Lives.4 

A scholarly highlight of the Renaissance was Machiavelli's (15 13) The 
Prince.5 Machiavelli's thesis that "there is nothing more difficult to take in 
hand, more perilous to conduct, or more uncertain in its success, than to take 
the lead in the introduction of a new order of things" is still a germane de
scription of the risks of leadership and the resistance to it. Machiavelli was 
the ultimate pragmatist. He believed that leaders needed steadiness, firm
ness, and concern for the maintenance of authority, power, and order in gov
ernment. It was best if these objectives could be accomplished by gaining the 
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esteem of the populace, but if they could not, then craft, deceit, threat, 
treachery, and violence were required.4 Machiavelli is still widely quoted as a 
guide to an effective leadership of sorts, which was the basis for a modern line 
of investigation with the Mach scale.6 A 1987 survey of 1 1 7  college presi
dents reported that they still found The Prince highly relevant. 

In the same way, a fundamental principle at West Point today can be 
traced back to Hegel's (1830) Philosophy of Mind7 which argued that by first 
serving as a follower, a leader subsequently can best understand his followers. 
Hegel thought that this understanding is a paramount requirement for effec
tive leadership. 

1 0  

The Hero As King 

Thomas Carlyle 

Thomas Carlyle (1795-1881) was a Scottish historian and essayist. His most famous works 

were French Revolution and On Heroes, Hero Worship, and the Heroic in History. 

We come now to the last form of Heroism; that which we call Kingship. 
The Commander over Men; he to whose will our wills are to be subordinated, 
and loyally surrender themselves, and find their welfare in doing so, may be 
reckoned the most important of Great Men. He is practically the summary 
for us of all the various figures of Heroism; Priest, Teacher, whatsoever of 
earthly or of spiritual dignity we can fancy to reside in a man, embodies itself 
here, to command over us, to furnish us with constant practical teaching, to 
tell us for the day and hour what we are to do. He is called Rex, Regulator, 
Roi: our own name is still better; King, Konning, which means Can-ning, 
Able-man. 

Numerous considerations, pointing towards deep, questionable, and in
deed unfathomable regions, present themselves here: on the most of which 
we must resolutely for the present forbear to speak at all. As Burke said that 
perhaps fair Trial by Jury was the soul of Government, and that all legislation, 

Thomas Carlyle, On Heroes, Hero Worship, and the Heroic in History (New York: Ginn & Co., 1902), pp. 
225-226. 
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administration, parliamentary debating, and the rest of it, went on, in order 
'to bring twelve impartial men into a jury-box; '-so, by much stronger rea
son, may I say here, that the finding of your Ableman and getting him invest
ed with the symbols of ability, with dignity, worship (worth-ship) , royalty, 
kinghood, or whatever we call it, so that he may actually have room to guide 
according to his faculty of doing it,-is the business, well or ill accomplished, 
of all social procedure whatsoever in this world! Hustings-speeches, Parlia
mentary motions, Reform Bills, French Revolutions, all mean at heart this; or 
else nothing. Find in any country the Ablest Man that exists there; raise him 
to the supreme place, and loyally reverence him: you have a perfect govern
ment for that country; no ballot-box, parliamentary eloquence, voting, con
stitution-building, or other machinery whatsoever can improve it a whit. It is 
in the perfect state; an ideal country. The Ablest Man; he means also the 
truest-hearted, justest, the Noblest Man: what he tells us to do must be pre
cisely the wisest, fittest, that we could anywhere or anyhow learn;-the thing 
which it will in all ways behove us, with right loyal thankfulness, and nothing 
doubting, to do! Our doing and life were then, so far as government could reg
ulate it, well regulated; that were the ideal of constitutions. 

1 1  

Rulers and Generals Are 
"History's Slaves" 

Leo Tolstoy 

Leo Tolstoy ( 1828-1910) was a Russian novelist. His greatest works were War and Peace and 

Anna Karenina. 

Rom the close of the year 1 8 1 1  an intensified arming and concentrating of 
the forces of Western Europe began, and in 1812  these forces-millions of 
men, reckoning those transporting and feeding the army-moved from the 
west eastwards to the Russian frontier, toward which since 181 1 Russian 
forces had been similarly drawn. On the twelfth of June, 1812 ,  the forces of 
Western Europe crossed the Russian frontier and war began, that is, an event 
took place opposed to human reason and to human nature. Millions of men 
perpetrated against one another such innumerable crimes, frauds, treach
eries, thefts, forgeries, issues of false money, burglaries, incendiarisms, and 
murders as in whole centuries are not recorded in the annals of all the law 
courts of the world, but which those who committed them did not at the time 
regard as being crimes. 

What produced this extraordinary occurrence: What were its causes? The 
historians tell us with nai:ve assurance that its causes were the wrongs inflict-

Reprinted from Leo Tolstoy, War and Peace, translation by Louise and Aylmer Maude (New York: Oxford 

University Press, 1933). 
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ed on the Duke of Oldenburg, the nonobservance of the Continental Sys
tem, 1 the ambition of Napoleon, the firmness of Alexander, the mistakes of 
the diplomatists, and so on. 

Consequently, it would only have been necessary for Metternich, 
Rumyanstev, or Talleyrand, between a levee and an evening party, to have 
taken proper pains and written a more adroit note, or for Napoleon to have 
written to Alexander: "My respected Brother, I consent to restore the duchy 
to the Duke of Oldenburg"-and there would have been no war. 

We can understand that the matter seemed like that to contemporaries. It 
naturally seemed to Napoleon that the war was caused by England's intrigues 
(as in fact he said on the island of St. Helena) . It naturally seemed to mem
bers of the English Parliament that the cause of the war was Napoleon's am
bition; to the Duke of Oldenburg, that the cause of the war was the violence 
done to him; to businessmen that the cause of the war was the Continental 
System which was ruining Europe; to the generals and old soldiers that the 
chief reason for the war was the necessity of giving them employment; to the 
legitimists of that day that it was the need of re-establishing les bans principes, 
and to the diplomatists of that time that it all resulted from the fact that the 
alliance between Russia and Austria in 1809 had not been sufficiently well 
concealed from Napoleon, and from the awkward wording of Memorandum 
No. 1 78. It is natural that these and a countless and infinite quantity of other 
reasons, the number depending on the endless diversity of points of view, pre
sented themselves to the men of that day; but to us, to posterity who view the 
thing that happened in all its magnitude and perceive its plain and terrible 
meaning, these causes seem insufficient. To us it is incomprehensible that 
millions of Christian men killed and tortured each other either because 
Napoleon was ambitious or Alexander was firm, or because England's policy 
was astute or the Duke of Oldenburg wronged. We cannot grasp what con
nection such circumstances have with the actual fact of slaughter and vio
lence: why because the Duke was wronged, thousands of men from the other 
side of Europe killed and ruined the people of Smolensk and Moscow and 
were killed by them. 

To us, their descendants, who are not historians and are not carried away 
by the process of research and can therefore regard the event with unclouded 
common sense, an incalculable number of causes present themselves. The 
deeper we delve in search of these causes the more of them we find; and each 
separate cause or whole series of causes appears to us equally valid in itself 
and equally false by its insignificance compared to the magnitude of the 
events, and by its impotence-apart from the cooperation of all the other co-
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incident causes-to occasion the event. To us, the wish or objection of this or 
that French corporal to serve a second term appears as much a cause as 
Napoleon's refusal to withdraw his troops beyond the Vistula2 and to restore 
the duchy of Oldenburg; for had he not wished to serve, and had a second, a 
third, and a thousandth corporal and private also refused, there would have 
been so many less men in Napoleon's army, and the war could not have oc
curred. 

Had Napoleon not taken offense at the demand that he should withdraw 
beyond the Vistula, and not ordered his troops to advance, there would have 
been no war; but had all his sergeants objected to serving a second term then 
also there could have been no war. Nor could there have been a war had 
there been no English intrigues and no Duke of Oldenburg, and had Alexan
der not felt insulted, and had there not been an autocratic government in 
Russia, or a Revolution in France and a subsequent dictatorship and Empire, 
or all the things that produced the French Revolution, and so on. Without 
each of these causes nothing could have happened. So all these causes-myr
iads of causes-coincided to bring it about. And so there was no one cause 
for that occurrence, but it had to occur because it had to. Millions of men, re
nouncing their human feelings and reason, had to go from west to east to slay 
their fellows, just as some centuries previously hordes of men had come from 
the east to the west, slaying their fellows. 

The actions of Napoleon and Alexander, on whose words the event 
seemed to hang, were as little voluntary as the actions of any soldier who was 
drawn into the campaign by lot or by conscription. This could not be other
wise, for in order that the will of Napoleon and Alexander (on whom the 
event seemed to depend) should be carried out, the concurrence of innumer
able circumstances was needed without any one of which the event could not 
have taken place. It was necessary that millions of men in whose hands lay 
the real power-the soldiers who fired, or transported provisions and guns
should consent to carry out the will of these weak individuals, and should 
have been induced to do so by an infinite number of diverse and complex 
causes. 

We are forced to fall back on fatalism as an explanation of irrational 
events (that is to say, events the reasonableness of which we do not under
stand) . The more we try to explain such events in history reasonably, the 
more unreasonable and incomprehensible do they become to us. 

Each man lives for himself, using his freedom to attain his personal aims, 
and feels with his whole being that he can now do or abstain from doing this 
or that action; but as soon as he has done it, that action performed at a cer-
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tain moment in time becomes irrevocable and belongs to history, in which it 
has not a free but a predestined significance. 

There are two sides to the life of every man, his individual life, which is 
the more free the more abstract its interests, and his elemental hive life in 
which he inevitably obeys laws laid down for him. 

Man lives consciously for himself, but is an unconscious instrument in the 
attainment of the historic, universal, aims of humanity. A deed done is irrev
ocable, and its result coinciding in time with the actions of millions of other 
men assumes an historic significance. The higher a man stands on the social 
ladder, the more people he is connected with and the more power he has over 
others, the more evident is the predestination and inevitability of his every 
action. 

"The king's heart is in the hands of the Lord." 
A king is history's slave. 
History, that is, the unconscious, general, hive life of mankind, uses every 

moment of the life of kings as a tool for its own purposes. 
Though Napoleon at that time, in 1812 ,  was more convinced than ever 

that it depended upon him, verser (ou ne pas verser) le sang de ses peuples [to 
shed (or not to shed) the blood of his peoples]-as Alexander expressed it in 
the last letter he wrote him-he had never been so much in the grip of in
evitable laws, which compelled him, while thinking that he was acting on his 
own volition, to perform for the hive life-that is to say, for history-whatev
er had to be performed. 

The people of the west moved eastwards to slay their fellow men, and by 
the law of coincidence thousands of minute causes fitted in and coordinated 
to produce that movement and war: reproaches for the nonobservance of the 
Continental System, the Duke of Oldenburg's wrongs, the movement of 
troops into Prussia [undertaken, as it seemed to Napoleon, only for the pur
pose of securing an armed peace] , the French Emperor's love and habit of 
war coinciding with his people's inclinations, allurement by the grandeur of 
the preparations, and the expenditure on those preparations and the need of 
obtaining advantages to compensate for that expenditure, the intoxicating 
honors he received in Dresden,3 the diplomatic negotiations which, in the 
opinion of contemporaries, were carried on with a sincere desire to attain 
peace, but which only wounded the self love of both sides, and millions and 
millions of other causes that adapted themselves to the event that was hap
pening or coincided with it. 

When an apple has ripened and falls, why does it fall? Because of its at
traction to the earth, because its stalk withers, because it is dried by the sun, 
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because it  grows heavier, because the wind shakes it, or  because the boy 
standing below wants to eat it? 

Nothing is the cause. All this is only the coincidence of conditions in 
which all vital organic and elemental events occur. And the botanist who 
finds that the apple falls because the cellular tissue decays and so forth is 
equally right with the child who stands under the tree and says the apple fell 
because he wanted to eat it and prayed for it. Equally right or wrong is he 
who says that Napoleon went to Moscow because he wanted to, and perished 
because Alexander desired his destruction, and he who says that an under
mined hill weighing a million tons fell because the last navvy struck it for the 
last time with his mattock. In historic events, the so-called great men are la
bels giving names to events, and like labels they have but the smallest con
nection with the event itsel£ 

Every act of theirs, which appears to them an act of their own will, is in an 
historical sense involuntary and is related to the whole course of history and 
predestined from eternity. 



1 2  

The Republic 

Plato 

Plato (428-347 B.C.) grew up in Athens and was a student of Socrates. In 387 B.C. he founded 

the Academy, the first permanent institution in Western civilization devoted to education and 

research. His dialogues, in which he explores the nature of good and the construction of an 

ideal society, have become among the most famous works in all literature. 

P. Democracy comes into being after the poor have conquered their op
ponents, slaughtering some and banishing some, while to the remainder they 
give an equal share of freedom and power; and this is the form of government 
in which the magistrates are commonly elected by lot . . . .  

This, then, seems likely to be the fairest of States, being like an embroi
dered robe which is spangled with every sort of flower. And just as women 
and children think a variety of colors to be of all things most charming, so 
there are many men to whom this State, which is spangled with the manners 
and characters of mankind, will appear to be the fairest of States. 

G. Yes . . . .  
P. Say then, my friend, in what manner does tyranny arise?-that it has a 

democratic origin is evident . . . .  democracy has her own good, of which the 
insatiable desire brings her to dissolution. 

Excerpted from The Republic of Plato: An Ideal Commonwealth (translated by Benjamin Jowett) rev. ed. (New 

York: Colonial Press, 1901).  
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G. What good? 
P. Freedom . . . ; which, as they tell you in a democracy, is the glory of 

the State-and that therefore in a democracy alone will the freeman of na
ture deign to dwell. 

G. Yes; the saying is in everybody's mouth. 
P. I was going to observe, that the insatiable desire of this and the neglect 

of other things introduce the change in democracy, which occasions a de
mand for tyranny. 

G. How so? . . .  
P. [Such a State] would have subjects who are like rulers, and rulers who 

are like subjects: these are men after her own heart, whom she praises and 
honors both in private and public. Now, in such a State, can liberty have any 
limit? 

G. Certainly not. 
P. By degrees the anarchy finds a way into private houses, and ends by get

ting among the animals and infecting them. 
G. How do you mean? 
P. I mean that the father grows accustomed to descend to the level of his 

sons and to fear them, and the son is on a level with his father, he having no 
respect or reverence for either of his parents ; and this is his freedom; and the 
metic is equal with the citizen, and the citizen with the metic, and the 
stranger is quite as good as either. 

G. Yes, . . . that is the way. 
P. And these are not the only evils . . .-there are several lesser ones: In 

such a state of society the master fears and flatters his scholars, and the schol
ars despise their masters and tutors; young and old are all alike; and the 
young man is on a level with the old, and is ready to compete with him in 
word or deed; and old men condescend to the young and are full of pleas
antry and gayety; they are loth to be thought morose and authoritative, and 
therefore they adopt the manners of the young. 

G. Quite true. . . . 
P. The last extreme of popular liberty is when the slave bought with money, 

whether male or female, is just as free as his or her purchaser; nor must I for
get to tell of the liberty and equality of the two sexes in relation to each 
other . . . .  And above all, . . . and as the result of all, see how sensitive the 
citizens become; they chafe impatiently at the least touch of authority, and at 
length, as you know, they cease to care even for the laws, written or unwrit
ten; they will have no one over them. 

G. Yes, . . . I know it too well. 
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P. Such, my friend, . is the fair and glorious beginning out of which 
springs tyranny. 

G. Glorious indeed . . . .  But what is the next step? 
P. The ruin of oligarchy is the ruin of democracy; the same disease magni

fied and intensified by liberty overmasters democracy-the truth being that 
the excessive increase of anything often causes a reaction in the opposite di
rection; and this is the case not only in the seasons and in vegetable and ani
mal life, but above all in forms of government. 

G. True. 
P. The excess of liberty, whether in States or individuals, seems only to pass 

into excess of slavery . . . .  
G. How so? . . .  
P. The people have always some champion whom they set over them and 

nurse into greatness. 
G. Yes, that is their way. 
P. This, and no other, is the root from which a tyrant springs; when he first 

appears above ground he is a protector. 
G. Yes, that is quite clear. 
P. How, then, does a protector begin to change into a tyrant? . . .  
At first, in the early days of his power, he is full of smiles, and he salutes 

everyone whom he meets; he to be called a tyrant, who is making promises in 
public and also in private ! liberating debtors, and distributing land to the 
people and his followers, and wanting to be so kind and good to everyone! 

G. Of course. . . . 
P. But when he has disposed of foreign enemies by conquest or treaty, and 

there is nothing to fear from them, then he is always stirring up some war or 
other, in order that the people may require a leader. 

G. To be sure. 
P. Has he not also another object, which is that they may be impoverished 

by payment of taxes, and thus compelled to devote themselves to their daily 
wants and therefore less likely to conspire against him? 

G. Clearly. 
P. And if any of them are suspected by him of having notions of freedom, 

and of resistance to his authority, he will have a good pretext for destroying 
them by placing them at the mercy of the enemy; and for all these reasons 
the tyrant must be always getting up a war. 

G. He must. 
P. Now he begins to grow unpopular. 
G. A necessary result . . . .  
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P. Then some of those who joined in setting him up, and who are in power, 
speak their minds to him and to one another, and the more courageous of 
them cast in his teeth what is being done. 

G. Yes, that may be expected. 
P. And the tyrant, if he means to rule, must get rid of them; he cannot stop 

while he has a friend or an enemy who is good for anything. 
G. He cannot. 
P. Thus liberty, getting out of all order and reason, passes into the harshest 

and bitterest form of slavery. 
G. True . . . .  
P. Very well; and may we not rightly say that we have sufficiently discussed 

the nature of tyranny, and the manner of the transition from democracy to 
tyranny? 

G. Yes, quite enough. . . . 
P. I think . . . that there might be a reform of the State if only one 

change were made, which is not a slight or easy though still a possible one. 
G. What is it? . . . 
P. . . . Until philosophers are kings, or the kings and princes of this world 

have the spirit and power of philosophy, and political greatness and wisdom 
meet in one, and those commoner natures who pursue either to the exclusion 
of the other are compelled to stand aside, cities will never have rest from 
their evils-no, nor the human race, as I believe-and then only will this our 
State have a possibility of life and behold the light of day." Such was the 
thought, my dear Glaucon, which I would fain have uttered if it had not 
seemed too extravagant; for to be convinced that in no other State can there 
be happiness private or public is indeed a hard thing. 

G. Socrates, what do you mean? . . .  
P. . . .  we must explain. . . . whom we mean when we say that philoso

phers are to rule in the State . . . There will be discovered to be some na
tures who ought to study philosophy and to be leaders in the State; and others 
who are not born to be philosophers, and are meant to be followers rather 
than leaders. 

G. Then now for a definition. . . . 
P. Follow me, . . . and I hope that I may in some way or other be able to give 

you a satisfactory explanation. . . . In the first place, as we began by observ
ing, the nature of the philosopher has to be ascertained. We must come to an 
understanding about him, and, when we have done so, then, if I am not mistak
en, we shall also acknowledge that such a union of qualities is possible, and that 
those in whom they are united, and those only, should be rulers in the State. 
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G. What do you mean? 
P. Let us suppose that philosophical minds always love knowledge of a sort 

which shows them the eternal nature not varying from generation and cor
ruption. 

G. Agreed. 
P. And further, . . . let us agree that they are lovers of all true being; 

there is no part whether greater or less, or more or less honorable, which they 
are willing to renounce; as we said before of the lover and the man of ambi
tion . . . .  Then, besides other qualities, we must try to find a naturally well
proportioned and gracious mind, which will move spontaneously toward the 
true being of everything . . . .  Well, and do not all these qualities, which we 
have been enumerating, go together, and are they not, in a manner, necessary 
to a soul, which is to have a full and perfect participation of being? 

G. They are absolutely necessary. . . . 
P. And must not that be a blameless study which he only can pursue who 

has the gift of a good memory, and is quick to learn-noble, gracious, the 
friend of truth, justice, courage, temperance, who are his kindred? 

G. The god of jealousy himself . . . could find no fault with such a study. 
P. And to men like him, . . . when perfected by years and education, and 

to these only you will intrust the State . . . .  Observe, Glaucon, that there will 
be no injustice in compelling our philosophers to have a care and providence 
of others; we shall explain to them that . . .  we have brought you into the 
world to be rulers of the hive, kings of yourselves and of the other citizens, 
and have educated you far better and more perfectly than they have been ed
ucated, and you are better able to share in the double duty. 

1 3  

Politics 

Aristotle 

Aristotle (384-322 B.C.) was Plato's most gifted pupil and critic. He tutored Alexander the 

Great and founded and taught at the Lyceum. Aristotle is known for his teaching and writing 

on a broad range of topics, including logic, metaphysics, rhetoric, poetry, ethics, and politics. 

Since every political society is composed of rulers and subjects let us consid
er whether the relations of one to the other should interchange or be perma
nent. For the education of the citizens will necessarily vary with the answer 
given to this question. Now, if some men excelled others in the same degree 
in which gods and heroes are supposed to excel mankind in general (having 
in the first place a great advantage even in their bodies, and secondly in their 
minds) , so that the superiority of the governors was undisputed and patent to 
their subjects, it would clearly be better that once for all the one class should 
rule and the other serve. But since this is unattainable, and kings have no 
marked superiority over their subjects, such as Scylax affirms to be found 
among the Indians, it is obviously necessary on many grounds that all the cit
izens alike should take their turn of governing and being governed. Equality 
consists in the same treatment of similar persons, and no government can 

Excerpted from Aristotle, A Treatise on Government (Trans. William Ellis, ed. Ernest Rhys) (London: J. M. 

Dent & Sons, 1900), pp. 226-227. 
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stand which is not founded upon justice. For if the government be unjust 
every one in the country unites with the governed in the desire to have a rev
olution, and it is an impossibility that the members of the government can be 
so numerous as to be stronger than all their enemies put together. Yet that 
governors should excel their subjects is undeniable. How all this is to be ef
fected, and in what way they will respectively share in the government, the 
legislator has to consider. The subject has been already mentioned. Nature 
herself has provided the distinction when she made a difference between old 
and young within the same species, of whom she fitted the one to govern and 
the other to be governed. No one takes offence at being governed when he is 
young, nor does he think himself better than his governors, especially if he 
will enjoy the same privilege when he reaches the required age. 

We conclude that from one point of view governors and governed are 
identical, and from another different. And therefore their education must be 
the same and also different. For he who would learn to command well must, 
as men say, first of all learn to obey. As I observed in the first part of this trea
tise, there is one rule which is for the sake of the rulers and another rule 
which is for the sake of the ruled; the former is a despotic, the latter a free 
government. Some commands differ not in the thing commanded, but in the 
intention with which they are imposed. Wherefore, many apparently menial 
offices are an honour to the free youth by whom they are performed; for ac
tions do not differ as honourable or dishonourable in themselves so much as 
in the end and intention of them. But since we say that the virtue of the citi
zen and ruler is the same as that of the good man, and that the same person 
must first be a subject and then a ruler, the legislator has to see that they be
come good men, and by what means this may be accomplished, and what is 
the end of the perfect life . . . .  

The whole of life is further divided into two parts, business and leisure, 
war and peace, and of actions some aim at what is necessary and useful, and 
some at what is honourable. And the preference given to one or the other 
class of actions must necessarily be like the preference given to one or other 
part of the soul and its actions over the other; there must be war for the sake 
of peace, business for the sake of leisure, things useful and necessary for the 
sake of things honourable. All these points the statesman should keep in view 
when he frames his laws; he should consider the parts of the soul and their 
functions, and above all the better and the end; he should also remember the 
diversities of human lives and actions. For men must be able to engage in 
business and go to war, but leisure and peace are better; they must do what is 
necessary and indeed what is useful, but what is honourable is better. 

14 

How Princes Should Keep Faith 

Niccolo Machiavelli 

Niccolo Machiavelli (1469-1527) was trained as a humanist and served as an active diplomat 

for Florence. He was exiled, and there wrote his most famous work, The Prince, a classic on the 

pragmatic use of power. While The Prince addresses winning and maintaining individual power 

by any means necessary, his other famous work, the Discourses, describes the advantages of a 

republic. 

Every one understands how praiseworthy it is in a Prince to keep faith, and 
to live uprightly and not craftily. Nevertheless, we see from what has taken 
place in our own days that Princes who have set little store by their word, but 
have known how to overreach men by their cunning, have accomplished 
great things, and in the end got the better of those who trusted to honest 
dealing. 

Be it known, then, that there are two ways of contending, one in accor
dance with the laws, the other by force; the first of which is proper to men, 
the second to beasts. But since the first method is often ineffectual, it be
comes necessary to resort to the second. A Prince should, therefore, under
stand how to use well both the man and the beast . . . .  

Excerpted from Niccolo Machiavelli, The Prince (15 13) trans. Ninian Hill Thompson (1813) (New York: 

Limited Editions Club, 1954). 
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. . .  a prudent Prince neither can nor ought to keep his word when to keep 
it is hurtful to him and the causes which led him to pledge it are removed. If 
all men were good, this would not be good advice, but since they are dishon
est and do not keep faith with you, you, in return, need not keep faith with 
them; and no prince was ever at a loss for plausible reasons to cloak a breach 
of faith . . . .  

It is necessary, indeed, to put a good colour on this nature, and to be skil
ful in simulating and dissembling. But men are so simple, and governed so ab
solutely by their present needs, that he who wishes to deceive will never fail 
in finding willing dupes . . . .  

A Prince should therefore be very careful that nothing ever escapes his 
lips which is not . . .  the embodiment of mercy, good faith, integrity, humani
ty, and religion. . . .  

It is not essential, then, that a Prince should have all the good qualities 
which I have enumerated above, but it is most essential that he should seem 
to have them; I will even venture to affirm that if he has and invariably 
practises them all, they are hurtful, whereas the appearance of having them 
is useful. Thus, it is well to seem merciful, faithful, humane, religious, and 
upright, and also to be so; but the mind should remain so balanced that were 
it needful not to be so, you should be able and know how to change to the 
contrary. 

And you are to understand that a Prince, and most of all a new Prince, 
cannot observe all those rules of conduct in respect whereof men are ac
counted good, being often forced, in order to preserve his Princedom, to act 
in opposition to good faith, charity, humanity, and religion. He must there
fore keep his mind ready to shift as the winds and tides of Fortune turn, and, 
as I have already said, he ought not to quit good courses if he can help it, but 
should know how to follow evil courses if he must . . . .  

Moreover, in the actions of all men, and most of all of Princes, where there 
is no tribunal to which we can appeal, we look to results. Wherefore if a 
Prince succeeds in establishing and maintaining his authority, the means will 
always be judged honourable and be approved by every one. For the vulgar 
are always taken by appearances and by results, and the world is made up of 
the vulgar, the few only finding room when the many have no longer ground 
to stand on. 

A certain Prince of our own days, whose name it is as well not to mention, 
is always preaching peace and good faith, although the mortal enemy of both; 
and both, had he practised them as he preaches them, would, oftener than 
once, have lost him his kingdom and authority. 

1 5  

Tao Te Ching 

Lao-tzu was an ancient Chinese sage of the sixth century B.C. He compiled a lifetime of medita

tion and careful observation into his book Tao Te Ching, or How Things Work. The volume was 

intended for the political leaders of his day; it has become a classic of world literature. 

7. Selflessness 

True self-interest teaches selflessness. 
Heaven and earth endure because they are not simply selfish but exist in 

behalf of all creation. 
The wise leader, knowing this, keeps egocentricity in check and by doing 

so becomes even more effective. 
Enlightened leadership is service, not selfishness. The leader grows more 

and lasts longer by placing the well-being of all above the well-being of self 
alone. 

Paradox: By being selfless, the leader enhances self. 

Reprinted with permission from The Tao of Leadership by John Heider, Copyright 1985 by Humanics Limited, 

Atlanta, Georgia, USA. 
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8. Water 

The wise leader is like water. 
Consider water: water cleanses and refreshes all creatures without distinc

tion and without judgment; water freely and fearlessly goes deep beneath the 
surface of things; water is fluid and responsive; water follows the law freely. 

Consider the leader: the leader works in any setting without complaint, 
with any person or issue that comes on the floor; the leader acts so that all will 
benefit and serves well regardless of the rate of pay; the leader speaks simply 
and honestly and intervenes in order to shed light and create harmony. 

From watching the movements of water, the leader has learned that in ac
tion, timing is everything. 

Like water, the leader is yielding. Because the leader does not push, the 
group does not resent or resist. 

1 0. Unbiased Leadership 

Can you mediate emotional issues without taking sides or picking favorites? 
Can you breathe freely and remain relaxed even in the presence of pas

sionate fears and desires? 
Are your own conflicts clarified? Is your own house clean? 
Can you be gentle with all factions and lead the group without domi

nating? 
Can you remain open and receptive, no matter what issues arise? 
Can you know what is emerging, yet keep your peace while others discover 

for themselves? 

Learn to lead in a nourishing manner. 
Learn to lead without being possessive. 
Learn to be helpful without taking the credit. 
Learn to lead without coercion. 

You can do this if you remain unbiased, clear, and down-to-earth. 

1 7. Being a Midwife 

The wise leader does not intervene unnecessarily. The leader's presence is 
felt, but often the group runs itself. 

Lesser leaders do a lot, say a lot, have followers, and form cults. 
Even worse ones use fear to energize the group and force to overcome re

sistance. 
Only the most dreadful leaders have bad reputations. 

Tao Te Ching 7 1  

Remember that you are facilitating another person's process. It is not your 
process. Do not intrude. Do not control. Do not force your own needs and 
insights into the foreground. 

If you do not trust a person's process, that person will not trust you. 
Imagine that you are a midwife; you are assisting at someone else's birth. 

Do good without show or fuss. Facilitate what is happening rather than what 
you think ought to be happening. If you must take the lead, lead so that the 
mother is helped, yet still free and in charge. 

When the baby is born, the mother will rightly say: "We did it ourselves! "  



1 6  

Satyagraha 

Mohandas Gandhi 

Mohandas Gandhi (1869-1948) was educated in law but dedicated his career, first in South 

Africa and then in his native India, to the achievement of a better life for the downtrodden. His 

causes included gaining independence for India from Great Britain, Hindu-Muslim unity, and 

the end of "untouchability"-the discrimination against the lower orders. But it was not his is

sues so much as his method which has earned him fame (and the honorific title "Mahatma"

Great Soul) . Gandhi preached-and practiced-non-violence, and inspired millions to 

emulate his example. 

Moral Requirements for Satyagraha 

Reader: I deduce that passive resistance1 is a splendid weapon of the weak, 
but that when they are strong they may take up arms. 

Editor: This is gross ignorance. Passive resistance, that is, soul-force, is 
matchless. It is superior to the force of arms. How, then, can it be considered 
only a weapon of the weak? Physical-force men are strangers to the courage 
that is requisite in a passive resister. Do you believe that a coward can ever 

These selections are published by permission of the Navajivan Trust, Ahmedabad, India. 
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disobey a law that he dislikes? Extremists are considered to be advocates of 
brute force. Why do they, then, talk about obeying laws? I do not blame 
them. They can say nothing else. When they succeed in driving out the Eng
lish and they themselves become governors, they will want you and me to 
obey their laws. And that is a fitting thing for their constitution. But a passive 
resister will say he will not obey a law that is against his conscience, even 
though he may be blown to pieces at the mouth of a cannon. 

What do you think? Wherein is courage required-in blowing others to 
pieces from behind a cannon, or with a smiling face to approach a cannon 
and be blown to pieces? Who is the true warrior-he who keeps death always 
as a bosom-friend, or he who controls the death of others? Believe me that a 
man devoid of courage and manhood can never be a passive resister. 

This, however, I will admit: that even a man weak in body is capable of of
fering this resistance. One man can offer it just as well as millions. Both men 
and women can indulge in it. It does not require the training of an army; it 
needs no jiu-jitsu. Control over the mind is alone necessary and when that is 
attained, man is free like the king of the forest and his very glance withers the 
enemy. 

Passive resistance is an all-sided sword, it can be used anyhow; it blesses 
him who uses it and him against whom it is used. Without drawing a drop of 
blood it produces far-reaching results. It never rusts and cannot be stolen. 
Competition between passive resisters does not exhaust. The sword of pas
sive resistance does not require a scabbard. It is strange indeed that you 
should consider such a weapon to be a weapon merely of the weak. 

Reader: You have said that passive resistance is a speciality of India. Have 
cannons never been used in India? 

Editor: Evidently, in your opinion, India means its few princes. To me it 
means its teeming millions on whom depends the existence of its princes and 
our own. 

Kings will always use their kingly weapons. To use force is bred in them. 
They want to command, but those who have to obey commands do not 
want guns: and these are in a majority throughout the world. They have to 
learn either body-force or soul-force. Where they learn the former, both the 
rulers and the ruled become like so many mad men; but where they learn 
soul-force, the commands of the rulers do not go beyond the point of their 
swords, for true men disregard unjust commands. Peasants have never been 
subdued by the sword, and never will be. They do not know the use of the 
sword, and they are not frightened by the use of it by others. That nation is 
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great which rests its head upon death as its pillow. Those who defy death are 
free from all fear. For those who are labouring under the delusive charms of 
brute-force, this picture is not overdrawn. The fact is that, in India, the na
tion at large has generally used passive resistance in all departments of life. 
We cease to co-operate with our rulers when they displease us. This is pas
sive resistance. 

Hind Swaraj or Indian Home Rule, chap. XVII 

Conditions for Successful Satyagraha 

There can be no Satyagraha in an unjust cause. Satyagraha in a just cause is 
vain, if the men espousing it are not determined and capable of fighting and 
suffering to the end; and the slightest use of violence often defeats a just 
cause. Satyagraha excludes the use of violence in any shape or form, whether 
in thought, speech, or deed. Given a just cause, capacity for endless suffering 
and avoidance of violence, victory is a certainty. 

Young India, 27-4- '21 

Qualifications for Satyagraha 

Satyagraha presupposes self-discipline, self-control, self-purification, and a 
recognized social status in the person offering it. A Satyagrahi must never 
forget the distinction between evil and the evil-doer. He must not harbour 
ill-will or bitterness against the latter. He may not even employ needlessly of
fensive language against the evil person, however unrelieved his evil might 
be. For it should be an article of faith with every Satyagrahi that there is none 
so fallen in this world but can be converted by love. A Satyagrahi will always 
try to overcome evil by good, anger by love, untruth by truth, himsa by ahim
sa. There is no other way of purging the world of evil. Therefore a person who 
claims to be a Satyagrahi always tries by close and prayerful self-introspection 
and self-analysis to find out whether he is himself completely free from the 
taint of anger, ill-will and such other human infirmities, whether he is not 
himself capable of those very evils against which he is out to lead a crusade. 
In self-purification and penance lies half the victory of a Satyagrahi. A Satya
grahi has faith that the silent and undemonstrative action of truth and love 
produces far more permanent and abiding results than speeches or such other 
showy performances. 

But although Satyagraha can operate silently, it requires a certain amount 
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of action on the part of a Satyagrahi. A Satyagrahi, for instance, must first 
mobilize public opinion against the evil which he is out to eradicate, by 
means of a wide and intensive agitation. When public opinion is sufficiently 
roused against a social abuse even the tallest will not dare to practise or 
openly to lend support to it. An awakened and intelligent public opinion is 
the most potent weapon of a Satyagrahi. 

Young India, 8-8-'29 

For "Followers" 

A friend sends me the following: 

"It will be very helpful if you will kindly guide your followers about their con
duct when they have to engage in a political controversy. Your guidance on 
the following points is particularly needed: (a) Vilification so as to lower the 
opponent in public estimation; (b) Kind of criticism of the opponent permissi
ble; (c) Limit to which hostility should be carried; (d) Whether effort should 
be made to gain office and power." 

I have said before in these pages that I claim no followers. It is enough for 
me to be my own follower. It is by itself a sufficiently taxing performance. But 
I know that many claim to be my followers. I must therefore answer the ques
tions for their sakes. If they will follow what I endeavour to stand for rather 
than me they will see that the following answers are derived from truth and 
ahimsa. 

(a) Vilification of an opponent there can never be. But this does not ex
clude a truthful characterization of his acts. An opponent is not always a bad 
man because he opposes. He may be as honourable as we may claim to be and 
yet there may be vital differences between him and us. 

(b) Our criticism will therefore be if we believe him to be guilty of untruth 
to meet it with truth, of discourtesy with courtesy, of bullying with calm 
courage, of violence with suffering, of arrogance with humility, of evil with 
good. "My follower" would seek not to condemn but to convert. 

(c) There is no question of any limit to which hostility may be carried. For 
there should be no hostility to persons. Hostility there must be to acts when 
they are subversive of morals or the good of society. 

(d) Office and power must be avoided. Either may be accepted when it is 
clearly for greater service. 

Young India, 7-5-'3 1 
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The Future 

A friend writing from America propounds the following two questions: 

1 .  Granted that Satyagraha is capable of winning India's independence, what 
are the chances of its being accepted as a principle of State policy in a free 
India? In other words, would a strong and independent India rely on Satyagra
ha as a method of self-preservation, or would it lapse back to seeking refuge in 
the age-old institution of war, however defensive its character? To restate the 
question on the basis of a purely theoretic problem: Is Satyagraha likely to be 
accepted only in an up-hill battle, when the phenomenon of martyrdom is 
fully effective, or is it also to be the instrument of a sovereign authority which 
has neither the need nor the scope of behaving on the principle of martyr
dom? 

2. Suppose a free India adopts Satyagraha as an instrument of State policy 
how would she defend herself against probable aggression by another sover
eign State? To restate the question on the basis of a purely theoretic problem: 
What would be the Satyagrahic action-patterns to meet the invading army at 
the frontier? What kind of resistance can be offered the opponent before a 
common area of action, such as the one now existing in India between the In
dian nationalists and the British Government, is established? Or should the 
Satyagrahis withhold their action until after the opponent has taken over the 
country? 

The questions are admittedly theoretical. They are also premature for the 
reason that I have not mastered the whole technique of non-violence. The 
experiment is still in the making. It is not even in its advanced stage. The na
ture of the experiment requires one to be satisfied with one step at a time. 
The distant scene is not for him to see. Therefore, my answers can only be 
speculative. 

In truth, as I have said before, now we are not having unadulterated non
violence even in our struggle to win independence. 

As to the first question, I fear that the chances of non-violence being 
accepted as a principle of State policy are very slight, so far as I can see at 
present. If India does not accept non-violence as her policy after winning 
independence, the second question becomes superfluous . 

But I may state my own individual view of the potency of non-violence. I 
believe that a State can be administered on a non-violent basis if the vast 
majority of the people are non-violent. So far as I know, India is the only 
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country which has a possibility of being such a State. I am conducting my ex
periment in that faith. Supposing, therefore, that India attained indepen
dence through pure non-violence, India could retain it too by the same 
means. A non-violent man or society does not anticipate or provide for at
tacks from without. On the contrary, such a person or society firmly believes 
that nobody is going to disturb them. If the worst happens, there are two 
ways open to non-violence. To yield possession but non-co-operate with the 
aggressor. Thus, supposing that a modern edition of Nero descended upon 
India, the representatives of the State will let him in but tell him that he will 
get no assistance from the people. They will prefer death to submission. The 
second way would be non-violent resistance by the people who have been 
trained in the non-violent way. They would offer themselves unarmed as fod
der for the aggressor's cannon. The underlying belief in either case is that 
even a Nero is not devoid of a heart. The unexpected spectacle of endless 
rows upon rows of men and women simply dying rather than surrender to the 
will of an aggressor must ultimately melt him and his soldiery. Practically 
speaking there will be probably no greater loss in men than if forcible resis
tance was offered; there will be no expenditure in armaments and fortifica
tions. The non-violent training received by the people will add inconceivably 
to their moral height. Such men and women will have shown personal brav
ery of a type far superior to that shown in armed warfare. In each case the 
bravery consists in dying, not in killing. Lastly, there is no such thing as defeat 
in non-violent resistance. That such a thing has not happened before is no 
answer to my speculation. I have drawn no impossible picture. History is re
plete with instances of individual non-violence of the type I have mentioned. 
There is no warrant for saying or thinking that a group of men and women 
cannot by sufficient training act non-violently as a group or nation. Indeed 
the sum total of the experience of mankind is that men somehow or other 
live on. From which fact I infer that it is the law of love that rules mankind. 
Had violence, i.e. hate, ruled us, we should have become extinct long ago. 
And yet the tragedy of it is that the so-called civilized men and nations con
duct themselves as if the basis of society was violence. It gives me ineffable 
joy to make experiments proving that love is the supreme and only law of life. 
Much evidence to the contrary cannot shake my faith. Even the mixed non
violence of India has supported it. But if it is not enough to convince an un
believer, it is enough to incline a friendly critic to view it with favour. 

Harijan, 13-4-'40 
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The Talented Tenth 

W. E. B. Du Bois 

W. E. B. Du Bois (1868-1963) was the first black to receive a Ph.D. from Harvard. He is consid

ered one of the fathers of modern black militancy (he became involved in the black movement, 

at least partially, in reaction to the conciliatory tactics of Booker T. Washington) . Du Bois was a 

founder of the Niagara Movement and the National Association for the Advancement of Col

ored People. He wrote extensively, but is perhaps best known for his The Souls of Black Folk. 

Later in life he became disillusioned with the prospects of complete freedom for black people in 

the United States. He spent the last years of his life in Ghana. 

The Negro race, like all races, is going to be saved by its exceptional men. 
The problem of education, then, among Negroes must first of all deal with 
the Talented Tenth; it is the problem of developing the Best of this race that 
they may guide the Mass away from the contamination and death of the 
Worst, in their own and other races . . . .  

If this be true-and who can deny it-three tasks lay before me; first to 
show from the past that the Talented Tenth as they have risen among Ameri
can Negroes have been worthy of leadership; secondly, to show how these 

Excerpted from W. E. Burghardt Du Bois, "The Talented Tenth," in The Negro Problem (New York: James 

Pott & Company, 1903). 
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men may be  educated and developed; and thirdly, to  show their relation to 
the Negro problem. 

You misjudge us because you do not know us. From the very first it has 
been the educated and intelligent of the Negro people that have led and ele
vated the mass, and the sole obstacles that nullified and retarded their efforts 
were slavery and race prejudice . . . .  

And so we come to the present-a day of cowardice and vacillation, of 
strident wide-voiced wrong and faint hearted compromise; of double-faced 
dallying with Truth and Right. Who are to-day guiding the work of the Negro 
people? The "exceptions" of course. And yet so sure as this Talented Tenth is 
pointed out, the blind worshippers of the Average cry out in alarm: "These 
are exceptions, look here at death, disease and crime-these are the happy 
rule."  Of course they are the rule, because a silly nation made them the rule: 
Because for three long centuries this people lynched Negroes who dared to be 
brave, raped black women who dared to be virtuous, crushed dark-hued 
youth who dared to be ambitious, and encouraged and made to flourish ser
vility and lewdness and apathy. But not even this was able to crush all man
hood and chastity and aspiration from black folk. A saving remnant 
continually survives and persists, continually aspires, continually shows itself 
in thrift and ability and character . . . .  

Can the masses of the Negro people be in any possible way more quickly 
raised than by the effort and example of this aristocracy of talent and charac
ter? Was there ever a nation on God's fair earth civilized from the bottom up
ward? Never; it is, ever was and ever will be from the top downward that 
culture filters. The Talented Tenth rises and pulls all that are worth the sav
ing up to their vantage ground. This is the history of human progress ;  and the 
two historic mistakes which have hindered that progress were the thinking 
first that no more could ever rise save the few already risen; or second, that it 
would better the unrisen to pull the risen down. 

How then shall the leaders of a struggling people be trained and the hands 
of the risen few strengthened? There can be but one answer: The best and 
most capable of their youth must be schooled in the colleges and universities 
of the land. 

But I have already said that human education is not simply a matter of 
schools; it is much more a matter of family and group life-the training of 
one's home, of one's daily companions, of one's social class. Now the black boy 
.of the South moves in a black world-a world with its own leaders, its own 
thoughts, its own ideals. In this world he gets by far the larger part of his life 
training, and through the eyes of this dark world he peers into the veiled world 
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beyond. Who guides and determines the education which he receives in his 
world? His teachers here are the group-leaders of the Negro people-the 
physicians and clergymen, the trained fathers and mothers, the influential and 
forceful men about him of all kinds; here it is, if at all, that the culture of the 
surrounding world trickles through and is handed on by the graduates of the 
higher schools. Can such culture training of group leaders be neglected? Can 
we afford to ignore it? Do you think that if the leaders of thought among Ne
groes are not trained and educated thinkers, that they will have no leaders? 
On the contrary a hundred half-trained demagogues will still hold the places 
they so largely occupy now, and hundreds of vociferous busy-bodies will multi
ply. You have no choice; either you must help furnish this race from within its 
own ranks with thoughtful men of trained leadership, or you must suffer the 
evil consequences of a headless misguided rabble . . . .  

Men of America, the problem is plain before you. Here is a race trans
planted through the criminal foolishness of your fathers. Whether you like it 
or not the millions are here, and here they will remain. If you do not lift them 
up, they will pull you down. Education and work are the levers to uplift a 
people. Work alone will not do it unless inspired by the right ideals and guid
ed by intelligence. Education must not simply teach work-it must teach 
Life. The Talented Tenth of the Negro race must be made leaders of thought 
and missionaries of culture among their people. No others can do this work 
and Negro colleges must train men for it. The Negro race, like all other races, 
is going to be saved by its exceptional men. 

PART IV 

MODERN VIEWS OF LEADERSHIP 

With the past as prologue, our attention next shifts to the wealth of knowledge 
about leadership provided by modem thinkers. Martin Chemers, a prominent lead
ership scholar, provides a cogent summary of leadership research in the twentieth 
century. Attention then turns to a more thorough consideration of a few key current 
approaches to leadership. 

In selection 1 9, James MacGregor Burns identifies two forms of leadership: "trans
actional" and "transforming. " While both have been influential, it is Burns' "transform
ing" leadership which has become a driving force in leadership thought and practice. 
Burns' focus on the interaction of leader and follower as each seeks to transform the 
other to higher levels of conduct has fundamentally influenced our perception of leader
ship. In the next selection, Richard A Couto traces the evolution of transforming leader
ship as it has been applied in organizations, focusing specifically upon Bernard Bass's 
influential "transformational" leadership. A related yet distinct area of investigation has 
focused on "charismatic" leadership. Selection 2 1  is an article by David A Nadler and 
Michael L. Tushman which explores the role of charismatic leadership. 

Our overview of modem conceptions of leadership ends with the consideration 
of an issue that has caused for many a certain amount of conceptual difficulty-the 
distinction between leadership and management. John Kotter notes that manage
ment deals with complexity, while leadership deals with change. Given the reality 
that in today's world all organizations face both complexity and change, both man
agers and leaders are equally valuable and necessary. 

8 1  
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Contemporary Leadership Theory 

Martin M. Chemers 

Martin M. Chemers is Professor of Psychology at Claremont McKenna College. He received his 

Ph.D. in psychology from the University of Illinois, and is the author of several books and arti

cles, including Leadership and Effective Management and Improving Leadership Effectiveness: The 

Leader Match Concept. 

A Brief History 

The scientific study of leadership can be roughly divided into three periods: 
the trait period, from around 1910  to World War II, the behavior period, from 
the onset of World War II to the late 1960s, and the contingency period, from 
the late 1960s to the present. 

Traits 

The early research on leadership emergence and leadership effectiveness pro
ceeded from the premise that, somehow, those who became leaders were dif
ferent from those who remained followers. The objective of the research was 

Martin M. Chemers, "The Social, Organizational, and Cultural Context of Effective Leadership", in Keller

man, Barbara, ed. Leadership: Multidisciplinary Perspectives, pp. 93-108, ® 1984, Reprinted by permission of 
Prentice-Hall Inc., Englewood Cliffs, NJ. 
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to identify specifically 'what unique feature of the individual was associated 
with leadership. The success of the mental testing movement in the early 
part of the century encouraged researchers to employ the recently developed 
"personality tests" in their search for the leadership trait. A large number of 
studies were done in which leaders and followers were compared on various 
measures hypothesized to be related to leadership status or effectiveness. 
Measures of dominance, social sensitivity, moodiness, masculinity, physical 
appearance, and many others were used. The typical research design in
volved the administration of one or more individual difference measures to 
members of an organization that had leaders and followers (for example, a 
military unit, industrial organization, or university student bodies) . The 
scores of leaders and followers on the measures were compared for significant 
differences. 

In 1948 , Ralph Stogdill1 reviewed over 1 20 such trait studies in an at
tempt to discern a reliable and coherent pattern. His conclusion was that no 
such pattern existed. The mass of inconsistent and contradictory results of 
the trait studies led Stogdill to conclude that traits alone do not identify 
leadership. He pointed out that leadership situations vary dramatically in 
the demands which they place upon the leader. For example, compare the 
desirable traits and abilities for a combat military officer with those for a se
nior scientist on a research team. Stogdill predicted that leadership theoriz
ing would be inadequate until personal and situational characteristics were 
integrated. 

Behaviors 

The failure of the trait approach and the growing emphasis on behaviorism in 
psychology moved leadership researchers in the direction of the study of lead
ership behavior. A classic study of leadership styles was conducted by Kurt 
Lewin and his associates.2 These researchers trained graduate research assis
tants in bel;taviors indicative of three leadership styles: autocratic, democrat
ic, and laissez-faire. The autocratic style was characterized by the tight 
control of group activities and decisions made by the leader. The democratic 
style emphasized group participation and majority rule, while the laissez-faire 
leadership pattern involved very low levels of any kind of activity by the 
leader. Groups of preadolescent boys were exposed to each leadership style 
and the effects measured. Results indicated that the democratic style had 
somewhat more beneficial results on group process than the other styles. The 
importance of this study is not so much in its results but in its definition of 
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leadership in terms of behavioral style. Also the emphasis on autocratic, di
rective styles versus democratic and participative styles had a profound im
pact on later research and theory. 

In the 1950s, the research focus turned even more basic and behavioral. A 
number of independent researchers using rating scales,3 interviews,4 and ob
servations5 attempted to identify the specific, concrete behaviors in which 
leaders engaged. Here the emphasis was to move away from the focus on the 
internal state of leaders (that is, their values or personalities, as well as any 
preconceived leadership styles) to the more basic question of what it is that 
leaders actually do. 

The most comprehensive study of leader behavior employed a rating 
scale labeled the Leader Behavior Description Questionnaire (LBDQ) . 6 
After extensive observation and rating of large numbers of military and in
dustrial leaders, it was found that most of the variation in leader behavior 
could be described by two major clusters or factors of behavior. One factor 
which included items relating to interpersonal warmth, concern for the 
feelings of subordinates, and the use of participative two-way communica
tion was labeled Consideration behavior. A second factor whose items 
stressed directiveness, goal facilitation, and task-related feedback was la
beled Initiation of Structure. A number of other research projects confirmed 
the existence of these two general behavioral configurations, although they 
might be labeled employee oriented versus production oriented? or task versus 
socioemotional. s 

The identification of two reliable dimensions of leader behavior was a 
major step forward for the field of leadership. Optimism was high that re
search had finally cracked open the complexity of leadership effects. Unfortu
nately, attempts to relate the behavioral factors to group and organizational 
outcomes proved quite difficult. Although the leader's consideration behav
ior was generally associated with subordinate satisfaction, this was not always 
the case. Furthermore, the relationship between leader-structuring behavior 
and group productivity revealed very few consistent patterns.9 

During both the trait and behavior eras, researchers were seeking to iden
tify the "best" style of leadership. They had not yet recognized that no single 
style of leadership is universally best across all situations and environments. 
For this reason, leadership theorists were quite disappointed when the behav
ior patterns which they had identified were not consistently related to impor
tant organizational outcomes such as group productivity and follower 
satisfaction. 
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Current Theory 

Contingency Approaches 

The reliable prediction of the effects of leadership style on organizational 
outcomes awaited the development of the modern contingency theories. The 
first of these was developed by Fred Fiedler. 10· 1 1  Fiedler's approach centered 
on a personality measure called the "esteem for the least-preferred co-work
er" or LPC scale which he found to be related to group performance. The 
person who fills out the scale is asked to rate an individual with whom the 
rater had difficulty accomplishing an assigned task. The most widely accept
ed interpretation of the meaning of this measure is that a person who gives a 
very negative rating to a poor co-worker is the kind of person for whom task 
success is very important. Such a person might be labeled "task motivated." 
A leader who gives a least-preferred co-worker a relatively positive rating 
would appear to be more concerned with the interpersonal than the task as
pects of the situation, and is called "relationship motivated."12-15 

A considerable body of research 16 indicates that the task-motivated leader 
is more attentive to task-related aspects of the leadership situation, more 
concerned with task success, and under most circumstances, more inclined 
to behave in a structuring, directive, and somewhat autocratic style. The re
lationship-motivated leader, on the other hand, is more attentive and respon
sive to interpersonal dynamics, more concerned with avoiding conflict and 
maintaining high morale, and more likely to behave in a participative and 
considerate leadership style. 

After a very extensive series of studies covering some fifteen years, 
Fiedler16 determined that leadership style alone was not sufficient to explain 
leader effectiveness. He set about to develop a model which integrated situa
tional parameters into the leadership equation. He saw the most important 
dimension of the situation to be the degree of certainty, predictability, and 
control which the leader possessed. Fiedler developed a scale of situational 
control based on three features of the situation. These were: 1) leader-mem
ber relations, that is, the degree of trust and support which followers give the 
leader; 2) task structure, that is, the degree to which the goals and proce
dures for accomplishing the group's task are clearly specified; and 3) position 
power, that is, the degree to which the leader has formal authority to reward 
and punish followers. The research results indicate that neither style is effec
tive in all situations. In high control situations, where predictability is assured 
by a clear task and a cooperative group, the task-motivated leader is calm and 
relaxed but maintains a strong emphasis on successful task accomplishment, 
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which is very effective. However, under conditions of moderate control, caused 
by an ambiguous task or an uncooperative group, the task-motivated leader 
becomes anxious, overconcerned with a quick solution, and sometimes over
ly critical and punitive. The more open, considerate, and participative style 
of the relationship-motivated leader can address the problems of low morale 
or can create an environment conducive to successful problem solving and 
decision making, making the relationship-motivated leader more effective 
under these conditions. The crisis nature of the low control situation calls for 
a firm and directive leadership style which is supplied by the task-motivated 
leader. Such a situation is too far gone to be quickly solved via a participative 
or considerate style, although such styles may be effective in the long run. 

The Contingency Model, as Fiedler's theory is called, has been the subject 
of considerable controversy. 17-19 Arguments have raged over the meaning of 
the LPC scale, the appropriateness of situational variables, and the general 
predictive validity of the theory. However, a recent extensive review20 indi
cated that the predictions of the theory are strongly supported by data from 
both laboratory and organizational studies. 

Research on the Contingency Model has been quite extensive and broad. 
The person/situation perspective has provided insights into leadership phe
nomena which were obscured by "one best way" approaches. One example is 
in the area of leadership training. Reviews of research on leadership training21 
had concluded that such training had few consistent effects on group perfor
mance or subordinate satisfaction. However, Contingency Model research on 
the effects of leadership training22•23 has shown that training has its most 
powerful effects on the leader's situational control. Training provides the 
leader with knowledge, procedures, and techniques which increase his or her 
sense of control over the group's task activities. Since the relationship of 
leadership style to group performance varies across different levels of situa
tional control, the increased control provided by training can either improve 
or lower a particular leader's performance. For example, if a situation was of 
moderate control for untrained leaders, the relationship-motivated leaders 
would perform most effectively. Leadership training which clarified and struc
tured the task would change the situation into one of high control. Under 
these conditions, the task-motivated leaders would perform better than the 
relationship-motivated leaders. With the task-motivated leaders getting bet
ter and the relationship-motivated leaders getting worse, the net effect of 
training would appear to be null. However, when both leadership style and 
situational control are analyzed, the effects of training become clear. These 
findings helped to explain why leadership training has not been found to be a 
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consistent positive factor in leadership effectiveness. More importantly, the 
utility of the situational-control dimension as a mediator of leadership effec
tiveness gained further support, suggesting that aspects of certainty, pre
dictability, and control could well be the most critical factors in the 
leadership equation. 

A number of other contingency-oriented leadership theories have also ad
dressed the relationship of leadership decision-making style to group perfor
mance and morale. The best known of these approaches is the Normative 
Decision Theory presented by Vroom and Yetton.24 These authors have iden
tified a range of decision-making styles. These include autocratic styles, in 
which the leader makes a decision alone without consulting subordinates; 
consultative styles, in which the leader makes the decision, but after consult
ing with subordinates; and a group style, in which the leader allows subordi
nates to share in the decision-making responsibility. The dimension which 
underlies the range of decision styles is the degree to which the leader allows 
the followers to participate in the process of decision making. As the word 
normative in the name of the theory implies, the model specifies which of the 
styles is most likely to yield effective decisions under varying situations. Like 
Fiedler's Contingency Model, and other contingency theories, it is assumed 
that there is no one best way to make decisions, and that the most effective 
style will depend on the characteristics of the situation. 

The situational characteristics which are considered most important in 
this model are 1) the expected support, acceptance, and commitment to the 
decision by subordinates and 2) the amount of structured, clear, decision-rel
evant information available to the leader. Three general rules determine 
which styles or sets of styles will be most effective. The first rule is that, other 
things being equal, autocratic decisions are less time-consuming and, there
fore, more efficient. However, the second rule specifies that if the leader does 
not have sufficient structure and information to make a high-quality deci
sion, he or she must consult with subordinates to gain the necessary informa
tion and enlist their aid and advice. The third general rule specifies that if the 
leader does not have sufficient support from subordinates to be assured that 
they will accept the decision, the leader must gain subordinate acceptance 
and commitment through participation in decision making. 

Research support for the Normative Decision Theory is somewhat 
sparse.25•26 Managers who are asked to recall and describe the characteristics 
of good and poor decisions that they have made in the past have been shown 
to usually describe situations and styles that would be predicted by the theo
ry. Such recollective analyses are clearly open to distortion and bias. Howev-
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er, a comparison of Normative Decision Theory with the Contingency 
Model, described earlier, helps to strengthen and clarify both theories. 

The two most important features of Fiedler's situational-control dimen
sion are leader-member relations and task structure, which are extremely 
similar to Vroom and Yetton's characteristics of follower acceptance and 
structured information availability. Thus, the various situations presented in 
Vroom and Yetton's analysis would fit closely into Fiedler and situational
control dimension. Further, Fiedler's task-motivated and relationship-moti
vated leaders are typically described as using decision styles which fall toward 
the two poles of Vroom and Yetton's dimension of style. Task-motivated lead
ers are more likely to tend toward autocratic or minimally consultative styles 
while relationship-motivated leaders more often use group-oriented and par
ticipative styles.27-29 The two theories make very similar predictions. Auto
cratic decisions are likely to be efficient and effective when the leader has a 
clear task and the support of followers. Relatively more participative deci
sions will fare better when either support or clarity is absent. 

Despite the similarity of the two theories, they diverge sharply on the 
question of the ability of people to modify and change their decision styles. 
The normative model assumes that leaders can quickly and easily change 
their behavior to fit the demands of the situation, while Fiedler sees leader
ship style arising out of stable, enduring, well-learned personality attributes 
which are quite difficult to change. Some research by Bass and his associ
ates30 on decision styles is relevant to this question. Bass and others identified 
five decision styles which are quite close to those already discussed. These are 
called directive, negotiative, consultative, participative, and delegative. In a 
large survey conducted in several organizations, Bass asked managers to rate 
a number of features of the leadership situation which affect or are affected 
by these decision styles. The results do indicate that the effects of decision 
style on group performance and subordinate satisfaction depend on the situa
tion, although the pattern of results in these studies is not yet clear and con
sistent. However, of great interest was Bass's finding that the various 
leadership styles were not independent of one another. The directive and ne
gotiative styles seem to form one related set, while consultative, participative, 
and delegative form another. This suggests that some leaders across many sit
uations tend to use more directive, task-oriented, autocratic styles while an
other type of leader is more likely to employ the participative, open, 
relationship-oriented styles. The possibility, then, that leadership decision 
and behavioral style are stable and enduring aspects of the individual leaders 
seems reasonable. 
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Another prominent contingency theory of leadership is the Path Goal 
Theory.31•32 This is a more restricted theory which deals primarily with the ef
fects of specific leader behavior on subordinate motivation and satisfaction , 
rather than the more general issues of decision making and performance. The 
Path-Goal research has studied the effects of the Leader Behavior Descrip
tion Questionnaire categories of considerate and structuring behavior. The 
theory predicts that leader-structuring behavior will have the most positive 
effects on subordinate psychological states when the subordinate's task is un
clear and/or difficult, that is, unstructured. The structure provided by the 
leader helps to clarify the path to the goal for the subordinates. On the other 
hand, consideration behavior will have its most positive effects when subor
dinates have a boring or distasteful job to perform. Subordinates then appre
ciate the "strokes" provided by their boss, more than they would if their job 
were intrinsically satisfying. 

It is difficult to integrate Path Goal Theory with the more general theories 
of leadership discussed earlier. It is not concerned with participative decision 
styles. In fact, it is not concerned with decisions at all, and might more prop
erly be thought of as a theory of supervision under conditions where the su
pervisor has high clarity and follower support. However, even with this 
model, the dimension of clarity, predictability, and certainty of the situation is 
a variable of critical importance. Research support for the Path-Goal Theory 
is variable. The most clear and consistent results show up on studies of fol
lower satisfaction rather than group performance. However, a most interest
ing recent finding by Griffin33 indicates that in addition to job characteristics, 
the needs, attitudes, and expectations of the follower have an important ef
fect on the follower's reaction to leader behavior. Griffin found that managers 
who scored high on a measure of the need for personal growth preferred not 
to receive structuring supervision, even under conditions of ambiguity. These 
subordinates would rather work the problem out for themselves. Conversely, 
subordinates low in growth need were not upset by a boring, routine job. The 
supervisor's considerate behavior had little effect since the subordinates were 
not really suffering. This result is especially important because the theoretical 
orientations of the three theories described so far tend to largely ignore the 
characteristics of subordinates. 

Transactional Approaches 

The theories discussed above might all be regarded as "leader oriented" ap
proaches. They tend to focus most of their attention on the leader's actions 
and attitudes. Although followers make their appearance in features related 
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to leader-subordinate relationships, the leader is clearly the central figure and 
prime actor. However, some transactional or exchange theories of leadership 
addressing the relationship between leader and followers have had consider

able impact. 
One of the most important bodies of research in leadership are the studies 

of leader legitimation by Hollander.34,3s Hollander developed the notion of 
"idiosyncrasy credit" to refer to the freedom which valued group members are 
given to deviate somewhat from group norms, that is, to act idiosyncratically. 
Idiosyncrasy credits are earned through the demonstration of competence 
and shared values which serve to make the group member more indispens
able to the group. The individual's achieved value, which is the same as sta
tus, allows him or her to introduce new ideas and new ways of doing things 
into the group or society, thus creating adaptability and change. Hollander's 
work shows us that the legitimation of leadership is a process of social ex
change. Members of groups exchange their competence and loyalty for 
group-mediated rewards which range from physical rewards such as income 
or protection to the less tangible rewards of honor, status, and influence. 

The work of George Graen and his associates36-38 has shown that the na
ture of exchange processes between leaders and subordinates can have far
reaching effects on group performance and morale. Research with the 
Vertical Dyad Linkage model has shown that a leader or manager develops a 
specific and unique exchange with each of his or her subordinates. These ex
changes might range from a true partnership in which the subordinate is 
given considerable freedom and autonomy in defining and developing a 
work-related role to exchanges in which the subordinate is restrained, con
trolled, and little more than a "hired hand." As might be expected, the more 
positive exchanges are associated with higher subordinate satisfaction, re
duced turnover, and greater identification with the organization.39 

On the one hand, these findings are not surprising. Good interpersonal re
lationships in dyads make people feel better about each other, themselves, 
and their work. The importance of this research is that it redirects our atten
tion to the relationship between leader, follower, and situation, and encour
ages a broader and more dynamic approach to the study of the leadership 
phenomenon. However, the Vertical Dyad Linkage Model does not elucidate 
the causes of good and poor exchanges. 

Over the years, a number of studies have examined follower effects on the 
leadership process. Although not organized into a comprehensive theory, the 
research makes some interesting and important points. For example, a num
ber of studies40--4Z have shown that leader activity, specifically the leader's 
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willingness to engage in attempts to move the group toward its goals, is dra
matically affected by followers' responses to the influence attempts. Leaders 
lead more with follower acceptance. 

Individual differences in follower attitude or personality traits have long 
been associated with leadership effects. Early studies by Haythorn43 and San
ford44 showed that differences in authoritarian versus egalitarian attitudes of 
followers determined reactions to leader's style. A recent study by Weed and 
others45 updates the same effect. They found that followers who are high in 
dogmatism respond better to leaders who engage in high levels of structuring 
behavior. Low-dogmatism followers perform better with considerate leader 
behavior. 

A number of other characteristics, including need for achievement,46 
work values,47·48 and locus of control49,SO have been shown to impact on 
leader behavior and follower attitudes. At this point, the literature on follow
er characteristics is not well integrated. However, the results occur frequently 
enough to suggest that leadership theorizing will benefit from attention to 
leader and follower characteristics and to the resultant relationship. 

Cognitive Approaches 

Perception and cognition have played a major role in leadership research. 
Many dependent measures such as leader-behavior ratings, satisfaction, and 
role ambiguity, are judgmental or memory processes. Social psychology has 
been strongly influenced by attribution theorySI-53 which is concerned with 
the cognitive processes which underlie interpersonal judgments. Recently, 
leadership theorists have begun to apply attribution-theory-based proposi
tions to judgments involved in the process of leadership. 

One of the key features of interpersonal judgments is the strong tendency 
for an observer to develop causal explanations for another person's behavior. 
Explanations of a person's behavior often center on the question of whether 
the behavior was determined by factors internal to the actor, such as ability 
or motivation, or factors external to the actor, such as situational forces, role 
demands, or luck. Reliable findings indicate that observers have a strong bias 
to attribute an actor's behavior to internal causes.54 This tendency may result 
from the observer's desire for a sense of certainty and predictability about the 
actor's future behavior. Further, if the observer might be considered responsi
ble for the actor's behavior, internal attributions to the actor remove that re
sponsibility. For example, a teacher might be inclined to attribute a student's 
poor academic performance to a lack of ability, thereby relieving the teacher 
of responsibility for that performance. 
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Recent work by Green and Mitchell55 has adapted some of the proposi
tions of attribution theory to the processes which leaders use to make judg
ments about subordinate performance. They have shown that these processes 
are affected by factors which are not directly related to the subordinate's ac
tual behavior. Studies56·57 indicate that supervisors make more negative and 
more internal attributions when the negative outcomes of a subordinate's be
havior are more severe. This happens even when the behavior in the two sit
uations is identical. For example, nursing supervisors asked to judge a 
hypothetical subordinate's performance made more negative judgments of a 
nurse who left a railing down on a patient's bed if the patient fell out of bed 
than if the patient did not. These judgments have important implications for 
later actions the supervisor might take with respect to promotion, termina
tion, or salary. The role-making processes which are discussed in the Vertical 
Dyad Linkage model might benefit from an analysis of the ways in which su
pervisory judgments affect leader-follower exchanges. 

Calder's58 attribution theory of leadership argues that leadership processes 
and effects exist primarily as perceptual processes in the minds of followers 
and observers. In fact, most of the measuring instruments used in leadership 
research ask the respondent for perceptions of the leadership process. These 
perceptions, judgments, and attributions are distorted by the biases which 
the perceiver brings to the situation. Each individual holds an implicit per
sonal theory ofleadership which serves as a cognitive filter to determine what 
the observer will notice, remember, and report about the leadership process. 

A number of recent studies59-6I indicate that such implicit theories are es
pecially problematic in ratings of leader behavior. Raters who are led to be
lieve that a group has performed well or poorly will modify their ratings of 
leader behavior to conform to the performance feedback. In other words, if I 
think that good leaders are very considerate of their followers, I am more 
likely to notice and report the consideration behavior of leaders whom I be
lieve have performed well. 

Ayman and Chemers62 have found that the structure of leader-behavior 
ratings depends more on the culture of the raters than on the behavior of the 
leader. These researchers factor analyzed leader-behavior ratings made by 
Iranian subjects. They found that the structure of the behavior ratings was 
very different from the structure normally found in studies in the United 
States and Europe. In most leadership studies done in Western Europe and the 
United States, analyses of leader-behavior ratings yield two distinct and inde
pendent behavior clusters. These are the familiar structuring, task-directed 
behaviors and the considerate, relationship-directed behaviors. However, the 
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Ayman and Chemers analysis of ratings made by Iranian followers resulted in 
a single category of behavior which included both structuring and considerate 
items. This global factor depicting a directive but warm supervisor was labeled 
"benevolent paternalism." Furthermore, the factor was found to be strongly 
related to group performance as assessed by superiors and to satisfaction with 
supervision expressed by subordinates. Interestingly, this unique pp.ttern of be
havior ratings was found when the leaders being rated were Iranian or Ameri
can. This led Ayman and Chemers to conclude that leader-behavior ratings 
are more a function of the implicit theories which guide the "eye of the be
holder" than they are of what the leader actually does. 

On the one hand, these distortions in the observation of leadership effects 
are very problematic. This is especially true for research with certain theories 
(for example, Path-Goal Theory, the Normative Decision Theory, and the 
Vertical Dyad Linkage Model) because in many tests of these theories sub
jects are asked to rate several aspects of the leadership situation, for example, 
their leader's behavior and their own satisfaction. The relationships observed 
among these measures may reflect the implicit theories held by the subjects 
rather than accurate reflections of the constructs studied. However, it is also 
true that perception, judgments, and expectations form the core of interper
sonal relationships. The desire and expectations of a subordinate for some 
type ofleader behavior (for example, consideration) may elicit or compel that 
behavior. This represents an interesting and necessary area for future re
search. 

Cross-Cultural Approaches 

Berry63 has argued that American psychology is "culture bound" and "culture 
blind." The generalizability of our findings is bounded by the fact that most of 
our research is done with European or American samples. Furthermore, be
cause we rarely compare cultures, we are blind to the potential effects of cul
tural differences. Chemers64 points out that this problem becomes more 
salient when we attempt to export our theories and training programs to cul
tures which are different from those in which the theories were developed. 
Cross-cultural research can benefit leadership theory in two ways. Compara
tive studies can show us the generalizability of Euro-American theories, help
ing us to recognize the inherent limitations in their transfer to other cultures. 
More importantly, comparative research gives us a much broader range of 
variables which may highlight relationships previously ignored. For example, 
since most studies done in the developed countries are done on subjects who 
are relatively well educated and technologically sophisticated, educational 
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level becomes a background variable to which we pay little attention. How
ever, in a broader context, the socialization or educational background of 
workers may be an important determinant of work-related attitudes and re

sponses. 
Leadership researchers have not totally ignored culture, but the results of 

the research leave much to be desired. Reviews by Roberts,65 Nath,66 Barrett 
and Bass,67 and Tannenbaum68 all concluded that the cross-cultural research 
on leadership has been characterized by weak methodologies and by a paucity 
of theory, both of which make the interpretation of the scattered findings 
very difficult. However, a few cross-cultural models do exist. Neghandhi69 
presented a model of cultural effects on organizational structure in which 
cultural or national differences act indirectly on management practices by af
fecting the organizational environment. He argues that organizational struc
ture and managerial policy are more important than cultural factors in 
determining behavior. This view contrasts with earlier views70 which saw cul
ture as directly determining managerial values, attitudes, and behavior. 

The actual role of culture probably lies somewhere between these two 
views. Neither culture nor organizational structure are static forces. Rather, 
they interact in dynamic process influencing one another, and both con
tribute to managerial attitudes and behavior. For example, studies which 
have compared the attitudes or behaviors of managers have found national 
differences somewhat moderated by organizational policy. 7 1  Unfortunately, 
after we have dealt with the broad question of whether culture is important, 
we are still left with few theories which make any specific predictions about 
the role of culture in shaping leadership process. 

A potentially useful theoretical framework relating values to managerial 
and organizational process has been offered by Hofstede. 72-74 Comparing re
sponses to a value survey of managers from forty countries, Hofstede found 
that the pattern of results could be described by four factors. These were 1)  
power distance, that is, the relative importance of status; 2) tolerance for un
certainty; 3) individualism versus collectivism; and 4) masculinity. Hof
stede75 argues that a culture's standing on these four value dimensions 
determines the kind of organizational structure and managerial policies that 
will be most likely to develop. For example, he argues that cultures which 
have a low tolerance for uncertainty combined with a low emphasis on status 
are likely to develop highly bureaucratic organizational structures to reduce 
ambiguity. Cultures which are also low in tolerance for uncertainty but high 
in power distance will develop autocratic organizational structures, in which 
the high-status persons resolve ambiguity by fiat. 
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The validity of much of the cross-cultural research has been questioned by 
Ayman and Chemers. 76 In a study of the leadership behavior of Iranian man
agers, these researchers found that traditional measures of leadership behav
ior and subordinate satisfaction resulted in very different factor structures in 
their Iranian sample than did those measures when used with European or 
American samples. Ayman and Chemers77 and Chemers78 argue that the im
position of Euro-American theories, measures, and research designs on other 
cultures may lead to very inaccurate conclusions. 

Summary and Conclusions 

We can now look back on over seventy years of scientific research on leader
ship in small groups. For much of that time, the literature has been character
ized by false starts, dead ends, and bitter controversies. Even today, the 
student of leadership is consistently confronted with acrimonious debates 
among theorists, giving the field an appearance of chaotic disarray. In fact, 
much of the controversy resembles a "tempest in a teapot." Various theories 
say much the same thing in slightly different ways, and advocates engage in 
quibbling over relatively minor differences. The current crop of theories has 
more which unites than separates them. The last twenty years of research has 
reinforced and clarified certain common threads, and the study of leadership 
stands poised for a thrust into a new era of growth. Let us examine these 
commonalities and the directions toward which they point. 

At the broadest level, most contemporary theories adopt a contingency 
perspective. One would be hard put to find an empirical theory of leadership 
which holds that one style of leadership is appropriate for all situations. At a 
somewhat deeper level, the similarities continue. The most frequent dimen
sions on which leader behavior, style, or decision processes are differentiated 
are 1) the relative focus of the leader on goal-directed task functions versus 
morale-oriented interpersonal functions, and 2) the relative use of autocrat
ic, directive styles versus democratic, participative styles. These related di
chotomies have been part and parcel of the leadership equation since the first 
behavioral studies of the late 1940s and early 1950s. 

Turning to the situational parameters embodied in most current theories, 
another area of commonality is revealed. Almost all of the contemporary ap
proaches are concerned with the degree of predictability, certainty, and con
trol which the environment affords to the leader. At an even more specific 
level most approaches integrate interpersonal and task features into the spec
ification of the situation. Indeed, in retrospect, it is hard to imagine how it 
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could be  otherwise. Leadership involves a job to  do and people to  do it with. 
The likelihood of successful goal accomplishment must, then, depend upon 
the degree to which the support of the people and the control of the task are 
facilitative. 

Finally, a careful examination of these leadership theories results in a com
mon set of predictions as well. Autocratic decisions and directive styles in 
which the leader tells followers what to do are most likely to work when the 
leader knows exactly what to tell the subordinates (that is, a structured task) 
and when the subordinates are inclined to do what they are told (that is, 
good follower acceptance and loyalty) . When the leader is not so sure what 
to do or not so sure that followers will go along, considerate and participative 
styles have the double benefit of encouraging follower acceptance and in
creasing follower input into the problem-solving process. 

The presence of common themes in the research literature does not mean 
that we have answered all the questions and solved all the problems in lead
ership. The contingency approaches do provide us with a stable platform 
from which to step into the next set of issues. However, these issues are quite 
complex and will require a more integrated, multifaceted, and systemic view 
ofleadership process. 

A major gap in most current leadership theories is the lack of attention to 
the leaders and followers, as people. We focus on behavior or decision style 
with very little understanding of the values, needs, and motives which give 
rise to the observed behaviors. It is assumed that any leader can engage in 
any behavior, and that leaders and followers can easily identify the correct or 
ideal set of behaviors in a situation. When the possibility arises, as it has re
cently, that our observation of behavior may be flawed, we are left with 
nowhere to tum. 

The differences in the factor structure of leader behavior across cultures 
highlight the role of personal values in the social process of leadership. In 
the research done in the Western industrialized nations, for example, leader 
behaviors which are directive and task oriented are usually differentiated 
from those that are more considerate and interpersonally oriented. The two 
sets of behaviors load on separate and distinct factors. However, Ayman and 
Chemers's79 research in developing nations such as Iran and Mexico reveals a 
different pattern. The leaders who have the highest group performance and 
the most satisfied subordinates are those who combine directive task styles 
with interpersonal warmth and consideration. The factor structure of leader
behavior ratings in these cultures indicates that both structuring and consid
erate behavior correlate within a single global cluster. 
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In order to understand why leader-behavior factors differ across cultures, 
it is necessary to have some theory about the manner in which culture affects 
behavior. The culture, through the processes of socialization, helps to shape 
the needs, values, and personality of leaders and followers. The personality of 
the leader will affect the kinds of behaviors most often used. Further, cultural 
norms create expectations and judgments about the appropriate behavior of 
leaders and their group members. The cultural expectations of the society's 
members then influence the patterns of leadership exhibited. 

Thus, one interpretation of the differences in leader-behavior patterns 
across cultures relates to the very strong emphasis on individualism in the 
Western democracies and on collective, group-oriented values in much of 
the rest of the world. When individual responsibility and individual autono
my are stressed, considerate supervisory behavior is that which reinforces the 
autonomy of subordinates; in other words, egalitarian, participative leader
ship. Thus considerate behavior is generally likely to be somewhat incompati
ble with high levels of directive and structuring behavior. However, in more 
collective and authoritarian cultures, in which group members subordinate 
individuals' goals to group needs, a leader can maintain control over subordi
nates and satisfy them, by being directive and structuring in a warm, support
ive, "fatherly" manner. Cultural values are reinforced by social norms which 
prescribe elaborate codes of politeness and make the exercise of a "benevo
lent paternalism" the most acceptable mode of behavior. 

The role of culture in leadership is much broader and more complex than 
the abbreviated explanation given here. But this analysis does turn our atten
tion to the role of the leader's and the follower's personalities as an influence 
on behavior and the perception of behavior. The research on follower charac
teristics makes it very plain that the way in which one individual reacts to the 
behavior of another is dependent upon individual differences in styles and 
needs as well as variations in situational characteristics. 

The transactional and exchange theories have shown that the relationship 
between leaders and followers is a dynamic one extending longitudinally in 
time. Roles are defined, negotiated, and redefined. People move toward or 
away from one another with effects on motivation, satisfaction, and individ
ual and group performance. Observations and judgments are made which fa
cilitate and enhance positive or negative relationships. Admittedly, such 
dynamic relationships are difficult to study. It is also true, however, that lead
ership theory will make major strides forward when we can begin to tie to
gether the ways in which personal characteristics influence judgments which, 
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in turn, influence role perception and performance which, subsequently, de
termine group behavior and effectiveness. 

The simplistic trait approaches were superseded by the behavioral studies 
which were replaced by the contingency theories. The next major era of lead
ership research will begin with the recognition that group and organizational 
performance are dependent upon the interplay of social systems. A social-sys
tems approach will recognize that the leadership process is a complex, multi
faceted network of forces. Personal characteristics of leaders and followers 
interact in the perception of and reaction to task demands and to each other. 
The small group is further embedded in an organizational and societal con
text which influences personal characteristics, social roles, and situational 
contingencies. If general leadership theory can begin to span the gaps be
tween the various levels of analysis (that is, individual, group, organization, 
society) , the resultant theories will provide us with a much stronger base, not 
only for understanding leadership but also for improving its quality. 
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Some define leadership as leaders making followers do what followers would 
not otherwise do, or as leaders making followers do what the leaders want 
them to do; I define leadership as leaders inducing followers to act for certain 
goals that represent the values and the motivations-the wants and needs, 
the aspirations and expectations--of both leaders and followers. And the ge
nius of leadership lies in the manner in which leaders see and act on their 
own and their followers' values and motivations. 

Leadership, unlike naked power-wielding, is thus inseparable from follow
ers' needs and goals. The essence of the leader-follower relation is the inter
action of persons with different levels of motivations and of power potential, 
including skill, in pursuit of a common or at least joint purpose. That interac
tion, however, takes two fundamentally different forms. The first I will call 

From Leadership by James MacGregor Burns, Selected excerpts from pages 19-20. Copyright © 1978 by 

James MacGregor Burns. Reprinted by permission of Harper Collins Publishers, Inc. 
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transactional leadership. . . . Such leadership occurs when one person takes 
the initiative in making contact with others for the purpose of an exchange of 
valued things. The exchange could be economic or political or psychological 
in nature: a swap of goods or of one good for money; a trading of votes be
tween candidate and citizen or between legislators; hospitality to another 
person in exchange for willingness to listen to one's troubles. Each party to 
the bargain is conscious of the power resources and attitudes of the other. 
Each person recognizes the other as a person. Their purposes are related, at 
least to the extent that the purposes stand within the bargaining process and 
can be advanced by maintaining that process. But beyond this the relation
ship does not go. The bargainers have no enduring purpose that holds them 
together; hence they may go their separate ways. A leadership act took place, 
but it was not one that binds leader and follower together in a mutual and 
continuing pursuit of a higher purpose. 

Contrast this with transforming leadership. Such leadership occurs when 
one or more persons engage with others in such a way that leaders and follow
ers raise one another to higher levels of motivation and morality . . . .  Their 
purposes, which might have started out as separate but related, as in the case 
of transactional leadership, become fused. Power bases are linked not as 
counterweights but as mutual support for common purpose. Various names 
are used for such leadership, some of them derisory: elevating, mobilizing, in
spiring, exalting, uplifting, preaching, exhorting, evangelizing. The relation
ship can be moralistic, of course. But transforming leadership ultimately 
becomes moral in that it raises the level of human conduct and ethical aspira
tion of both leader and led, and thus it has a transforming effect on both. Per
haps the best modern example is Gandhi, who aroused and elevated the 
hopes and demands of millions of Indians and whose life and personality were 
enhanced in the process. Transcending leadership is dynamic leadership in 
the sense that the leaders throw themselves into a relationship with followers 
who will feel "elevated" by it and often become more active themselves, 
thereby creating new cadres of leaders. Transcending leadership is leadership 
engage. Naked power-wielding can be neither transactional nor transforming; 
only leadership can be. 
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Since its appearance in 1978, few books have commanded more attention of 
scholars in the field of leadership studies than Leadership by James MacGre
gor Burns. 1  Writers on the subject of leadership make their pilgrimage to this 
holy book from many different fields. They drink from the waters of wisdom 
they find there and take inspiration for what they need for their own work. 

What they need is apparently different from what they find. The literature 
on leadership is replete with discussions of transformational leadership that 
have their obligatory reference to Burns's work but little relevance to it. This 
transition, from Burns's treatment of transforming leadership to others' treat
ment of transformational leadership indicates a bias within the field of leader
ship studies to interpret and apply scholarship to formal organizations . . . .  

Excerpted from a paper delivered at the 1993 Annual Meeting of the American Political Science Associa

tion, Washington D.C., September 2-5, 1993. With permission of the author. 
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Transforming Leadership Revisited 

Burns, like any dutiful and conscientious scholar, offers definitions of the 
concept he discusses. He informs his readers that transforming leadership "is 
a relationship of mutual stimulation and elevation that converts followers 
into leaders and may convert leaders into moral agents."1  Not satisfied with 
having defined the term once, Burns offers another definition later in the 
book when he explains that transforming leadership "occurs when one or 
more persons engage with others in such a way that leaders and followers raise 
one another to higher levels of motivation and morality" . . .  1 

Transforming leadership, Burns asserts, changes some of those who follow 
into people whom others may follow in time. It also changes leaders into 
moral agents. Burns defines morality in terms of human development and of 
a hierarchy of human needs. He borrows from humanistic psychologists for 
these terms and concepts, Lawrence Kohlberg, Erik Erikson, and Abraham 
Maslow. Transforming leadership assists a group of people to move from one 
stage of development to a higher one and in doing so [to] address and fulfill 
better a higher human need. 

The leader's fundamental act is to induce people to be aware or conscious of 
what they feel-to feel their true needs so strongly, to define their values so 
meaningfully, that they can move to purposeful action. I 

Transforming leadership has a nobility in Burns's descriptions that suggests 
very desirable and attractive characteristics of the person who incarnates it. 
The transforming leader shapes, alters, and elevates the motives and values 
and goals of followers. 1  The transforming leader achieves "significant 
change." 1  There is a special power entailed in transforming leadership. Lead
ers "armed with principles and rising above self-interest narrowly conceived" 
are invested with power that "may ultimately transform both leaders and fol
lowers into persons who jointly adhere to modal values and end-values."1  

Burns is quick to distinguish this power from charisma and to distinguish 
transforming leadership from heroic leadership, a term he prefers to "charis
matic leadership." Heroic leadership, according to Burns, is a relationship be
tween followers and persons they believe in because of reputation aside from 
tested capacities, experience, or stands on issues. Followers place great confi
dence in heroic leaders and in their ability to overcome crises and obstacles.1 
Idolized heroes, such as Joan of Arc or Michael Jordan, lack essential charac
teristics of leaders, for Burns, because their relationship with followers is de
void of deeply held motives and goals, shared by leader and followers. 1  
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Bums also adeptly distinguishes executive leadership from transforming 
leadership. Here Bums depends on Philip Selznick and Michael Crozier and 
their studies of formal organizations to identify a trinity of obstacles between 
executive leadership and transforming leadership: conditions of an organiza
tion; causal factors of problems within an organization; and the achievement 
of actual social change. Bums acknowledges the capacity of extraordinary ex
ecutives to overcome limiting conditions and address causal factors of prob
lems within an organization. Those accomplishments, Burns fears, would 
leave little energy for actual social change, which is the test of transforming 
leadership. . . . 1  

Given the clarity in Burns' work that transforming leadership is neither 
heroic nor executive leadership, it is surprising that most of the application of 
his work has been to these forms ofleadership. 

The Transformation of Transforming Leadership 

Perhaps Bernard M. Bass has transformed the concept of transforming leader 
more than any other individual. Indeed, although explicitly related to Bums's 
work, Bass's development of the concept differs substantially. First, Bass uses 
the term "transformational leadership" rather than transforming leadership. 
The adjective form of a noun, transformation, modifies leadership and sug
gests a condition or a state. This contrasts with the adjective form of a verb, 
transform, that suggests leadership as a process. Since Bass, transformational 
leadership is more often used in leadership literature than transforming lead
ership with the implied change of state of being or character of a leader 
rather than of a process in which a leader participates . . . .  

In Bass's terms, transformational leaders transform followers. The direc
tion of influence is one-way, unlike Burns's treatment in which followers 
could transform leaders by the interaction of leaders and followers. For Bass, 
transformational leaders may expand a follower's portfolio of needs; may 
transform a followers' self-interest; and may elevate a follower's need to a 
higher Maslow level. In addition, leaders may increase the confidence of fol
lowers; elevate followers' expectations of success; and elevate the value of 
the leader's intended outcomes for the follower. These actions plus a change 
in organization culture create increased motivation in followers to attain the 
leader's designated outcome and eventually to perform beyond their own as 
well as the leader's initial expectations. The transformational leader has 
transformed followers into more highly motivated followers who provide 
extra effort to perform beyond expectations of leader and follower.2 
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The transformation that Bass conducts extends beyond the differences he 
has with Bums that he cites. Bass deals with the transformational style of ex
ecutive leadership. He limits transformational leadership to the first two of 
the three tasks that Bums designated for transforming leadership of execu
tives. Bums acknowledged the capacity of executive to change conditions 
and culture. The crucial, additional test for Bums, however, is social change, 
which is missing in Bass's analysis. 

Bass's research on transformational leadership is conducted primarily in 
formal organizations, i.e. schools, industry and the military. Within these for
mal organizations, an array of studies of presidents of businesses, Methodist 
ministers, principals of private schools, and of "world-class industrial, mili
tary, and political leaders" demonstrate, according to Bass, that transforma
tional leaders achieved more effective organizations with less effort on the 
part of subordinates.3 Such findings fall short of the three part test of trans
forming leadership of Bums . . . .  

Bass sees the payoff for this research on transformational leadership in 
"entrepreneurial champions" ,  "organizational champions", and champions of 
"radical military innovations." . . .  

In some ways, Bass has done for transforming leadership what David 
Lilienthal did for the concept "grassroots democracy" within the Tennessee 
Valley Authority (TV A) . He has placed a radically transforming concept in 
the service of institutional practice. Bass, like Lilienthal, changed the test of 
the radical transformation from social change to the achievement of institu
tional goals, including preservation. Philip Selznick4 criticized the grassroots 
policies of TV A and Lilienthal and introduced us to the concept of "coopta
tion." Selznick's work is part of the sociology of formal organizations from 
which Bums borrows and concludes the low probability of executive leader
ship reaching transforming leadership. Bass's work is part of the psychology of 
organizations and encourages a belief in the high probability of executive 
leadership reaching transformational leadership . . . .  

Reclaiming a Lost Concept 

The differences between Bums and Bass stem, in part, from the contexts in 
which they study leadership. Bums is dealing with leadership within social 
movements and politics; revolutionary leadership where politics and social 
movements overlap. In such a context, significant social change is extraordi
nary in scope: national independence, political revolution, the end of legal 
segregation. In this context, executive leaders become transforming leaders 
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when they "mobilize political resources in groups, parties, public opinion, and 
legislatures." 1  However, Burns offers us more historical examples of trans
forming leaders-Lenin, Mao, Gandhi, and Luther-who become executive 
leaders in this manner than of executive leaders who become transforming 
leaders. Bass is dealing with leadership within formal organizations; organiza
tional leadership where authority, management, and leadership blend. It may 
be gratifying for school principals, CEO's, and military officers to consider 
themselves exemplars of Gandhi and other transforming leaders but it [is] 
also a stretch. The contexts differ and this creates two distinct scales for the 
changes of followers and leaders, the moral issues, and the significant change 
entailed in transforming and transformational leadership. 

Clearly, in some ways Bass's transformational leadership is an analogy of 
Burns's transforming leadership. The test of transforming leadership, for 
Burns, comes from social movements. "Significant change" entails the aboli
tion of some caste-like restriction that impaired the recognition of the 
human worth of a group of people and the public expression of their values 
and needs. Such change is likely to come from outside of formal organizations 
and institutions, to entail involuntary changes of an organization, and to de
pend on causal factors and conditions that transforming leaders do not create 
or control. Followers are in a synergistic, reflexive relationship with trans
forming leaders and both are on a path of change towards uncertain but 
noble outcomes. 

The test of transformational leadership, for Bass, comes from management 
goals. "Performance beyond expectations" entails the creation of an environ
ment that enables followers to recognize and realize an organization goal that 
exceeds past accomplishments. This change is likely to come from inside for
mal organizations and institutions, to entail voluntary changes of an organi
zation, and to depend on causal factors and conditions that transformational 
leaders create and control. Followers remain subordinates of the transforma
tional leader whatever else might be transformed . . . .  

To relate these concepts, we must come to terms with the differences in 
contexts for leadership, obviously. Burns's examples of epoch change risk 
idealizing and idolizing transforming leadership and removing it from the 
grasp of ordinary humans. Granted that a few transforming leaders exemplify 
dramatic social change, can other men and women involved in politics and 
social movements exemplify transforming leadership? Bass's examples of in
stitutional change risk trivializing transformational leadership and placing it 
within the grasp of anyone in authority with the cost of a book or workshop 
on the topic. Granted that some managers manage better than others, can 
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transformational be so common without manifesting itself in significant so
cial change? While Burns's transforming leadership is attractive, it may be 
unattainable and distract us from the important task of being as effective as 
one can be to transform this set of conditions and causal factors in the here 
and now with little hope of epoch change. While Bass's transformational 
leadership risks narcissism, it offers attainable goals and establishes for peo
ple with authority the conditions to lead and manage people more effective
ly and competently. Somehow we need to preserve an understanding of 
leadership in everyday life and not merely extraordinary human beings like 
Martin Luther, Lenin, Susan B. Anthony, Gandhi, Franklin Delano Roo
sevelt, Septima Clark, and Martin Luther King Jr. For example, Burns exem
plifies great leadership in Mao but uses terms that describe the principles of 
great teaching, as well. 

The classic role of the great leader . . .  is to comprehend not only the existing 
needs of followers but to mobilize within them newer motivations and aspira
tions that would in the future furnish a popular foundation for the kind of 
leadership Mao hoped to supply. 1 

In adopting this role of great leader to teaching, for example, we very appro
priately extend the transforming power of the great leader . . . .  

Conclusion 

Burns turned away from the terms "charisma" and "charismatic" leadership 
because they had been hopelessly mangled. To a far less extent, perhaps his 
own term "transforming leader" has been modified almost to the point where 
it is no longer recognizable. The change has a great deal to do with the appli
cation of the concept to formal organizations, a context that dominates the 
field of leadership studies . . . .  Examining the changes in "transforming lead
ership" enables us to identify elements of that analysis . . . .  This . . .  , it is 
hoped, permits us to understand better transforming leadership, in particular, 
and leadership, in general. 
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The Charismatic Leader 

While the subject of leadership has received much attention over the years, 
the more specific issue of leadership during periods of change has only recently 
attracted serious attention.1 What emerges from various discussions of leader
ship and organizational change is a picture of the special kind of leadership 
that appears to be critical during times of strategic organizational change. 
While various words have been used to portray this type of leadership, we pre
fer the label "charismatic" leader. It refers to a special quality that enables the 
leader to mobilize and sustain activity within an organization through specific 
personal actions combined with perceived personal characteristics. 

Extracted from David A. Nadler and Michael L. Tushman, "Beyond the Charismatic Leader: Leadership and 

Organizational Change," California Management Review 32 (Winter, 1990): 77-97. Reprinted by permission. 
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The concept of the charismatic leader is not the popular version of the great 
speech maker or television personality. Rather, a model has emerged from re
cent work aimed at identifying the nature and determinants of a particular type 
of leadership that successfully brings about changes in an individual's values, 
goals, needs, or aspirations. Research on charismatic leadership has identified 
this type of leadership as observable, definable, and having clear behavioral 
characteristics. 2 We have attempted to develop a first cut description of the 
leader in terms of patterns of behavior that he/she seems to exhibit. The result
ing approach is outlined in Figure 1, which lists three major types of behavior 
that characterize these leaders and some illustrative kinds of actions. 

The first component of charismatic leadership is envisioning. This involves 
the creation of a picture of the future, or of a desired future state with which 
people can identify and which can generate excitement. By creating vision, 
the leader provides a vehicle for people to develop commitment, a common 
goal around which people can rally, and a way for people to feel successful. 
Envisioning is accomplished through a range of different actions. Clearly, the 
simplest form is through articulation of a compelling vision in clear and dra
matic terms. The vision needs to be challenging, meaningful, and worthy of 
pursuit, but it also needs to be credible. People must believe that it is possible 
to succeed in the pursuit of the vision. Vision is also communicated in other 
ways, such as through expectations that the leader expresses and through the 
leader personally demonstrating behaviors and activities that symbolize and 
further that vision. 

The second component is energizing. Here the role of the leader is the di-

FIGURE 1 
The Charismatic Leader 

Envisioning 

• articulating a compelling vision 
• setting high expectations 
• modeling consistent behaviors 

Energizing Enabling 

• demonstrating personal excitement • expressing personal support 
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• seeking, finding, & using success • expressing confidence in people 
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rect generation of energy-motivation to act-among members of the orga
nization. How is this done? Different leaders engage in energizing in different 
ways, but some of the most common include demonstration of their own per
sonal excitement and energy, combined with leveraging that excitement 
through direct personal contact with large numbers of people in the organiza
tion. They express confidence in their own ability to succeed. They find, and 
use, successes to celebrate progress towards the vision. 

The third component is enabling. The leader psychologically helps people 
act or perform in the face of challenging goals. Assuming that individuals are 
directed through a vision and motivated by the creation of energy, they then 
may need emotional assistance in accomplishing their tasks. This enabling is 
achieved in several ways. Charismatic leaders demonstrate empathy-the 
ability to listen, understand, and share the feelings of those in the organiza
tion. They express support for individuals. Perhaps most importantly, the 
charismatic leader tends to express his/her confidence in people's ability to 
perform effectively and to meet challenges . . . .  

Assuming that leaders act in these ways, what functions are they per
forming that help bring about change? First, they provide a psychological 
focal point for the energies, hopes, and aspirations of people in the organi
zation. Second, they serve as powerful role models whose behaviors, ac
tions and personal energy demonstrate the desired behaviors expected 
throughout the firm. The behaviors of charismatic leaders provide a stan
dard to which others can aspire. Through their personal effectiveness and 
attractiveness they build a very personal and intimate bond between 
themselves and the organization. Thus, they can become a source of sus
tained energy; a figure whose high standards others can identify with and 
emulate. 

Limitations of the Charismatic Leader 

Even if one were able to do all of the things involved in being a charismatic 
leader, it might still not be enough. In fact, our observations suggest that 
there are a number of inherent limitations to the effectiveness of charismatic 
leaders, many stemming from risks associated with leadership which revolves 
around a single individual. Some of the key potential problems are: 

• Unrealistic Expectations-In creating a vision and getting people energized, 
the leader may create expectations that are unrealistic or unattainable. 
These can backfire if the leader cannot live up to the expectations that are 
created. 
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• Dependency and Counterdependency-A strong, visible, and energetic 
leader may spur different psychological response. Some individuals may 
become overly dependent upon the leader, and in some cases whole orga
nizations become dependent. Everyone else stops initiating actions and 
waits for the leader to provide direction; individuals may become passive 
or reactive. On the other extreme, others may be uncomfortable with 
strong personal presence and spend time and energy demonstrating how 
the leader is wrong-how the emperor has no clothes. 

• Reluctance to Disagree with the Leader-The charismatic leader's approval 
or disapproval becomes an important commodity. In the presence of a 
strong leader, people may become hesitant to disagree or come into con
flict with the leader. This may, in turn, lead to stifling conformity. 

• Need for Continuing Magic-The charismatic leader may become trapped 
by the expectation that the magic often associated with charisma will con
tinue unabated. This may cause the leader to act in ways that are not 
functional, or (if the magic is not produced) it may cause a crisis of leader
ship credibility. 

• Potential Feelings of Betrayal-When and if things do not work out as the 
leader has envisioned, the potential exists for individuals to feel betrayed 
by their leader. They may become frustrated and angry, with some of that 
anger directed at the individual who created the expectations that have 
been betrayed. 

• Disenfranchisement of Next Levels of Management-A consequence of the 
strong charismatic leader is that the next levels of management can easily 
become disenfranchised. They lose their ability to lead because no direc
tion, vision, exhortation, reward, or punishment is meaningful unless it 
comes directly from the leader. The charismatic leader thus may end up 
underleveraging his or her management and/or creating passive/depen
dent direct reports. 

• Limitations of Range of the Individual Leader-When the leadership process 
is built around an individual, management's ability to deal with various is
sues is limited by the time, energy, expertise, and interest of that individ
ual. This is particularly problematic during periods of change when 
different types of issues demand different types of competencies (e.g., mar
kets, technologies, products, finance) which a single individual may not 
possess. Different types of strategic changes make different managerial de
mands and call for different personal characteristics. There may be limits 
to the number of strategic changes that one individual can lead over the 
life of an organization. 
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In light of these risks, it appears that the charismatic leader is a necessary 
component-but not a sufficient component-of the organizational leader
ship required for effective organizational re-organization. There is a need to 
move beyond the charismatic leader. 

Instrumental Leadership 

Effective leaders of change need to be more than just charismatic. Effective 
re-orientations seem to be characterized by the presence of another type of 
leadership behavior which focuses not on the excitement of individuals and 
changing their goals, needs or aspirations, but on making sure that individu
als in the senior team and throughout the organization behave in ways need
ed for change to occur. An important leadership role is to build competent 
teams, clarify required behaviors, build in measurement, and administer re
wards and punishments so that individuals perceive that behavior consistent 
with the change is central for them in achieving their own goals.3 We will call 
this type of leadership instrumental leadership, since it focuses on the manage
ment of teams, structures, and managerial processes to create individual in
strumentalities. The basis of this approach is in expectancy theories of 
motivation, which propose that individuals will perform those behaviors that 
they perceive as instrumental for acquiring valued outcomes.4 Leadership, in 
this context, involves managing environments to create conditions that mo
tivate desired behavior.5 

In practice, instrumental leadership of change involves three elements of 
behavior (see Figure 2) . The first is structuring. The leader invests time in 
building teams that have the required competence to execute and implement 
the re-orientation6 and in creating structures that make it clear what types of 
behavior are required throughout the organization. This may involve setting 
goals, establisliing standards, and defining roles and responsibilities. Re-ori
entations seem to require detailed planning about what people will need to 
do and how they will be required to act during different phases of the change. 
The second element of instrumental leadership is controlling. This involves 
the creation of systems and processes to measure, monitor, and assess both 
behavior and results and to administer corrective action.7 The third element 
is rewarding, which includes the administration of both rewards and punish
ments contingent upon the degree to which behavior is consistent with the 
requirements of the change. 

Instrumental leadership focuses on the challenge of shaping consistent be
haviors in support of the re-orientation. The charismatic leader excites indi-
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viduals, shapes their aspirations, and directs their energy. In practice, howev
er, this is not enough to sustain patterns of desired behavior. Subordinates 
and colleagues may be committed to the vision, but over time other forces 
may influence their behavior, particularly when they are not in direct person
al contact with the leader. This is particularly relevant during periods of 
change when the formal organization and the informal social system may lag 
behind the leader and communicate outdated messages or reward traditional 
behavior. Instrumental leadership is needed to ensure compliance over time 
consistent with the commitment generated by charismatic leadership . . . .  

The Complementarity of Leadership Approaches 

It appears that effective organizational re-orientation requires both charis
matic and instrumental leadership. Charismatic leadership is needed to gen
erate energy, create commitment, and direct individuals towards new 
objectives, values or aspirations. Instrumental leadership is required to en
sure that people really do act in a manner consistent with their new goals. Ei
ther one alone is insufficient for the achievement of change. 
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What Leaders Really Do 

John P. Kotter 

John P. Kotter has published ten books, including The Leadership Factor and A Force for Change: 

How Leadership Differs from Management. He is professor of organizational behavior at the Har

vard Business School. 

Leadership is different from management, but not for the reasons most peo
ple think. Leadership isn't mystical and mysterious. It has nothing to do with 
having "charisma" or other exotic personality traits. It is not the province of a 
chosen few. Nor is leadership necessarily better than management or a re
placement for it. 

Rather, leadership and management are two distinctive and complemen
tary systems of action. Each has its own function and characteristic activities. 
Both are necessary for success in an increasingly complex and volatile busi
ness environment. 

Most U.S. corporations today are overmanaged and underled. They need 
to develop their capacity to exercise leadership. Successful corporations don't 
wait for leaders to come along. They actively seek out people with leadership 
potential and expose them to career experiences designed to develop that po-

Reprinted by permission of Harvard Business Review. "What Leaders Really Do" by John P. Kotter 

(May-June 1990). Copyright by the President and Fellows of Harvard College; all rights reserved. 
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tential. Indeed, with careful selection, nurturing, and encouragement, dozens 
of people can play important leadership roles in a business organization. 

But while improving their ability to lead, companies should remember that 
strong leadership with weak management is no better, and is sometimes actu
ally worse, than the reverse. The real challenge is to combine strong leader
ship and strong management and use each to balance the other. 

Of course, not everyone can be good at both leading and managing. Some 
people have the capacity to become excellent managers but not strong lead
ers. Others have great leadership potential but, for a variety of reasons, have 
great difficulty becoming strong managers. Smart companies value both kinds 
of people and work hard to make them a part of the team. 

But when it comes to preparing people for executive jobs, such companies 
rightly ignore the recent literature that says people cannot manage and lead. 
They try to develop leader-managers. Once companies understand the fun
damental difference between leadership and management, they can begin to 
groom their top people to provide both. 

The Difference Between Management and Leadership 

Management is about coping with complexity. Its practices and procedures 
are largely a response to one of the most significant developments of the 
twentieth century: the emergence of large organizations. Without good man
agement, complex enterprises tend to become chaotic in ways that threaten 
their very existence. Good management brings a degree of order and consis
tency to key dimensions like the quality and profitability of products. 

Leadership, by contrast, is about coping with change. Part of the reason it 
has become so important in recent years is that the business world has be
come more competitive and more volatile. Faster technological change, 
greater international competition, the deregulation of markets, overcapacity 
in capital-intensive industries, an unstable oil cartel, raiders with junk 
bonds, and the changing demographics of the work force are among the 
many factors that have contributed to this shift. The net result is that doing 
what was done yesterday, or doing it 5% better, is no longer a formula for 
success. Major changes are more and more necessary to survive and com
pete effectively in this new environment. More change always demands 
more leadership. 

Consider a simple military analogy: a peacetime army can usually survive 
with good administration and management up and down the hierarchy, cou
pled with good leadership concentrated at the very top. A wartime army, 



1 16 Modem Views of Leadership 

however, needs competent leadership at all levels. No one yet has figured out 
how to manage people effectively into battle; they must be led. 

These different functions-coping with complexity and coping with 
change-shape the characteristic activities of management and leadership. 
Each system of action involves deciding what needs to be done, creating net
works of people and relationships that can accomplish an agenda, and then 
trying to ensure that those people actually do the job. But each accomplishes 
these three tasks in different ways. 

Companies manage complexity first by planning and budgeting-setting tar
gets or goals for the future (typically for the next month or year) , establishing 
detailed steps for achieving those targets, and then allocating resources to ac
complish those plans. By contrast, leading an organization to constructive 
change begins by setting a direction-developing a vision of the future (often 
the distant future) along with strategies for producing the changes needed to 
achieve that vision. 

Management develops the capacity to achieve its plan by organizing and 
staffing-creating an organizational structure and set of jobs for accomplish
ing plan requirements, staffing the jobs with qualified individuals, communi
cating the plan to those people, delegating responsibility for carrying out the 
plan, and devising systems to monitor implementation. The equivalent lead
ership activity, however, is aligning people. This means communicating the 
new direction to those who can create coalitions that understand the vision 
and are committed to its achievement. 

Finally, management ensures plan accomplishment by controlling and prob
lem solving-monitoring results versus the plan in some detail, both formally 
and informally, by means of reports, meetings, and other tools; identifying de
viations; and then planning and organizing to solve the problems. But for 
leadership, achieving a vision requires motivating and inspiring-keeping peo
ple moving in the right direction, despite major obstacles to change, by ap
pealing to basic but often untapped human needs, values, and emotions. 

A closer examination of each of these activities will help clarify the skills 
leaders need. 

Setting a Direction vs. Planning and Budgeting 

Since the function of leadership is to produce change, setting the direction of 
that change is fundamental to leadership. 

Setting direction is never the same as planning or even long-term plan
ning, although people often confuse the two. Planning is a management 
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process, deductive in nature and designed to produce orderly results, not 
change. Setting a direction is more inductive. Leaders gather a broad range of 
data and look for patterns, relationships, and linkages that help explain 
things. What's more, the direction-setting aspect of leadership does not pro
duce plans; it creates vision and strategies. These describe a business, tech
nology, or corporate culture in terms of what it should become over the long 
term and articulate a feasible way of achieving this goal. 

Most discussions of vision have a tendency to degenerate into the mysti
cal. The implication is that a vision is something mysterious that mere mor
tals, even talented ones, could never hope to have. But developing good 
business direction isn't magic. It is a tough, sometimes exhausting process of 
gathering and analyzing information. People who articulate such visions 
aren't magicians but broad-based strategic thinkers who are willing to take 
risks. 

Nor do visions and strategies have to be brilliantly innovative; in fact, 
some of the best are not. Effective business visions regularly have an almost 
mundane quality, usually consisting of ideas that are already well known. The 
particular combination or patterning of the ideas may be new, but sometimes 
even that is not the case. 

For example, when CEO Jan Carlzon articulated his vision to make Scan
dinavian Airline Systems (SAS) the best airline in the world for the frequent 
business traveler, he was not saying anything that everyone in the airline in
dustry didn't already know. Business travelers fly more consistently than 
other market segments and are generally willing to pay higher fares. Thus fo
cusing on business customers offers an airline the possibility of high margins, 
steady business, and considerable growth. But in an industry known more for 
bureaucracy than vision, no company had ever put these simple ideas togeth
er and dedicated itself to implementing them. SAS did, and it worked. 

What's crucial about a vision is not its originality but how well it serves 
the interests of important constituencies-customers, stockholders, employ
ees-and how easily it can be translated into a realistic competitive strategy. 
Bad visions tend to ignore the legitimate needs and rights of important con
stituencies-favoring, say, employees over customers or stockholders. Or 
they are strategically unsound. When a company that has never been better 
than a weak competitor in an industry suddenly starts talking about becom
ing number one, that is a pipe dream, not a vision. 

One of the most frequent mistakes that over-managed and underled cor
porations make is to embrace "long-term planning" as a panacea for their 
lack of direction and inability to adapt to an increasingly competitive and dy-



1 18 Modem Views of Leadership 

namic business environment. But such an approach misinterprets the nature 
of direction setting and can never work. 

Long-term planning is always time consuming. Whenever something un
expected happens, plans have to be redone. In a dynamic business environ
ment, the unexpected often becomes the norm, and long-term planning can 
become an extraordinarily burdensome activity. This is why most successful 
corporations limit the time frame of their planning activities. Indeed, some 
even consider "long-term planning" a contradiction in terms. 

In a company without direction, even short-term planning can become a 
black hole capable of absorbing an infinite amount of time and energy. With 
no vision and strategy to provide constraints around the planning process or 
to guide it, every eventuality deserves a plan. Under these circumstances, 
contingency planning can go on forever, draining time and attention from far 
more essential activities, yet without ever providing the clear sense of direc
tion that a company desperately needs. After awhile, managers inevitably be
come cynical about all this, and the planning process can degenerate into a 
highly politicized game. 

Planning works best not as a substitute for direction setting but as a 
complement to it. A competent planning process serves as a useful reality 
check on direction-setting activities. Likewise, a competent direction-set
ting process provides a focus in which planning can then be realistically 
carried out. It helps clarify what kind of planning is essential and what kind 
is irrelevant. 

Aligning People vs . Organizing and Staffing 

A central feature of modern organizations is interdependence, where no one 
has complete autonomy, where most employees are tied to many others by 
their work, technology, management systems, and hierarchy. These linkages 
present a special challenge when organizations attempt to change. Unless 
many individuals line up and move together in the same direction, people 
will tend to fall all over one another. To executives who are overeducated in 
management and undereducated in leadership, the idea of getting people 
moving in the same direction appears to be an organizational problem. What 
executives need to do, however, is not organize people but align them. 

Managers "organize" to create human systems that can implement plans as 
precisely and efficiently as possible. Typically, this requires a number of po
tentially complex decisions. A company must choose a structure of jobs and 
reporting relationships, staff it with individuals suited to the jobs, provide 
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training for those who need it, communicate plans to the work force, and de
cide how much authority to delegate and to whom. Economic incentives also 
need to be constructed to accomplish the plan, as well as systems to monitor 
its implementation. These organizational judgments are much like architec
tural decisions. It's a question of fit within a particular context. 

Aligning is different. It is more of a communications challenge than a de
sign problem. First, aligning invariably involves talking to many more individ
uals than organizing does. The target population can involve not only a 
manager's subordinates but also bosses, peers, staff in other parts of the orga
nization, as well as suppliers, governmental officials, or even customers. Any
one who can help implement the vision and strategies or who can block 
implementation is relevant. 

Trying to get people to comprehend a vision of an alternative future is also 
a communications challenge of a completely different magnitude from orga
nizing them to fulfill a short-term plan. It's much like the difference between 
a football quarterback attempting to describe to his team the next two or 
three plays versus his trying to explain to them a totally new approach to the 
game to be used in the second half of the season. 

Whether delivered with many words or a few carefully chosen symbols, 
such messages are not necessarily accepted just because they are understood. 
Another big challenge in leadership efforts is credibility-getting people to 
believe the message. Many things contribute to credibility: the track record 
of the person delivering the message, the content of the message itself, the 
communicator's reputation for integrity and trustworthiness, and the consis
tency between words and deeds. 

Finally, aligning leads to empowerment in a way that organizing rarely 
does. One of the reasons some organizations have difficulty adjusting to rapid 
changes in markets or technology is that so many people in those companies 
feel relatively powerless. They have learned from experience that even if they 
correctly perceive important external changes and then initiate appropriate 
actions, they are vulnerable to someone higher up who does not like what 
they have done. Reprimands can take many different forms: "That's against 
policy" or "We can't afford it" or "Shut up and do as you're told." 

Alignment helps overcome this problem by empowering people in at least 
two ways. First, when a clear sense of direction has been communicated 
throughout an organization, lower level employees can initiate actions with
out the same degree of vulnerability. As long as their behavior is consistent 
with the vision, superiors will have more difficulty reprimanding them. Sec
ond, because everyone is aiming at the same target, the probability is less that 
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one person's initiative will be stalled when it comes into conflict with some
one else's. 

Motivating People vs. Controlling and Problem Solving 

Since change is the function of leadership, being able to generate highly en
ergized behavior is important for coping with the inevitable barriers to 
change. Just as direction setting identifies an appropriate path for movement 
and just as effective alignment gets people moving down that path, successful 
motivation ensures that they will have the energy to overcome obstacles. 

According to the logic of management, control mechanisms compare sys
tem behavior with the plan and take action when a deviation is detected. In a 
well-managed factory, for example, this means the planning process establish
es sensible quality targets, the organizing process builds an organization that 
can achieve those targets, and a control process makes sure that quality laps
es are spotted immediately, not in 30 or 60 days, and corrected. 

For some of the same reasons that control is so central to management, 
highly motivated or inspired behavior is almost irrelevant. Managerial 
processes must be as close as possible to fail-safe and risk-free. That means 
they cannot be dependent on the unusual or hard to obtain. The whole pur
pose of systems and structures is to help normal people who behave in normal 
ways to complete routine jobs successfully, day after day. It's not exciting or 
glamorous. But that's management. 

Leadership is different. Achieving grand visions always requires an occa
sional burst of energy. Motivation and inspiration energize people, not by 
pushing them in the right direction as control mechanisms do but by satisfy
ing basic human needs for achievement, a sense of belonging, recognition, 
self-esteem, a feeling of control over one's life, and the ability to live up to 
one's ideals. Such feelings touch us deeply and elicit a powerful response. 

Good leaders motivate people in a variety of ways. First, they always artic
ulate the organization's vision in a manner that stresses the values of the au
dience they are addressing. This makes the work important to those 
individuals. Leaders also regularly involve people in deciding how to achieve 
the organization's vision (or the part most relevant to a particular individual) . 
This gives people a sense of control. Another important motivational tech
nique is to support employee efforts to realize the vision by providing coach
ing, feedback, and role modeling, thereby helping people grow professionally 
and enhancing their self-esteem. Finally, good leaders recognize and reward 
success, which not only gives people a sense of accomplishment but also 
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makes them feel like they belong to an organization that cares about them. 
When all this is done, the work itself becomes intrinsically motivating. 

The more that change characterizes the business environment, the more 

that leaders must motivate people to provide leadership as well. When this 

works, it tends to reproduce leadership across the entire organization, with 

people occupying multiple leadership roles throughout the hierarchy. This is 

highly valuable, because coping with change in any complex business de

mands initiatives from a multitude of people. Nothing less will work. 

Of course, leadership from many sources does not necessarily converge. To 

the contrary, it can easily conflict. For multiple leadership roles to work to

gether, people's actions must be carefully coordinated by mechanisms that 

differ from those coordinating traditional management roles. 

Strong networks of informal relationships-the kind found in companies 

with healthy cultures-help coordinate leadership activities in much the 

same way that formal structure coordinates managerial activities. The key 

difference is that informal networks can deal with the greater demands for 

coordination associated with nonroutine activities and change. The multi

tude of communication channels and the trust among the individuals con

nected by those channels allow for an ongoing process of accommodation 

and adaptation. When conflicts arise among roles, those same relationships 

help resolve the conflicts. Perhaps most important, this process of dialogue 

and accommodation can produce visions that are linked and compatible in

stead of remote and competitive. All this requires a great deal more commu

nication than is needed to coordinate managerial roles, but unlike formal 

structure, strong informal networks can handle it. 

Of course, informal relations of some sort exist in all corporations. But 

too often these networks are either very weak-some people are well con

nected but most are not-or they are highly fragmented-a strong network 

exists inside the marketing group and inside R&D but not across the two de

partments. Such networks do not support multiple leadership initiatives 

well. In fact, extensive informal networks are so important that if they do 

not exist, creating them has to be the focus of activity early in a major lead

ership initiative. 

Creating a Culture of Leadership 

Despite the increasing importance of leadership to business success, the on

the-job experiences of most people actually seem to undermine the devel

opment of attributes needed for leadership. Nevertheless, some companies 
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have consistently demonstrated an ability to develop people into outstand
ing leader-managers. Recruiting people with leadership potential is only the 
first step. Equally important is managing their career patterns . Individuals 
who are effective in large leadership roles often share a number of career 
experiences. 

Perhaps the most typical and most important is significant challenge early 
in a career. Leaders almost always have had opportunities during their twen
ties and thirties to actually try to lead, to take a risk, and to learn from both 
triumphs and failures. Such learning seems essential in developing a wide 
range of leadership skills and perspectives. It also teaches people something 
about both the difficulty of leadership and its potential for producing change. 

Later in their careers, something equally important happens that has to do 
with broadening. People who provide effective leadership in important jobs 
always have a chance, before they get into those jobs, to grow beyond the 
narrow base that characterizes most managerial careers. This is usually the 
result of lateral career moves or of early promotions to unusually broad job 
assignments. Sometimes other vehicles help, like special task-force assign
ments or a lengthy general management course. Whatever the case, the 
breadth of knowledge developed in this way seems to be helpful in all aspects 
of leadership. So does the network of relationships that is often acquired both 
inside and outside the company. When enough people get opportunities like 
this, the relationships that are built also help create the strong informal net
works needed to support multiple leadership initiatives. 

Corporations that do a better-than-average job of developing leaders put 
an emphasis on creating challenging opportunities for relatively young em
ployees. In many businesses, decentralization is the key. By definition, it 
pushes responsibility lower in an organization and in the process creates more 
challenging jobs at lower levels. Johnson & Johnson, 3M, Hewlett-Packard, 
General Electric, and many other well-known companies have used that ap
proach quite successfully. Some of those same companies also create as many 
small units as possible so there are a lot of challenging lower level general 
management jobs available. 

Sometimes these businesses develop additional challenging opportunities 
by stressing growth through new products or services. Over the years, 3M has 
had a policy that at least 25% of its revenue should come from products in
troduced within the last five years. That encourages small new ventures, 
which in turn offer hundreds of opportunities to test and stretch young peo
ple with leadership potential. 

Such practices can, almost by themselves, prepare people for small- and 
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medium-sized leadership jobs. But developing people for important leader
ship positions requires more work on the part of senior executives, often over 
a long period of time. That work begins with efforts to spot people with great 
leadership potential early in their careers and to identify what will be needed 
to stretch and develop them. 

Again, there is nothing magic about this process. The methods successful 
companies use are surprisingly straightforward. They go out of their way to 
make young employees and people at lower levels in their organizations visi
ble to senior management. Senior managers then judge for themselves who 
has potential and what the development needs of those people are. Execu
tives also discuss their tentative conclusions among themselves to draw more 
accurate judgments. 

Armed with a clear sense of who has considerable leadership potential and 
what skills they need to develop, executives in these companies then spend 
time planning for that development. Sometimes that is done as part of a for
mal succession planning or high-potential development process; often it is 
more informal. In either case, the key ingredient appears to be an intelligent 
assessment of what feasible development opportunities fit each candidate's 
needs. 

To encourage managers to participate in these activities, well-led business
es tend to recognize and reward people who successfully develop leaders. 
This is rarely done as part of a formal compensation or bonus formula, simply 
because it is so difficult to measure such achievements with precision. But it 
does become a factor in decisions about promotion, especially to the most se
nior levels, and that seems to make a big difference. When told that future 
promotions will depend to some degree on their ability to nurture leaders, 
even people who say that leadership cannot be developed somehow find ways 
to do it. 

Such strategies help create a corporate culture where people value strong 
leadership and strive to create it. Just as we need more people to provide 
leadership in the complex organizations that dominate our world today, we 
also need more people to develop the cultures that will create that leader
ship. Institutionalizing a leadership-centered culture is the ultimate act of 
leadership. 



PART Y 

THE LEADER 

Leadership is a complex phenomenon, involving the constant interaction of three 
essential elements: the leader, the followers, and the surrounding situation or con
text. An effective leader must know something about each, and how they interact. 

Perhaps the most obvious component of any leadership scenario is the leader 
himself or herself Philosophers, scholars, politicians, and executives have all won
dered what separates leaders from other people. One of the most enduring explana
tions has been the listing of what "traits" are associated with effective leaders. Until 
the middle 1 940s many argued that leaders have special traits which distinguish 
them from others. Ralph Stogdill (selection 23) challenged any simplistic application 
of such notions, arguing that the traits of an effective leader can only be assessed in 
conjunction with other factors, such as the nature of the followers and the charac
teristics of the situation. In the aftermath of Stogdill's article, "trait theory" went 
into decline. However, there has been a recent resurgence of the idea that successful 
leaders have particular traits . Shelley A Kirkpatrick and Edwin A Locke revisit 
the issue and come up with their own list. Others who reflect on leadership credit a 
leader's success less to traits and more to his or her behavior. Paul Hersey and Ken
neth Blanchard provide a clear and concise summary of some of the early studies of 
"relationship-centered" versus "task-oriented" leader behavior. 

An inescapable question which presents itself when one thinks about leaders is 
whether one's gender affects his or her approach to leadership. This issue has gener
ated a considerable amount of controversy; two selections presented here frame the 
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debate. In a controversial Harvard Business Review article, Judy Rosener suggests 
that "women do lead differently. " In the accompanying piece, Virginia Schein poses 
precisely the same question, but comes to a different conclusion. These two readings 
are joined by a third, in which Ann Morrison and Mary Ann Von Glinow review 
the current thinking with respect to the "glass ceiling" which limits the advancement 
of both women and minorities into leadership positions. 
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Personal Factors Associated 
with Leadership 

Ralph M. Stogdill 

Ralph M. Stogdill was professor emeritus of management science at Ohio State University, 

where he had served as associate director of the Ohio State Leadership Studies. He authored 

many books and articles, the most important of which was Stogdill's Handbook of Leadership. 

Smith and Kruegerl have surveyed the literature on leadership to 1933. Re
cent developments in leadership methodology, as related especially to mili
tary situations, were reviewed in 1947 by Jenkins.2 The present survey is 
concerned only with those studies in which some attempt has been made to 
determine the traits and characteristics of leaders. In many of the studies sur
veyed, leadership was not defined. In others the methods used in the investi
gation appeared to have little relationship to the problem as stated. An 
attempt has been made to include all studies bearing on the problem of traits 
and personal factors associated with leadership. In all except four cases, the 
original book or article has been read and abstracted in detail. The data from 
one American and three German publications have been derived from com
petent abstracts. 

From The]oumal of Psychology 25 (1948): 35-71 .  Reprinted with permission of the Helen Dwight Reid Edu

cational Foundation. Published by Heldref Publications, 1319 Eighteenth St., N. W., Washington, D.C., 

20036-1802. Copyright 1948. 
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The present survey lists only those factors which were studied by three or 
more investigators. Evidence reported by fewer investigators has not been re
garded as providing a satisfactory basis for evaluation. It is realized that the 
number of investigations in which a factor was studied is not necessarily in
dicative of the importance of the factor. However, the frequency with which 
a factor was found to be significant appears to be the most satisfactory single 
criterion for evaluating the data accumulated in this survey, but other crite
ria, such as the competency of the experimental methods employed and the 
adequacy of the statistical treatment of data, have also been regarded in eval
uating the results of a particular study. 

In analyzing data obtained from various groups and by various methods, 
the question arises as to the extent to which results may be influenced by dif
ferences in social composition of the groups, differences in methodology, and 
differences in leadership criteria. There is no assurance, for example, that the 
investigator who analyzes the biographies of great men is studying the same 
kind of leadership behavior that is revealed through observation of children's 
leadership activities in group situations. It is of interest, however, that some 
of the studies employing the two different methods yield remarkably similar 
results. On the other hand, there are some factors that appear only in certain 
age and social groups or only when certain methods are employed . . . .  

Summary 

1 .  The following conclusions are supported by uniformly positive evidence 
from 15  or more of the studies surveyed: 
a. The average person who occupies a position of leadership exceeds 

the average member of his group in the following respects: ( 1 )  intel
ligence, (2) scholarship, (3) dependability in exercising responsibili
ties, (4) activity and social participation, and (5) socio-economic 
status. 

b. The qualities, characteristics, and skills required in a leader are de
termined to a large extent by the demands of the situation in which 
he is to function as a leader. 

2. The following conclusions are supported by uniformly positive evidence 
from 10 or more of the studies surveyed: 
a. The average person who occupies a position of leadership exceeds 

the average member of his group to some degree in the following re
spects: ( 1 )  sociability, (2) initiative, (3) persistence, (4) knowing 
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how to get things done, (5) self-confidence, (6) alertness to, and in
sight into, situations, (7) cooperativeness, (8) popularity, (9) adapt
ability, and ( 10) verbal facility. 

3. In addition to the above, a number of factors have been found which 
are specific to well-defined groups. For example, athletic ability and 
physical prowess have been found to be characteristics of leaders in 
boys' gangs and play groups. Intellectual fortitude and integrity are 
traits found to be associated with eminent leadership in maturity. 

4. The items with the highest overall correlation with leadership are origi
nality, popularity, sociability, judgment, aggressiveness, desire to excel, 
humor, cooperativeness, liveliness, and athletic ability, in approximate 
order of magnitude of average correlation coefficient. 

5. In spite of considerable negative evidence, the general trend of results 
suggests a low positive correlation between leadership and such vari
ables as chronological age, height, weight, physique, energy, appear
ance, dominance, and mood control. The evidence is about evenly 
divided concerning the relation to leadership of such traits as introver
sion-extroversion, self sufficiency, and emotional control. 

6. The evidence available suggests that leadership exhibited in various 
school situations may persist into college and into later vocational and 
community life. However, knowledge of the facts relating to the trans
ferability of leadership is very meager and obscure. 

7. The most fruitful studies, from the point of view of understanding lead
ership, have been those in which leadership behavior was described and 
analyzed on the basis of direct observation or analysis of biographical 
and case history data. 

Discussion 

The factors which have been found to be associated with leadership could 
probably all be classified under the general headings of capacity, achievement, 
responsibility, participation, and status: 

1. Capacity (intelligence, alertness, verbal facility, originality, judgment) . 
2. Achievement (scholarship, knowledge, athletic accomplishments) .  
3 .  Responsibility (dependability, initiative, persistence, aggressiveness, self

confidence, desire to excel) . 
4. Participation (activity, sociability, cooperation, adaptability, humor) . 
5. Status (socio-economic position, popularity) . 
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These findings are not surprising. It is primarily by virtue of participating 
in group activities and demonstrating his capacity for expediting the work of 
the group that a person becomes endowed with leadership status. A number 
of investigators have been careful to distinguish between the leader and the 
figure-head, and to point out that leadership is always associated with the at
tainment of group objectives. Leadership implies activity, movement, getting 
work done. The leader is a person who occupies a position of responsibility in 
coordinating the activities of the members of the group in their task of attain
ing a common goal. This leads to consideration of another significant factor. 

6. Situation (mental level, status, skills, needs and interests of followers, 
objectives to be achieved, etc.) . 

A person does not become a leader by virtue of the possession of some 
combination of traits, but the pattern of personal characteristics of the leader 
must bear some relevant relationship to the characteristics, activities, and 
goals of the followers. Thus, leadership must be conceived in terms of the in
teraction of variables which are in constant flux and change. The factor of 
change is especially characteristic of the situation, which may be radically al
tered by the addition or loss of members, changes in interpersonal relation
ships, changes in goals, competition of extra-group influences, and the like. 
The personal characteristics of leader and of the followers are, in comparison, 
highly stable. The persistence of individual patterns of human behavior in 
the face of constant situational change appears to be a primary obstacle en
countered not only in the practice of leadership, but in the selection and 
placement of leaders. It is not especially difficult to find persons who are lead
ers. It is quite another matter to place these persons in different situations 
where they will be able to function as leaders. It becomes clear that an ade
quate analysis of leadership involves not only a study of leaders, but also of 
situations. 

The evidence suggests that leadership is a relation that exists between per
sons in a social situation and that persons who are leaders in one situation 
may not necessarily be leaders in other situations. Must it then be assumed 
that leadership is entirely incidental, haphazard, and unpredictable? Not at 
all. The very studies which provide the strongest arguments for the situation
al nature of leadership also supply the strongest evidence indicating that 
leadership patterns as well as nonleadership patterns of behavior are persis
tent and relatively stable. Jennings3 observes that "the individual's choice be
havior, in contrast to his social expansiveness, appears as an expression of 
needs which are, so to speak, so 'central' to his personality that he must strive 

Personal Factors Associated with Leadership 1 3 1  

to fulfill them whether or not the possibility of fulfilling them is at hand." A 
somewhat similar observation is made by Newstetter, Feldstein, and New
comb,4 who report that: 

Being accepted or rejected is not determined by the cordiality or antagonism 
of the individual's treatment of his fellows, nor evidently is the individual's 
treatment of his fellows much affected by the degree to which he is already 
being accepted or rejected by them. Their treatment of him is related to their 
acceptance or rejection of him. Their treatment of him is, of course, a reaction 
to some or all of his behaviors, but we have been completely unsuccessful in 
attempting to measure what these behaviors are. 

The authors conclude that these findings provide "devastating evidence" 
against the concept of the operation of measurable traits in determining so
cial interactions. The findings of Newstetter and his associates do not appear 
to provide direct evidence either for or against a theory of traits, but they do 
indicate that the complex of factors that determines an individual's status in 
a group is most difficult to isolate and evaluate. 

The findings of Jennings and Newstetter suggest that the problem of se
lecting leaders should be much less difficult than that of training nonleaders 
to become leaders. The clinician or group worker who has observed the fruit
less efforts of socially isolated individuals to gain group acceptance or leader
ship status is aware of the real nature of the phenomena described by 
Jennings and Newstetter. Some individuals are isolates in almost any group in 
which they find themselves, while others are readily accepted in most of their 
social contacts. 

A most pertinent observation on this point is made by Ackerson,s who re
ports that "the correlation for 'leaders' and 'follower' are not of opposite sign 
and similar magnitude as would be expected of traits supposed to be antithet
ical." These may not be the opposite poles of a single underlying trait. "It may 
be that the true antithesis of 'leader' is not 'follower,' but 'indifference, '  i.e., 
the incapacity or unwillingness either to lead or to follow. Thus it may be that 
some individuals who under one situation are leaders may under other condi
tions take the role of follower, while the true 'opposite' is represented by the 
child who neither leads nor follows. " 

The findings suggest that leadership is not a matter of passive status, or of 
the mere possession of some combination of traits. It appears rather to be a 
working relationship among members of a group, in which the leader acquires 
status through active participation and demonstration of his capacity for car
rying cooperative tasks through to completion. Significant aspects of this ca-
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pacity for organizing and expediting cooperative effort appear to be intelli
gence, alertness to the needs and motives of others, and insight into situa
tions, further reinforced by such habits as responsibility, initiative, 
persistence, and self-confidence. The studies surveyed offer little information 
as to the basic nature of these personal qualifications. Cattell's6 studies sug
gest that they may be founded to some degree on basic intelligence, but Cat
tell and others also suggest that they are socially conditioned to a high 
degree. Problems which appear to be in need of thorough investigation are 
those relating to factors which condition social participation, insight into sit
uations, mood control, responsibility, and transferability of leadership from 
one situation to another. Answers to these questions seem basic not only to 
any adequate understanding of the personal qualifications of leaders, but also 
to any effective training for leadership. 

24 

Leadership : Do Traits Matter? 

Shelley A. Kirkpatrick and Edwin A. Locke 

Shelley A. Kirkpatrick received her Ph.D. in organizational behavior from the University of 

Maryland and has taught at Carnegie Mellon University and American University. She co-au

thored (with Edwin A. Locke, among others) the book The Essence of Leadership. Currently she 

is associated with Pelavin Research Institute. Edwin Locke is chairman of the Department of 

Management and Organizations at the University of Maryland's College of Business and Man

agement. He has written over 140 books, chapters, and articles including (with Gary P. Latham) 

A Theory of Goal Setting and Task Performance. 

Few issues have a more controversial history than leadership traits and char
acteristics. In the 19th and early 20th centuries, "great man" leadership theo
ries 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 exam
ple, Slater and Bennis write, 

Edited and reprinted from Academy of Management Executive 5 (1991) :  48-60. By permission. 
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The passing years have . . .  given the coup de grace to another force that has re
tarded 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 ac
quired. 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 de
pendent on experience and learning. 

The trait view was brought into question during the mid-century when a 
prominent theorist, Ralph Stogdill, after a thorough review of the literature 
concluded that "A person does not become a leader by virtue of the posses
sion of some combination of traits. "2 Stogdill believed this because the re
search showed that no traits were universally associated with effective 
leadership and that situational factors were also influential. For example, mil
itary leaders do not have traits identical to those of business leaders. 

Since Stogdill's early review, trait theory has made a comeback, though in 
altered form. Recent research, using a variety of methods, has made it clear 
that successful leaders are not like other people. The evidence indicates that 
there are certain core traits which significantly contribute to business leaders' 
success. 

Traits alone, however, are not sufficient for successful business leader
ship-they are only a precondition. Leaders who possess the requisite traits 
must take certain actions to be successful (e.g. formulating a vision, role 
modeling, setting goals) . Possessing the appropriate traits only makes it more 
likely that such actions will be taken and be successful. After summarizing 
the core leadership traits, we will discuss these important actions and the 
managerial implications. 

The Evidence: Traits Do Matter 

The evidence shows that traits do matter. Six traits on which leaders differ 
from non-leaders include: drive, the desire to lead, honesty/integrity, self-
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confidence, cognitive ability, and knowledge of the business.3 These traits are 
shown in Figure 1 .  

Drive 

The first trait is labeled "drive" which is not to be confused with physical 
need deprivation. We use the term to refer to a constellation of traits and 
motives reflecting a high effort level. Five aspects of drive include achieve
ment motivation, ambition, energy, tenacity, and initiative. 

Achievement. Leaders have a relatively high desire for achievement. The 
need for achievement is an important motive among effective leaders and 
even more important among successful entrepreneurs. High achievers obtain 
satisfaction from successfully completing challenging tasks, attaining stan
dards of excellence, and developing better ways of doing things. To work 
their way up to the top of the organization, leaders must have a desire to 
complete challenging assignments and projects. This also allows the leader to 
gain technical expertise, both through education and work experience, and 
to initiate and follow through with organizational changes . . . .  

Ambition. Leaders are very ambitious about their work and careers and 
have a desire to get ahead. To advance, leaders actively take steps to demon
strate their drive and determination. Ambition impels leaders to set hard, 
challenging goals for themselves and their organizations. Walt Disney, 
founder of Walt Disney Productions, had a "dogged determination to suc
ceed" and C.E. Woolman of Delta Air Lines had "inexhaustible ambition." 

Effective leaders are more ambitious than nonleaders. In their 20-year 
study, psychologists Ann Howard and Douglas Bray found that among a sam
ple of managers at AT&T, ambition, specifically the desire for advancement, 
was the strongest predictor of success twenty years later . . . .  

FIGURE 1 
Leadership Traits 

Drive: Achievement, ambition, energy, tenacity, initiative 
Leadership Motivation (personalized vs. socialized) 
Honesty and Integrity 
Self-confidence (including emotional stability) 
Cognitive Ability 
Knowledge of the Business 
Other Traits (weaker support) : charisma, creativity /originality, flexibility 
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Energy. To sustain a high achievement drive and get ahead, leaders must 
have a lot of energy. Working long, intense work weeks (and many weekends) 
for many years, requires an individual to have physical, mental, and emotional 
vitality. Leaders are more likely than nonleaders to have a high level of energy 
and stamina and to be generally active, lively, and often restless. Leaders have 
been characterized as "electric, vigorous, active, full of life" as well as possess
ing the "physical vitality to maintain a steadily productive work pace." . . .  4 
The need for energy is even greater today than in the past, because more com
panies are expecting all employees, including executives, to spend more time 
on the road visiting the organization's other locations, customers, and suppli
ers. 

Tenacity . Leaders are better at overcoming obstacles than nonleaders. 
They have the "capacity to work with distant objects in view" and have a 
"degree of strength of will or perseverance."5 Leaders must be tirelessly persis
tent in their activities and follow through with their programs. Most organi
zational change programs take several months to establish and can take many 
years before the benefits are seen. Leaders must have the drive to stick with 
these programs, and persistence is needed to ensure that changes are institu
tionalized . . . .  It is not just the direction of action that counts, but sticking to 
the direction chosen. Effective leaders must keep pushing themselves and 
others toward the goal. . . .  

Persistence, of course, must be used intelligently. Dogged pursuit of an in
appropriate strategy can ruin an organization. It is important to persist in the 
right things. But what are the right things? In today's business climate, they 
may include the following: satisfying the customer, growth, cost control, in
novation, fast response time, and quality. Or, in Tom Peters' terms, a constant 
striving to improve just about everything. 

Initiative. Effective leaders are proactive. They make choices and take ac
tion that leads to change instead of just reacting to events or waiting for 
things to happen; that is, they show a high level of initiative . . . .  

Instead of sitting "idly by or [waiting] for fate to smile upon them," leaders 
need to "challenge the process." 

Leaders are achievement-oriented, ambitious, energetic, tenacious, and 
proactive. These same qualities, however, may result in a manager who tries 
to accomplish everything alone, thereby failing to develop subordinate com
mitment and responsibility. Effective leaders must not only be full of drive 
and ambition, they must want to lead others. 
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Leadership Motivation 

Studies show that leaders have a strong desire to lead. Leadership motivation 
involves the desire to influence and lead others and is often equated with the 
need for power. People with high leadership motivation think a lot about in
fluencing other people, winning an argument, or being the greater authority. 
They prefer to be in a leadership rather than subordinate role. The willing
ness to assume responsibility, which seems to coincide with leadership moti
vation, is frequently found in leaders. 

Sears psychologist Jon Bentz describes successful Sears executives as those 
who have a "powerful competitive drive for a position of . . .  authority . . .  
[and] the need to be recognized as men of influence." . . .  6 

Psychologist Warren Bennis and colleague Burt Nanus state that power is 
a leader's currency, or the primary means through which the leader gets 
things done in the organization. A leader must want to gain the power to ex
ercise influence over others. Also, power is an "expandable pie," not a fixed 
sum; effective leaders give power to others as a means of increasing their own 
power. Effective leaders do not see power as something that is competed for 
but rather as something that can be created and distributed to followers with
out detracting from their own power . . . .  

Successful leaders must be willing to exercise power over subordinates, tell 
them what to do and make appropriate use of positive and negative sanc
tions. Previous studies have shown inconsistent results regarding dominance 
as a leadership trait. According to Harvard psychologist David McClelland, 
this may be because there are two different types of dominance: a personal
ized power motive or power lust, and a socialized power motive, or the desire 
to lead.7 

Personalized Power Motive. Although a need for power is desirable, the 
leader's effectiveness depends on what is behind it. A leader with a person
alized power motive seeks power as an end in itself. These individuals have 
little self-control, are often impulsive, and focus on collecting symbols of 
personal prestige . Acquiring power solely for the sake of dominating others 
may be based on profound self-doubt. The personalized power motive is 
concerned with domination of others and leads to dependent, submissive 
followers. 

Socialized Power Motive. In contrast, a leader with a socialized power mo
tive uses power as a means to achieve desired goals, or a vision. Its use is ex
pressed as the ability to develop networks and coalitions, gain cooperation 
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from others, resolve conflicts in a constructive manner, and use role modeling 
to influence others. 

Individuals with a socialized power motive are more emotionally mature 
than those with a personalized power motive. They exercise power more for 
the benefit of the whole organization and are less likely to use it for manipula
tion. These leaders are also less defensive, more willing to take advice from 
experts, and have a longer-range view. They use their power to build up their 
organization and make it successful. The socialized power motive takes ac
count of followers' needs and results in empowered, independent followers. 

Honesty and Integrity 

Honesty and integrity are virtues in all individuals, but have special signifi
cance for leaders. Without these qualities, leadership is undermined. Integri
ty is the correspondence between word and deed and honesty refers to being 
truthful or non-deceitful. The two form the foundation of a trusting relation
ship between leader and followers. 

In his comprehensive review of leadership, psychologist Bernard Bass 
found that student leaders were rated as more trustworthy and reliable in car
rying out responsibilities than followers. Similarly, British organizational 
psychologists Charles Cox and Cary Cooper's "high flying" (successful) man
agers preferred to have an open style of management, where they truthfully 
informed workers about happenings in the company. Morgan McCall and 
Michael Lombardo of the Center for Creative Leadership found that man
agers who reached the top were more likely to follow the following formula: 
"I will do exactly what I say I will do when I say I will do it. If I change my 
mind, I will tell you well in advance so you will not be harmed by my ac
tions."8 

Successful leaders are open with their followers, but also discreet and do 
not violate confidences or carelessly divulge potentially harmful information. 
One subordinate in a study by Harvard's John Gabarro made the following 
remark about his new president: "He was so consistent in what he said and 
did, it was easy to trust him." Another subordinate remarked about an unsuc
cessful leader, "How can I rely on him if l can't count on him consistently?"9 

Professors James Kouzes, Barry Posner, and W.H. Schmidt asked 1500 
managers "What values do you look for and admire in your superiors?" In
tegrity (being truthful and trustworthy, and having character and conviction) 
was the most frequently mentioned characteristic. Kouzes and Posner con
clude: 

"Honesty is absolutely essential to leadership. After all, if we are willing to 
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follow someone whether it  be into battle or  into the boardroom, we first want 
to assure ourselves that the person is worthy of our trust. We want to know 
that he or she is being truthful, ethical, and principled. We want to be fully 
confident in the integrity of our leaders." 

Effective leaders are credible, with excellent reputations, and high levels 
of integrity. The following description (from Gabarro's study) by one subordi
nate of his boss exemplifies the concept of integrity: "By integrity, I don't 
mean whether he'll rob a bank, or steal from the till. You don't work with 
people like that. It's whether you sense a person has some basic principles and 
is willing to stand by them." 

Bennis and Nanus warn that today credibility is at a premium, especially 
since people are better informed, more cautious, and wary of authority and 
power. Leaders can gain trust by being predictable, consistent, and persistent 
and by making competent decisions. An honest leader may even be able to 
overcome lack of expertise, as a subordinate in Gabarro's study illustrates in 
the following description of his superior: "I don't like a lot of the things he 
does, but he's basically honest. He's a genuine article and you'll forgive a lot 
of things because of that. That goes a long way in how much I trust him." 

Self Confidence 

There are many reasons why a leader needs self-confidence. Being a leader is a 
very difficult job. A great deal of information must be gathered and processed. 
A constant series of problems must be solved and decisions made. Followers 
have to be convinced to pursue specific courses of action. Setbacks have to be 
overcome. Competing interests have to be satisfied. Risks have to be taken in 
the face of uncertainty. A person riddled with self-doubt would never be able 
to take the necessary actions nor command the respect of others. 

Self-confidence plays an important role in decision-making and in gaining 
others' trust. Obviously, if the leader is not sure of what decision to make, or 
expresses a high degree of doubt, then the followers are less likely to trust the 
leader and be committed to the vision. 

Not only is the leader's self-confidence important, but so is others' percep
tion of him. Often, leaders engage in impression management to bolster their 
image of competence; by projecting self-confidence they arouse followers' 
self-confidence. Self-confident leaders are also more likely to be assertive and 
decisive, which gains others' confidence in the decision. This is crucial for ef
fective implementation of the decision. Even when the decision turns out to 
be a poor one, the self-confident leader admits the mistake and uses it as a 
learning opportunity, often building trust in the process . . . .  
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Emotional Stability . Self confidence helps effective leaders remain even
tempered. They do get excited, such as when delivering an emotionally
charged pep talk, but generally do not become angry or enraged . . . .  

Emotional stability is especially important when resolving interpersonal 
conflicts and when representing the organization. A top executive who im
pulsively flies off the handle will not foster as much trust and teamwork as an 
executive who retains emotional control. . . .  

Researchers at the Center for Creative Leadership found that leaders are 
more likely to "derail" if they lack emotional stability and composure. Leaders 
who derail are less able to handle pressure and more prone to moodiness, angry 
outbursts, and inconsistent behavior, which undermines their interpersonal re
lationships with subordinates, peers, and superiors. In contrast, they found the 
successful leaders to be calm, confident, and predictable during crisis. 

Psychologically hardy, self-confident individuals consider stressful events 
interesting, as opportunities for development, and believe that they can influ
ence the outcome. K. Labich in Fortune magazine argued that "By demon
strating grace under pressure, the best leaders inspire those around them to 
stay calm and act intelligently." 

Cognitive Ability 

Leaders must gather, integrate, and interpret enormous amounts of informa
tion. These demands are greater than ever today because of rapid techno
logical change. Thus, it is not surprising that leaders need to be intelligent 
enough to formulate suitable strategies, solve problems, and make correct 
decisions. 

Leaders have often been characterized as being intelligent, but not neces
sarily brilliant and as being conceptually skilled. Kotter states that a "keen 
mind" (i.e., strong analytical ability, good judgement, and the capacity to 
think strategically and multidimensionally) is necessary for effective leader
ship, and that leadership effectiveness requires "above average intelligence," 
rather than genius. 

An individual's intelligence and the perception of his or her intelligence 
are two highly related factors. Professors Lord, De Vader, and Alliger conclud
ed that intelligence is a key characteristic in predicting leadership percep
tions."10 Howard and Bray found that cognitive ability predicted managerial 
success twenty years later in their AT&T study. Effective managers have 
been shown to display greater ability to reason both inductively and deduc
tively than ineffective managers. 

Intelligence may be a trait that followers look for in a leader. If someone is 
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going to lead, followers want that person to be more capable in some respects 
than they are. Therefore, the follower's perception of cognitive ability in a 
leader is a source of authority in the leadership relationship. 

Knowledge of the Business 

Effective leaders have a high degree of knowledge about the company, indus
try, and technical matters. For example, Jack Welch, president of GE, has a 
PhD in engineering; Geroge Hatsopolous of Thermo Electron Corporation, 
in the years preceding the OPEC boycott, had both the business knowledge 
of the impending need for energy-efficient appliances and the technical 
knowledge of thermodynamics to create more efficient gas furnaces. Techni
cal expertise enables the leader to understand the concerns of subordinates 
regarding technical issues. Harvard Professor John Kotter argues that exper
tise is more important than formal education. 

Effective leaders gather extensive information about the company and the 
industry. Most of the successful general managers studied by Harvard's Kotter 
spent their careers in the same industry, while less successful managers lacked 
industry-specific experiences. Although cognitive ability is needed to gain a 
through understanding of the business, formal education is not a require
ment. Only forty percent of the business leaders studied by Bennis and Nanus 
had business degrees. In-depth knowledge of the organization and industry 
allows effective leaders to make well-informed decisions and to understand 
the implications of those decisions. 

Other Traits 

Charisma, creativity/originality, and flexibility are three traits with less clear
cut evidence of their importance to leadership. 1 1  Effective leaders may have 
charisma; however, this trait may only be important for political leaders. Effec
tive leaders also may be more creative than nonleaders, but there is no consis
tent research demonstrating this. Flexibility or adaptiveness may be important 
traits for a leader in today's turbulent environment. Leaders must be able to 
make decisions and solve problems quickly and initiate and foster change. 

There may be other important traits needed for effective leadership; how
ever, we believe that the first six that we discussed are the core traits. 

The Rest of the Story 

A complete theory of leadership involves more than specifying leader traits, 
Traits only endow people with the potential for leadership . . . .  
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It is clear that leadership is a very demanding activity and that leaders 
who have the requisite traits-drive, desire to lead, self-confidence, honesty 
(and integrity) , cognitive ability, and industry knowledge-have a consider
able advantage over those who lack these traits. Without drive, for example, 
it is unlikely that an individual would be able to gain the expertise required to 
lead an organization effectively, let alone implement and work toward long
term goals. Without the desire to lead, individuals are not motivated to per
suade others to work toward a common goal; such an individual would avoid 
or be indifferent to leadership tasks. Self-confidence is needed to withstand 
setbacks, persevere through hard times, and lead others in new directions. 
Confidence gives effective leaders the ability to make hard decisions and to 
stand by them. A leader's honesty and integrity form the foundation on 
which the leader gains followers' trust and confidence; without honesty and 
integrity, the leader would not be able to attract and retain followers. At least 
a moderate degree of cognitive ability is needed to gain and understand tech
nical issues as well as the nature of the industry. Cognitive ability permits 
leaders to accurately analyze situations and make effective decisions. Finally, 
knowledge of the business is needed to develop suitable strategic visions and 
business plans. 

Management Implications 

Individuals can be selected either from outside the organization or from with
in non- or lower-managerial ranks based on their possession of traits that are 
less changeable or trainable. Cognitive ability (not to be confused with 
knowledge) is probably the least trainable of the six traits. Drive is fairly con
stant over time although it can change; it is observable in employees assum
ing they are given enough autonomy and responsibility to show what they 
can do. The desire to lead is more difficult to judge in new hires who may 
have had little opportunity for leadership early in life. It can be observed at 
lower levels of management and by observing people in assessment center 
exercises. 

Two other traits can be developed through experience and training. 
Knowledge of the industry and technical knowledge come from formal train
ing, job experience and a mentally active approach toward new opportunities 
for learning. Planned job rotation can facilitate such growth. Self-confidence 
is both general and task specific. People differ in their general confidence in 
mastering life's challenges but task-specific self-confidence comes from mas
tering the various skills that leadership requires as well as the technical and 
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strategic challenges of the industry. Such confidence parallels the individual's 
growth in knowledge. 

Honesty does not require skill building; it is a virtue one achieves or re
jects by choice. Organizations should look with extreme skepticism at any 
employee who behaves dishonestly or lacks integrity, and should certainly not 
reward dishonesty in any form, especially not with a promotion. The key role 
models for honest behavior are those at the top. On this issue, organizations 
get what they model, not what they preach. 

Conclusions 

Regardless of whether leaders are born or made or some combination of both , 
it is unequivocally clear that leaders are not like other people. Leaders do not 
have to be great men or women by being intellectual geniuses or omniscient 
prophets to succeed but they do need to have the "right stuff" and this stuff is 
not equally present in all people. Leadership is a demanding, unrelenting job 
with enormous pressures and grave responsibilities. It would be a profound 
disservice to leaders to suggest that they are ordinary people who happened 
to be in the right place at the right time. Maybe the place matters, but it 
takes a special kind of person to master the challenges of opportunity. Let us 
not only give credit, but also use the knowledge we have to select and train 
our future leaders effectively. We believe that in the realm of leadership (and 
in every other realm) , the individual does matter. 



25 

Behavioral Theories of Leadership 

Paul Hersey and Kenneth H. Blanchard 

Paul Hersey and Kenneth Blanchard have been at the forefront of leadership studies for a num

ber of years, developing and refining the theory of Situational Leadership. Paul Hersey now 

heads the Center for Leadership Studies. Kenneth Blanchard has co-authored the internation

ally known The One Minute Manager and related books. He currently teaches at the School of 

Hotel Administration at Cornell University. 

The recognition of task and relationships as two important dimensions of 

leader behavior has pervaded the works of management theorists1 over the 

years. These two dimensions have been variously labeled as "autocratic" and 

"democratic;"  "authoritarian" and "equalitarian;"  "employee-oriented" and 

" d . . d " " 1 h' " d " . t " "t k pro uctton-onente ; goa ac ievement an group mam enance; as -

ability" and "likeability; "  "instrumental and expressive; "  "efficiency and ef
fectiveness." The difference between these concepts and task and 
relationships seems to be more semantic than real. 

For some time, it was believed that task and relationships were either/or 
styles of leader behavior and, therefore, should be depicted as a single dimen
sion along a continuum, moving from very authoritarian (task) leader behav-

Excerpted from Paul Hersey and Kenneth H. Blanchard, "Life Cycle Theory of Leadership," in Training and 
Development Journal Qune, 1979): 94-100. Reprinted by permission. 
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ior at one end to very democratic (relationships) leader behavior at the 
other.2 

In more recent years, the feeling that task and relationships were 
either/or leadership styles has been dispelled. In particular, the leadership 
studies initiated in 1945 by the Bureau of Business Research at Ohio State 
University3 questioned whether leader behavior could be depicted on a sin
gle continuum. 

In attempting to describe how a leader carries out his activities, the Ohio 
State staff identified "Initiating Structure" (task) and "Consideration" (rela
tionships) as the two most important dimensions of leadership. "Initiating 
Structure" refers to "the leader's behavior in delineating the relationship be
tween himself and members of the work-group and in endeavoring to estab
lish well-defined patterns of organization, channels of communication, and 
methods of procedure." On the other hand, "Consideration'' refers to "be
havior indicative of friendship, mutual trust, respect, and warmth in the rela
tionship between the leader and the members of his staff. "4 

In the leadership studies that followed, the Ohio State staff found that 
leadership styles vary considerably from leader to leader. 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 followers. 

Other leaders have styles characterized by both task and relationships be
havior. There are even some individuals in leadership positions whose behav
ior tends to provide little structure or development of interpersonal 
relationships. No dominant style appears. Instead, various combinations are 
evident. 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 studies resulted in the development of four quad
rants to illustrate leadership styles in terms of Initiating Structure (task) and 
Consideration (relationships) as shown in Figure 1 .  

Robert R.  Blake and Jane S. Mouton5 in their Managerial Grid (Figure 2)  
have popularized 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 concern 
for production (task) and concern for people (relationships) are located in 
the four quadrants identified by the Ohio State studies. 
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FIGURE 1 

The Ohio State Leadership Quadrants 
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Concern for production is illustrated on the horizontal axis. Production be
comes more important to the leader as his rating advances on the horizontal 
scale. A leader with a rating of 9 has a maximum concern for production. 

Concern for people is illustrated on the vertical axis. People become more 
important to the leader as his rating progresses up the vertical axis. A leader 
with a rating of 9 on the vertical axis has a maximum concern for people. 

The Managerial Grid, in essence, has given popular terminology to five 
points within the four quadrants identified by the Ohio State studies. 

Suggesting a "Best" Style of Leadership 

After identifying task and relationships as two central dimensions of any 
leadership situation, some management writers have suggested a "best" style 
of leadership. Most of these writers have supported either an integrated 
leader behavior style (high task and high relationships) or a permissive, dem
ocratic, human relations approach (high relationships) . 

Andrew W Halpin,6 of the original Ohio State staff, in a study of school 
superintendents, pointed out that according to his findings "effective or de
sirable leadership behavior is characterized by high ratings on both Initiating 
Structure and Consideration. Conversely, ineffective or undesirable leader-
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FIGURE 2 
The Managerial Grid Leadership Styles 
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ship behavior is marked by low ratings on both dimensions." Thus, Halpin 
seemed to conclude that the high Consideration and high Initiating Struc
ture style is theoretically the ideal or "best" leader behavior, while the style 
low on both dimensions is theoretically the "worst." 

Blake and Mouton in their Managerial Grid also imply that the most desir
able leadership style is "team management" (maximum concern for produc
tion and people) and the least desirable is "impoverished management" 
(minimum concern for production and people) . In fact, they have developed 
training programs designed to change the behavior of managers toward this 
"team" style. 7 

Leadership Style Should Vary with the Situation 

While the Ohio State and the Managerial Grid people seem to suggest there 
is a "best" style of leadership,8 recent evidence from empirical studies clearly 
shows that there is no single all purpose leadership style which is universally 
successful. 

Some of the most convincing evidence which dispels the idea of a single 
"best" style of leader behavior was gathered and published by A.K. Korman9 
in 1966. Korman attempted to review all the studies which examined the re-
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lationship between the Ohio State behavior dimensions of Initiating Struc
ture (task) and Consideration (relationships) and various measures of effec
tiveness, including group productivity, salary, performance under stress, 
administrative reputation, work group grievances, absenteeism, and turnover. 
Korman reviewed over 25 studies and concluded that; 

"Despite the fact that 'Consideration' and 'Initiating Structure' have be
come almost bywords in American industrial psychology, it seems apparent 
that very little is now known as to how these variables may predict work 
group performance and the conditions which affect such predictions. At the 
current time, we cannot even say whether they have any predictive signifi
cance at all." 

Thus, Korman found the use of Consideration and Initiating Structure 
had no significant predictive value in terms of effectiveness as situations 
changed. This suggests that since situations differ, so must leader style. 

Fred E. Fiedler, IO in testing his contingency model of leadership in over 50 
studies covering a span of 15 years (195 1-1967) , concluded that both direc
tive, task-oriented leaders and non-directive, human relations-oriented lead
ers are successful under some conditions. Fiedler argues: 

"While one can never say that something is impossible, and while some
one may well discover the all-purpose leadership style or behavior at some fu
ture time, our own data and those which have come out of sound research by 
other investigators do not promise such miraculous cures." 

A number of other investigators1 1  besides Korman and Fiedler have also 
shown that different leadership situations require different leader styles. 

In summary, empirical studies tend to show that there is no normative 
(best) style of leadership; that successful leaders are those who can adapt 
their leader behavior to meet the needs of their followers and the particular 
situation. Effectiveness is dependent upon the leader, the followers, and 
other situational elements. In managing for effectiveness a leader must be 
able to diagnose his own leader behavior in light of his environment. Some of 
the variables other than his followers which he should examine include the 
organization, superiors, associates, and job demands. This list is not all inclu
sive, but contains interacting components which tend to be important to a 
leader in many different organizational settings. 
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Ways Women Lead 

Judy B. Rosener 

Judy B. Rosener is a member of the faculty at the Graduate School of Management at the Uni

versity of California, Irvine. She is co-author of Workforce America. 

Women managers who have broken the glass ceiling in medium-sized, non
traditional organizations have proven that effective leaders don't come from 
one mold. They have demonstrated that using the command-and-control 
style of managing others, a style generally associated with men in large, tradi
tional organizations, is not the only way to succeed. 

The first female executives, because they were breaking new ground, ad
hered to many of the "rules of conduct" that spelled success for men. Now a 
second wave of women is making its way into top management, not by adopt
ing the style and habits that have proved successful for men but by drawing 
on the skills and attitudes they developed from their shared experience as 
women. These second-generation managerial women are drawing on what is 
unique to their socialization as women and creating a different path to the 
top. They are seeking and finding opportunities in fast-changing and growing 
organizations to show that they can achieve results-in a different way. They 

Reprinted by permission of Harvard Business Review. "Ways Women Lead" by Judy B. Rosener (Nov-Dec 
1990). Copyright by the President and Fellows of Harvard College; all rights reserved. 
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are succeeding because of-not in spite of-certain characteristics generally 
considered to be "feminine" and inappropriate in leaders. 

The women's success shows that a nontraditional leadership style is well 
suited to the conditions of some work environments and can increase an or
ganization's chances of surviving in an uncertain world. It supports the belief 
that there is strength in a diversity of leadership styles. 

In a recent survey sponsored by the International Women's Forum, I found 
a number of unexpected similarities between men and women leaders along 
with some important differences. (For more on the study and its findings, see 
"The IWF Survey of Men and Women Leaders" on page 152.) Among these 
similarities are characteristics related to money and children. I found that the 
men and women respondents earned the same amount of money (and the 
household income of the women is twice that of the men) . This finding is 
contrary to most studies, which find a considerable wage gap between men 
and women, even at the executive level. I also found that just as many men 
as women experience work-family conflict (although when there are children 
at home, the women experience slightly more conflict than men) . 

But the similarities end when men and women describe their leadership 
performance and how they usually influence those with whom they work. 
The men are more likely than the women to describe themselves in ways that 
characterize what some management experts call "transactional" leadership. I 
That is, they view job performance as a series of transactions with subordi
nates-exchanging rewards for services rendered or punishment for inade
quate performance. The men are also more likely to use power that comes 
from their organizational position and formal authority. 

The women respondents, on the other hand, described themselves in ways 
that characterize "transformational" leadership-getting subordinates to 
transform their own self-interest into the interest of the group through con
cern for a broader goal. Moreover, they ascribe their power to personal char
acteristics like charisma, interpersonal skills, hard work, or personal contacts 
rather than to organizational stature. 

Intrigued by these differences, I interviewed some of the women respon
dents who described themselves as transformational. These discussions gave 
me a better picture of how these women view themselves as leaders and a 
greater understanding of the important ways in which their leadership style 
differs from the traditional command-and-control style. I call their leadership 
style "interactive leadership" because these women actively work to make 
their interactions with subordinates positive for everyone involved. More 
specifically, the women encourage participation, share power and informa-
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tion, enhance other people's self-worth, and get others excited about their 
work. All these things reflect their belief that allowing employees to con
tribute and to feel powerful and important is a win-win situation-good for 
the employees and the organization. 

Interactive Leadership 

From my discussions with the women interviewees, several patterns emerged. 
The women leaders made frequent reference to their efforts to encourage 
participation and share power and information-two things that are often as
sociated with participative management. But their self-description went be
yond the usual definitions of participation. Much of what they described were 
attempts to enhance other people's sense of self-worth and to energize fol
lowers. In general, these leaders believe that people perform best when they 
feel good about themselves and their work, and they try to create situations 
that contribute to that feeling. 

Encourage Participation 

Inclusion is at the core of interactive leadership. In describing nearly every 
aspect of management, the women interviewees made reference to trying to 
make people feel part of the organization. They try to instill this group identi
ty in a variety of ways, including encouraging others to have a say in almost 
every aspect of work, from setting performance goals to determining strategy. 
To facilitate inclusion, they create mechanisms that get people to participate 
and they use a conversational style that sends signals inviting people to get 
involved. 

One example of the kinds of mechanisms that encourage participation is 
the "bridge club" that one interviewee, a group executive in charge of merg
ers and acquisitions at a large East Coast financial firm, created. The club is 
an informal gathering of people who have information she needs but over 
whom she has no direct control. The word bridge describes the effort to bring 
together these "members" from different functions. The word club captures 
the relaxed atmosphere. 

Despite the fact that attendance at club meetings is voluntary and over 
and above the usual work demands, the interviewee said that those whose 
help she needs make the time to come. "They know their contributions are 
valued, and they appreciate the chance to exchange information across func
tional boundaries in an informal setting that's fun." She finds participation in 
the club more effective than memos. 
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The IWF Survey of Men and Women Leaders 

The International Women's Forum was founded in 1982 to give prominent women 
leaders in diverse professions around the world a way to share their knowledge with each 
other and with their communities and countries. The organization now has some 3 7 
forums in North America, Europe, Asia, Latin America, and the Middle East. To help 
other women advance and to educate the public about the contributions women can and 
are making in government, business, and other fields, the IWF created the Leadership 
Foundation. The foundation commissioned me to perform the study of men and women 
leaders on which this article is based. I conducted the study with the help of Daniel 
McAllister and Gregory Stephens (Ph.D. students at the Graduate School of Manage
ment at the University of California, Irvine) in the spring of 1989. 

The survey consisted of an eight-page questionnaire sent to all the IWF members. 
Each respondent was asked to supply the name of a man in a similar organization with 
similar responsibilities. The men received the same questionnaire as the IWF members. 
The respondents were similar in age, occupation and educational level, which suggests 
that the matching effort was successful. The response rate was 3 1  %. 

The respondents were asked questions about their leadership styles, their organiza
tions, work-family issues, and personal characteristics. The following are among the more 
intriguing findings, some of which contradict data reported in academic journals and the 
popular press: 
D The women earn the same amount of money as their male counterparts. The average 
yearly income for men is $136,5 10; for women it is $140,573. (Most other studies have 
shown a wage gap between men and women.) 
D The men's household income (their own and their spouse's) is much lower than that 
of the women-$ 166,454 versus $300,892. (Only 39% of the men have full-time 
employed spouses, as opposed to 7 1  % of the women.) 
D Both men and women leaders pay their female subordinates roughly $ 12,000 less than 
their male subordinates with similar positions and titles. 
D Women are more likely than men to use transformational leadership-motivating oth
ers by transforming their self-interest into the goals of the organization. 
D Women are much more likely than men to use power based on charisma, work record, 
and contacts (personal power) as opposed to power based on organizational position, 
title, and the ability to reward and punish (structural power) . 
D Most men and women describe themselves as having an equal mix of traits that are 
considered "feminine" (being excitable, gentle, emotional, submissive, sentimental, 
understanding, compassionate, sensitive, dependent) , "masculine" (dominant, aggressive, 
tough, assertive, autocratic, analytical, competitive, independent) , and "gender-neutral" . 
(adaptive, tactful, sincere, conscientious, conventional, reliable, predictable systematic, 
efficient) . 
D Women who do describe themselves as predominately "feminine" or "gender-neutral" 
report a higher level of followership among their female subordinates than women who 
describe themselves as "masculine."  
D Approximately 67% of  the women respondents are married. (Other studies report 
that only 40% to 50% of women executives are married.) 
D Both married men and women experience moderate levels of conflict between work 
and family domains. When there are children at home, women experience only slightly 
higher levels of conflict than men, even though they shoulder a much greater proportion 
of the child care-6 1 % of the care versus 25% for the men. 
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Whether or not the women create special forums for people to interact, 
they try to make people feel included as a matter of course, often by trying to 
draw them into the conversation or soliciting their opinions. Frieda Caplan, 
founder and CEO of Frieda's Finest, a California-based marketer and distrib
utor of unusual fruits and vegetables, described an approach she uses that is 
typical of the other women interviewed: "When I face a tough decision, I al
ways ask my employees, 'What would you do if you were me?' This approach 
generates good ideas and introduces my employees to the complexity of man
agement decisions."  

Of course, saying that you include others doesn't mean others necessarily 
feel included. The women acknowledge the possibility that their efforts to 
draw people in may be seen as symbolic, so they try to avoid that perception 
by acting on the input they receive. They ask for suggestions before they 
reach their own conclusions, and they test-and sometimes change-partic
ular decisions before they implement them. These women use participation 
to clarify their own views by thinking things through out loud and to ensure 
that they haven't overlooked an important consideration. 

The fact that many of the interviewees described their participatory style 
as coming "naturally" suggests that these leaders do not consciously adopt it 
for its business value. Yet they realize that encouraging participation has ben
efits. For one thing, making it easy for people to express their ideas helps en
sure that decisions reflect as much information as possible. To some of the 
women, this point is just common sense. Susan S. Elliott, president and 
founder of Systems Service Enterprises, a St. Louis computer consulting com
pany, expressed this view: "I can't come up with a plan and then ask those 
who manage the accounts to give me their reactions. They're the ones who 
really know the accounts. They have information I don't have. Without their 
input I'd be operating in an ivory tower." 

Participation also increases support for decisions ultimately reached and 
reduces the risk that ideas will be undermined by unexpected opposition. 
Claire Rothman, general manager of the Great Western Forum, a large sports 
and entertainment arena in Los Angeles, spoke about the value of open dis
agreement: "When I know ahead of time that someone disagrees with a deci
sion, I can work especially closely with that person to try to get his or her 
support." 

Getting people involved also reduces the risk associated with having only 
one person handle a client, project, or investment. For Patricia M. Cloherty, 
senior vice president and general partner of Alan Patricof Associates, a New 
York venture capital firm, including people in decision making and planning 
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gives investments longevity. If something happens to one person, others will 
be familiar enough with the situation to "adopt" the investment. That way, 
there are no orphans in the portfolio, and a knowledgeable second opinion is 
always available. 

Like most who are familiar with participatory management, these women 
are aware that being inclusive also has its disadvantages. Soliciting ideas and 
information from others takes time, often requires giving up some control, 
opens the door to criticism, and exposes personal and turf conflicts. In addi
tion, asking for ideas and information can be interpreted as not having 
answers. 

Further, it cannot be assumed that everyone wants to participate. Some 
people prefer being told what to do. When Mary Jane Rynd was a partner in a 
Big Eight accounting firm in Arizona (she recently left to start her own com
pany-Rynd, Carneal & Associates) , she encountered such a person: "We 
hired this person from an out-of-state CPA firm because he was experienced 
and smart-and because it's always fun to hire someone away from another 
firm. But he was just too cynical to participate. He was suspicious of every
body. I tried everything to get him involved-including him in discussions 
and giving him pep talks about how we all work together. Nothing worked. 
He just didn't want to participate." 

Like all those who responded to the survey, these women are comfortable 
using a variety of leadership styles. So when participation doesn't work, they 
act unilaterally. "I prefer participation," said Elliott, "but there are situations 
where time is short and I have to take the bull by the horns."  

Share Power and Information 

Soliciting input from other people suggests a flow of information from employ
ees to the "boss." But part of making people feel included is knowing that 
open communication flows in two directions. These women say they willingly 
share power and information rather than guard it and they make apparent: 
their reasoning behind decisions. While many leaders see information as 
power and power as a limited commodity to be coveted, the interviewees seem 
to be comfortable letting power and information change hands. As Adrienne 
Hall, vice chairman of Eisaman, Johns & Laws, a large West Coast advertising 
firm, said: "I know territories shift, so I'm not preoccupied with tur£" 

One example of power and information sharing is the open strategy ses
sions held by Debi Coleman, vice president of information systems and tech
nology at Apple Computer. Rather than closeting a small group of key 
executives in her office to develop a strategy based on her own agenda, she 
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holds a series of meetings over several days and allows a larger group to devel
op and help choose alternatives. 

The interviewees believe that sharing power and information accomplish
es several things. It creates loyalty by signaling to coworkers and subordinates 
that they are trusted and their ideas respected. It also sets an example for 
other people and therefore can enhance the general communication flow. 
And it increases the odds that leaders will hear about problems before they 
explode. Sharing power and information also gives employees and coworkers 
the wherewithal to reach conclusions, solve problems, and see the justifica
tion for decisions. 

On a more pragmatic level, many employees have come to expect their 
bosses to be open and frank. They no longer accept being dictated to but 
want to be treated as individuals with minds of their own. As Elliott said "I , 
work with lots of people who are bright and intelligent, so I have to deal with 
them at an intellectual level. They're very logical, and they want to know the 
reasons for things. They'll buy in only if it makes sense."  

In some cases, sharing information means simply being candid about work
related issues. In early 1990, when Elliott hired as employees many of the 
people she had been using as independent contractors, she knew the transi
tion would be difficult for everyone. The number of employees nearly dou
bled overnight, and the nature of working relationships changed. "I warned 
everyone that we were in for some rough times and reminded them that we 
would be experiencing them together. I admitted that it would also be hard 
for me, and I made it clear that I wanted them to feel free to talk to me. I was 
completely candid and encouraged them to be honest with me. I lost some 
employees who didn't like the new relationships, but I'm convinced that 
being open helped me understand my employees better, and it gave them a 
feeling of support." 

Like encouraging participation, sharing power and information has its 
risks. It allows for the possibility that people will reject, criticize, or otherwise 
challenge what the leader has to say or, more broadly, her authority. Also, 
employees get frustrated when leaders listen to-but ultimately reject-their 
ideas. Because information is a source of power, leaders who share it can be 
seen as naive or needing to be liked. The interviewees have experienced 
some of these downsides but find the positives overwhelming. 

Enhance the Self Worth of Others 

One of the by-products of sharing information and encouraging participation 
is that employees feel important. During the interviews, the women leaders 
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discussed other ways they build a feeling of self-worth in co-workers and sub
ordinates. They talked about giving others credit and praise and sending 
small signals of recognition. Most important, they expressed how they refrain 
from asserting their own superiority, which asserts the inferiority of others. 
All those I interviewed expressed clear aversion to behavior that sets them 
apart from others in the company-reserved parking places, separate dining 
facilities, pulling rank. 

Examples of sharing and giving credit to others abound. Caplan, who has 
been the subject of scores of media reports hailing her innovation of labeling 
vegetables so consumers know what they are and how to cook them, original
ly got the idea from a farmer. She said that whenever someone raises the sub
ject, she credits the farmer and downplays her role. Rothman is among the 
many note-writers: when someone does something out of the ordinary, she 
writes them a personal note to tell them she noticed. Like many of the 
women I interviewed, she said she also makes a point of acknowledging good 
work by talking about it in front of others. 

Bolstering coworkers and subordinates is especially important in business
es and jobs that tend to be hard on a person's ego. Investment banking is one 
example because of the long hours, high pressures, intense competition, and 
inevitability that some deals will fail. One interviewee in investment banking 
hosts dinners for her division, gives out gag gifts as party favors, passes out 
M&Ms at meetings, and throws parties "to celebrate ourselves." These 
things, she said, balance the anxiety that permeates the environment. 

Rynd compensates for the negativity inherent in preparing tax returns: "In 
my business we have something called a query sheet, where the person who 
reviews the tax return writes down everything that needs to be corrected. 
Criticism is built into the system. But at the end of every review, I always in
clude a positive comment-your work paper technique looked good, I appre
ciate the fact that you got this done on time, or something like that. It seems 
trivial, but it's one way to remind people that I recognize their good work and 
not just their shortcomings." 

Energize Others 

The women leaders spoke of their enthusiasm for work and how they spread 
their enthusiasm around to make work a challenge that is exhilarating and 
fun. The women leaders talked about it in those terms and claimed to use 
their enthusiasm to get others excited. As Rothman said, "There is rarely a 
person I can't motivate."  

Enthusiasm was a dominant theme throughout the interviews. In comput-
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er consulting: "Because this business is on the forefront of technology, I'm 
sort of evangelistic about it, and I want other people to be as excited as I am." 
In venture capital: "You have to have a head of steam." In executive search: 
"Getting people excited is an important way to influence those you have no 
control over."  Or in managing sports arenas: "My enthusiasm gets others ex
cited. I infuse them with energy and make them see that even boring jobs 
contribute to the fun of working in a celebrity business." 

Enthusiasm can sometimes be misunderstood. In conservative professions 
like investment banking, such an upbeat leadership style can be interpreted 
as cheerleading and can undermine credibility. In many cases, the women 
said they won and preserved their credibility by achieving results that could 
be measured easily. One of the women acknowledged that her colleagues 
don't understand or like her leadership style and have called it cheerleading. 
"But," she added, "in this business you get credibility from what you produce, 
and they love the profits I generate."  While energy and enthusiasm can in
spire some, it doesn't work for everyone. Even Rothman conceded, "Not 
everyone has a flame that can be lit." 

Paths of Least Resistance 

Many of the women I interviewed said the behaviors and beliefs that underlie 
their leadership style come naturally to them. I attribute this to two things: 
their socialization and the career paths they have chosen. Although socializa
tion patterns and career paths are changing, the average age of the men and 
women who responded to the survey is 5 1-old enough to have had experi
ences that differed because of gender. 

Until the 1960s, men and women received different signals about what 
was expected of them. To summarize a subject that many experts have ex
plored in depth, women have been expected to be wives, mothers, communi
ty volunteers, teachers, and nurses. In all these roles, they are supposed to be 
cooperative, supportive, understanding, gentle, and to provide service to oth
ers. They are to derive satisfaction and a sense of self-esteem from helping 
others, including their spouses. While men have had to appear to be compet
itive, strong, tough, decisive, and in control, women have been allowed to be 
cooperative, emotional, supportive, and vulnerable. This may explain why 
women today are more likely than men to be interactive leaders. 

Men and women have also had different career opportunities. Women were 
not expected to have careers, or at least not the same kinds of careers as men, 
so they either pursued different jobs or were simply denied opportunities men 
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had. Women's career tracks have usually not included long series of organiza
tional positions with formal authority and control of resources. Many women 
had their first work experiences outside the home as volunteers. While some 
of the challenges they faced as managers in volunteer organizations are the 
same as those in any business, in many ways, leading volunteers is different be
cause of the absence of concrete rewards like pay and promotion. 

As women entered the business world, they tended to find themselves in 
positions consistent with the roles they played at home: in staff positions 
rather than in line positions, supporting the work of others, and in functions 
like communications or human resources where they had relatively small 
budgets and few people reporting directly to them. 

The fact that most women have lacked formal authority over others and 
control over resources means that by default they have had to find other ways 
to accomplish their work. As it turns out, the behaviors that were natural 
and/or socially acceptable for them have been highly successful in at least 
some managerial settings. 

What came easily to women turned out to be a survival tactic. Although 
leaders often begin their careers doing what comes naturally and what fits 
within the constraints of the job, they also develop their skills and styles over 
time. The women's use of interactive leadership has its roots in socialization, 
and the women interviewees firmly believe that it benefits their organiza
tions. Through the course of their careers, they have gained conviction that 
their style is effective. In fact, for some, it was their own success that caused 
them to formulate their philosophies about what motivates people, how to 
make good decisions, and what it takes to maximize business performance. 

They now have formal authority and control over vast resources, but still 
they see sharing power and information as an asset rather than a liability. 
They believe that although pay and promotion are necessary tools of man
agement, what people really want is to feel that they are contributing to a 
higher purpose and that they have the opportunity as individuals to learn and 
grow. The women believe that employees and peers perform better when they 
feel they are part of an organization and can share in its success. Allowing 
them to get involved and to work to their potential is a way of maximizing 
their contributions and using human resources most efficiently. 

Another Kind of Diversity 

The IWF survey shows that a nontraditional leadership style can be effective 
in organizations that accept it. This lesson comes especially hard to those 
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who think of the corporate world as a game of survival of the fittest, where 
the fittest is always the strongest, toughest, most decisive, and powerful. Such 
a workplace seems to favor leaders who control people by controlling re
sources, and by controlling people, gain control of more resources. Asking for 
information and sharing decision-making power can be seen as serious disad
vantages, but what is a disadvantage under one set of circumstances is an 
advantage under another. The "best" leadership style depends on the organi
zational context. 

Only one of the women interviewees is in a traditional, large-scale compa
ny. More typically, the women's organizations are medium-sized and tend to 
have experienced fast growth and fast change. They demand performance 
and/or have a high proportion of professional workers. These organizations 
seem to create opportunities for women and are hospitable to those who use 
a nontraditional management style. 

The degree of growth or change in an organization is an important factor 
in creating opportunities for women. When change is rampant, everything is 
up for grabs, and crises are frequent. Crises are generally not desirable, but 
they do create opportunities for people to prove themselves. Many of the 
women interviewees said they got their first break because their organizations 
were in turmoil. 

Fast-changing environments also play havoc with tradition. Coming up 
through the ranks and being part of an established network is no longer im
portant. What is important is how you perform. Also, managers in such envi
ronments are open to new solutions, new structures, and new ways ofleading. 

The fact that many of the women respondents are in organizations that 
have clear performance standards suggests that they have gained credibility 
and legitimacy by achieving results. In investment banking, venture capital, 
accounting, and executive placement, for instance, individual performance is 
easy to measure. 

A high proportion of young professional workers-increasingly typical of 
organizations-is also a factor in some women's success. Young, educated 
professionals impose special requirements on their organizations. They de
mand to participate and contribute. In some cases, they have knowledge or 
talents their bosses don't have. If they are good performers, they have many 
employment options. It is easy to imagine that these professionals will re
spond to leaders who are inclusive and open, who enhance the self-worth of 
others, and who create a fun work envir�nment. Interactive leaders are likely 
to win the cooperation needed to achieve their goals. 

Interactive leadership has proved to be effective, perhaps even advanta-
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geous, in organizations in which the women I interviewed have succeeded. 
As the work force increasingly demands participation and the economic en
vironment increasingly requires rapid change, interactive leadership may 
emerge as the management style of choice for many organizations. For inter
active leadership to take root more broadly, however, organizations must be 
willing to question the notion that the traditional command-and-control 
leadership style that has brought success in earlier decades is the only way to 
get results. This may be hard in some organizations, especially those with 
long histories of male-oriented, command-and-control leadership. Changing 
these organizations will not be easy. The fact that women are more likely 
than men to be interactive leaders raises the risk that these companies will 
perceive interactive leadership as "feminine" and automatically resist it. 

Linking interactive leadership directly to being female is a mistake. We 
know that women are capable of making their way through corporations by 
adhering to the traditional corporate model and that they can wield power in 
ways similar to men. Indeed, some women may prefer that style. We also 
know from the survey findings that some men use the transformational lead
ership style. 

Large, established organizations should expand their definition of effective 
leadership. If they were to do that, several things might happen, including 
the disappearance of the glass ceiling and the creation of a wider path for all 
sorts of executives-men and women-to attain positions of leadership. 
Widening the path will free potential leaders to lead in ways that play to their 
individual strengths. Then the newly recognized interactive leadership style 
can be valued and rewarded as highly as the command-and-control style has 
been for decades. By valuing a diversity of leadership styles, organizations will 
find the strength and flexibility to survive in a highly competitive, increasing
ly diverse economic environment. 
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The search for more effective leaders has led many to tout the virtues of the 
androgynous manager. Such a manager blends the characteristics of domi
nance, assertiveness, and competitiveness with those of concern for relation
ships, cooperativeness, and humanitarian values. As the argument goes, the 
former set of characteristics is too limited to meet the requirements of man
agement and leadership in today's complex and changing environment. Ef
fectiveness requires a broad range of characteristics, one that encompasses 
competence and compassion, toughness and tenderness. 

The androgynous manager possesses both masculine characteristics, those 
seen as commonly held by men, and feminine characteristics, those viewed as 
more commonly held by women. The focus on feminine as well as masculine 
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characteristics puts femininity into the leadership effectiveness equation. It 
highlights gender differences and suggests that, indeed, women would lead 
differently. Unlike the global warrior or John Wayne manager, a feminine 
leader would be oriented toward cooperation, teamwork, and concern for 
others. 

That women would lead or govern differently is not a new idea. Women's 
leadership has been linked with enhancing world peace, reducing corruption, 
and improving opportunities for the downtrodden. If women, as keepers of 
the values of social justice, nurturance, and honesty, are put in charge, then 
the conflicts, corruption, and greed around us will go away-or so say propo
nents of this view. The maximalist perspective within the now fragmented 
feminist movement supports this idea. It argues for innate or highly socialized 
gender differences and views women as more likely to exhibit cooperative, 
compassionate, and humane types of behaviors than men. 

At first glance, the new priority given to femininity and a feminine leader
ship style would seem to be a boon for women aspiring to leadership posi
tions. The same sex role stereotyping that often excludes women from 
managerial positions can now be used to enhance their opportunities. Flo
rence Nightingale meets John Wayne, and together they lead us into the sun
set of greater leadership effectiveness. 

In my opinion, however, this entire line of reasoning is both a foolhardy 
and dangerous one to pursue. It will not add to our understanding of leader
ship effectiveness, for it takes a narrow and simplistic approach to what is a 
broad and complex set of issues and activities. It will not promote equality of 
opportunity in the workplace because it perpetuates sex role stereotypical 
thinking that has no basis in reality. The androgynous orientation builds a 
managerial access bridge for women on a shaky foundation of sand. 

The Leadership Labyrinth 

Numerous researchers have shown that leadership effectiveness entails far 
more than a task versus people style or a trait approach. Yukl, for example, 
had identified more than 13 categories of relevant managerial behaviors, in
cluding representation, crisis management, problem solving, operations mon
itoring, etc. A large-scale study conducted by the American Management 
Association identified competency clusters such as entrepreneurial abilities, 
intellectual abilities, and socioemotional maturity, among others. Still other 
recent research stresses the importance of effective communication. 
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The view of the organization as a political coalition diverts us from a 
leader-follower concentration, where the style emphasis originated, and high
lights the important role of external relationships. Effective managers need to 
deal with other groups and departments, form alliances and coalitions, and 
influence those over whom they have no direct authority in order to get 
things done. Effectiveness in an organization may be far more related to these 
behaviors than to leadership style. 

Position is also a relevant variable. Dunnette and others have found that 
supervisory, middle-managerial, and executive positions differ as to the prior
ity and importance of particular behaviors. The nature of the business and 
the environment in which it operates also determines the type of behaviors 
that are critical. Finally, as more and more organizations must undergo 
change in order to survive and compete successfully, transformational leader
ship has become valued and necessary. 

Given the preceding factors, how much variance can specific characteris
tics, either masculine or feminine ones, account for in leadership effective
ness? Certainly, personality plays a part. But the Great Man (as it was called) 
trait theory of leadership went out with the buggy whip. Organizational cul
tures vary as much as the required behaviors within them. One constellation 
of behaviors may be appropriate within a bureaucratic, rigid structure but 
quite inappropriate in a loose, entrepreneurial type of organization. Creativi
ty and flexibility may be important for the advertising executive, but stability 
and follow-through are probably more important for the effective insurance 
executive. The payoff in pursuing the trait theory is clearly limited. 

Male and Female Managers-How Different Are They? 

The focus on masculinity and femininity suggests significant innate or in
grained socialized differences between the sexes. Research does show some 
differences between males and females; however, there are far fewer differ
ences than is commonly believed. Moreover, research indicates that the dif
ferences within each sex are greater than the differences between the sexes. 
That is, the differences among women (or men) , considering variations in 
background, experience, and so on, are greater than the differences between 
women in general and men in general. 

More to the point, the bulk of the evidence on managerial behaviors 
shows few differences between men and women. A major investigation by re
searchers at the Center for Creative Leadership, based on their own data as 
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well as other research reports, concludes that "as individuals, executive 
women and men seem to be virtually identical psychologically, intellectually, 
and emotionally." 1  

Thus, even if the Great Man (or Great Person) trait theory had some va
lidity, seeking those characteristics deemed relevant, such as intuitiveness or 
assertiveness, on the basis of the gender of the manager would not produce 
the desired results. Male and female managers appear to be cut from the 
same cloth, with some portions of it tattered and inappropriate and other 
parts of high quality. But gender will not predict the composition of the cloth. 
From a performance perspective, male and female leadership is more likely to 
be similar than different. 

Within the corporate world, however, there is one glaring difference be
tween the sexes. There are far fewer women in positions of power and influ
ence than men. This is also true in the public sector. Although women have 
made significant inroads into lower and middle management ranks over the 
last 15  years, progress into senior ranks has been slow. There is a dearth of 
women in senior executive positions and among the ranks of the highest paid 
positions in major corporations. The barrier to the top, termed the "glass ceil
ing," has led to many female middle managers "bailing out." Some choose to 
seek power and influence through entrepreneurial channels; others choose to 
redirect the balance of the motherhood and managerhood juggling act in 
favor of the former, given the limited payoffs of the latter for women. Of the 
top 100 corporate women featured in a 1976 Business Week cover story, only 5 
are working today in positions considered crucial for advancement to a senior 
executive post. 

The Work and Family Interface-Meeting the Challenge 

The glass ceiling barrier is both structural and attitudinal in nature. Al
though the male-female ratio in the work force in general, and in lower man
agerial ranks in particular, has changed dramatically, the recognition of the 
need for structural changes in the way work is accomplished as a result of this 
changed ratio has been much slower in coming. The gender-based division 
between work and family no longer exists, yet much of the work world is still 
structured as if there is a full-time spouse/parent at home attending to family 
responsibilities. Although some structural changes, such as child care bene
fits and flexible working hours, are being implemented, albeit on a limited 
basis, they will have little effect on the demands made in the "race for the 
top." Total attention, time, and energy must still be devoted to the endeavor. 
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It is the woman, by virtue of her biological role as childbearer, who gets 
squeezed out of the race. Called "super moms," many simply drop from ex
haustion in what can only be a no-win contest with their male counterparts. 

Asking women to choose between motherhood and career is the wrong 
question. Few have considered the implications if all of our bright, energetic 
women chose the latter. More importantly, such a question places a burden of 
choice on women that is not asked of their male counterparts. Although 
many men are asked to limit the amount of time they have available to de
vote to spouse and offspring, few are asked to give up the opportunity for 
spouse and offspring all together. 

The right question is: "How can we restructure work in a society in which 
work and family no longer are separate, but interface?" This question should 
be addressed to, and serious responses expected of, our corporate and govern
ment leaders. It is when this question comes into play that the possibility 
emerges that women would lead differently. The biological responsibilities of 
women suggest that women as leaders might be more understanding of and 
willing to grapple with accommodating this work and family interface. 

A case in point is the Norwegian government. Norway's prime minister is 
a woman and 7 of its 1 7  Cabinet members are female. Norway's Labor Party 
members of Parliament include more than 40 percent women as does the 
party's ruling National Board. Do women govern differently in Norway? De
spite falling oil prices and huge spending cuts, the Norwegian government in
creased its emphasis on women and children. Child care subsidies are up, as 
are the number of weeks of paid parental leave. In addition, working parents 
have 10 days each (single parents have 20) to handle the "little crises" of 
child raising. At a recent Cabinet meeting, which was running overtime, the 
defense minister was neither uncomfortable nor frowned upon for excusing 
himself to pick up his son at nursery school. 

If Norway is any example, women would indeed lead differently. They 
would focus on structural changes to facilitate the interface of work and fam
ily. This priority would encourage a work climate in which the work-family 
interface was recognized and accommodated, and its reality was not denied. 
As leaders, women would be more willing to grapple with the hard questions. 
These questions include: To what extent are some job expectations, such as 
last-minute travel demands, simply convenient in a corporate environment 
in which family responsibilities are handled by others? What work demands 
are essential and job related? What time frames, such as 7 years until partner
ship, are convenient only in the old order of a gender-based division of labor, 
and what career time frames are job related? In a society in which work and 
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family must interface, "what is convenient to the corporation'' and "what is 
job related" must be separated. This is a complex and challenging task. 

Women as leaders have an investment in determining viable answers to 
these questions and restructuring the world of work accordingly. As such, 
they would foster an organizational climate receptive to and supportive of 
qualified and hard-working women and men. The race might not get any eas
ier, but at least it would have the same type and number of bumps and hur
dles for both sexes. 

Attitudinal Barriers Revisited 

Ironically, strongly held attitudinal barriers may well be blocking the very in
creases in the number of women in powerful positions necessary to bring 
about these vital changes. Although sex role stereotypes have little basis in 
reality, they can color our evaluations of people. In the early 1970s my re
search showed that both male and female managers viewed the characteris
tics required of a successful manager as more likely to be held by a man than 
a woman. This attitude limits women's opportunities for entry into and pro
motion within the managerial ranks. 

A replication of this work in the mid- 1980s reveals that this perception 
continues to hold true among male managers today. Males, predominant in 
senior managerial positions, are still more likely to see a man, rather than a 
woman, as next in line for an executive position. On the other hand, today's 
female managers no longer share the "think manager-think male" view. 
They see the characteristics necessary for success as just as likely to be held 
by a woman as by a man. To the extent women leaders, unlike their male 
counterparts, are more likely to be gender-blind in their promotional decision 
making, women leaders would foster more equal access to the race for the top 
as well as equalize the hurdles for male and female competitors. 

The Leadership Difference 

Evidence suggests few differences in the actual behaviors of men and women 
leaders. Effective leaders, male or female, seek to implement their visions, 
vary their behaviors contingent upon the situational requirements, and in 
general grapple successfully with the ever-changing and complex internal 
and external demands upon their organizations. Ineffective leaders, male or 
female, do not. Effective leadership is difficult. Both corporations and gov
ernments admit to a leadership shortage. The ever-increasing attention today 
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on leadership evidences both its importance and the high priority placed on 
improving the quality ofleadership in all of our institutions. 

Women's attention to structural changes enhancing the work-family inter
face and a more gender-blind evaluation of qualifications can open the doors 
to allow more women entrants into the race for future leadership positions. If 
we want "the best and the brightest" to lead our major institutions, then the 
larger the supply of qualified candidates, the more selective we can be. The 
more rigorous the selection criteria, the better our chances for excellence in 
leadership in any one organization and in the number of organizations with 
such quality leadership. 

This perspective need not be, and in many individual cases is not, "for 
women only." Although women leaders may be more instrumental in en
hancing women's advancement opportunities, the real focus should be on 
erasing this difference between the sexes as well. Both men and women need 
to grapple seriously with the impact of a changing society on our organiza
tions and to provide opportunities for the most qualified of either sex to 
apply their talents and energies to the leadership of our public and private 
institutions. 
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Management and executive positions, along with professional and technical 
jobs, are among the fastest growing occupations between 1984 and 1995. 1  
However, these occupations include jobs not traditionally held by women 
and minorities, who comprise the new work force. Therefore, one challenge 
for American organizations is to assimilate a more diverse labor force into 
high-status, high-skill management roles. 

In this article we examine the current status of women and minorities in 
management, including some recent changes. We present theoretical models 
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from psychology and other social sciences, supported by recent data, to ex
plain the progress and the barriers experienced by women and minorities. Fi
nally, we explore potential remedies for the problems that endure, including 
programs and practices currently being applied in U.S. organizations as well 
as research directions that may increase our understanding of relevant issues. 

We discuss White women and a wide range of minority groups, including 
Blacks, Hispanics, and Asians, but relevant research varies considerably in its 
coverage of various groups. The literature on White women is substantial, 
evidenced in part by the number of literature reviews done (nine reviews 
within the last 10 years were cited by Dipboye in 1987) .2 In contrast, the re
search base on other minorities in management is quite small and is dominat
ed by studies of Black men. Even employment statistics are difficult to 
uncover for minority groups in management.3-6 Reviews of research on 
White women are cited instead of individual studies whenever possible, and 
our focus is on U.S. studies published since 1980. 

Current Data on the Status of Women and Minorities 
in Management 

According to an Equal Employment Opportunity Commission (EEOC) re
port (cited by Bradsher) ,? the number of women, Blacks, and Hispanics in 
management has quadrupled since 1970, and the number of Asians has in
creased eightfold. However, the rate of upward movement of women and mi
nority managers provides "clear evidence of nothing less than the abiding 
racism and sexism of the corporation."7 

There is considerable evidence that White women and people of color en
counter a "glass ceiling" in management. The glass ceiling is a concept popu
larized in the 1980s to describe a barrier so subtle that it is transparent, yet so 
strong that it prevents women and minorities from moving up in the manage
ment hierarchy. "Today, women fill nearly a third of all management positions 
(up from 19% in 1972) , but most are stuck in jobs with little authority and 
relatively low pay."8 A Korn/Ferry International survey9 reported that only 
2% of 1 ,362 senior executives were women. A study of the Fortune 500, the 
Fortune Service 500, and the 190 largest health care organizations in the 
United States10 similarly found that only 3 .6% of board directorships and 
1 .  7% of corporate officerships in the Fortune 500 were held by women; the 
Fortune Service 500 and the health industry indicated that 4.4% of board 
members were women and that 3 .8% and 8.5% of their corporate officers, re
spectively, were women. 
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Women do not fare any better in management in government or educa
tional institutions. The U.S. government reported only 8.6% women in Se
nior Executive Service levelsl l  with most female employees clustered in 
low-paying, nonprestigious GS 5-10 levels. 12 In education, Sandler's 1986 re
port shows that "on the average, colleges and universities nationwide employ 
1 . 1  senior women (dean and above) per institution."13 

With regard to the racial composition of management ranks, the statistics 
show less progress than for women. Only one Black heads a Fortune 1000 
company.5 In the senior ranks, studies by Korn/Ferry International (reported 
by Jones) , 14 show little change. Of 1 , 708 senior executives surveyed in 1979, 
3 were Black, 2 were Asian, and 2 were Hispanic; only 8 were women, all of 
them White. In 1985, the list showed 4 Blacks, 6 Asians, 3 Hispanics, and 29 
women. In Jones's words, "I think it's fair to say that this is almost no progress 
at all."14 

Some evidence also exists of a glass ceiling for Asians. 1 5  In 1988, only 
2.2% of California's Career Executive Assignment positions were held by 
Asians despite larger representation at the journey and midmanagement lev
els "that could be considered as qualifying developmental experience for 
these assignments."15 

With regard to management, one of the few surveys on minorities in 
business shows that in 1986 in 400 of the Fortune 1 ,000 companies, less 
than 9% of all managers were minorities, including Blacks, Hispanics, and 
Asians. A 1986 Equal Employment Opportunity Commission survey (cited 
by Leavitt) 16 shows that from 1974 to 1984, the percentage of Black women 
officials and managers grew at 0. 7% of the total to 1 .  7%. Malveaux and 
Wallace, 1 7  NkomoIB and others claimed that minority women are doubly 
disadvantaged in terms of upward mobility. They also noted that research 
on certain minority women, particularly Asians and American Indians, has 
essentially slipped through the cracks. 

Those women and minorities who have advanced into management often 
find reward differentials. There is evidence that at higher occupational levels, 
women are less satisfied with their pay than are men.19 One study of 2,600 
employees found substantial wage differences between men and women in 
managerial levels;ZO another reported that "women at the vice presidential 
levels and above earn 42% less than their male peers."21 Earnings of Black 
men in management come closer to those of White men.22 

The exodus of women and Blacks from corporate America is a disturbing 
trend sometimes attributed to differential treatment in management.5•23-25 
Women started their own businesses at six times the rate that men did be-
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tween 1974 and 1984.16 Of the 100 leading corporate women identified by a 
Business Week survey in 1976, nearly one third had left their corporate jobs 
for other pursuits 10 years later. 26 

A study by Morrison, White, Van Velsor, and the Center for Creative 
Leadership27 concluded that obstacles related to the glass ceiling will impede 
women's progress toward top management for the next several decades. Oth
ers concur, citing little hope for women or minorities in the near future. Dip
boye2 claimed that even though female managers are progressing faster than 
their counterparts of decades ago, they still fail in terms of their rate of 
progress when compared with White males. Business Week recently conclud
ed that "except for the true stars, the first generation of Black managers is 
destined to top out in middle levels."28 

Theoretical Perspectives 

A number of theories have been offered as to why sexual and racial differ
ences exist within management. These theories tend to fall into three general 
groups. First are theories that assume that differences handicap women and 
minorities; these theories postulate that deficiencies in underrepresented 
groups are largely responsible for their differential treatment in management. 
Second are theories that cite discrimination by the majority population as the 
major cause of inequities. Here, bias and stereotyping on the part of White 
men in power are held to account for the slow progress of women and minori
ties. Third are theories that pinpoint structural, systemic discrimination as 
the root cause of differential treatment rather than actions or characteristics 
of individuals. These theories claim that widespread policies and practices in 
the social system perpetuate discriminatory treatment of women and people 
of color. 

Theories Postulating Differences 

Riger and Galligan29 noted that psychological researchers have emphasized 
person-centered variables to explain women's low job status. Women's traits, 
behaviors, attitudes, and socialization are said to make them inappropriate or 
deficient as managers because of such factors as their alleged fear of success 
or their unwillingness to take risks. Riger and Galligan noted that investiga
tions of sex differences have yielded mixed results overall but that current 
field studies have generally refuted this explanation. 

Data disputing both sex and race deficiencies come from the AT&T As
sessment Center reports, 30 which showed that female and male managers 
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were more similar than different on personality and motivation factors as well 
as abilities. Race differences were greater than sex differences, but among the 
high-potential managers assessed, the relative weaknesses among Blacks in 
intellectual ability were compensated for by superior performance in interper
sonal skills and stability of performance. There is considerable other evidence 
that women and men in management roles have similar aspirations, values, 
and other personality traits as well as job-related skills and behav
iors.2·27,29,3!-37 Donnell and Hall's38 unusually large field study of nearly 2,000 
matched pairs of female and male managers led them to conclude that "the 
disproportionately low numbers of women in management can no longer be 
explained away by the contention that women practice a different brand of 
management from that practiced by men." 

The human capital theory attempts to explain continued sex- and race-re
lated differences in management by suggesting that individuals are rewarded 
in their current jobs for their past investment in education and job training.39 
Workers may choose to accept a wage or to invest in acquiring new skills and 
experiences to qualify for higher-paying jobs. Blau and Ferber contended that 
if this explanation is correct, then women should choose the occupational set
ting they prefer and invest accordingly in their own human capital. Any policy 
changes that may be called for to correct differential treatment should be di
rected to the educational process rather than the employment setting because 
no differences other than those in human capital are seen as operating. 

The human capital explanation assumes that investment pays off equally 
for all groups, but recent studies suggest that investment yields higher returns 
for White men than for women and minorities. Education level has not fully 
accounted for discrepancies in level or pay in recent studies of sex and race 
differences in management.4.40,41 Results of a survey of Asian Americans in 
professional and managerial positions indicate that education and work expe
rience yield low returns in promotion or advancement.42 Thus, person-cen
tered theory cannot adequately explain differential treatment in 
management: other factors must also be considered. 

Discrimination Explanations 

The second group of theories targets bias on the part of the dominant group 
as the cause of differential treatment. The labor market discrimination expla
nation is an economic theory that assumes that relevant stakeholders-em
ployers, customers, employees, and so forth-have discriminatory tastes even 
when women or minorities are perfect economic substitutes for White men in 
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the workplace.43 Blau and Ferber33 pointed out that employers with discrimi
natory tastes hire women only at a wage discount large enough to compen
sate for the loss of utility or level of discomfort associated with employing 
them. 

The rational bias explanation is a psychological theory that suggests that 
discrimination is influenced by contextual circumstances in which sexual or 
racial bias results in career rewards or punishments.4.44,45 In this case, a 
manager's decision to discriminate is based on whether such discrimination 
will be viewed positively or negatively by relevant stakeholders and on the 
possibility of receiving rewards for discriminating. Rational bias illustrates 
why discrimination can continue to occur despite substantial regulations 
against it. 4.45 

Discrimination by the dominant group was also addressed by Wells and 
Jennings,46 who argued that Black individuals are not rewarded on the basis 
of their performance. Organizations that espouse and even mandate racial 
equality are also characterized by a psychological mind-set of entitlement on 
the part of the dominant Whites. Blacks' access to resources is limited, Wells 
and Jennings claimed, and Blacks are systematically excluded from advance
ment except for a few who are allowed in "threshold" or acceptable positions. 

Discrimination occurs in part because of the belief by White men that 
women and people of color are less suited for management than White men. 
Comparing actual performance in managerial jobs is difficult, but there is 
growing concern that differential treatment of women and Blacks is not re
lated to performance alone. Some studies suggest that deficiencies are pre
sumed even when no differences exist because stereotypes based on historical 
roles persist.5·6·35,44.47-49 The "good manager" is still described as masculine, 
rather than androgynous, despite the growing number of female managers.so 
Ambiguity or lack of specific information about an individual contributes to 
bias against women and minorities because judgments are based on negative 
stereotypes of the group as a whole.34,35.5 1 .s2 For example, pay differentials for 
women may be related more to the salary allocation process than to perfor
mance evaluation because salary decisions are made by people less familiar 
with female managers than are their immediate supervisors (who conduct 
their performance appraisals) , and so bias is more likely.20,53 The stereotypes 
are so strong that contrary data are sometimes ignored in managerial selec
tion and other managerial decisions.51 ·53·54 This research suggests that indi
viduals, consciously or not, contribute to differential treatment of women 
and minorities in management. 
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Systemic Barriers 

The third set of theories highlights structural discrimination. Intergroup the
ory6,55 suggests that two types of groups exist in organizations-i�en�ity 
groups (based on race, ethnicity, family, gender, or age) and o��am�ation 
groups (based on common work tasks, work experiences, and pos�tion m the 
hierarchy) . Tension results because organization group membership changes, 
whereas identity group membership does not. When the pattern of group re
lations within an organization mirrors the pattern in society as a whole, such 
as when Whites predominate in high-status positions and Blacks are concen
trated in low-status jobs, then evaluations of Blacks (or members of other 
low-status groups) are likely to be distorted by prejudice or anxiety as racist 

d h . . 6 assumptions go unquestione in t e organization. 
Intergroup theory has elements in common with the dual labor market 

concept in economics. Dual labor market theory was proposed as an alter�a
tive explanation to the human capital theory of the 1960s when education 
and training of inner-city minority workers did not reduce their unemploy
ment rate as much as was anticipated by policymakers at the time.56 The dual 
labor market consists of a set of better, or primary, jobs and a set of worse, or 
secondary, jobs, with little mobility between the two. Groups most freq�entl: 
associated with the secondary labor market (including women and mmon
ties) are largely confined there, and discrimination is often justified as eco
nomic efficiency.57,58 Within management, the secondary jobs may be not 
only those at lower levels but also those in staff (vs. line) functions, w�e�ein 
women and minorities are found in disproportionate numbers. Staff positions 
typically are out of the mainstream of the business and do not lead to top 
management posts.14·50·57 

. In the field of psychology, structural barriers are included as part of the sit-
uation-centered perspective29 and the organization structure perspective,59·60 
which emphasize that women's lack of opportunity and power in organiza
tions and the sex ratio of groups within organizations explain women's lack of. 
managerial success. For example, Kanter's classic research pointed out that if 
a management cadre is at least 85% men, then the women in the group are 
"tokens" who very visibly represent women as a category whether they want 
to or not. These tokens' performances are hindered because of the pressure to 
which their visibility subjects them and because members of the dominant 
group exaggerate differences according to stereotypes they believe about 
women. Because people of color also become tokens in management ranks, 
the same dynamics may affect them.54 Women, however, also face sexual ha-

k d . f . 61 rassment, which may be a result of s ewe sex ratios avonng men. 
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The dominance of White men in management poses another structural 
problem for underrepresented groups. Minorities struggle with fitting into 
two distinct cultural worlds, a concept called biculturalism that has been doc
umented in studies of Black Americans.6 Bell's62 research on bicultural con
flict among Black women shows that those from cultures other than that of 
the dominant work group must choose how to manage the stress of moving 
physically, cognitively, and emotionally between the two cultural systems. For 
women of all races, responsibility for home, family, and social activities still 
accompanies a demanding management job, adding other major sources of 
pressure. 2•21,35 

The impact of structural factors is shown by researchers such as Irons and 
Moore63 in their study of the banking industry. They identified the three most 
significant problems faced by Blacks: (a) not knowing what is going on in the 
organization or not being in the network (rated as the most serious problem 
by 75% of survey respondents) , (b) racism, and (c) inability to get a mentor. 
Irons and Moore pointed out that these results concur with those of Fernan
dez64 in showing a strong perception that minorities are excluded from infor
mal work groups. In a study of Asian Americans in professional and 
management jobs, similar barriers to upward mobility were most often cited: 
a corporate culture alien to some Asian Americans, management insensitivi
ty, and a lack of networks, mentors, and role models.42 Other research has 
shown that many female and Black managers feel excluded from informal re
lationships with their White male colleagues. 6,65,66 

Mentors and sponsors represent key relationships attributed to career suc
cess and, although research results are inconclusive as to whether women 
and minorities find fewer mentors than do White men, there is some indica
tion that mentor relationships are harder to manage and provide a narrower 
range of benefits for women and minorities.6·34,67-74 For example, crossrace re
lationships take longer to initiate, are more likely to end in an unfriendly 
fashion, and provide less psychosocial support than same-race relation
ships. 75,76 Cross-sex mentor relationships are subjected to sexual innuendo, 
and Black women face taboos across both sex and race. 74,76,77 Women and mi
norities may need more mentors or sponsors than do their White male coun
terparts-White male superiors in their own area and same-sex or same-race 
mentors in other areas of the organization who increase their comfort.6 

Major career development theories do not consider race as a factor, yet ev
idence from recent studies of Black managers suggests that Black identity de
velopment may slow or alter the career development process and affect 
Blacks' willingness to accept White mentors.6 Larwood and Gattiker57 stud-
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ied the career development of 215 employees in 17  firms and postulated a 
dual development model because career patterns differ between women and 
men as a result of widespread discrimination, competing demands outside 
work, and other structural barriers. Greenhaus, Parasuraman, and Wormley78 
studied the career success of 828 managers in three companies. They found 
differences by sex and race, with Black women having more negative experi
ences than any other group. To the extent that organizational structures and 
practices follow models based solely on how White men develop, women and 
minorities are disadvantaged. 

It is possible that elements of all three theoretical approaches described 
are significantly related to the lack of upward mobility in management for 
women and minorities. According to some, the interaction of situational 
factors (in the organization and in society at large) with person-centered 
characteristics (related to sex and race) accounts for differential treat
ment. 29,54,59,79 For example, without opportunities to take challenging assign
ments, minority managers may fall behind their White cohorts in terms of 
knowledge and skill development, or they may internalize negative evalua
tions and stereotypes to the point where they limit themselves and turn down 
future opportunities for fear they will not succeed.54 Tests of the interaction 
between gender and job factors lend some support to this combined ap
proach 79-81 and suggest that remedies and continued research should be di
rected at all three sets of theories presented here. 

Remedial Actions 

In 1977, Kanter recommended that adjustments be made in the workplace to 
better accommodate women. She rejected the notion that women bear sole 
responsibility for equal opportunity in business. It is no longer uncommon to 
hear similar sentiment regarding both women and minorities,4.44 although ac
tual implementation of adjustments remains an unmet goal for many organi
zations. 

Some organizations may be able to make adjustments more effectively 
than others depending on the current status of the diversity in their manage
ment. A team at Procter & Gamble recommended that firms go beyond two 
generations of affirmative action into true "multicultural management."82 
Most firms tend to be in what they describe as the first generation of affirma
tive action, characterized by a focus on numbers that stimulates superficial 
and crisis-oriented actions, racial or sexual hostility, lack of trust, and a wide
spread presumption that women and minorities are less capable. Compliance 
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with government regulations is the main goal. Some organizations have 
evolved to a second generation, where they meet most numerical goals and 
attempt to provide the necessary critical mass for support and role models. 
Their concern over retaining high-performing women and minorities means 
implementing accountability for effectively managing these groups. 

Merenivitch and Reigle82 proposed that in multicultural organizations, the 
culture recognizes and appreciates diversity, resources and influence are dis
tributed without regard to race or sex, and policies and practices are respon
sive to all employees' needs. In effect, the multicultural organization 
deliberately capitalizes on its diversity. As organizations evolve, different 
techniques for halting discrimination may be advocated depending on which 
phase the organization is in. 

A variety of techniques are being used to reduce differential treatment 
and to bring diversity into organizations' cultures. Some techniques appear to 
be targeted toward the human capital issue, some toward discriminatory 
treatment, and some toward the structural and contextual barriers. Some 
techniques cover aspects of more than one theory. Education and training, 
for example, can be important steps for an organization. Some organizations, 
such as DuPont and GTE, provide additional classroom-training opportuni
,ties to women once they are hired, but the trend is to avoid segregating 
women or minorities so they are not seen as needing special help to become 
equally qualified. Many companies, such as IBM and Hewlett-Packard, pro
vide no training at the corporate level for women per se, expecting that the 
training programs already being offered apply to all equally. 83 

A recent development in training is the variety of programs geared to help 
managers work together within a diverse workforce and reduce discrimina
tion. The value of programs on managing diversity is that issues are brought 
out into the open, allowing people to discuss their beliefs. One problem this 
addresses is that women and minorities who have felt pressure to remain 
silent on issues of sexism and racism now can confront the system rather than 
have doubts raised about their loyalty or be seen as "too ambitious."14,27,88-85 
Eastman Kodak offers such a program to top division managers, and other 
firms run them for mixed groups, ensuring that at least one third to one half 
of the underrepresented groups participate in each program DuPont began 
running its "Men and Women Working Together" program specifically for 
managers of saleswomen, but it has since opened it to various employee 
groups. A spinoff is a program for women only.83 

Despite these attempts to avoid treating women as different, demand for 
women-only programs is still strong. Because companies have made varying 
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degrees of progress in attacking discrimination, and because some women 
and minorities rebel against attending segregated programs, the flexibility of 
organizations in providing different types of training is commendable. Limit
ed research suggests that training may be most useful not in skill-building, but 
in areas such as career and self-awareness mentoring, and leadership develop
ment. 2,37,83,86 

Because women and minorities face special situations as tokens, they may 
need to perfect certain competencies such as conflict resolution. Researchers 
who have studied Black managers conclude that special skills and, therefore, 
specialized training may be needed by Blacks. If Blacks do not resolve con
flicts that involve themselves or their area, they are likely to be blamed for 
the conflict.67 Blacks need to be skilled at managing racism and at managing 
their own rage over the racism they encounter.6,67,87,88 Thus, some skill-build
ing programs, as well as awareness and assessment programs, may be appro
priate to help women and minorities compete and cope in management. 

Some research suggests that bias is most effectively decreased not only by 
education but also by exposure to and experience with members of the oppo
site sex and other races.34,35 Working alongside a woman or a minority group 
member may be the key to quelling the discriminatory tastes of White men. 

Incentives may also be needed to help overcome rational bias and other · 
discrimination that legislation has failed to address and to reduce the effects 
of tokenism. Some organizations such as Corning Glass Works and Gannett 
are giving equal employment opportunity accountability to line managers, 
using bonuses as an incentive. Minority recruitment at Gannett, for example, 
is monitored by a committee of its publishers and factored into managers' 
bonus payouts.89·90 

Other organizations use task forces to mandate and even implement 
changes. The Equitable Financial Company has been using the Women's 
Business Resource Group to identify and solve women's issues that emerge 
from the corporation's annual employee survey. According to Nelton and 
Berney,21 this task force has been responsible for redesigning the job posting 
system as well as implementing flextime for working parents and toughening 
the company stand on sexual harassment. Task forces used in this way-to 
actually define the problem as well as create the cure-are more unusual 
than those aimed at problems already targeted, such as those on combining 
family and career. The task forces most highly praised seem to share several 
characteristics: direct access to the office of the president, influential mem
bers, and the resources required to try out new solutions.21 .83 

Career management is another key technique for eliminating the glass 
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ceiling fo r  women and people of color. Some research27,91 has suggested that 
challenging, successfully completed assignments are important to executives' 
development. Yet some assignments cited most frequently by the male execu
tives studied were rarely cited by female executives. The indicators are that 
these assignments are less available to women, including start-ups, trou
bleshooting, and international experience.92 The same kind of restrictions on 
minority managers may also block their advancement. One unusual task 
force has taken on the challenge of increasing the mobility of women and mi
norities between "secondary" jobs and primary jobs. Mobil's Committee of 
Executives targets high-potential women and minorities and places them in 
key line jobs.21 

Senior managers can help move women and minorities out of secondary or 
threshold management posts by giving them opportunities to take such chal
lenging assignments in the mainstream of the organization and to reinforce 
their authority in those assignments. A recent study revealed that "only one 
woman in five found the professional impact of gender to be primarily nega
tive abroad"93 However, confronting superiors' resistance to get the assign
ment abroad was a major hurdle. Once a woman began the job, her senior 
male colleagues, particularly from the head office, became important in redi
recting early client conversations away from her male colleagues and toward 
the woman herself to establish smooth, ongoing work relationships.93 

Career development functions such as these are often attributed to men
tors: yet, as we noted, women and minorities face special problems with men
toring relationships. Some companies such as Ortho Pharmaceutical 
Corporation94 have tried formally assigning mentors to promising women and 
minorities, sometimes also including White male proteges in the program as 
well. However, there is little evidence that assigning mentors is effec
tive.77·95·96 One suggested alternative (or complement) to a formal mentor 
program is to provide training on how to be a mentor and how to be men
tored. 67· 77·97 Not only may this approach help build awareness of the barriers 
involved, but it may also allow the element of choice to continue in relation
ships initiated both by women and minorities seeking a mentor and by more 
senior managers who want to help. 

Support groups may also help. Security Pacific National Bank created a 
program called Black Officers Support System (BOSS) to help recruit Blacks 
and reduce their turnover.63 The Executive Leadership Council in Washing
ton, DC, consists of about 50 Black line managers from major industries who 
recruit and hire minorities.5 These groups, along with the many internal 
women's networks and community groups for women and minorities, may 
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help by providing career guidance and psychological support in managing bi
culturalism and other tensions. 

Despite the existence of these various remedies, the glass ceiling continues 
to frustrate ambitious women and minorities. Although employers' attitudes 
appear to be changing, the lack of results can be partly attributed to the lack 
of employers committed to equal opportunity. A 1983 survey of nearly 800 
business opinion leaders, reported by Jones,14 showed that of 25 possible 
human resource priorities, the issue of affirmative action for minorities and 
women ranked 23rd. Some efforts to attack discrimination in organizations 
have no doubt been piecemeal, and some may even have been harmful. 
When women believed they were hired only to meet EEOC guidelines, there 
was a negative effect on their self-image and development.98 

Poor results may also be attributed to confusion over which remedies af
fect which symptoms or causes of differential treatment. As Dipboye2 pointed 
out, few attempts have been made to evaluate training programs, as evi
denced by the sparsity of evaluation studies in the literature. 

Research Needed 

Evaluating potential remedies to sex- and race-based differential treatment in 
management is no small task. One difficulty is that the organizational con
text is so complicated that factors external to specific remedies may affect the 
outcome more than the remedies themselves. Interventions that can and 
should be made in critical organizational practices such as recruitment and 
selection, evaluation, career development, and promotion may be greatly in
fluenced by what Merlin Pope called "contextual prejudices," or exclusionary 
mechanisms that subtly keep women and minorities on the out
side. 13,27,34,35,83,99,100 A major challenge for researchers is to assess specific 
techniques, taking into account the effects of organizational culture and 
other contextual factors. Research across organizations to assess techniques 
would provide useful data that would allow executives to select those tech
niques shown to be more effective under circumstances matching those in 
their own organizations. Better links between specific techniques and theo
retical constructs such as those reviewed here are also needed. 

Many more fundamental research issues are apparent by the questions 
that remain. These include unraveling the effects of race, sex, and age in 
studies by separating female subjects by age and race, separating Blacks by 
sex and age, and so on. Another needed step is separating one minority group 
from another rather than grouping them as "minorities": data on Hispanics 
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and Asians are particularly needed. Assumptions are made about how White 
women experience the same or different treatment as men or women of color , 
but little research addresses this issue. Studies that separate the various 
groups would provide useful comparison data, particularly with regard to the 
impact of various remedial actions within organizations. Further theoretical 
refinement is also needed so that theories based on one group (such as White 
men) are not erroneously generalized to all others. Career development is 
one such area in which models developed on White males' career experi
ences may be inappropriately applied to women or minorities. 6 

The number of promising research areas is indicated by the number of 
questions this review has raised, We especially encourage research in organi
zations using actual managers and multiple methods so that the results reflect 
realistic situations. However, it is important that research be done on a vari
ety of theoretical and applied issues. Research is needed to answer questions 
about whether actual or perceived differences are keeping women and mi
norities below a glass ceiling in management and the extent to which the 
structures and systems of organizations contribute to limited upward mobility. 
With the demographic changes already taking place in the U.S. labor force, 
restricting the pool of potential organizational leaders to White men only is 
foolhardy. Achieving diversity in management requires action. Continued re
search will help ensure that effective action is taken. 



PART VI 

THE FOLLOWERS 

Although an enormous amount of thinking and writing has addressed issues per
taining to the leader, much less attention has been paid to followers. This seems a 
rather puzzling oversight. It is difficult to imagine leadership without the participa
tion of followers. Part VI addresses itself to the topic of followers in the leadership 
equation. John Gardner introduces us to the topic with a thoughtful essay on lead
ers and followers which poses the essential questions: what role should followers 
play? how should they interact with the leader? how should the leader behave to
ward followers? Joseph C. Rost amplifies this in the next selection, as he places fol
lowers firmly within his conception of the process of leadership, and forges a new, 
activist, definition of their role. The final reading on followers is by Robert Kelley, 
who expands upon Rost and creates an entirely new typology of followers which has 
become quite influential. Taken together, these readings on followers bring new em
phasis and understanding to an important element of leadership. 

1 83 
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Leaders and Followers 

John W. Gardner 

John Gardner has served six presidents of the United States in various leadership capacities. He 

was Secretary of Health, Education, and Welfare, founding chairman of Common Cause, co

founder of the Independent Sector, chairman of the National Coalition, and president of the 

Carnegie Corporation and Foundation. He is currently the Miriam and Peter Haas Centennial 

Professor at Stanford Business School. 

The interaction between leaders and constituents is one of the most central 
topics within the study of leadership. I would like to pass along some of my 
reflections from studying that topic over the past several months. Leaders are 
almost never as much in charge as they are pictured to be, and followers al
most never are as submissive as one might imagine. That influence and pres
sure flow both ways is not a recent discovery. The earliest sociologists who 
wrote on the subject in the late nineteenth and early twentieth century made 
the same point. Max Weber, discussing charismatic leaders, asserted that 
such leaders generally appear in times of trouble and that their followers ex
hibit "a devotion born of distress." In other words, the state of mind of fol-

Excerpted from John W Gardner, "Leaders and Followers," Liberal Education 73(2) (March-April, 1987): 

4-6. By permission of the author. 
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lowers is a powerful ingredient in explaining the emergence of the charismat
ic leader. 

Weber's great contemporary Georg Simmel was even more explicit, sug
gesting that followers have about as much influence on their leaders as lead
ers have on their followers. Leaders cannot maintain authority, he wrote, 
unless followers are prepared to believe in that authority. Weber and Simmel 
were writing in pre-World War I Germany. Their views were not the product 
of a populist environment! 

There is a striking difference between the situation of political leaders and 
that of line executives in business or government. In the political process, 
people are free to follow any leader-and leaders must compete for approval. 
In corporate and governmental bureaucracies, employees appear to have less 
choice: They are supposed to accept their superiors in the hierarchy as their 
leaders. But, of course, quite often they do not. One reason corporate and 
governmental bureaucracies stagnate is the assumption by line executives 
that, given their rank and authority, they can lead without being leaders. 
They cannot. They can be given subordinates, but they cannot be given a fol
lowing. A following must be earned. Surprisingly, many of them do not even 
know they are not leading. They mistake the exercise of authority for leader
ship, and as long as they persist in that mistake they will never learn the art of 
turning subordinates into followers. 

Whatever one may say about the influence of constituents, leaders contin
ue to play a crucial role in the interaction. How should they play that role? 
That is a question that explodes into a thousand questions. Does the group 
function most effectively when leaders make the decisions withovt consulta
tion and impose their will-or when they invite varying degrees of participa
tion in the decision? The tension between the two approaches is nicely 
illustrated in a quote attributed (probably inaccurately) to Woodrow Wilson 
when he was president of Princeton University. "How can I democratize this 
university," he demanded, "if the faculty won't do what I ask?" 

Should there be a high degree of structure in the relationship-a sharp 
differentiation between the roles of leaders and followers, a clear hierarchy of 
authority with emphasis on detailed assignments and task specifications? Or 
should the relationship be more informal, less structured, with leaders mak
ing the goals clear and then letting constituents help determine the way of 
proceeding? 

Should there be an atmosphere of discipline, constraints, controls-in 
Navy parlance, "a tight ship"-or should there be autonomy, individual re-
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sponsibility, and freedom for growth, with the leader in the role of  nurturer, 
supporter, listener, helper? 

Should the leader focus on the job to be done-be "task-oriented" as the 
researchers put it-or should the leader be concerned primarily with the peo
ple performing the task, with their needs, their morale, their growth? 

No Simple Answers 

More than four decades of objective research have not produced clear an
swers to these questions. Simple answers have not emerged from the research 
because there are not any simple answers, only complicated answers hedged 
by conditions and exceptions. Followers do like being treated with considera
tion, do like having their say, do like being able to exercise their own initia
tive-and participation does increase acceptance of decisions. But there are 
times when followers welcome rather than reject authority, want prompt and 
clear decisions from the leader, want to close ranks around the leader. 

In recent decades there has been increasing support for the view that the 
purposes of the group are best served by a relationship in which the leader 
helps followers to develop their own judgment and enables them to grow and 
to become better contributors. Industrial concerns are experimenting with 
measures that further such a relationship because of their hard-won aware
ness that some matters (for example, quality control, productivity, morale) 
simply cannot be dealt with unless highly motivated workers on site are com
mitted to deal with them. Anyone who believes that people should be en
couraged to the full development of their powers is bound to applaud the 
trend. 

To the extent that leaders enable followers to develop their own initiative, 
they are creating something that can survive their own departure. If they 
have, in addition, the gift for institution-building, they may create a legacy 
that will last for a very long time. Some individuals who have dazzling powers 
of personal leadership not only fail to build institutions but create dependen
cy in those below them. However spectacular their own performance, they 
leave behind a weakened organization staffed by weakened people. 

The two-way conversation between leaders and followers is deeply influ
enced by the expectations of followers. Any social group, if it is more than a 
crowd of unrelated strangers, has certain shared needs, aspirations, values, 
hopes, and fears. The group creates norms that tend to control the behavior 
of its members, and these norms constitute the social order. It is in this con-
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text that leaders arise; and it is this context that determines what kinds of 
leaders will emerge and what will be expected of them. A loyal constituency 
is won when people consciously or unconsciously judge the leader to be capa
ble of solving their problems and meeting their needs, when the leader is seen 
as symbolizing their norms, and when their image of the leader (whether or 
not it corresponds to reality) is congruent with their inner environment of 
myth and legend. 

Effective leaders deal not only with the explicit decisions of the day-ap
proving a budget, announcing a policy, disciplining a subordinate-but also 
with that partly conscious, partly buried world of needs and hopes, ideals and 
symbols. They serve as models; they symbolize the group's unity and identity; 
they retell the stories that carry shared meanings. William James says that the 
struggle between right and wrong is a matter of helping our best selves to act. 
Leaders can perform that function. Unfortunately, they can also help our 
worst selves to act. Their confidence-or, for that matter, their lack of confi
dence-communicates itself to followers. "For if the trumpet give an uncer
tain sound," says the Bible, "who shall prepare himself to the battle?" 

To analyze complex problems, leaders must have a capacity for rational 
problem solving; but they must also have a penetrating intuitive grasp of the 
needs and moods of followers. Woodrow Wilson said, "The ear of the leader 
must ring with the voices of the people." The ablest leaders understand, ra
tionally and intuitively, the embedded expectations of people with respect to 
their leadership. And they are adept at meeting those expectations not only 
with rational verbal pronouncements but with symbolic acts, ritual obser
vances, and the like. 
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The second essential element flowing from the definition of leadership is that 
the people involved in this relationship are leaders and followers. This sounds 
rather innocuous, but there are several important points to be gained from 
examining this element, especially the meaning of the word followers. 

Active Followers 

I have no trouble with the word followers, but it does bother a number of 
other scholars and practitioners, who view the word as condescending. Gard
ner, 1·2 for instance, has rejected the word in favor of constituents. That word is 
problematic, however, because it has strong political connotations. People 
don't speak about constituents in small groups or clubs, business or religious 
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organizations, and the like. The word is mostly used in political organizations 
and as a result is unsatisfactory for a model of leadership that applies to all or
ganizations and groups. Ford3 used the word participants, which has much 
more generalizability to different organizations. Gardner and Ford are two of 
quite a number of leadership scholars who want to get rid of the word follow
ers for mostly egalitarian reasons. 

My view is that the problem is not with the word, but with the passive 
meaning given to the concept of followers by people who lived and worked 
and wrote in the industrial era. Followers, as a concept, connoted a group of 
people who were (1) part of the sweaty masses and therefore separated from 
the elites, (2) not able to act intelligently without the guidance and control of 
others, (3) willing to let other people (elites) take control of their lives, and 
(4) unproductive unless directed by others. In the leadership literature since 
the 1930s, therefore, followers were considered to be subordinates who were 
submissive and passive, and leaders were considered to be managers who were 
directive and active. Since leaders were managers, followers had to be the sub
ordinate people in an organization. There is no other logical equation. 

In a postindustrial frame, leaders are not equated with managers, so fol
lowers are not equated with subordinates. Since leaders can be anyone, fol
lowers can be anyone. That does not mean that leaders and followers are 
equal. No amount of egalitarian idealism will change the fact that there will 
be followers as long as human beings inhabit this planet. Only the meaning of 
the word followers will change, not the existence of human beings who are 
followers. 

A distinction between leaders and followers remains crucial to the con
cept of leadership. Since leadership is a relationship, leaders must interact 
with other people. If all the people with whom leaders interacted were other 
leaders, leadership as a meaningful construct would not make much sense. 

For one thing, leadership would be quite an elitist or exclusive group of 
people, since there are and will be many people who are not motivated to be 
leaders, who do not have the personal development needed to be leaders in a 
sophisticated and complex society, or who are not willing to use the power re
sources at their command to exercise significant influence through persua
sion. I think we need to reject any elitist notion of leadership in spelling out 
who can participate in the relationship that is leadership. 

One could argue that if all people were leaders, the notion of leadership 
would not be elitist. I agree. But everyone being leader is not consistent with 
what we know of human nature, even if we do not equate leadership with 
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good management. Our human nature is not going to change all that much 
in the postindustrial era. 

A second difficulty with the notion that we are all leaders is the complexi
ty of our times and that of the postindustrial era. Active people may be in
volved in a dozen or more leadership relationships at any one time, and it is 
conceptually impossible to conceive of them being leaders in all of these in
fluence relationships. Scholars tend to think of people being in only one lead
ership relationship, but that is not the way people live their lives. Even 
people who are less active may have several leadership relationships going on 
at any one time. The only possible way for people to cope with such multiple 
relationships is for them to be leaders in some relationships and followers in 
others. If one examines the many other relationships in which these active 
people are involved (love, friendship, professional, work, religious, etc.) , the 
complexity of their lives becomes clear. Time restraints alone require that 
people be followers in some leadership relationships. 

Realistically, we know from past experience that some people choose to be 
followers all the time and that many other people choose not to be involved 
in any leadership relationships. The complexity of life and our understanding 
of human nature based on centuries of experience would suggest that these 
two groups of people will continue to exist in the postindustrial era. 

Thus, followers are part of the leadership relationship in a new paradigm 
of leadership. What is different about the emerging view of followers is the 
substantive meaning attached to the word and the clarity given to that un
derstanding. The following five points give the concept of followers substance 
and clarity. 

First, only people who are active in the leadership process are followers. 
Passive people are not in a relationship. They have chosen not to be in
volved. They cannot have influence. Passive people are not followers. 

Second, active people can fall anywhere on a continuum of activity from 
highly active to minimally active, and their influence in the leadership 
process is, in large part, based on their activity, their willingness to get in
volved, their use of the power resources they have at their command to influ
ence other people. Some followers are very active; others are not so active. 
Some followers are very active at certain times and not so active at other 
times. 

Third, followers can become leaders and leaders can become followers in 
any one leadership relationship. People are not stuck in one or the other for 
the whole time the relationship exists. Followers may be leaders for a while, 
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and leaders may be followers for a while. Followers do not have to be man
agers to be leaders. This ability to change places without changing organiza
tional positions gives followers considerable influence and mobility. 

Fourth, in one group or organization people can be leaders. In other 
groups and organizations they can be followers. Followers are not always fol
lowers in all leadership relationships. 

Fifth, and most important, followers do not do followership, they do lead
ership. Both leaders and followers form one relationship that is leadership. 
There is no such thing as followership in the new school of leadership. Fol
lowership makes sense only in the industrial leadership paradigm, where lead
ership is good management. Since followers who are subordinates could not 
do management (since they were not managers) , they had to do followership. 
No wonder followership connoted subordination, submissiveness, and passiv
ity. In the new paradigm, followers and leaders do leadership. They are in the 
leadership relationship together. They are the ones who intend real changes 
that reflect their mutual purposes. Metaphorically, their activities are two 
sides of the same coin, the two it takes to tango, the composer and musicians 
making music, the female and male generating new life, the yin and the yang. 
Followers and leaders develop a relationship wherein they influence one an
other as well as the organization and society, and that is leadership. They do 
not do the same things in the relationship, just as the composers and musi
cians do not do the same thing in making music, but they are both essential 
to leadership. 

3 1  
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We are convinced that corporations succeed or fail, compete or crumble, on 
the basis of how well they are led. So we study great leaders of the past and 
present and spend vast quantities of time and money looking for leaders to 
hire and trying to cultivate leadership in the employees we already have. 

I have no argument with this enthusiasm. Leaders matter greatly. But in 
searching so zealously for better leaders we tend to lose sight of the people 
these leaders will lead. Without his armies, after all, Napoleon was just a man 
with grandiose ambitions. Organizations stand or fall partly on the basis of 
how well their leaders lead, but partly also on the basis of how well their fol
lowers follow. 

In 1987, declining profitability and intensified competition for corporate 
clients forced a large commercial bank on the east coast to reorganize its op
erations and cut its work force. Its most seasoned managers had to spend 
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most of their time in the field working with corporate customers. Time and 
energies were stretched so thin that one department head decided he had no 
choice but to delegate the responsibility for reorganization to his staff people, 
who had recently had training in self-management. 

Despite grave doubts, the department head set them up as a unit without 
a leader, responsible to one another and to the bank as a whole for writing 
their own job descriptions, designing a training program determining criteria 
for performance evaluation, planning for operational needs, and helping to 
achieve overall organizational objectives. 

They pulled it off. The bank's officers were delighted and frankly amazed 
that rank-and-file employees could assume so much responsibility so success
fully. In fact, the department's capacity to control and direct itself virtually 
without leadership saved the organization months of turmoil, and as the bank 
struggled to remain a major player in its region, valuable management time 
was freed up to put out other fires. 

What was it these singular employees did? Given a goal and parameters, 
they went where most departments could only have gone under the hands
on guidance of an effective leader. But these employees accepted the delega
tion of authority and went there alone. They thought for themselves, 
sharpened their skills, focused their efforts, put on a fine display of grit and 
spunk and self-control. They followed effectively. 

To encourage this kind of effective following in other organizations, we 
need to understand the nature of the follower's role. To cultivate good fol
lowers, we need to understand the human qualities that allow effective fol
lowership to occur. 

The Role of Follower 

Bosses are not necessarily good leaders; subordinates are not necessarily ef
fective followers. Many bosses couldn't lead a horse to water. Many subordi
nates couldn't follow a parade. Some people avoid either role. Others accept 
the role thrust upon them and perform it badly. 

At different points in their careers, even at different times of the working 
day, most managers play both roles, though seldom equally well. After all, the 
leadership role has the glamour and attention. We take courses to learn it, 
and when we play it well we get applause and recognition. But the reality is 
that most of us are more often followers than leaders. Even when we have 
subordinates, we still have bosses. For every committee we chair, we sit as a 
member on several others. 
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So followership dominates our lives and organizations, but not our think
ing, because our preoccupation with leadership keeps us from considering the 
nature and the importance of the follower. 

What distinguishes an effective from an ineffective follower is enthusias
tic, intelligent, and self-reliant participation-without star billing-in the 
pursuit of an organizational goal. Effective followers differ in their motiva
tions for following and in their perceptions of the role. Some choose follower
ship as their primary role at work and serve as team players who take 
satisfaction in helping to further a cause, an idea, a product, a service, or, 
more rarely, a person. Others are leaders in some situations but choose the 
follower role in a particular context. Both these groups view the role of fol
lower as legitimate, inherently valuable, even virtuous. 

Some potentially effective followers derive motivation from ambition. By 
proving themselves in the follower's role, they hope to win the confidence of 
peers and superiors and move up the corporate ladder. These people do not 
see followership as attractive in itself. All the same, they can become good 
followers if they accept the value of learning the role, studying leaders from a 
subordinate's perspective, and polishing the followership skills that will al
ways stand them in good stead. 

Understanding motivations and perceptions is not enough, however. Since 
followers with different motivations can perform equally well, I examined the 
behavior that leads to effective and less effective following among people 
committed to the organization and came up with two underlying behavioral 
dimensions that help to explain the difference. 

One dimension measures to what degree followers exercise independent, 
critical thinking. The other ranks them on a passive/active scale. The result
ing diagram identifies five followership patterns. [See Figure l .] 

Sheep are passive and uncritical, lacking in initiative and sense of respon
sibility. They perform the tasks given them and stop. Yes People are a livelier 
but equally unenterprising group. Dependent on a leader for inspiration, they 
can be aggressively deferential, even servile. Bosses weak in judgment and 
self-confidence tend to like them and to form alliances with them that can 
stultify the organization. 

Alienated Followers are critical and independent in their thinking but 
passive in carrying out their role. Somehow, sometime, something turned 
them off. Often cynical, they tend to sink gradually into disgruntled acquies
cence, seldom openly opposing a leader's efforts. In the very center of the di
agram we have Survivors, who perpetually sample the wind and live by the 
slogan "better safe than sorry." They are adept at surviving change. 
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In the upper right-hand corner, finally, we have Effective Followers, who 
think for themselves and carry out their duties and assignments with energy 
and assertiveness. Because they are risk takers, self-starters, and independent 
problem solvers, they get consistently high ratings from peers and many supe
riors. Followership of this kind can be a positive and acceptable choice for 
parts or all of our lives-a source of pride and fulfillment. 

Effective followers are well-balanced and responsible adults who can suc
ceed without strong leadership. Many followers believe they offer as much 
value to the organization as leaders do, especially in project or task-force situ
ations. In an organization of effective followers, a leader tends to be more an 
overseer of change and progress than a hero. As organizational structures 
flatten, the quality of those who follow will become more and more impor
tant. As Chester I. Barnard wrote 50 years ago in The Functions of the Execu
tive, "The decision as to whether an order has authority or not lies with the 
person to whom it is addressed, and does not reside in 'persons of authority' 
or those who issue orders." 

The Qualities of Followers 

Effective followers share a number of essential qualities: 

1 .  They manage themselves well. 
2. They are committed to the organization and to a purpose, principle, or 

person outside themselves. 
3. They build their competence and focus their efforts for maximum im

pact. 
4. They are courageous, honest, and credible. 

Self-Management 

Paradoxically, the key to being an effective follower is the ability to think for 
oneself-to exercise control and independence and to work without close su
pervision. Good followers are people to whom a leader can safely delegate re
sponsibility, people who anticipate needs at their own level of competence 
and authority. 

Another aspect of this paradox is that effective followers see themselves
except in terms of line responsibility-as the equals of the leaders they follow. 
They are more apt to openly and unapologetically disagree with leadership 
and less likely to be intimidated by hierarchy and organizational structure. At 
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the same time, they can see that the people they follow are, in turn, following 
the lead of others, and they try to appreciate the goals and needs of the team 
and the organization. Ineffective followers, on the other hand, buy into the 
hierarchy and, seeing themselves as subservient, vacillate between despair 
over their seeming powerlessness and attempts to manipulate leaders for 
their own purposes. Either their fear of powerlessness becomes a self-fulfilling 
prophecy-for themselves and often for their work units as well-or their re
sentment leads them to undermine the team's goals. 

Self-managed followers give their organizations a significant cost advan
tage because they eliminate much of the need for elaborate supervisory con
trol systems that, in any case, often lower morale. In 1985, a large 
midwestern bank redesigned its personnel selection system to attract self
managed workers. Those conducting interviews began to look for particular 
types of experience and capacities-initiative, teamwork, independent 
thinking of all kinds-and the bank revamped its orientation program to em
phasize self-management. At the executive level, role playing was introduced 
into the interview process: how you disagree with your boss, how you priori
tize your in-basket after a vacation. In the three years since, employee 
turnover has dropped dramatically, the need for supervisors has decreased, 
and administrative costs have gone down. 
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Of course not all leaders and managers like having self-managing subordi
nates. Some would rather have sheep or yes people. The best that good follow
ers can do in this situation is to protect themselves with a little career 
self-management-that is, to stay attractive in the marketplace. The qualities 
that make a good follower are too much in demand to go begging for long. 

Commitment 

Effective followers are committed to something-a cause, a product, an orga
nization, an idea-in addition to the care of their own lives and careers. 
Some leaders misinterpret this commitment. Seeing their authority acknowl
edged, they mistake loyalty to a goal for loyalty to themselves. But the fact is 
that many effective followers see leaders merely as coadventurers on a worthy 
crusade, and if they suspect their leader of flagging commitment or conflict
ing motives they may just withdraw their support, either by changing jobs or 
by contriving to change leaders. 

The opportunities and the dangers posed by this kind of commitment are 
not hard to see. On the one hand, commitment is contagious. Most people 
like working with colleagues whose hearts are in their work. Morale stays 
high. Workers who begin to wander from their purpose are jostled back into 
line. Projects stay on track and on time. In addition, an appreciation of com
mitment and the way it works can give managers an extra tool with which to 
understand and channel the energies and loyalties of their subordinates. 

On the other hand, followers who are strongly committed to goals not 
consistent with the goals of their companies can produce destructive results. 
Leaders having such followers can even lose control of their organizations. 

A scientist at a computer company cared deeply about making computer 
technology available to the masses, and her work was outstanding. Since her 
goal was in line with the company's goals, she had few problems with top 
management. Yet she saw her department leaders essentially as facilitators of 
her dream, and when managers worked at cross-purposes to that vision, she 
exercised all of her considerable political skills to their detriment. Her imme
diate supervisors saw her as a thorn in the side, but she was quite effective in 
furthering her cause because she saw eye to eye with company leaders. But 
what if her vision and the company's vision had differed? 

Effective followers temper their loyalties to satisfy organizational needs
or they find new organizations. Effective leaders know how to channel the 
energies of strong commitment in ways that will satisfy corporate goals as well 
as a follower's personal needs. 
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Competence and Focus 

On the grounds that committed incompetence is still incompetence, effec
tive followers master skills that will be useful to their organizations. They 
generally hold higher performance standards than the work environment re
quires, and continuing education is second nature to them, a staple in their 
professional development. 

Less effective followers expect training and development to come to them. 
The only education they acquire is force-fed. If not sent to a seminar, they 
don't go. Their competence deteriorates unless some leader gives them 
parental care and attention. 

Good followers take on extra work gladly, but first they do a superb job 
on their core responsibilities .  They are good judges of their own strengths 
and weaknesses, and they contribute well to teams. Asked to perform in 
areas where they are poorly qualified, they speak up. Like athletes stretch
ing their capacities, they don't mind chancing failure if they know they can 
succeed, but they are careful to spare the company wasted energy, lost time, 
and poor performance by accepting challenges that coworkers are better 
prepared to meet. Good followers see coworkers as colleagues rather than 
competitors. 

At the same time, effective followers often search for overlooked prob
lems. A woman on a new product development team discovered that no one 
was responsible for coordinating engineering, marketing, and manufacturing. 
She worked out an interdepartmental review schedule that identified the 
people who should be involved at each stage of development. Instead of bur
dening her boss with yet another problem, this woman took the initiative to 
present the issue along with a solution. 

Another woman I interviewed described her efforts to fill a dangerous 
void in the company she cared about. Young managerial talent in this 
manufacturing corporation had traditionally made careers in production. 
Convinced that foreign competition would alter the shape of the industry, 
she realized that marketing was a neglected area. She took classes, at
tended seminars, and read widely. More important, she visited customers 
to get feedback about her company's and competitors' products, and she 
soon knew more about the product's customer appeal and market position 
than any of her peers. The extra competence did wonders for her own 
career, but it also helped her company weather a storm it had not seen 
coming. 
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Courage 

Effective followers are credible, honest, and courageous. They establish 
themselves as independent, critical thinkers whose knowledge and judgment 
can be trusted. They give credit where credit is due, admitting mistakes and 
sharing successes. They form their own views and ethical standards and stand 
up for what they believe in. 

Insightful, candid, and fearless, they can keep leaders and colleagues hon
est and informed. The other side of the coin of course is that they can also 
cause great trouble for a leader with questionable ethics. 

Jerome LiCari, the former R&D director at Beech-Nut, suspected for sev

eral years that the apple concentrate Beech-Nut was buying from a new sup

plier at 20% below market price was adulterated. His department suggested 

switching suppliers, but top management at the financially strapped company 

put the burden of proof on R&D. 
By 1981 ,  LiCari had accumulated strong evidence of adulteration and is

sued a memo recommending a change of supplier. When he got no response, 
he went to see his boss, the head of operations. According to LiCari, he was 
threatened with dismissal for lack of team spirit. LiCari then went to the 
president of Beech-Nut, and when that, too, produced no results, he gave up 
his three-year good-soldier effort, followed his conscience, and resigned. His 
last performance evaluation praised his expertise and loyalty, but said his 
judgment was "colored by naivete and impractical ideals." 

In 1986, Beech-Nut and LiCari's two bosses were indicted on several hun

dred counts of conspiracy to commit fraud by distributing adulterated apple 

juice. In November 1987, the company pleaded guilty and agreed to a fine of 

$2 million. In February of this year, the two executives were found guilty on a 

majority of the charges. The episode cost Beech-Nut an estimated $25 million 

and a 20% loss of market share. Asked during the trial if he had been naive, 

LiCari said, "I guess I was. I thought apple juice should be made from apples." 

Is LiCari a good follower? Well, no, not to his dishonest bosses. But yes, he 
is almost certainly the kind of employee most companies want to have: loyal, 
honest, candid with his superiors, and thoroughly credible. In an ethical 
company involved unintentionally in questionable practices, this kind of fol
lower can head off embarrassment, expense, and litigation. 

Cultivating Effective Followers 

You may have noticed by now that the qualities that make effective followers 
are, confusingly enough, pretty much the same qualities found in some effec-
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tive leaders. This is no mere coincidence, of course. But the confusion under
scores an important point. If a person has initiative, self-control, commit
ment, talent, honesty, credibility, and courage, we say, "Here is a leader! "  By 
definition, a follower cannot exhibit the qualities ofleadership. It violates our 
stereotype. 

But our stereotype is ungenerous and wrong. Followership is not a person 
but a role, and what distinguishes followers from leaders is not intelligence or 
character but the role they play. As I pointed out at the beginning of this arti
cle, effective followers and effective leaders are often the same people playing 
different parts at different hours of the day. 

In many companies, the leadership track is the only road to career success. 
In almost all companies, leadership is taught and encouraged while follower
ship is not. Yet effective followership is a prerequisite for organizational suc
cess. Your organization can take four steps to cultivate effective followers in 
your work force. 

1 .  Redefining Followership and Leadership 

Our stereotyped but unarticulated definitions of leadership and followership 
shape our expectations when we occupy either position. If a leader is defined 
as responsible for motivating followers, he or she will likely act toward follow
ers as if they needed motivation. If we agree that a leader's job is to transform 
followers, then it must be a follower's job to provide the clay. If followers fail 
to need transformation, the leader looks ineffective. The way we define the 
roles clearly influences the outcome of the interaction. 

Instead of seeing the leadership role as superior to and more active than 
the role of the follower, we can think of them as equal but different activities. 
The operative definitions are roughly these: people who are effective in the 
leader role have the vision to set corporate goals and strategies, the interper
sonal skills to achieve consensus, the verbal capacity to communicate enthu
siasm to large and diverse groups of individuals, the organizational talent to 
coordinate disparate efforts, and, above all, the desire to lead. 

People who are effective in the follower role have the vision to see both 
the forest and the trees, the social capacity to work well with others, the 
strength of character to flourish without heroic status, the moral and psycho
logical balance to pursue personal and corporate goals at no cost to either, 
and, above all, the desire to participate in a team effort for the accomplish
ment of some greater common purpose. 

This view of leadership and followership can be conveyed to employees di
rectly and indirectly-in training and by example. The qualities that make 
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good followers and the value the company places on effective followership 
can be articulated in explicit follower training. Perhaps the best way to con
vey this message, however, is by example. Since each of us plays a follower's 
part at least from time to time, it is essential that we play it well, that we con
tribute our competence to the achievement of team goals, that we support 
the team leader with candor and self-control, that we do our best to appreci
ate and enjoy the role of quiet contribution to a larger, common cause. 

2. Honing Followership Skills 

Most organizations assume that leadership has to be taught but that everyone 
knows how to follow. This assumption is based on three faulty premises: (1 )  
that leaders are more important than followers, (2) that following is simply 
doing what you are told to do, and (3) that followers inevitably draw their en
ergy and aims, even their talent, from the leader. A program of follower train
ing can correct this misapprehension by focusing on topics like: 

Improving independent, critical thinking. 

Self-management. 
Disagreeing agreeably. 
Building credibility. 

Aligning personal and organizational goals and commitments. 

Acting responsibly toward the organization, the leader, coworkers, and 
oneself. 

Similarities and differences between leadership and followership roles. 

Moving between the two roles with ease. 

3. Performance Evaluation and Feedback 

Most performance evaluations include a section on leadership skills. Follow
ership evaluation would include items like the ones I have discussed. Instead 
of rating employees on leadership qualities such as self-management, inde
pendent thinking, originality, courage, competence, and credibility, we can 
rate them on these same qualities in both the leadership and followership 
roles and then evaluate each individual's ability to shift easily from the one 
role to the other. A variety of performance perspectives will help most people 
understand better how well they play their various organizational roles. 

Moreover, evaluations can come from peers, subordinates, and self as well 
as from supervisors. The process is simple enough: peers and subordinates 
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who come into regular or significant contact with another employee fill in 
brief, periodic questionnaires where they rate the individual on followership 
qualities. Findings are then summarized and given to the employee being 
rated. 

4. Organizational Structures That Encourage Followership 

Unless the value of good following is somehow built into the fabric of the or
ganization, it is likely to remain a pleasant conceit to which everyone pays oc
casional lip service but no dues. Here are four good ways to incorporate the 
concept into your corporate culture: 

In leaderless groups, all members assume equal responsibility for achieving 
goals. These are usually small task forces of people who can work together 
under their own supervision. However hard it is to imagine a group with 
more than one leader, groups with none at all can be highly productive if 
their members have the qualities of effective followers. 

Groups with temporary and rotating leadership are another possibility. 
Again, such groups are probably best kept small and the rotation fairly fre
quent, although the notion might certainly be extended to include the ad
ministration of a small department for, say, six-month terms. Some of these 
temporary leaders will be less effective than others, of course, and some may 
be weak indeed, which is why critics maintain that this structure is ineffi
cient. Why not let the best leader lead? Why suffer through the tenure of less 
effective leaders? There are two reasons. First, experience of the leadership 
role is essential to the education of effective followers. Second, followers 
learn that they must compensate for ineffective leadership by exercising their 
skill as good followers. Rotating leader or not, they are bound to be faced 
with ineffective leadership more than once in their careers. 

Delegation to the lowest level is a third technique for cultivating good fol
lowers. Nordstrom's, the Seattle-based department store chain, gives each 
sales clerk responsibility for servicing and satisfying the customer, including 
the authority to make refunds without supervisory approval. This kind of del
egation makes even people at the lowest levels responsible for their own deci
sions and for thinking independently about their work. 

Finally, companies can use rewards to underline the importance of good 
followership. This is not as easy as it sounds. Managers dependent on yes 
people and sheep for ego gratification will not leap at the idea of extra re
wards for the people who make them most uncomfortable. In my research, I 
have found that effective followers get mixed treatment. About half the time, 
their contributions lead to substantial rewards. The other half of the time 



204 The Followers 

they are punished by their superiors for exercising judgment, taking risks, and 
failing to conform. Many managers insist that they want independent subor
dinates who can think for themselves. In practice, followers who challenge 
their bosses run the risk of getting fired. 

In today's flatter, leaner organization, companies will not succeed without 
the kind of people who take pride and satisfaction in the role of supporting 
player, doing the less glorious work without fanfare. Organizations that want 
the benefits of effective followers must find ways of rewarding them, ways of 
bringing them into full partnership in the enterprise. Think of the thousands 
of companies that achieve adequate performance and lackluster profits with 
employees they treat like second-class citizens. Then imagine for a moment 
the power of an organization blessed with fully engaged, fully energized, fully 
appreciated followers. 

PART VII 

LEADERS AND FOLLOWERS 

TOGETHER 

After exploring leaders and their followers, it will come as no surprise that we now 
tum to the relationship between the two. One of the first and most influential at
tempts to track the interaction between leader and followers has been Paul Hersey 
and Kenneth Blanchard's model known as "Situational Leadership, " described in 
selection 32. This is followed by one of the more innovative of the recent concep
tions of leader-follower relations: the Charles C. Manz and Henry P. Sims, Jr. no
tion of "Super Leadership, " which argues that the most appropriate leader today is 
one who can lead others to lead themselves. 

The discussion of the interactions between leaders and followers raises important 
questions about the impact of gender, race, ethnicity, and other forms of diversity 
upon the leadership relation. Our selections on this topic begin with an important 
conceptual piece from Jean Miller's important work, Toward a New Psychology of 
Women. Miller's model for how unequal relationships form and persist is followed 
by the stark reality of Ann Morrison's field study of the "barriers to opportunity" 
faced by women and other minorities. 
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Situational Leadership 

Paul Hersey and Kenneth H. Blanchard 

Paul Hersey and Kenneth Blanchard have been at the forefront of leadership studies for a num

ber of years, developing and refining the theory of Situational Leadership. Paul Hersey now 

heads the Center for Leadership Studies. Kenneth Blanchard has co-authored the internation

ally known The One Minute Manager and related books. He is currently at the School of Hotel 

Administration at Cornell University. 

Situational Leadership® is an attempt to demonstrate the appropriate rela
tionship between the leader's behavior and a particular aspect of the situa
tion-the readiness level exhibited by the followers. According to the model, 
the leader must remain sensitive to the follower's level of readiness. As per
sonal problems arise, new tasks are assigned, or new goals are established, the 
level of readiness may change. The model prescribes that leaders should ad
just their behavior accordingly. Thus, situational leadership assumes a dy
namic interaction where the readiness level of the followers may change and 
where the leader's behavior must change appropriately in order to maintain 
the performance of the followers. 

In Situational Leadership® readiness is defined as the ability and willing-

Adapted from course materials at the United States Military Academy. Situational Leadership® is a regis

tered trademark of the Center for Leadership Studies, Inc. All rights reserved. Reprinted by permission. 

207 



208 Leaders and Followers Together 

ness of followers to perform a particular task. Ability is a function of the 
knowledge and/or skills which can be gained from education, training, and/or 
experience. Willingness is a combination of commitment, confidence and 
motivation. A confident follower is one who feels able to do a task well with
out much supervision, whereas motivation is defined as a person's interest 
and enthusiasm in doing the task. 

Situational Leadership® identifies four readiness levels which combine the 
ability and willingness of the group as illustrated in Table 1 .  

According to Situational Leadership, as the readiness levels of individuals 
increase from Rl  to R4, the followers' ability and willingness fluctuate. When 
first beginning a new task, where they have had little, if any, prior knowledge 
or experience, most individuals are tentative or insecure. Then, when they 
begin to get into the task, followers respond to the leader's assistance. This 
builds confidence which increases as skills are acquired (R2) . 

If they overcome this stage of development and learn to perform the task 
with help from the leader, most individuals then go through a self-doubt stage 
where they question whether they can perform the task well on their own. 
The leader would say that they are competent, but they are not sure of their 
competence. These alternating feelings of competence and self-doubt cause 
the variable commitment (sometimes excitement, other times self-doubt) as
sociated with R3. Once the self-doubt is overcome, the followers move from 
(R3) to a peak performer (R4) . 

Depending on the development level of the followers, Situational Leader
ship prescribes the use of one of four different combinations of task and rela
tionship leader behaviors as depicted in Table 2. 

Task behavior is defined as the extent to which a leader engages in one
way communication; spells out the followers' role and tells the followers what 
to do, where to do it, and how to do it; and then the leader closely supervises 

TABLE 1 
Situational Leadership Readiness Levels 

Follower's Level Ability 

Rl Low 
R2 Moderate 
R3 High 
R4 High 

Willingness 

Low 
High 

Variable 
High 
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performance. Relationship behavior is defined as the extent to which a leader 
engages in two-way communication, listens, provides encouragement, facili
tates interaction, and involves the followers in decision-making. 

High task and low relationship behavior (S l)  is referred to as "Telling." 
The leader defines the roles of the followers and tells them what, how, when 
and where to do various tasks. Problem-solving and decision-making are ini
tiated solely by the leader. Solutions and decisions are announced by the 
leader; communication is largely one-way, and implementation is closely su
pervised by the leader. Although this style may appear to be highly authori
tarian, it is appropriate for a group with a low readiness level which lacks the 
necessary task competence (Rl) .  Thus, a "Telling" style (S l)  that provides 
clear, specific direction and close supervision has the highest probability of 
addressing their inability to do the task. 

High task and high relationship behavior (S2) is referred to as "Selling." In 
this style, the leader still provides a great deal of direction and leads with 
his/her ideas, but the leader also attempts to hear the followers' feelings 
about decisions as well as their ideas and suggestions. While two-way com
munication and support are increased, control over decision-making remains 
with the leader. Followers who have some competence but are willing to learn 
(R2) and to take responsibility need both direction and support. A "selling" 
or coaching style (S2) that provides dual task behavior (because of their lack 
of competence) but also supportive behavior to build confidence and enthu
siasm is most appropriate with individuals at this readiness level. This style 
encourages two-way communication in order to build the confidence and 
motivation of the person who is struggling to acquire new competence and 
skills. However, the leader must keep the responsibility for and control over 
decision-making until the group acquires the necessary task competence. 

TABLE 2 
Situational Leadership Task and Relationship Leader 
Behaviors 

Leader Behaviors 

Task Relationship 

Sl High Low 
S2 High High 
S3 Low High 
S4 Low Low 
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Low task and high relationship behavior (S3) is called "Participating." 
With this style, the control over day-to-day decision-making and problem
solving shifts from the leader to the followers. The leader's role is: to provide 
recognition; to actively listen; and to facilitate any problem-solving and deci
sion-making that is done by the followers. This style is appropriate for a group 
with a moderate to high level of readiness (R3) . People in this development 
level are competent but have variable commitment toward the assigned task. 

Their variable motivation is often a function of a lack of confidence or in

security in their newly acquired competence. However, if they are confident 

but uncommitted (remember that "commitment" includes both motivation 

and confidence) , their reluctance to perform will be more of a motivation 

problem than a confidence problem. In either case, the leader needs to open 

up communication to support the follower's effort to use the skills they al

ready have or those which they have recently acquired. 

Low relationship and low task behavior (S4) is labeled "Delegating." With 

an S4 style, the leader discusses the problem with followers until a joint agree

ment is achieved on problem definition. Then the decision-making process is 

delegated totally to the followers. Now it is the followers who have the signifi

cant control for deciding how tasks are to be accomplished. Followers are al

lowed to "run their own show" and take responsibility for directing their own 

behavior. Thus, a "Delegating" style (S4) that provides little direction and 

support will be most appropriate for a group in the highest level of develop

ment (R4) . This style does not mean that the leader is completely uninvolved. 

Rather, the leader can spend more time on goal-setting and problem identifi

cation because the group does not need the leader's constant attention. 

In summary, Situational Leadership describes a way of adapting leadership 
behaviors to features of the situation and the followers. The key point is that 
the leader provides what is lacking in the situation, as depicted in Figure 1 .  

Even though Situational Leadership appears to b e  simple, you might think 
of a number of other situational variables that may influence the appropriate
ness of any leadership style. Hersey and Blanchard have based this approach 
to leadership on the factors they feel have the greatest impact on the choice 
of leadership style. The followers' effectiveness will ultimately depend on the 
manner in which the leader applies the appropriate combinations of directive 
and supportive behaviors. Effective leaders need to be able to adapt their 
chosen style to fit the requirements of the situation. Therefore, the leader 
must not only know when to use a particular style, but also know how to 
make each style fit into the situation in order to maximize the performance of 
subordinates. 

Situational Leadership 

FIGURE 1 

Situational Leadership Leader Behavior 
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Adapted from Paul Hersey, Situational Selling (Escondido, Calif.: Center for Leadership 

Studies, 1985), p. 19. 
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SuperLeadership: Beyond the Myth 
of Heroic Leadership 

Charles C. Manz and Henry P. Sims, Jr. 

Charles C. Manz is co-author (with Henry Sims) of SuperLeadership: Leading Others to Lead 

Themselves and author of Mastering Self-Leadership. He is associate professor of management 

at Arizona State University. Henry P. Sims, Jr., has held management positions at Ford Motor 

Company, U.S. Steel Corporation, and Armco Corporation. He has published more than 75 

articles, and is currently professor of management and organization at the University of 

Maryland. 

When most of us think of leadership, we think of one person doing some
thing to another person. This is "influence," and a leader is someone who has 
the capacity to influence another. Words like "charismatic" and "heroic" are 
sometimes used to describe a leader. The word "leader" itself conjures up vi
sions of a striking figure on a rearing white horse who is crying "Follow me! "  
The leader is the one who has either the power or the authority to command 
others. 

Many historical figures fit this mold: Alexander, Caesar, Napoleon, Wash
ington, Churchill. Even today, the turnaround of Chrysler Corporation by 
Lee Iacocca might be thought of as an act of contemporary heroic leadership. 

Reprinted, by permission of publisher, from Organizational Dynamics, Spring/1991 © 1991. American Man

agement Association, New York. All rights reserved. 
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It's not difficult to think of Iacocca astride a white horse, and he is frequently 
thought of as "charismatic. " 

But is this heroic figure of the leader the most appropriate image of the 
organizational leader of today? Is there another model? We believe there is. 
In many modern situations, the most appropriate leader is one who can lead oth
ers to lead themselves. We call this powerful new kind of leadership "Super
Leadership". 

Our viewpoint represents a departure from the dominant and, we think, 
incomplete view of leadership. Our position is that true leadership comes 
mainly from within a person, not from outside. At its best, external leadership 
provides a spark and supports the flame of the true inner leadership that 
dwells within each person. At its worst, it disrupts this internal process, caus
ing damage to the person and the constituencies he or she serves. 

Our focus is on a new form of leadership that is designed to facilitate the 
self-leadership energy within each person. This perspective suggests a new 
measure of a leader's strength-one's ability to maximize the contributions of 
others through recognition of their right to guide their own destiny, rather 
than the leader's ability to bend the will of others to his or her own. The 
challenge for organizations is to understand how to go about bringing out the 
wealth of talent that each employee possesses. Many still operate under a 
quasi-military model that encourages conformity and adherence rather than 
one that emphasizes how leaders can lead others to lead themselves. 

Why Is SuperLeadership an Important Perspective? 

This SuperLeadership perspective is especially important today because of 
several recent trends facing American businesses. First, the challenge to 
United States corporations from world competition has pressured companies 
to utilize more fully their human resources. Second, the workforce itself has 
changed a great deal in recent decades-for instance, "baby boomers" have 
carried into their organization roles elevated expectations and a need for 
greater meaning in their work lives. 

As a consequence of these kinds of pressures, organizations have increas
ingly experimented with innovative work designs. Widespread introduction 
of modern management techniques, such as quality circles, self-managed 
work teams, Japanese business practices, and flatter organization structures, 
has led to the inherent dilemma of trying to provide strong leadership for 
workers who are being encouraged and allowed to become increasingly self
managed. The result is a major knowledge gap about appropriate new leader-
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ship approaches under conditions of increasing employee participation. The 
SuperLeadership approach is designed to meet these kinds of challenges. 

Before presenting specific steps for becoming a SuperLeader, it is useful to 
contrast Super Leadership with other views of leadership. 

Viewpoints on what constitutes successful leadership in organizations 
have changed significantly over time. A simplified historical perspective on 
different approaches to leadership is presented in Table 1 .  As it suggests, four 
different types of leader can be distinguished: the "strong man," the "transac
tor," the "visionary hero," and the "SuperLeader." 

The strong-man view of leadership is perhaps the earliest dominant form in 
our culture. The emphasis with this autocratic view is on the strength of the 
leader. We use the masculine noun purposely because when this leadership 
approach was most prevalent it was almost a completely male-dominated 
process. 

The strong-man view of leadership still exists today in many organizations 
(and is still widely reserved for males) , although it is not as highly regarded as 
it once was. 

The strong-man view of leadership creates an image of a John Wayne type 
who is not afraid to "knock some heads" to get followers to do what he wants 
done. The expertise for knowing what should be done rests almost entirely in 
the leader. It is he who sizes up the situation and, based on some seemingly 
superior strength, skill, and courage, delivers firm commands to the workers. 
If the job is not performed as commanded, inevitably some significant form of 
punishment will be delivered by the leader to the guilty party. The focus is on 
the leader whose power stems primarily from his position in the organization. 
He is the primary source of wisdom and direction-strong direction. Subordi
nates simply comply . . . .  

The second view of leadership is that of a transactor. 

As time passed in our culture, the dominance of the strong-man view of 
leadership lessened somewhat. Women began to find themselves more fre
quently in leadership positions. With the development of knowledge of the 
power of rewards (such as that coming from research on behavior modifica
tion) , a different view of influence began to emerge. With this view, the em
phasis was increasingly placed on a rational exchange approach (exchange of 
rewards for work performed) in order to get workers to do their work. Even 
Taylor's views on scientific management, which still influence significantly 
many organizations in many industries, emphasized the importance of provid
ing incentives to get workers to do work. 

With the transactor type of leader, the focus is on goals and rewards; the 
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TABLE 1 

Four Types of Leaders 

Focus 

Type of 
power 

Source of 
leader's 
wisdom 
and 
direction 

Strong Man 

Commands 

Position 
authority 

Leader 

Followers' Fear-based 
response compliance 

Typical Direction 
leader command 
behaviors 

Assigned 
goals 

Intimidation 

Reprimand 

Transactor Visionary Hero 

Rewards Visions 

Rewards Relational/ 
inspirational 

Leader Leader 

Calculative Emotional 
compliance commitment 

based on 
leader's vision 

Interactive Communication 
goal setting of leader's 

vision 

Contingent Emphasis on 
personal leader's 
reward values 

Contingent Exhortation 
material 
reward 

Contingent Inspirational 
reprimand persuasion 

Super Leader 

Self-leadership 

Shared 

Mostly followers 
(self-leaders) 
and then 
leaders 

Commitment 
based on 
ownership 

Becoming an 
effective 
self-leader 

Modeling 
self-leadership 

Creating 
postitive 
thought 
patterns 

Developing 
self-leadership 
through reward 
& constructive 
reprimand 

Promoting self
leading teams 

Facilitating a self
leadership 
culture 
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leader's power stems from the ability to provide rewards for followers doing 
what the leader thinks should be done. The source of wisdom and direction 
still rests with the leader. Subordinates will tend to take a calculative view 
of their work. "I will do what he (or she) asks as long as the rewards keep 
coming." . . .  

The next type of leader, which probably represents the most popular view 
today, is that of the visionary hero. Here the focus is on the leader's ability to 
create highly motivating and absorbing visions. The leader represents a kind 
of heroic figure who is somehow able to create an almost larger-than-life vi
sion for the workforce to follow. The promise is that if organizations can just 
find those leaders that are able to capture what's important in the world and 
wrap it up into some kind of purposeful vision, then the rest of the workforce 
will have the clarifying beacon that will light the way to the promised land. 

With the visionary hero, the focus is on the leader's vision, and the 
leader's power is based on followers' desire to relate to the vision and to the 
leader himself or herself. Once again, the leader represents the source of wis
dom and direction. Followers, at least in theory, are expected to commit to 
the vision and the leader. 

The notion of the visionary hero seems to have received considerable at
tention lately, but the idea has not gone without criticism. Peter Drucker, for 
example, believes that charisma becomes the undoing of leaders. He believes 
they become inflexible, convinced of their own infallibility, and slow to really 
change. Instead, Drucker suggests that the most effective leaders are those 
not afraid of developing strength in their subordinates and associates. One 
wonders how Chrysler will fare when Iacocca is gone. 

The final view of leadership included in our figure represents the focus of 
this article-the SuperLeader. We do not use the word "Super" to create an 
image of a larger-than-life figure who has all the answers and is able to bend 
others' wills to his or her own. On the contrary, with this type of leader, the 
focus is largely on the followers. Leaders become "super"-that is, can pos
sess the strength and wisdom of many persons-by helping to unleash the 
abilities of the "followers" (self-leaders) that surround them. 

The focus of this leadership view is on the followers who become self-lead
ers. Power is more evenly shared by leaders and followers. The leader's task be
comes largely that of helping followers to develop the necessary skills for work, 
especially self-leadership, to be able to contribute more fully to the organiza
tion. Thus, leaders and subordinates (that are becoming strong self-leaders) to
gether represent the source of wisdom and direction. Followers (self-leaders) , in 
turn, experience commitment and ownership of their work . . . .  
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The Transition to Self-Leadership 

Three basic assumptions underlie our ideas on self-leadership. First, everyone 
practices self-leadership to some degree, but not everyone is an effective self
leader. Second, self-leadership can be learned, and thus is not restricted to 
people who are "born" to be self-starters or self-motivated. And third, self
leadership is relevant to executives, managers, and all employees-that is, to 
everyone who works. 

Few employees are capable of highly effective self-leadership the moment 
they enter a job situation. Especially at the beginning, the SuperLeader must 
provide orientation, guidance, and direction. The need for specific direction 
at the beginning stages of employment stems from two sources. First, the new 
employee is unfamiliar with the objectives, tasks, and procedures of his or her 
position. He or she will probably not yet have fully developed task capabili
ties. But more pertinent, the new employee may not yet have an adequate set 
of self-leadership skills. For the Super Leader, the challenge lies in shifting em
ployees to self-leadership. Thus the role of the SuperLeader becomes critical: 
He or she must lead others to lead themselves. 

Throughout the entire process of leading others to lead themselves, as
pects of Super Leadership are involved that do not necessarily represent a dis
tinct step but that are nevertheless quite important. For example, 
encouragement of followers to exercise initiative, take on responsibility, and to 
use self-leadership strategies in an effective way to lead themselves, is an im
portant feature that runs through the entire process. Also, a feature we call 
guided participation is very important to Super Leadership. This involves facili
tating the gradual shifting of followers from dependence to independent self
leadership through a combination of initial instruction, questions that 
stimulate thinking about self-leadership (e.g., what are you shooting for? . . .  
what is your goal. How well do you think you're doing?) , and increasing par
ticipation of followers. 

Consider the goal setting process as an example of how the transition to 
self-leadership unfolds. Teaching an employee how to set goals can follow a 
simple procedure: First, an employee is provided with a model to emulate; 
second, he or she is allowed guided participation; and finally, he or she as
sumes the targeted self-leadership skill, which in this case is goal setting. 
Once again modeling is an especially key element in learning this skill. Be
cause of their formal position of authority, SuperLeaders have a special re
sponsibility to personally demonstrate goal setting behavior that can be 
emulated by other employees. Furthermore, goals need to be coordinated 
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among the different levels of the hierarchy. Subordinate goals, even those 
that are self-set, need to be consistent with superior and organizational goals. 

A SuperLeader takes into account the employee's time and experience on 
the job, as well as the degree of the employee's skill and capabilities. For a 
new employee, whose job-related and self-leadership skills may yet be unde
veloped, an executive may wish to begin with assigned goals, while modeling 
self-set goals for himself or herself. Within a short period of time, the Super
Leader endeavors to move toward interactive goals. Usually the best way to 
accomplish this is by "guided participation," which includes asking the em
ployee to propose his or her own goals. At this stage, the SuperLeader still re
tains significant influence over goal setting, actively proposing and perhaps 
imposing some of the goals. Usually, this is the give and take that is typical of 
the traditional MBO approach. 

Finally, for true self-leadership to develop and flourish, the SuperLeader 
will deliberately move toward employee self-set goals. In this situation, the 
SuperLeader serves as a source of information and experience, as a sounding 
board, and as the transmitter of overall organizational goals. In the end, in a 
true self-leadership situation, the employee is given substantial latitude to es
tablish his or her own goals. 

We have found that sharing goal setting with subordinates is frequently 
one of the most difficult transitions for traditional leaders to understand and 
accept on their road to effective SuperLeadership. Often, an executive is re
luctant to provide the full opportunity for a subordinate to lead himself or 
herself because it seems the executive is losing control. . . .  

Good leaders intuitively understand the effects on performance of "know
ing where they are going." During subordinate employees' critical transition 
from traditional external leadership to self-leadership, previous dependency 
on superior authority needs to be unlearned. In its place, employees must de
velop a strong sense of confidence in their own abilities to set realistic and 
challenging goals on their own. 

Frequently this transition is not very smooth, leaving the employee won
dering why "the boss" is not providing more help, and the executive biting his 
lip to avoid telling the employee to do the "right thing." Employees need to 
have some latitude in making mistakes during this critical period. 

Reprimand takes on special importance during the critical transition 
phase, when the superior-subordinate relationship is very delicate. Careless 
use of reprimand can seriously set back the employee's transition to self-lead
ership. The issue becomes especially salient when employees make mis
takes-sometimes serious mistakes. In our experience, during the transition 
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to self-leadership, some mistakes are inevitable and should be expected as an 
employee reaches out. The way the SuperLeader responds to the mistakes 
can ensure or thwart a successful transition . . . .  

Andrew Grove, CEO of chip maker Intel Corporation, discussed the issue 
of how to react when an employee seems to be making a mistake. Reacting 
too soon or too harshly can result in a serious setback in efforts to develop 
employee self-leadership. According to Grove, the manager needs to consider 
the degree to which the error can be tolerated or not. For example, if the task 
is an analysis for internal use, the experience the employee receives may be 
well worth some wasted work and delay. However, if the error involves a ship
ment to a customer, the customer should not bear the expense of boosting 
the employee further down the learning curve. 

Sometimes the SuperLeader might deliberately hold back goals or decisions 
that, at other times, in other places, he or she would be more than willing to 
provide. Self-led employees must learn to stand on their own. 

Once through this critical transition phase, the effects on the self-led em
ployee's performance can be remarkable. Effectively leading themselves pro
duces a motivation and psychological commitment that energizes employees 
to greater and greater achievements. SuperLeaders who have successfully un
leashed the power of self-led employees understand the ultimate reward and 
satisfaction of managing these individuals . . . .  

Ideally, the SuperLeader comes to be surrounded by strong people-self
leaders in their own right-who pursue exceptional achievement because 
they love to. The Super Leader's strength is greatly enhanced since it is drawn 
from the strength of many people who have been encouraged to grow, flour
ish, and become important contributors. The SuperLeader becomes "Super" 
through the talents and capabilities of others. As self-leadership is nurtured, 
the power for progress is unleashed . . . .  

SuperLeadership offers the most viable mechanism for establishing excep
tional self-leading followers. True excellence can be achieved by facilitating 
the self-leadership system that operates within each person-by challenging 
each person to reach deep inside for the best each has to offer. Employee 
compliance is not enough. Leading others to lead themselves is the key to 
tapping the intelligence, the spirit, the creativity, the commitment, and most 
of all the tremendous unique potential of each individual. 

To us, the message is clear: Excellence is achievable, but only if leaders are 
dedicated to tapping the vast potential within each individual. Most of all, 
this does not mean that more so-called charismatic or transformational lead
ers are needed to influence followers to comply with and carry out the vision 
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of the leader. Rather, the vision itself needs to reflect and draw upon the vast 
resources contained within individual employees. 

The currently popular notion that excellent leaders need to be visionary 
and charismatic may be a trap if taken too far. Wisdom on leadership for cen
turies has warned us about this potential trap. Remember what Abraham 
Lincoln said, "You cannot help men permanently by doing for them what 
they could and should do for themselves." Remember, also, the timeless 
words, "Give a man a fish and he will be fed for a day. Teach a man to fish and 
he will be fed for a lifetime."  

I t  is time to transcend the notion of leaders as  heroes and to focus instead 
on leaders as hero-makers. Is the spotlight on the leader, or on the achieve
ments of the followers? To discover this new breed of leader, look not at the 
leader but at the followers. SuperLeaders have Super Followers that are dy
namic self-leaders. The Super Leader leads others to lead themselves. Perhaps 
this spirit was captured most succinctly by Lao-tzu, a sixth-century B.C. Chi
nese philosopher, when he wrote the following: 

A leader is best 
When people barely know he exists, 
Not so good when people obey and acclaim him. 
Worse when they despise him. 
But of a good leader, who talks little, 
When his work is done, his aim fulfilled, 
They will say: 
We did it ourselves. 
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What do people do to people who are different from them and why? On the 
individual level, the child grows only via engagement with people very differ
ent from her/himsel£ Thus, the most significant difference is between the 
adult and the child. At the level of humanity in general, we have seen mas
sive problems around a great variety of differences. But the most basic differ
ence is the one between women and men. 

On both levels it is appropriate to pose two questions. When does the en
gagement of difference stimulate the development and the enhancement of 
both parties to the engagement? And, conversely, when does such a con
frontation with difference have negative effects: when does it lead to great 
difficulty, deterioration, and distortion and to some of the worst forms of 
degradation, terror, and violence-both for individuals and for groups-that 
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human beings can experience? It is clear that "mankind" in general, especial
ly in our Western tradition but in some others as well, does not have a very 
glorious record in this regard. 

It is not always clear that in most instances of difference there is also a fac
tor of inequality-inequality of many kinds of resources, but fundamentally 
of status and power. One useful way to examine the often confusing results of 
these confrontations with difference is to ask: What happens in situations of 
inequality? What forces are set in motion? While we will be using the terms 
"dominant" and "subordinate" in the discussion, it is useful to remember that 
flesh and blood women and men are involved. Speaking in abstractions 
sometimes permits us to accept what we might not admit to on a personal 
level. 

Temporary Inequality 

Two types of inequality are pertinent for present purposes. The first might be 
called temporary inequality. Here, the lesser party is socially defined as un
equal. Major examples are the relationships between parents and children, 
teachers and students, and, possibly, therapists and clients .  There are cer
tain assumptions in these relationships which are often not made explicit, 
nor, in fact, are they carried through. But they are the social structuring of 
the relationship. 

The "superior" party presumably has more of some ability or valuable qual
ity, which she/he is supposed to impart to the "lesser" person. While these 
abilities vary with the particular relationship, they include emotional maturi
ty, experience in the world, physical skills, a body of knowledge, or the tech
niques for acquiring certain kinds of knowledge. The superior person is 
supposed to engage with the lesser in such a way as to bring the lesser mem
ber up to full parity; that is, the child is to be helped to become the adult. 
Such is the overall task of this relationship. The lesser, the child, is to be 
given to, by the person who presumably has more to give. Although the lesser 
party often also gives much to the superior, these relationships are based in 
service to the lesser party. That is their raison d'etre. 

It is clear, then, that the paramount goal is to end the relationship; that 
is, to end the relationship of inequality. The period of disparity is meant to 
be temporary. People may continue their association as friends, colleagues, 
or even competitors, but not as "superior" and "lesser. "  At least this is the 
goal. 

The reality is that we have trouble enough with this sort of relationship. 
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Parents or professional institutions often tip toward serving the needs of the 
donor instead of those of the lesser party (for example, schools can come to 
serve teachers or administrators, rather than students) . Or the lesser person 
learns how to be a good "lesser" rather than how to make the journey from 
lesser to full stature. Overall, we have not found very good ways to carry out 
the central task: to foster the movement from unequal to equal. In childrear
ing and education we do not have an adequate theory and practice. Nor do 
we have concepts that work well in such other unequal so-called "helping" 
relationships as healing, penology, and rehabilitation. Officially, we say we 
want to do these things, but we often fail. 

We have a great deal of trouble deciding on how many rights "to allow" to 
the lesser party. We agonize about how much power the lesser party shall 
have. How much can the lesser person express or act on her or his percep
tions when these definitely differ from those of the superior? Above all, there 
is great difficulty in maintaining the conception of the lesser person as a per
son of as much intrinsic worth as the superior. 

A crucial point is that power is a major factor in all of these relationships. 

But power alone will not suffice. Power exists and it has to be taken into ac

count, not denied. The superiors hold all the real power, but power will not 

accomplish the task. It will not bring the unequal party up to equality. 

Our troubles with these relationships may stem from the fact that they 

exist within the context of a second type of inequality that tends to over

whelm the ways we learn to operate in the first kind. The second type molds 

the very ways we perceive and conceptualize what we are doing in the first, 

most basic kind of relationships. 
The second type of inequality teaches us how to enforce inequality, but not 

how to make the journey from unequal to equal. Most importantly, its conse
quences are kept amazingly obscure-in fact they are usually denied. . . . 
We will concentrate on this second kind of inequality. However, the underly
ing notion is that this second type has determined, and still determines, the 
only ways we can think and feel in the first type. 

Permanent Inequality 

In these relationships, some people or groups of people are defined as unequal 
by means of what sociologists call ascription; that is, your birth defines you. 
Criteria may be race, sex, class, nationality, religion, or other characteristics 
ascribed at birth. 1 Here, the terms of the relationship are very different from 
those of temporary inequality. There is, for example, no notion that superiors 
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are present primarily to help inferiors, to impart to them their advantages and 
"desirable" characteristics. There is no assumption that the goal of the un
equal relationship is to end the inequality; in fact, quite the reverse. A series 
of other governing tendencies are in force, and occur with a great regularity. I 
shall suggest some of these tendencies first on a superficial level; we will then 
come back to them, to show how they operate at a much more intense, sub
tle, and profound personal level. While some of these elements may appear 
obvious, in fact there is a great deal of disagreement and confusion about psy
chological characteristics brought about by conditions as obvious as these. 

Dominants 

Once a group is defined as inferior, the superiors tend to label it as defective 
or substandard in various ways. These labels accrete rapidly. Thus, blacks are 
described as less intelligent than whites, women are supposed to be ruled by 
emotion, and so on. In addition, the actions and words of the dominant 
group tend to be destructive of the subordinates. All historical evidence con
firms this tendency. And, although they are much less obvious, there are de
structive effects on the dominants as well. The latter are of a different order 
and are much more difficult to recognize. . . . 

Dominant groups usually define one or more acceptable roles for the sub
ordinate. Acceptable roles typically involve providing services that no domi
nant group wants to perform for itself (for example, cleaning up the 
dominant's waste products) . Functions that a dominant group prefers to per
form, on the other hand, are carefully guarded and closed to subordinates. 
Out of the total range of human possibilities, the activities most highly val
ued in any particular culture will tend to be enclosed within the domain of 
the dominant group; less valued functions are relegated to the subordinates. 

Subordinates are usually said to be unable to perform the preferred roles. 
Their incapacities are ascribed to innate defects or deficiencies of mind or 
body, therefore immutable and impossible of change or development. It be
comes difficult for dominants even to imagine that subordinates are capable 
of performing the preferred activities. More importantly, subordinates them
selves can come to find it difficult to believe in their own ability. The myth of 
their inability to fulfill wider or more valued roles is challenged only when a 
drastic event disrupts the usual arrangements. Such disruptions usually arise 
from outside the relationship itsel£ For instance, in the emergency situation 
of World War II, "incompetent" women suddenly "manned" the factories 
with great skill. 
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It follows that subordinates are described in terms of, and encouraged to 
develop, personal psychological characteristics that are pleasing to the dom
inant group. These characteristics form a certain familiar cluster: submis
siveness, passivity, docility, dependency, lack of initiative, inability to act, to 
decide, to think, and the like. In general, this cluster includes qualities 
more characteristic of children than adults-immaturity, weakness, and 
helplessness. If subordinates adopt these characteristics they are considered 
well-adjusted. 

However, when subordinates show the potential for, or even more danger
ously have developed other characteristics-let us say intelligence, initiative, 
assertiveness-there is usually no room available within the dominant frame
work for acknowledgment of these characteristics. Such people will be de
fined as at least unusual, if not definitely abnormal. There will be no 
opportunities for the direct application of their abilities within the social 
arrangements. (How many women have pretended to be dumb!)  

Dominant groups usually impede the development of subordinates and 
block their freedom of expression and action. They also tend to militate 
against stirrings of greater rationality or greater humanity in their own mem
bers. It was not too long ago that "nigger lover" was a common appellation, 
and even now men who "allow their women" more than the usual scope are 
subject to ridicule in many circles. 

A dominant group, inevitably, has the greatest influence in determining a 
culture's overall outlook-its philosophy, morality, social theory, and even 
its science. The dominant group, thus, legitimizes the unequal relationship 
and incorporates it into society's guiding concepts. The social outlook, then, 
obscures the true nature of this relationship-that is, the very existence of 
inequality. The culture explains the events that take place in terms of other 
premises, premises that are inevitably false, such as racial or sexual inferiority. 
While in recent years we have learned about many such falsities on the larger 
social level, a full analysis of the psychological implications still remains to 
be developed. In the case of women, for example, despite overwhelming 
evidence to the contrary, the notion persists that women are meant to be 
passive, submissive, docile, secondary. From this premise, the outcome of 
therapy and encounters with psychology and other "sciences" are often 
determined. 

Inevitably, the dominant group is the model for "normal human relation
ships." It then becomes "normal" to treat others destructively and to dero
gate them, to obscure the truth of what you are doing, by creating false 
explanations, and to oppose actions toward equality. In short, if one's identifi-
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cation is with the dominant group, i t  is "normal" to continue in this pattern. 
Even though most of us do not like to think of ourselves as either believing 
in, or engaging in, such domination, it is, in fact, difficult for a member of a 
dominant group to do otherwise. But to keep on doing these things, one need 
only behave "normally." 

It follows from this that dominant groups generally do not like to be told 
about or even quietly reminded of the existence of inequality. "Normally" 
they can avoid awareness because their explanation of the relationship be
comes so well integrated in other terms; they can even believe that both they 
and the subordinate group share the same interests and, to some extent, a 
common experience. If pressed a bit, the familiar rationalizations are offered: 
the home is "women's natural place," and we know "what's best for them 
anyhow." 

Dominants prefer to avoid conflict-open conflict that might call into 
question the whole situation. This is particularly and tragically so, when 
many members of the dominant group are not having an easy time of it them
selves. Members of a dominant group, or at least some segments of it, such as 
white working-class men (who are themselves also subordinates) , often feel 
unsure of their own narrow toehold on the material and psychological boun
ties they believe they desperately need. What dominant groups usually can
not act on, or even see, is that the situation of inequality in fact deprives 
them, particularly on the psychological level. 

Clearly, inequality has created a state of conflict. Yet dominant groups will 
tend to suppress conflict. They will see any questioning of the "normal" situa
tion as threatening; activities by subordinates in this direction will be per
ceived with alarm. Dominants are usually convinced that the way things are 
is right and good, not only for them but especially for the subordinates. All 
morality confirms this view, and all social structure sustains it. 

It is perhaps unnecessary to add that the dominant group usually holds all 
of the open power and authority and determines the ways in which power 
may be acceptably used. 

Subordinates 

What of the subordinates' part in this ? Since dominants determine what is 
normal for a culture, it is much more difficult to understand subordinates. 
Initial expressions of dissatisfaction and early actions by subordinates al
ways come as a surprise; they are usually rejected as atypical. After all, 
dominants knew that all women needed and wanted was a man around 
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whom to organize their lives. Members of the dominant group do not un
derstand why "they"-the first to speak out-are so upset and angry. 

The characteristics that typify the subordinates are even more complex. A 
subordinate group has to concentrate on basic survival. Accordingly, direct, 
honest reaction to destructive treatment is avoided. Open, self-initiated ac
tion in its own self-interest must also be avoided. Such actions can, and still 
do, literally result in death for some subordinate groups. In our own society, a 
woman's direct action can result in a combination of economic hardship, so
cial ostracism, and psychological isolation-and even the diagnosis of a per
sonality disorder. Any one of these consequences is bad enough. . . . 

It is not surprising then that a subordinate group resorts to disguised and 
indirect ways of acting and reacting. While these actions are designed to ac
commodate and please the dominant group, they often, in fact, contain hid
den defiance and "put ons." Folk tales, black jokes, and women stories are 
often based on how the wily peasant or sharecropper outwitted the rich 
landowner, boss, or husband. The essence of the story rests on the fact that 
the overlord does not even know that he has been made a fool of. 

One important result of this indirect mode of operation is that members 
of the dominant group are denied an essential part of life-the opportunity 
to acquire self-understanding through knowing their impact on others. 
They are thus deprived of "consensual validation," feedback, and a chance 
to correct their actions and expressions. Put simply, subordinates won't tell. 
For the same reasons, the dominant group is deprived also of valid knowl
edge about the subordinates. (It is particularly ironic that the societal 
"experts" in knowledge about subordinates are usually members of the 
dominant group.) 

Subordinates, then, know much more about the dominants than vice 
versa. They have to. They become highly attuned to the dominants, able to 
predict their reactions of pleasure and displeasure. Here, I think, is where the 
long story of "feminine intuition'' and "feminine wiles" begins. It seems clear 
that these "mysterious" gifts are in fact skills, developed through long prac
tice, in reading many small signals, both verbal and non-verbal. 

Another important result is that subordinates often know more about the 
dominants than they know about themselves. If a large part of your fate de
pends on accommodating to and pleasing the dominants, you concentrate on 
them. Indeed, there is little purpose in knowing yourself. Why should you 
when your knowledge of the dominants determines your life? This tendency 
is reinforced by many other restrictions. One can know oneself only through 
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action and interaction. To the extent that their range of action or interaction 
is limited, subordinates will lack a realistic evaluation of their capacities and 
problems. Unfortunately, this difficulty in gaining self-knowledge is even fur
ther compounded. 

Tragic confusion arises because subordinates absorb a large part of the 
untruths created by the dominants; there are a great many blacks who feel 
inferior to whites, and women who still believe they are less important than 
men. This internalization of dominant beliefs is more likely to occur if there 
are few alternative concepts at hand. On the other hand, it is also true that 
members of the subordinate group have certain experiences and perceptions 
that accurately reflect the truth about themselves and the injustice of their 
position. Their own more truthful concepts are bound to come into opposi
tion with the mythology they have absorbed from the dominant group. An 
inner tension between the two sets of concepts and their derivatives is 
almost inevitable. 

From a historical perspective, despite the obstacles, subordinate groups 
have tended to move toward greater freedom of expression and action, al
though this progress varies greatly from one circumstance to another. There 
were always some slaves who revolted; there were some women who sought 
greater development or self-determination. Most records of these actions are 
not preserved by the dominant culture, making it difficult for the subordinate 
group to find a supporting tradition and history. 

Within each subordinate group, there are tendencies for some members to 
imitate the dominants. This imitation can take various forms. Some may try 
to treat their fellow subordinates as destructively as the dominants treat 
them. A few may develop enough of the qualities valued by the dominants to 
be partially accepted into their fellowship. Usually they are not wholly ac
cepted, and even then only if they are willing to forsake their own identifica
tion with fellow subordinates. "Uncle Toms" and certain professional women 
have often been in this position. (There are always a few women who have 
won the praise presumably embodied in the phrase "she thinks like a man.") 

To the extent that subordinates move toward freer expression and action, 
they will expose the inequality and throw into question the basis for its exis
tence. And they will make the inherent conflict an open conflict. They will 
then have to bear the burden and take the risks that go with being defined as 
"troublemakers. "  Since this role flies in the face of their conditioning, subor
dinates, especially women, do not come to it with ease. 

What is immediately apparent from studying the characteristics of the 
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two groups is that mutually enhancing interaction is not probable between 
unequals. Indeed, conflict is inevitable. The important questions, then, be
come: Who defines the conflict? Who sets the terms? When is conflict 
overt or covert? On what issues is the conflict fought? Can anyone win? Is 
conflict "bad," by definition? If not, what makes for productive or destruc
tive conflict? 35 
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There are tremendous benefits to be had by fostering diversity in an organi
zation, but they must be earned by successfully countering a host of stum
bling blocks. The challenge of developing diversity should not be 
underestimated. Some of the problems have been with us for decades, while 
others are relatively new and unfamiliar. To find the best solutions to these 
problems, we need to understand. 

There has been a significant reduction of some forms of racism, sexism, 
and other discrimination in this country. The Civil Rights Act of 1964, 
among other key pieces of legislation, helped reduce some of the most blatant 
forms of discrimination that put men of color and women in general at a dis
advantage. There is evidence, however, that the force of these changes has 
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essentially been checked in recent years, particularly with regard to the up
ward mobility of nontraditional managers. 

In 1986,1 Korn/Ferry found that of 1 ,362 senior executives only 29 were 
women and 13 were people of color, a total of 3 percent at a time when 
women and people of color made up 5 1 .4 percent of the workforce. Accord
ing to one survey reported by Braham,2 in 1979, blacks occupied 0.2 percent 
of the senior executive positions and that figure had increased to only 0.3 
percent by 1985. Another survey reported by Braham2 showed a decrease in 
blacks at senior levels during the same period: from 0.4 percent to 0.2 per
cent. In addition, blacks have lost momentum in management overall. Blacks 
made up only 4.9 percent of the management ranks in 1987 compared with 4 
percent in 1980.3 

Hispanics, too, apparently lost advancement momentum in the 1980s. In 
California, for example, despite an increase in the Hispanic population from 
19 percent of the total state population in 1980 to 30 percent in 1989, His
panics still made up only 7 percent of the state's executives. Dan Cook4 notes 
that the list of only seven Hispanic presidents or chairmen of large corpora
tions nationwide is "rivetingly short. "  

Fortune magazine's 1990 surveys of 799 companies turned up only 19 
women among the 4,012  directors and highest paid executives. Not much 
had changed since 1978, when the same survey located 10 women among 
6,400 executives. 

These statistics indicate that moving into middle management is still a 
problem for some traditionally underrepresented groups. Moving beyond 
middle management is an even greater problem for most nontraditional man
agers who confront a "glass ceiling" that limits their advancement. Although 
the U.S. government reports that 30 percent of corporate middle manage
ment is made up of women, blacks, and Hispanics, these groups make up less 
than 1 percent of chief executives and those who report directly to them.6 
Even if it takes fifteen or twenty years to develop a general manager, as some 
executive development specialists have concluded, if time were the only fac
tor, we should have seen more advancement than this in the twenty-eight 
years since the passage of the 1964 Civil Rights Act, and we should have seen 
continued improvement throughout the period. Clearly, a lack of enough 
time is not the only force preventing upward mobility for nontraditional 
managers. 

We can learn some lessons from what has been accomplished since the 
1960s in reducing barriers for women and people of color. We can also learn 
something from the subsequent loss of some of this momentum as we con-
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front the current situation. The problems of diversity that challenge us today 
are not entirely the same as the problems that confronted us as recently as 
the late 1980s. Our understanding of differential treatment and its conse
quences must continue to grow if we are to solve the problems facing us 
today. 

A Historical Overview 

In the past, a number of publicly accepted practices excluded people of color 
and white women from many institutions and positions of influence. Jobs 
were advertised separately by male or female, white or "colored," allowing or
ganizations to exclude people they viewed as undesirable. People of color and 
white women were confined largely to low-paying jobs. As recently as 1983, 
white men, who made up about half of the labor force, held 96 percent of all 
the positions in this country that paid more than $ 18,000 a year.7 In addition 
to job discrimination, prestigious schools denied admission to many women 
and people of color. Universities such as Yale and Princeton, among the 
schools typically considered feeder institutions for management jobs, explicit
ly refused to admit women as undergraduates until as recently as 1969. 

In the past, racial and sexual discrimination also existed at levels of bla
tancy that may be hard for those who did not experience them to appreciate 
fully. It was socially and legally acceptable to treat blacks, Latinos, Asian
Americans, Native Americans, and other people of color as being inferior to 
whites and to give white men more career opportunities and preferential 
treatment than others. As antidiscrimination laws were passed, the resulting 
access to educational institutions and occupations helped people of color and 
white women compete more effectively. However, the university degrees and 
professional credentials that served as criteria for many jobs were still held 
largely by white men. "Lack of education" became a widely accepted explana
tion for the slow movement of nontraditional employees into and through 
management; this argument is still used today despite educational achieve
ments that sometimes favor women over men and people of color over 
whites . . . .  

When affirmative action legislation started to take hold, it did little to ad
dress the underlying assumptions and stereotypes that plagued nontraditional 
managers and created the barriers to advancement that persist today. Many 
white male managers viewed people of color and white women as inferior in 
intellect, training, and motivation. When the law forced them to hire and 
promote nontraditional employees, some responded with what one manager 
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we interviewed termed "malicious compliance"-deliberately appointing 
nontraditional candidates who were weak or ill-suited to the jobs available so 
that they would have little chance of succeeding. Some managers delayed 
taking action until the last minute, and then they had to find people to hire 
or promote as a "quick fix" to meet the required quotas. When these hurried
ly chosen people couldn't handle the job or couldn't get the resources they 
needed to carry out their new responsibilities, some managers' stereotype
based prejudice became even stronger. They pointed to these specific and in
evitable failures as evidence that nontraditional managers in general couldn't 
do the work. Many employers have since become very cautious about hiring 
or promoting any nontraditional managers because of such early, ill-fated at
tempts. The lack of enforcement of affirmative action guidelines under the 
Reagan administration reinforced these employers' reluctance to keep trying, 
and the movement toward diversity slowed considerably. 

Today the legal incentives operate in a different context. There is much 
more diversity in the workplace and in society overall. Managers are search
ing intensively for competitive advantage and often tum to their human re
source practices to gain an edge. Employers now have compelling business 
reasons to follow and even exceed the legal requirements to comply with af
firmative action guidelines. Many people have become aware of cultural dif
ferences, the value and the inevitability of diversity. But prejudice continues 
to permeate organizations in subtle, nearly invisible forms because stereotypic 
assumptions have been built into their organizational norms and everyday 
practices. For example, in our study we found that the recruitment process 
may continue to screen out people of color who do not have the same back
ground as the whites who were recruited in the past. We learned that man
agers routinely pass over women for special assignments because they don't 
want to strain the family. And we discovered that nontraditional managers 
don't take outside classes because they don't know about them or don't be
lieve they will ever pay of£ These systemic barriers often predetermine the 
choice against nontraditional managers, and even well-meaning people per
petuate unfair treatment simply by using the organization's conventional 
processes. This not only restrains diversity, but it also powerfully restrains in
dividuals from contributing in meaningful ways to the organization's goals. 

The Most Critical Barriers to Advancement 

The most significant barriers today are the policies and practices that system
atically restrict the opportunities and rewards available to women and people 
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of color. This is a fundamental finding of our study. We discovered twenty
one distinct barriers, which we categorized into thirteen types. . . . 

There is a remarkable consensus among the 196 managers in our study on 
the most critical barriers to advancement. Across industries, sectors, level 
and function, sex, and ethnic backgrounds, managers agree that the follow
ing six barriers are the most important. 

1 .  Prejudice: treating differences as weaknesses 
2. Poor career planning 
3 .  A lonely, hostile, unsupportive working environment for nontraditional 

managers 
4. Lack of organizational savvy on the part of nontraditional managers 
5. Greater comfort in dealing with one's own kind 
6.  Difficulty in balancing career and family 

These six barriers account for more than half of all the barriers mentioned 
by the managers in our study. They are also repeatedly revealed in various 
forms and combinations in other studies that focus on career development 
and advancement. These include a study commissioned by the Executive 
Leadership Council on driving and restraining forces for black senior execu
tives8; a study conducted by Catalyst9 on career barriers for women in man
agement; and research by the U.S. Department of LaborIO for the "glass 
ceiling initiative." 

Prejudice: Still the Number One Barrier 

The single most frequently mentioned barrier is prejudice. More than 12 per
cent of all managers' responses described how the perception of differences as 
weaknesses limited advancement opportunities for white women and people 
of color. Prejudice is defined here as the tendency to view people who are dif
ferent from some reference group in terms of sex, ethnic background, or 
racial characteristics such as skin color as being deficient. In other words, 
prejudice is the assumption (without evidence) that nontraditional managers 
are less competent or less suitable than white male managers; it is the refusal 
to accept nontraditional managers as equals. Ethnic and sex differences are 
sometimes used, consciously or not, to define "inferior groups" in a kind of 
case system. 

A survey by the University of Chicago's National Opinion Research Cen
ter, 1 1  along with other research findings, shows that stereotypes are still 
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prevalent. This survey revealed that whites believe that people of other eth
nic backgrounds are less intelligent, less hard working, less likely to be self
supporting, more violence prone, and less patriotic than whites. The 
Executive Leadership Council's study8 found racism to be the most serious 
career hurdle for black executives, and Catalyst's9 findings showed stereotyp
ic preconceptions, or prejudice, to be the biggest advancement barrier 
women face today. Stereotypes about people of color and women in general 
are common among managers, and the managers we interviewed described a 
variety of them. 

Some stereotypes apply to certain groups in particular. In our study, for ex
ample, we learned that Asian-Americans are said to be so research oriented 
and technically focused that they are not able to supervise people or commu
nicate well in general. Hispanics are said to be unassertive; they "sit back" in 
meetings while others hurl and debate ideas. Some managers consider Asian
Americans and Hispanics "too polite" (and consequently, as lacking convic
tion) , perhaps because of their concern for showing respect or maintaining 
cooperative teamwork. One white executive noted that there is also a trust 
barrier for Asian-Americans and Latinos, who are sometimes perceived as 
dishonest and corrupt. The prevailing stereotypes of blacks, we discovered, 
are that they are lazy, uneducated, and incompetent. Women are often as
sumed to be indecisive and unable to be analytical. . . . 

Stereotypes make it acceptable among some traditional managers to ig
nore, disparage, or discount the qualities and contributions of nontraditional 
managers. As we learned in our study, people of color and white women are 
systematically screened out as candidates for more senior management posts 
when prejudice, as defined here, operates, that is, when a point of difference 
is highlighted as a flaw. Under such conditions, a nontraditional candidate's 
accent or hair style may be viewed as a flaw, and that may be enough for re
jection. As one Hispanic manager who told us he faced "real animosities" at a 
previous workplace said, "The fact that I graduated first in my engineering 
class didn't make as much difference as the fact that I looked different." 

Clearly, however, all differences are not based on stereotypes. Nontradi
tional managers, like everyone else, often have very real limitations that must 
be considered in hiring or promotion decisions. Nevertheless, the limitations 
of a nontraditional manager may be a greater liability than the limitations of 
a white male manager. A black manager in the employee relations field gave 
an example of how managers tend to isolate and emphasize the limitations of 
a person of color without giving appropriate attention to his or her strengths. 
This manager was invited to sit in on a meeting to select a manager for a de-
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partment in turmoil. The black candidate had proved his skill in handling a 
troubled environment but not his administrative ability. A white candidate 
had demonstrated administrative skills. Others already in the department 
also had good administrative skills and could handle many of the administra
tive responsibilities. Yet the selection panel focused on the administrative as
pects of the job and chose the white manager. In effect, the black manager 
was compared to the white manager on the basis of his area of relative weak
ness, even though that may have been less relevant to the job than was his 
area of strength. 

Prejudice prevents many managers from seeing others without the filters 
that turn differences into liabilities. When prejudice operates this way, flaws 
are imagined, weaknesses are exaggerated, and failures are attributed to the 
nontraditional manager's sex or ethnicity rather than to individual differ
ences. Managers we interviewed told us that expecting less from women and 
people of color is a notion so pervasive that it sometimes affects nontradi
tional managers' perceptions of themselves . . . .  

Prejudice, a barrier in itself, can increase and create other barriers to ad
vancement, such as contributing to the waning confidence and motivation 
that some nontraditional managers experience. In fact, prejudice is probably 
a contributing factor in most of the barriers we identified. By permeating poli
cies and practices in very subtle ways, prejudice continues to deprive nontra
ditional managers of advocates, resources, and power. That is why, we 
believe, prejudice is the most often mentioned and most powerful barrier. 

Poor Career Planning 

The next most often mentioned barrier in our study was poor career planning 
and development. This is largely associated with the lack of opportunities for 
white women and people of color to get a series of varied work experiences 
that will qualify them for senior management posts . . . .  

We also learned from our interviews that white male decision makers are 
often reluctant to assign nontraditional managers to the challenging, high
profile jobs that have rich learning potential and add credibility to a manag
er's track record. One manager described the problem in his organization this 
way: "The problem here is the syndrome of not wanting people to fail. The 
attitude of senior management is that we don't make bad people decisions 
and that we live with our decisions forever. The company wants to look good, 
and it won't move nontraditional managers into nontraditional positions, in
cluding higher-level jobs." 
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Some executives, as we have seen, have fallen into the trap of making 
prejudiced assessments of nontraditional managers' capability. Some execu
tives have become reluctant to promote another nontraditional manager 
once an earlier nontraditional manager's promotion has been a failure. Some 
executives, when handing out key assignments, simply think first of the other 
white men with whom they have become better acquainted. In all these 
cases, the assignments such executives choose for nontraditional managers 
from the start are likely to be less visible and less central to the core business 
operations than the assignments· given to white men. One manager in our 
study concluded that as these limiting assignments accumulate, the odds 
grow that the nontraditional managers will be limited in terms of future pro
motion because they do not have the required depth and range of job experi
ence to be considered for senior-level jobs . . . .  

Taking account of all these strands of evidence, we conclude that poor ca
reer development is cumulative because as a career progresses, it becomes in
creasingly difficult to overcome low-profile or ill-conceived assignments. 
Without the kinds of assignments that are considered prerequisites for senior 
management posts, nontraditional managers are likely to be overlooked. 
Thus it appears that early and continuing problems in career development 
are partly responsible for the discouraging situation today, a situation in 
which executives grumble that they can't find enough qualified nontradition
al candidates for senior-level jobs. 

Poor Working Environment 

The working environment for many nontraditional managers is lonely, un
friendly, and pressure-packed. At the higher levels they are still dramatically 
outnumbered by white men, many of whom, deliberately or not, regularly 
treat them differently from the way they treat their white male colleagues. 
Our interviews revealed that nontraditional managers are excluded from lun
cheons, social events, and even the friendly camaraderie that occurs in most 
offices. They are often a curiosity to their colleagues, who watch them closely 
and sometimes scrutinize their work and behavior for possible mistakes. 
Some people of color and women have even commented that other people 
withhold information from them and sabotage their work in order to under
mine them. Because they are still the exception in many groups and because 
prejudice shapes others' perceptions of them, many nontraditional managers 
find the working environment a frustrating, draining advancement 
barrier . . . .  
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Another factor we learned about that contributes to a poor working envi
ronment for nontraditional managers is that there are few if any other non
traditional managers to be role models and mentors for those rising beyond 
middle management. Many managers in our study pointed out that they 
were dependent on white men to advise and promote them, which was often 
ineffective . . . . 

According to managers we interviewed, white men are not usually eager 
to support someone with a different perspective or different values, and many 
find it difficult even to communicate with such an individual. . . .  

We also learned that nontraditional managers often have no one to talk to 
about their fears, their mistakes, and the rage they feel over being treated dif
ferently from others. There is often no one to help them objectively assess 
their abilities and their behavior or to help them cope with the uncertainty 
they may feel about their role in the organization and the expectations others 
have of them. There is often no one to help them feel comfortable . . . .  

Lack of Organizational Savvy 

The managers we interviewed told us that people of color and white women 
often fail to advance because they don't know "how to play the game" of get
ting along and getting ahead in business. They appear to lack the preparation 
and knowledge that would allow them to put their experiences and their ex
pectations in the context of their organization's culture. Nontraditional man
agers don't seem to pay adequate attention to organizational politics and the 
agenda of their colleagues and bosses, and they don't seem to be strategic 
about their own career development. In some ways, all nontraditional man
agers share the problem of being newcomers who have been placed in man
agement roles without any real expectation that they will advance to senior 
levels. Therefore, little if any effort has been made to prepare them for such 
advancement. In other ways, the problems seem to be distinctively different 
for Hispanics, for Asian-Americans, for blacks, for white women, and for 
other groups because of particular aspects of each group's organizational 
experience. 

One of the problem areas mentioned for Hispanics, Asian-Americans, 
Native Americans, and sometimes women in general is an inability to assert 
themselves and their views. Some members of these groups feel that their 
upbringing makes it more difficult for them to behave competitively in many 
business settings. A Native American manager told us about how cultural 
traditions get in the way of effective corporate communication. For example, 
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we learned that when Asian-Americans, Hispanics, and Native Americans 
show respect by not initiating conversation with older people or when they 
foster teamwork by not continuing to argue with a senior manager who 
doesn't accept their idea, they are seen as subservient yes-people not willing 
to take a stand. Women with these ethnic backgrounds have an especially 
hard time communicating this way because they have been reared to sup
port men and seek their approval. More than one Asian-American employ
ee group has asked for courses in assertiveness to help them combat this 
problem. 

The opposite problem seems to plague many black managers, who are fre
quently seen as too aggressive . . . .  

One disadvantage that seems to be common to all nontraditional groups is 
an inability to create and manage networks. Because their networks are not 
as strong as those of many white men, they don't get as much information 
about industry trends and where the company is headed. Without strong net
works and mentors, it is difficult to gain expertise in corporate politics; yet 
naivete in this domain can easily derail a career . . . .  

Greater Comfort in Dealing with One's Own Kind 

Consciously and unconsciously, managers, like people in general, tend to feel 
more comfortable around people who are like themselves. As a result, they 
often choose to associate with those who are like them rather than with those 
who are different. In the case of white male managers, this natural tendency 
would appear to be amplified by some of the institutionalized forms of preju
dice discussed earlier. The president of a West Coast company, a white man, 
described the problem this way: "Cultural differences are tough for white 
males to deal with. We hire those who are like us; we perpetuate ourselves in 
the belief that it's easier to relate to someone with the same values, the same 
looks, the same perceptions. If anyone thinks about it, that's what they 
think."  

Even without prejudice, then, many white male managers may be reluc
tant to embrace diversity. They may not intend to hire and promote candi
dates who are like them, but they may often favor white men because, 
through familiarity and comfort, white men seem to be the best people for 
the job. 

On the other hand, discomfort with nontraditional managers, which can 
and often does come from prejudice, may also arise out of a simple lack of fa
miliarity. Ethnic groups still do not mingle socially with others in many com-
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munities, so white male executives have little interaction with people of color 
outside the office.  This social distance can create discomfort at work, perhaps 
because of a class issue . . . .  

Difficulty in Balancing Career and Family 

According to the managers we interviewed, the struggle to reconcile home 
and work is still largely a woman's problem, and the decisions that women 
must make often postpone and even preclude their advancement into senior 
management. Bearing and rearing children conflict with full-time dedication 
to a career. We learned that maternity leave is undefined or unavailable in 
many organizations, so women often put their jobs in jeopardy when they be
come pregnant. It is impossible for many women to continue to work 
evenings and weekends or to travel frequently once they have children, and 
many women don't want to. Many women wait until their thirties to have 
children, a time when they are expected to be proving themselves on the cor
porate fast track or on the tenure track in academia. Once this period is over, 
it is very difficult to be reconsidered as a high-potential executive candidate. 

Organizations have historically provided little support for women who 
confront the dilemma of meeting both their career and their family needs, 
and we were told that there is still some reluctance to address this issue . . . .  

Overall, a variety of barriers keep nontraditional managers from advanc
ing in organizations. The majority of these barriers fall into two categories. 
The first is historical exclusion, the fact that white men have dominated the 
executive ranks of most organizations for many years. Because of their social
ization, their reluctance to share their power and privilege with others, and 
their natural proclivity to associate with people like themselves, white men 
keep people of color and white women from moving into their circle. The 
second category involves deficits in various kinds of qualifications; this makes 
it difficult to find and accept nontraditional candidates for executive posts. 
Finding women and people of color with traditionally accepted credentials 
(such as an M.B.A. or an engineering degree) or experiences (such as military 
duty or line jobs) remains elusive to many managers; yet many managers are 
also reluctant to accept a different set of qualifications or to provide alterna
tives for those who cannot follow a traditional career path. These two themes 
amplify each other and create imposing barriers to the advancement of non
traditional managers. 

The barriers to advancement have changed to some extent over time, and 
each level of progress has brought a new set of issues to be resolved. Until 
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nontraditional managers began to be advanced into upper management, for 
example, the white male executives already in place did not feel so threat
ened by them. Until blatant discrimination became illegal and "politically in
correct," the subtly disguised versions of racism and sexism did not have to be 
confronted. Until diversity began to cover a greater variety of ethnic groups, 
the fewer nontraditional groups in a given organization received more atten
tion and had greater solidarity. Therefore, within any organization, the spe
cific problems that now exist may reflect the level of progress that has already 
been achieved. Discovering which concerns and barriers are the most critical 
to employees now is an essential part of moving ahead, and it is the first step 
in any effective diversity effort. 

Although the specific barriers to advancement differ from one organiza
tion to another, their effect is the same. Barriers to nontraditional managers 
prevent any organization from preparing a full cadre of potential leaders to 
take over in the future. That cadre must be more diverse than it has ever 
been, and the techniques used to develop leadership talent must also be more 
diverse and creative than ever before. 

PART VIII 

THE LEADERSHIP ENVIRONMENT 

Leaders and followers do not act in a vacuum. They are propelled, constrained, 
and buffeted by their environment. The effective leader must understand the nature 
of the leadership context, and how it affects the leadership process. Only then can 
he or she operate effectively in seeking to achieve the group's objectives. 

Since anything and everything could legitimately be included within the notion of 
context, this topic is potentially so vast as to defy description. We are helped out of 
this bind by ]. Thomas Wren and Marc ]. Swatez in selection 36, who identify 
forces that shape the leadership environment. First-beginning at the most macro 
level-are the long-term forces of history (social, economic, political, and intellectu
al) ; the second sphere of the leadership context is colored by the values and beliefs of 
the contemporary culture; and finally, at the most micro level, leadership is shaped 
by such "immediate" aspects of the context as the nature of the organization, its 
mission, and the nature of the task. 

Returning to the cultural influences on leadership, the next article in this segment 
presents an eye-opening account by Geert Hofstede of the limitations of traditional 
American conceptions of leadership. Taking us on a tour of differing cultures 
throughout the world, Hofstede provides us with key insights into assumptions 
about the nature of leadership in different cultures. 

In selection 38, Edgar Schein introduces us to the impact of culture at a different 
level-that is, at the level of the organization itself Just as national cultures have 
certain values which are "shared or held in common, " so too organizations and 
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groups have a "a pattern of shared basic assumptions. "  If one recognizes these as
sumptions and how they came to be, one can be a more effective leader. As Schein 
puts it, "cultural understanding is desirable for all of us, but it is essential to leaders 
if they are to lead." Schein' s work is paired with a selection from Terrence Deal and 
Allan Kennedy's Corporate Cultures, which provides a striking example of how 
the careful shaping of corporate culture can yield positive effects. 

The final readings in Part VIII explore how the demands of leadership change in 
differing settings-formal organizations, political systems, and social movements. 
John Gardner provides insight into the problems and possibilities facing leadership 
in large, bureaucratic organizations. Thomas Cronin and Cheryl Mabey explore 
the leadership demands of America's current political system, while Clayborne 
Carson analyzes Martin Luther King, Jr. 's, leadership of a mass social movement, 
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The Historical and Contemporary 
Contexts of Leadership: 

A Conceptual Model 

]. Thomas Wren and Marc ]. Swatez 

J. Thomas Wren has a J.D. from the University of Virginia and a Ph.D. in history from the Col

lege of William and Mary. He is an associate editor of the Journal of Leadership Studies, and is 

currently associate professor of leadership studies at the Jepson School of Leadership Studies at 

the University of Richmond. Marc J. Swatez received his Ph.D. in sociology from Northwestern 

University and is currently assistant professor of leadership studies at the Jepson School. 

Stating that leadership is a complex phenomenon repeats a truism that is 
painfully obvious to all who have ever participated in, observed, or analyzed 
the process as leaders, followers, students or scholars. Despite its inherent 
complexity, those who seek an understanding of the nature of leadership and 
leadership processes are well rewarded by the insights generated thereby. This 
essay provides an expanded conception of one of the key elements of the 
leadership process-the context of leadership. 

It is now well accepted that an understanding of leadership requires care
ful attention to the contextual aspects of the process. In recent decades, for 
example, "contingency" theories and models of leadership have paid increas
ing attention to the impact of the surrounding situation upon the leadership 
process. 1  As laudable as these efforts have been, they remain inadequate due 
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to their myopic focus. This essay proposes a model designed to expand the 
notion of leadership context to embrace the impact of long-term historical 
forces and the influence of cultural values upon leadership. The study further 
suggests a procedure whereby these new insights into leadership can be in
fused into a rational approach to the problems of leadership. 

The study of leadership in the twentieth century has been characterized by 
increasing levels of sophistication. Beginning with the simplistic study of 
leader traits and progressing to the study of leader behaviors, the focus was 
initially upon the characteristics and actions of the leader. As thinking about 
the leadership process has become more sophisticated, the key role played by 
followers came to be acknowledged and studied. Transactional approaches to 
leadership such as Hollander's notion of "idiosyncrasy credits" (which are 
built up by effective leaders in their interactions with their followers) , and 
the exploration of "leader-member exchanges" represent the sorts of insights 
the study of followers can yield. Indeed, the study of followers and "follower
ship" appears to be something of a growth industry in the leadership studies 
field.2 

While such theories have yielded important insights, the most all-encom
passing conception of leadership can be found in the models and theories 
generally grouped together under the rubric "situational-contingency" ap
proaches to leadership. These approaches seek to meld aspects of the leader, 
followers, and situation into models which help explain the dynamics of the 
process. Thus, for example, Fiedler's contingency theory includes considera
tion of such factors as leader-member relations, task structure, and leader po
sition power in determining the appropriate syle of leader behavior, while 
path-goal theory considers task and environmental characteristics as well as 
the needs and expectations of the followers.3 

Acknowledging the many contributions of this train of research (and the 
above summary is intended only to be illustrative rather than comprehen
sive) , there remain serious omissions. These theories fail to adequately ac
count for larger, more "macro" contextual factors. To be sure, the importance 
of such variables has not gone completely unrecognized,4 but the focus has 
been concentrated upon variables at the organizational level. Little has been 
done to identify and integrate the larger influences of historical and cultural 
forces into the broader leadership equation.5 This lack has not gone unre
marked. At the conclusion of her summary of the developments in leadership 
theory from 1975-1995, Jean Phillips noted that "past leadership research 
has . . .  tended to neglect the importance of the historical context in which 
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leadership operates. "6 In an earlier survey of the trends of leadership re
search, Martin Chemers voiced a similar cry to acknowledge the role of the 
larger culture: 

The next major era of leadership research will begin with the recognition that 
group and organizational performance are dependent upon the interplay of so
cial systems. A social-systems approach will recognize that the leadership 
process is a complex, multifaceted network of forces . . . .  The small group is 
further imbedded in an organizational and societal context . . . .  If general 
leadership theory can begin to span the gaps between the various levels of 
analysis (that is, individual, group, organization, society) , the resultant theo
ries will provide us with a much stronger base, not only for understanding 
leadership but also for improving its quality. 7 

In order to bridge these gaps, the impact of larger macro forces must be ac
knowledged. Leadership studies needs a model that identifies and affirms the 
various levels of historical and cultural forces that act upon the leadership 
process. This essay suggests such a typology. 

The model presented here is admittedly simple, yet designed to provide the 
participant in the leadership process with a conceptual tool to help organize 
and make relevant the vast array of contextual variables which surround and 
influence any leadership scenario. The model itself is illustrated in Figure l .  
Essentially, it portrays leadership as the interaction of leaders and followers 
within a sequence of overlapping contextual categories, represented by a se
ries of concentric circles. Each category (the historical context of leadership; 
the contemporary context of leadership; and the immediate context of lead
ership) has its own unique attributes that impact the leadership process in 
distinct ways. By compartmentalizing the situation in this manner, the leader 
can begin to identify, prioritize, and adapt to the specific demands of his/her 
particular leadership scenario. 

A summary of the impact of these three leadership contexts begins with a 
discussion of outermost circle, the historical context of leadership. It hardly 
needs remarking that any contemporary situation is at least partially a prod
uct of what has gone before. In leadership terms, however, one must move 
beyond this truism and begin to identify with some precision the long-term 
trends and influences which most impact any given leadership scenario, and 
shape the resulting leadership options. These trends may be long-term social, 
economic, political, or intellectual developments which operate as limita
tions on potential leadership solutions. 
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FIGURE 1 
A Model of Leadership Contexts 

The Historical Context of Leadership 
Long.Term Social Forces 
Long-Term Economic Forces 
Long.-Term Political Forces 

The Contemporary Context of Leadership 

Social Values 

Cultural Mores 
Subcultural Norms 

The Immediate Context of Leadership 
Structure and Goals 

Culture 

It is important to note that each leadership scenario has its own unique set 
of operative historical forces, each of which may have a distinct impact. To 
draw upon an historical example, the leadership options available to the lead
ers of Boston society on the eve of the American Revolution were severely 
constrained by long-term historical developments. Economically, a century of 
population pressure on the surrounding hinterland had filled Boston with a 
"rabble" of extremely poor, unemployed, and restive inhabitants. Bostonian 
society was highly stratified, and becoming more so. This recipe for unrest 
was flavored by decades of intellectual ferment which seemed to justify rebel
lion. It is small wonder, perhaps, that the conservative, rational responses to 
British aggravation counseled by leading citizen Thomas Hutchinson were 
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swept away in the emotional fury encouraged by agitator Samuel Adams. 
Adams, a ne'er-do-well, ended up as governor, while Hutchinson, a member 
of the colony's elite with a history of service, ended up in exile.s In sum, 
Samuel Adams and his approach to leadership best fitted the demands of the 
times-demands which were largely a function of long-term developments. 

A more recent example is provided by David J. Rothman in his 1993 arti
cle entitled ''A Century of Failure: Health Care Reform in America."9 Roth
man argues that "to understand fully the persistent failure of the United 
States to enact national health insurance requires an appreciation not only of 
government and the dynamics of politics but of underlying social realities."10 
In support of his point Rothman cites longstanding American beliefs about 
the proper role of government, and an ethos of volunteerism. The history of 
the health care issue provides more specific insights. Beginning in the 1930s, 
the dominant political interest group in America-the middle class-has 
been co-opted on the health care issue by such health care providers as 
physicians and Blue Cross. The middle class, in other words, has never per
ceived it to be in its best interests to back national health care. Leaders who 
wish to enact such legislation can ignore this historical backdrop only at their 
own peril. 

The second context category, the "contemporary" context ofleadership, is 
closely related to the first. The term "contemporary context" of leadership 
represents the norms, values, and customs of the surrounding society-in 
short, the impact of cultural mores. Examples of the impact of societal values 
upon leadership can readily be seen in the political realm. In the American 
political debate of the 1990s, the polar star of all those aspiring to succeed is 
the value structure of the middle class. Although ill-defined, the middle class 
is the dominant political interest of contemporary politics. One of the most 
important political developments of the 1990s has been a perceived shift in 
middle class perceptions of self. Barbara Ehrenreich was one of the first to 
herald this change in her 1989 book Fear of Falling, in which she argued that 
the current middle class is insecure and deeply anxious about maintaining its 
status . 1 1  An analysis of the American political scene by Joe Klein in 1993 
echoes this theme, suggesting that the essential challenge of American poli
tics of the 1990s is facing up to what he called "The Big Fear"-the concern 
of the middle class for its future. 1 2  Rothman, in his study of the health care 
issue, agrees, and notes the policy implications: 

[There is a] persistence of a narrowed vision of middle-class politics. With no 
largesse of spirit, with no sense of mutual responsibility, the middle classes-
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and their representatives-may advocate only minimal changes designed to 
provide protection only for them, not those in more desperate straits.13 

Dispute regarding some of the specific conclusions of these authors undoubt
edly exists, but their insights into the connection between societal values and 
the viable options open to political leaders are an example of the role of the 
contemporary context of leadership. 

Nor are such influences restricted to the political realm. The leadership of 
all groups and entities is affected by societal values. Another obvious exam
ple is the multinational corporation. Geert Hofstede has demonstrated this 
with great clarity in his study of leadership in various cultures. Hofstede has 
studied the cultural contexts and histories of numerous nations, and con
cluded that the sorts of leadership values favored in the United States, i.e. , a 
stress on the individual, the confidence in market processes, and the focus on 
managers, are not well-received in many parts of the world. With the increas
ingly multinational character of most business operations, leaders who wish 
to succeed must attend to these cultural nuances. 14 

To add to the complexity of the analysis, it is significant to note that the 
contemporary sphere is not limited to the societal level. Societies are made 
up of countless subcultures that impact upon the leadership of each particu
lar group. The values of these subcultures can generate quite specific expec
tations of leaders. For example, leadership in traditional Japanese-American 
subcultures is the province of the older generations, 15 just as ministers have 
been the expected leaders of the American civil rights movement. 16 In the 
domain of non-profit organizations and philanthropies, the leaders who are 
commonly identified and developed are those who demonstrate certain at
tributes-wealth, work, and wisdom-which reflect the needs and values of 
those sorts of organizations. Any careful consideration of a leadership envi
ronment must take into account the potential influence of subcultures. 

The final context of leadership is the one undoubtedly most familiar, the 
"immediate context" of leadership, which embraces all those more "micro" 
situational factors which have such an impact upon leadership. These in
clude, but are not limited to, the structure and goals of the group or organiza
tion, the culture of the organization itself, and the nature of the task at hand. 
These factors, when combined with the idiosyncrasies of the leader and fol
lowers, are the stuff of the contingency theories of leadership mentioned ear
lier. They need not detain us here. 

In summary, the conceptual model outlined above is designed to bring 
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prominence to several contextual factors which are often overlooked in ef
forts to analyze and diagnose the possibilities and constraints of any leader
ship scenario. Although it adds to the complexity of the analysis, ignoring 
such contextual influences risks failure in achieving leadership goals. 

A conceptual model of the sort outlined above helps sort out the broad cate
gories of contextual influences upon leadership. Such a model becomes more 
beneficial when supplemented by a structured procedure which helps the 
leader to identify and isolate the specific relevant historical and cultural in
fluences that impact his or her unique leadership situation. The purpose of 
this final section is to suggest a protocol of questions that any leader can uti
lize to diagnose the historical and cultural factors which must be confronted 
and handled. 

The questions set out below are quite simple and obvious; unfortunately, 
few leaders appear to pose them, and as a result, often overlook key environ
mental factors of their leadership situation. The questions: 

1 .  Who are the important players in this leadership situation? 
2. What are their interests/aspirations? 
3. What aspects of the historical background threaten or challenge these 

interests/aspirations? 
4. What aspects of the historical background support these interests/aspi

rations? 
5. How do societal beliefs and values impinge, favorably or unfavorably, 

upon these interests/aspirations? 
6. What cultural or subcultural precedents have been established that 

might influence these interests/aspirations? 
7. How can my followers and I use this knowledge to maximize the poten

tial for achieving our mutual goals? 

It should be noted that this "environmental scan" purposely includes all 

interested parties, even (perhaps especially) those who might be opposed to 
one's interests. This approach is similar to the premise underlying Fisher, Ury, 
and Patton's conception of proper conflict resolution strategies. In their 
model of "principled negotiation", a knowledge of the true interests and de
mands upon all parties is the key to a successful resolution of any conflict. 17 
So too here; the leader who can use this protocol to uncover the historical 
and cultural constraints which imbue any leadership situation will be best 
able to act constructively within those constraints. 
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The foregoing has been a brief overview of a perceived weakness in existing 
conceptions of the leadership process, together with a simple model intended 
as an initial remedy. The model has been operationalized so that leaders and 
followers facing the inevitable challenges to the achievement of group goals 
can diagnose the nature of the problems facing them. The ultimate objective 
of this article is to lead to a better and more rational leadership process in 
which mutual goals are more easily achieved. 

3 7  

Cultural Constraints in 
Management Theories 

Geert Hofstede 

Geert Hofstede is professor of organizational anthropology and international management at 

the University of Limburg at Maastricht, the Netherlands. He was founder and first director of 

the Institute for Research on Intercultural Cooperation. He has published over 100 articles, 

and the pathbreaking book Culture's Consequences. 

Lewis Carroll's Alice in Wonderland contains the famous story of Alice's cro
quet game with the Queen of Hearts. 

Alice thought she had never seen such a curious croquet-ground in all her 
life; it was all ridges and furrows; the balls were live hedgehogs, the mallets 
live flamingoes, and the soldiers had to double themselves up and to stand on 
their hands and feet, to make the arches. 

You probably know how the story goes: Alice's flamingo mallet turns its 
head whenever she wants to strike with it; her hedgehog ball runs away; and 
the doubled-up soldier arches walk around all the time. The only rule seems 
to be that the Queen of Hearts always wins. Alice's croquet playing problems 
are good analogies to attempts to build culture-free theories of management. 

Geert Hofstede, "Cultural Constraints in Management Theories," Academy of Management Executive 7 (Feb. 

1993): 8 1-94. Reprinted by permission. 
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Concepts available for this purpose are themselves alive with culture, having 

been developed within a particular cultural context. They have a tendency to 

guide our thinking toward our desired conclusion. 

As the same reasoning may also be applied to the arguments in this article, 

I better tell you my conclusion before I continue-so that the rules of my 

game are understood. In this article we take a trip around the world to 

demonstrate that there are no such things as universal management theories. 

Diversity in management practices as we go around the world has been 

recognized in U.S. management literature for more than thirty years. The 

term "comparative management" has been used since the 1960s. However, 

it has taken much longer for the U.S. academic community to accept that 

not only practices but also the validity of theories may stop at national bor

ders, and I wonder whether even today everybody would agree with this 

statement. 
An article I published in Organizational Dynamics in 1980 entitled "Do 

American Theories Apply Abroad?" created more controversy than I expect

ed. The article argued, with empirical support, that generally accepted U.S. 

theories like those of Maslow, Herzberg, McClelland, Vroom, MacGregor, 

Likert, Blake and Mouton may not or only very partly apply outside the bor

ders of their country of origin-assuming they do apply within those borders. 

Among the requests for reprints, a larger number were from Canada than 

from the United States. 

Management Theorists are Human 

Employees and managers are human. Employees as humans was discovered 
in the 1930s, with the Human Relations school. Managers as humans was 
introduced in the late 40's by Herbert Simon's "bounded rationality" and 
elaborated in Richard Cyert and James March's Behavioral Theory of the Firm 

( 1963, and recently re-published in a second edition) . My argument is that 
management scientists, theorists, and writers are human too: they grew up in 
a particular society in a particular period, and their ideas cannot help but re
flect the constraints of their environment. 

The idea that the validity of a theory is constrained by national borders is 
more obvious in Europe, with all its borders, than in a huge borderless coun
try like the U.S. Already in the sixteenth century Michel de Montaigne, a 
Frenchman, wrote a statement which was made famous by Blaise Pascal 
about a century later: "Verite en-deca des Pyrenees, erreur au-dela"-There 
are truths on this side of the Pyrenees which are falsehoods on the other. 
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From Don Armado's Love to Taylor's Science 

According to the comprehensive ten-volume Oxford English Dictiona 
( 197

.
1 ) ,  the words "manage," "management," and "manager" appeared in t� 

English language in the 16th century. The oldest recorded use of the word 
"m " · · Sh k ' " �nager is m a espeare s Love's Labour's Lost," dating from 1588, in 
which

.
�on A�

'
ria�o de Armado, "a fantastical Spaniard," exclaims (Act I, 

scene 11, 188) : 'Adieu, valour! rust, rapier! be still, drum! for your manager is 
in love; yea, he loveth". 

The linguistic origin of the word is from Latin manus, hand, via the Italian 
mane�giare, which is the training of horses in the manege; subsequently its 
meanmg was extended to skillful handling in general, like of arms and musi
cal instruments, as Don Armado illustrates. However, the word also became 
associated with the French menage, household, as an equivalent of "hus
bandry" in its sense of the art of running a household. The theatre of present
d�y management contains elements of both manege and menage and 
different managers and cultures may use different accents. The founder of 
the science of economics, the Scot Adam Smith, in his 1776 book The Wealth 
of Nations s cl " " " " ( 
" 

,: 
u e ma�age, management even "bad management") and 

n:an�g�r when dealmg with the process and the persons involved in oper
ati

.
ng Jomt stock companies (Smith, V.i.e.) . British economist John Stuart 

Mill (1806-1873) followed Smith in this use and clearly expressed his distrust 
of such hired people who were not driven by ownership. Since the 1880s the 
word "management" appeared occasionally in writings by American engi
neers, until it was canonized as a modern science by Frederick W Taylor in 
Shop Management in 1903 and in The Principles of Scientific Management in 
191 1 .  

While Smith and Mill used "management" to describe a process and 
"managers" for the persons involved, "management" in the American 
sense-which has since been taken back by the British-refers not only to 
the process but also to the managers as a class of people. This class (1) does 
not own a business but sells its skills to act on behalf of the owners and (2) 
does not produce personally but is indispensable for making others produce, 
throu�h motivation. Members of this class carry a high status and many 
Amencan boys and girls aspire to the role. In the U.S. ,  the manager is a cul
tural hero. 

. 
�et us now turn to other parts of the world. We will look at management 

m its context in other successful modern economies: Germany, Japan, 
France, Holland, and among the Overseas Chinese. Then we will examine 
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management in the much larger part of the world that is still poor, especially 
South-East Asia and Africa, and in the new political configurations of East
ern Europe, and Russia in particular. We will then return to the U.S. via 
mainland China. 

Germany 

The manager is not a cultural hero in Germany. If anybody, it is the engineer 
who fills the hero role. Frederick Taylor's Scientific Management was con
ceived in a society of immigrants-where large number of workers with di
verse backgrounds and skills had to work together. In Germany this 
heterogeneity never existed. 

Elements of the mediaeval guild system have survived in historical conti
nuity in Germany until the present day. In particular, a very effective appren
ticeship system exists both on the shop floor and in the office, which 
alternates practical work and classroom courses. At the end of the appren
ticeship the worker receives a certificate, the Facharbeiterbrief, which is rec
ognized throughout the country. About two thirds of the German worker 
population holds such a certificate and a corresponding occupational pride. 
In fact, quite a few German company presidents have worked their way up 
from the ranks through an apprenticeship. In comparison, two thirds of the 
worker population in Britain have no occupational qualification at all. 

The highly skilled and responsible German workers do not necessarily 
need a manager, American-style, to "motivate" them. They expect their boss 
or Meister to assign their tasks and to be the expert in resolving technical 
problems. Comparisons of similar German, British, and French organizations 
show the Germans as having the highest rate of personnel in productive roles 
and the lowest both in leadership and staff roles. 

Business schools are virtually unknown in Germany. Native German man
agement theories concentrate on formal systems. The inapplicability of 
American concepts of management was quite apparent in 1973 when the 
U.S. consulting firm of Booz, Allen and Hamilton, commissioned by the Ger
man Ministry of Economic Affairs, wrote a study of German management 
from an American viewpoint. The report is highly critical and writes among 
other things that "Germans simply do not have a very strong concept of man
agement." Since 1973, from my personal experience, the situation has not 
changed much. However, during this period the German economy has per
formed in a superior fashion to the U.S. in virtually all respects, so a strong 
concept of management might have been a liability rather than an asset. 
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Japan 

The American type of manager is also missing in Japan. In the United States, 
the core of the enterprise is the managerial class. The core of the Japanese 
enterprise is the permanent worker group: workers who for all practical pur
poses are tenured and who aspire at life-long employment. They are distinct 
from the non-permanent employees-most women and subcontracted teams 
led by gang bosses, to be laid off in slack periods. University graduates in 
Japan first join the permanent worker group and subsequently fill various po
sitions, moving from line to staff as the need occurs while paid according to 
seniority rather than position. They take part in Japanese-style group consul
tation sessions for important decisions, which extend the decision-making 
period but guarantee fast implementation afterwards. Japanese are to a large 
extent controlled by their peer group rather than by their manager. 

Three researchers from the East-West Center of the University of Hawaii, 
Joseph Tobin, David Wu, and Dana Danielson, did an observation study of 
typical preschools in three countries: China, Japan, and the United States. 
Their results have been published both as a book and as a video. In the 
Japanese preschool, one teacher handled twenty-eight four-year olds. The 
video shows one particularly obnoxious boy, Hiraki, who fights with other 
children and throws teaching materials down from the balcony. When a little 
girl tries to alarm the teacher, the latter answers, "what are you calling me 
for? Do something about it! "  In the U.S. preschool, there is one adult for 
every nine children. This class has its problem child too, Glen, who refuses to 
clear away his toys. One of the teachers has a long talk with him and isolates 
him in a corner, until he changes his mind. It doesn't take much imagination 
to realize that managing Hiraki thirty years later will be a different process 
from managing Glen. 

American theories of leadership are ill-suited for the Japanese group-con
trolled situation. During the past two decades, the Japanese have developed 
their own "PM" theory of leadership, in which P stands for performance and 
M for maintenance. The latter is less a concern for individual employees than 
for maintaining social stability. In view of the amazing success of the Japanese 
economy in the past thirty years, many Americans have sought the secrets of 
Japanese management hoping to copy them. 

There are no secrets of Japanese management, however; it is even doubtful 
whether there is such a thing as management, in the American sense, in Japan 
at all. The secret is in Japanese society; and if any group in society should be 
singled out as carriers of the secret, it is the workers, not the managers. 
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France 

The manager, U.S. style, does not exist in France either. In a very enlighten
ing book, unfortunately not yet translated into English, the French re
searcher Philippe d'Iribarne ( 1989) describes the results of in-depth 
observation and interview studies of management methods in three sub
sidiary plants of the same French multinational: in France, the United States, 
and Holland. He relates what he finds to information about the three soci
eties in general. Where necessary, he goes back in history to trace the roots of 
the strikingly different behaviors in the completion of the same tasks. He 
identifies three kinds of basic principles (logiques) of management. In the 
USA, the principle is the fair contract between employer and employee, 
which gives the manager considerable prerogatives, but within its limits. This 
is really a labor market in which the worker sells his or her labor for a price. 
In France, the principle is the honor of each class in a society which has al
ways been and remains extremely stratified, in which superiors behave as su
perior beings and subordinates accept and expect this, conscious of their own 
lower level in the national hierarchy but also of the honor of their own class. 
The French do not think in terms of managers versus nonmanagers but in 
terms of cadres versus non-cadres; one becomes cadre by attending the prop
er schools and one remains it forever; regardless of their actual task, cadres 
have the privileges of a higher social class, and it is very rare for a non-cadre 
to cross the ranks. 

The conflict between French and American theories of management be
came apparent in the beginning of the twentieth century, in a criticism by the 
great French management pioneer Henri Fayol (1841-1925) on his U.S. col
league and contemporary Frederick W Taylor ( 1856-1915) .  The difference 
in career paths of the two men is striking. Fayol was a French engineer whose 
career as a cadre superieur culminated in the position of President-Directeur
General of a mining company. After his retirement he formulated his experi
ences in a pathbreaking text on organization: Administration industrielle et 
generale, in which he focussed on the sources of authority. Taylor was an 
American engineer who started his career in industry as a worker and at
tained his academic qualifications through evening studies. From chief engi
neer in a steel company he became one of the first management consultants. 
Taylor was not really concerned with the issue of authority at all; his focus 
was on efficiency. He proposed to split the task of the first-line boss into eight 
specialties, each exercised by a different person, an idea which eventually led 
to the idea of a matrix organization. 
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Taylor's work appeared in a French translation in 1913,  and Fayol read it 
and showed himself generally impressed but shocked by Taylor's "denial of 
the principle of the Unity of Command" in the case of the eight-boss-system. 

Seventy years later Andre Laurent, another of Fayol's compatriots, found 
that French managers in a survey reacted very strongly against a suggestion 
that one employee could report to two different bosses, while U.S. managers 
in the same survey showed fewer misgivings. Matrix organization has never 
become popular in France as it has in the United States. 

Holland 

In my own country, Holland or as it is officially called, the Netherlands, the 
study by Philippe d'Iribarne found the management principle to be a need for 
consensus among all parties, neither predetermined by a contractual relation
ship nor by class distinctions, but based on an open-ended exchange of views 
and a balancing of interests. In terms of the different origins of the word 
"manager," the organization in Holland is more menage (household) while in 
the United States it is more manege (horse drill) . 

At my university, the University of Limburg at Maastricht, every semester 
we receive a class of American business students who take a program in Eu
ropean Studies. We asked both the Americans and a matched group of Dutch 
students to describe their ideal job after graduation, using a list of twenty-two 
job characteristics. The Americans attached significantly more importance 
than the Dutch to earnings, advancement, benefits, a good working relation
ship with their boss, and security of employment. The Dutch attached more 
importance to freedom to adopt their own approach to the job, being con
sulted by their boss in his or her decisions, training opportunities, contribut
ing to the success of their organization, fully using their skills and abilities, 
and helping others. This list confirms d'Iribarne's findings of a contractual 
employment relationship in the United States, based on earnings and career 
opportunities, against a consensual relationship in Holland. The latter has 
centuries-old roots; the Netherlands was the first republic in Western Europe 
(1609-1810) ,  and a model for the American republic. The country has been 
and still is governed by a careful balancing of interests in a multi-party 
system. 

In terms of management theories, both motivation and leadership in Hol
land are different from what they are in the United States. Leadership in 
Holland presupposes modesty, as opposed to assertiveness in the United 
States. No U.S. leadership theory has room for that. Working in Holland is 
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not a constant feast, however. There is a built-in premium on mediocrity and 
jealousy, as well as time-consuming ritual consultations to maintain the ap
pearance of consensus and the pretense of modesty. There is unfortunately 
another side to every coin. 

The Overseas Chinese 

Among the champions of economic development in the past thirty years we 
find three countries mainly populated by Chinese living outside the Chinese 
mainland: Taiwan, Hong Kong and Singapore. Moreover, overseas Chinese 
play a very important role in the economies of Indonesia, Malaysia, the 
Philippines and Thailand, where they form an ethnic minority. If anything, 
the little dragons-Taiwan, Hong Kong and Singapore-have been more 
economically successful than Japan, moving from rags to riches and now 
counted among the world's wealthy industrial countries. Yet very little atten
tion has been paid to the way in which their enterprises have been managed. 
The Spirit of Chinese Capitalism by Gordon Redding ( 1990) , the British dean 
of the Hong Kong Business School, is an excellent book about Chinese busi
ness. He bases his insights on personal acquaintance and in-depth discus
sions with a large number of overseas Chinese businesspeople. 

Overseas Chinese American enterprises lack almost all characteristics of 
modern management. They tend to be small, cooperating for essential func
tions with other small organizations through networks based on personal re
lations. They are family-owned, without the separation between ownership 
and management typical in the West, or even in Japan and Korea. They nor
mally focus on one product or market, with growth by opportunistic diversifi
cation; in this, they are extremely flexible. Decision making is centralized in 
the hands of one dominant family member, but other family members may be 
given new ventures to try their skills on. They are low-profile and extremely 
cost-conscious, applying Confucian virtues of thrift and persistence. Their 
size is kept small by the assumed lack of loyalty of non-family employees, 
who, if they are any good, will just wait and save until they can start their 
own family business. 

Overseas Chinese prefer economic activities in which great gains can be 
made with little manpower, like commodity trading and real estate. They em
ploy few professional managers, except their sons and sometimes daughters 
who have been sent to prestigious business schools abroad, but who upon re
turn continue to run the family business the Chinese way. The origin of this 
system, or-in the Western view this lack of system-is found ip the history 
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of Chinese society, in which there were no formal laws, only formal networks 
of powerful people guided by general principles of Confucian virtue. The fa
vors of the authorities could change daily, so nobody could be trusted except 
one's kinfolk-of whom, fortunately, there used to be many, in an extended 
family structure. The overseas Chinese way of doing business is also very well 
adapted to their position in the countries in which they form ethnic minori
ties, often envied and threatened by ethnic violence. 

Overseas Chinese businesses following this unprofessional approach com
mand a collective gross national product of some 200 to 300 billion US dol
lars, exceeding the GNP of Australia. There is no denying that it works. 

Management Transfer to Poor Countries 

Four-fifths of the world population live in countries that are not rich but 
poor. After World War II and decolonization, the stated purpose of the Unit
ed Nations and the World Bank has been to promote the development of all 
the world's countries in a war on poverty. After forty years it looks very much 
like we are losing this war. If one thing has become clear, it is that the export 
of Western-mostly American-management practices and theories to poor 
countries has contributed little to nothing to their development. There has 
been no lack of effort and money spent for this purpose: students from poor 
countries have been trained in this country, and teachers and Peace Corps 
workers have been sent to the poor countries. If nothing else, the general 
lack of success in economic development of other countries should be suffi
cient argument to doubt the validity of Western management theories in 
non-Western environments. 

If we examine different parts of the world, the development picture is not 
equally bleak, and history is often a better predictor than economic factors for 
what happens today. There is a broad regional pecking order with East Asia 
leading. The little dragons have passed into the camp of the wealthy; then fol
low South-East Asia (with its overseas Chinese minorities) , Latin America (in 
spite of the debt crisis) , South Asia, and Africa always trails behind. Several 
African countries have only become poorer since decolonization. 

Regions of the world with a history of large-scale political integration and 
civilization generally have done better than regions in which no large-scale 
political and cultural infrastructure existed, even if the old civilizations had 
decayed or been suppressed by colonizers. It has become painfully clear that 
development cannot be pressure-cooked; it presumes a cultural infrastruc
ture that takes time to grow. Local management is part of this infrastructure; 
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it cannot be imported in package form. Assuming that with so-called modem 

management techniques and theories outsiders can develop a country has 

proven a deplorable arrogance. At best, one can hope for a dialogue between 

equals with the locals, in which the Western partner acts as the expert in 

Western technology and the local partner as the expert in local culture, 

habits, and feelings. 

Russia and China 

The crumbling of the former Eastern bloc has left us with a scattering of 

states and would-be states of which the political and economic future is ex

tremely uncertain. The best predictions are those based on a knowledge of 

history, because historical trends have taken revenge on the arrogance of the 

Soviet rulers who believed they could tum them around by brute power. One 

obvious fact is that the former bloc is extremely heterogeneous, including 

countries traditionally closely linked with the West by trade and travel, like 

Czechia, Hungary, Slovenia, and the Baltic states, as well as others with a 

Byzantine or Turkish past; some having been prosperous, others always ex

tremely poor. 
The industrialized Western world and the World Bank seem committed to 

helping the ex-Eastern bloc countries develop, but with the same technocrat

ic neglect for local cultural factors that proved so unsuccessful in the devel

opment assistance to other poor countries. Free market capitalism, 

introduced by Western-style management, is supposed to be the answer from 

Albania to Russia. 
Let me limit myself to the Russian republic, a huge territory with some 140 

million inhabitants, mainly Russians. We know quite a bit about the Russians 
as their country was a world power for several hundreds of years before com
munism, and in the nineteenth century it produced some of the greatest writ
ers in world literature. If I want to understand the Russians-including how 
they could so long support the Soviet regime-I tend to reread Lev Niko
layevich Tolstoy. In his most famous novel Anna Karenina ( 1876) one of the 
main characters is a landowner, Levin, whom Tolstoy uses to express his own 
views and convictions about his people. Russian peasants used to be serfs; 
serfdom had been abolished in 1861 ,  but the peasants, now tenants, re
mained as passive as before. Levin wanted to break this passivity by dividing 
the land among his peasants in exchange for a share of the crops; but the 
peasants only let the land deteriorate further. Here follows a quote: 

" (Levin) read political economy and socialistic works . . .  but:, as he had 
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expected, found nothing in them related to his undertaking. In the political 
economy books-in (John Stuart) Mill, for instance, whom he studied first 
and with great ardour, hoping every minute to find an answer to the ques
tions that were engrossing him he found only certain laws deduced from the 
state of agriculture in Europe; but he could not for the life of him see why 
these laws, which did not apply to Russia, should be considered 
universal. . . .  Political economy told him that the laws by which Europe had 
developed and was developing her wealth were universal and absolute. So
cialist teaching told him that development along those lines leads to ruin. 
And neither of them offered the smallest enlightenment as to what he, 
Levin, and all the Russian peasants and landowners were to do with their 
millions of hands and millions of acres, to make them as productive as possi
ble for the common good." 

In the summer of 1991 ,  the Russian lands yielded a record harvest, but a 
large share of it rotted in the fields because no people were to be found for 
harvesting. The passivity is still there, and not only among the peasants. And 
the heirs of John Stuart Mill (whom we met before as one of the early ana
lysts of "management") again present their universal recipes which simply do 
not apply. 

Citing Tolstoy, I implicitly suggest that management theorists cannot ne
glect the great literature of the countries they want their ideas to apply to. 
The greatest novel in the Chinese literature is considered Cao Xueqin's The 
Story of the Stone, also known as The Dream of the Red Chamber, which ap
peared around 1760. It describes the rise and fall of two branches of an aristo
cratic family in Beijing, who live in adjacent plots in the capital. Their plots 
are joined by a magnificent garden with several pavilions in it, and the young, 
mostly female members of both families are allowed to live in them. One day 
the management of the garden is taken over by a young woman, Tan-Chun, 
who states: 

"I think we ought to pick out a few experienced trust-worthy old women 
from among the ones who work in the Garden-women who know some
thing about gardening-already and put the upkeep of the Garden into their 
hands. We needn't ask them to pay us rent; all we need ask them for is an an
nual share of the produce. There would be four advantages in this arrange
ment. In the first place, if we have people whose sole occupation is to look 
after trees and flowers and so on, the condition of the Garden will improve 
gradually year after year and there will be no more of those long periods of 
neglect followed by bursts of feverish activity when things have been allowed 
to get out of hand. Secondly there won't be the spoiling and wastage we get 
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at present. Thirdly the women themselves will gain a little extra to add to 
their incomes which will compensate them for the hard work they put in 
throughout the year. And fourthly, there's no reason why we shouldn't use 
the money we should otherwise have spent on nurserymen, rockery special
ists, horticultural cleaners and so on for other purposes ."  

As the story goes on, the capitalist privatization-because that is what it 
is-of the Garden is carried through, and it works. When in the 1980s Deng 
Xiaoping allowed privatization in the Chinese villages, it also worked. It 
worked so well that its effects started to be felt in politics and threatened the 
existing political order; hence the knockdown at Tienanmen Square of June 
1 989. But it seems that the forces of privatization are getting the upper hand 
again in China. If we remember what Chinese entrepreneurs are able to do 
once they have become Overseas Chinese, we shouldn't be too surprised. But 
what works in China-and worked two centuries ago-does not have to 
work in Russia, not in Tolstoy's days and not today. I am not offering a solu
tion; I only protest against a naive universalism that knows only one recipe 
for development, the one supposed to have worked in the United States. 

A Theory of Culture in Management 

Our trip around the world is over and we are back in the United States. 

What have we learned? There is something in all countries called "manage

ment, but its meaning differs to a larger or smaller extent from one country to 

the other, and it takes considerable historical and cultural insight into local 

conditions to understand its processes, philosophies, and problems. If already 

the word may mean so many different things, how can we expect one coun

try's theories of management to apply abroad? One should be extremely care

ful in making this assumption, and test it before considering it proven. 

Management is not a phenomenon that can be isolated from other processes 

taking place in a society. During our trip around the world we saw that it in

teracts with what happens in the family, at school, in politics, and govern

ment. It is obviously also related to religion and to beliefs about science. 

Theories of management always had to be interdisciplinary, but if we cross 

national borders they should become more interdisciplinary than ever. 

Cultural differences between nations can be, to some extent, described 

using first four, and now five, bipolar dimensions. The position of a country 

on these dimensions allows us to make some predictions on the way their so

ciety operates, including their management processes and the kind of theo

ries applicable to their management. 

Cultural Constraints in Management Theories 265 

As the word culture plays such an important role in my theory, let me give 
you my definition, which differs from some other very respectable definitions. 
Culture to me is the collective programming of the mind which distinguishes 
one group or category of people from another. In the part of my work I am re
ferring to now, the category of people is the nation. 

Culture is a construct; that means it is "not directly accessible to observa
tion but inferable from verbal statements and other behaviors and useful in 
predicting still other observable and measurable verbal and nonverbal behav
ior." It should not be reified; it is an auxiliary concept that should be used as 
long it proves useful but bypassed where we can predict behaviors without it. 

The same applies to the dimensions I introduced. They are constructs too 
that should not be reified. They do not "exist"; they are tools for analysis 
which may or may not clarify a situation. In my statistical analysis of empiri
cal data the first four dimensions together explain forty-nine percent of the 
variance in the data. The other fifty-one percent remain specific to individual 
countries. 

The first four dimensions were initially detected through a comparison of 
the values of similar people (employees and managers) in sixty-four national 
subsidiaries of the IBM Corporation. People working for the same multina
tional, but in different countries, represent very well-matched samples from 
the populations of their countries, similar in all respects except nationality. 

The first dimension is labelled Power Distance, and it can be defined as 
the degree of inequality among people which the population of a country 
considers as normal: from relatively equal (that is, small power distance) to 
extremely unequal (large power distance) . All societies are unequal, but 
some are more unequal than others. 

The second dimension is labelled Individualism, and it is the degree to 
which people in a country prefer to act as individuals rather than as members 
of groups. The opposite of individualism can be called Collectivism, so collec
tivism is low individualism. The way I use the word it has no political conno
tations. In collectivist societies a child learns to respect the group to which it 
belongs, usually the family, and to differentiate between in-group members 
and out-group members (that is, all other people) . When children grow up 
they remain members of their group, and they expect the group to protect 
them when they are in trouble. In return, they have to remain loyal to their 
group throughout life. In individualist societies, a child learns very early to 
think of itself as "I" instead of as part of "we". It expects one day to have to 
stand on its own feet and not to get protection from its group any more; and 
therefore it also does not feel a need for strong loyalty. 
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The third dimension is called Masculinity and its opposite pole Femininity. 
It is the degree to which tough values like assertiveness, performance, success 
and competition, which in nearly all societies are associated with the role of 
men, prevail over tender values like the quality of life, maintaining warm per
sonal relationships, service, care for the weak, and solidarity, which in nearly 
all societies are more associated with women's roles. Women's roles differ 
from men's roles in all countries; but in tough societies, the differences are 
larger than in tender ones. 

The fourth dimension is labelled Uncertainty Avoidance, and it can be de
fined as the degree to which people in a country prefer structured over un
structured situations. Structured situations are those in which there are clear 
rules as to how one should behave. These rules can be written down, but they 
can also be unwritten and imposed by tradition. In countries which score 
high on uncertainty avoidance, people tend to show more nervous energy, 
while in countries which score low, people are more easy-going. A (national) 
society with strong uncertainty avoidance can be called rigid; one with weak 
uncertainty avoidance, flexible. In countries where uncertainty avoidance is 
strong a feeling prevails of "what is different, is dangerous." In weak uncer
tainty avoidance societies, the feeling would rather be "what is different, is 

. 
" curious. 

The fifth dimension was added on the basis of a study of the values of stu
dents in twenty-three countries carried out by Michael Harris Bond, a Cana
dian working in Hong Kong. He and I had cooperated in another study of 
students' values which had yielded the same four dimensions as the IBM 
data. However, we wondered to what extent our common findings in two 
studies could be the effect of a Western bias introduced by the common 
Western background of the researchers: remember Alice's croquet game. 

Michael Bond resolved this dilemma by deliberately introducing an East
ern bias. He used a questionnaire prepared at his request by his Chinese col
leagues, the Chinese Value Survey (CVS) , which was translated from 
Chinese into different languages and answered by fifty male and fifty female 
students in each of twenty-three countries in all five continents. Analysis of 
the CVS data produced three dimensions significantly correlated with the 
three IBM dimensions of power distance, individualism, and masculinity. 
There was also a fourth dimension, but it did not resemble uncertainty avoid
ance. It was composed, both on the positive and on the negative side, from 
items that had not been included in the IBM studies but were present in the 
Chinese Value Survey because they were rooted in the teachings of Confu
cius. I labelled this dimension: Long-term versus Short-term Orientation. On 
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the long-term side one finds values oriented towards the future, like thrift (saving) and persistence. On the short-term side one finds values rather oriented towards the past and present, like respect for tradition and fulfilling social obligations. 
Table 1 [omitted] lists the scores on all five dimensions for the United States and for the other countries we just discussed. The table shows that each country has its own configuration on the four dimensions. Some of the values in the table have been estimated based on imperfect replications or personal impressions. The different dimension scores do not "explain" all the differences in management I described earlier. To understand management in a country, one should have both knowledge of and empathy with the entire local scene. However, the scores should make us aware that people in other countries may think, feel, and act very differently from us when confronted with basic problems of society. 

Idiosyncrasies of American Management Theories 

In comparison to other countries, the U.S. culture profile presents itself as 
below average on power distance and uncertainty avoidance, highly individu
alistic, fairly masculine, and short-term oriented. The Germans show a 
stronger uncertainty avoidance and less extreme individualism; the Japanese 
are different on all dimensions, least on power distance; the French show 
larger power distance and uncertainty avoidance, but are less individualistic 
and somewhat feminine; the Dutch resemble the Americans on the first 
three dimensions, but score extremely feminine and relatively long-term ori
ented; Hong Kong Chinese combine large power distance with weak uncer
tainty avoidance, collectivism, and are very long-term oriented; and so on. 

The American culture profile is reflected in American management theo
ries. I will just mention three elements not necessarily present in other coun
tries: the stress on market processes, the stress on the individual, and the 
focus on managers rather than on workers. 

The Stress on Market Processes 

During the 1970s and 80s it has become fashionable in the United States to look at organizations from a "transaction costs" viewpoint. Economist Oliver Williamson has opposed "hierarchies" to "markets." The reasoning is that human social life consists of economic transactions between individuals. We found the same in d'Iribarne's description of the U.S. principle of the con-
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tract between employer and employee, the labor market in which the worker 
sells his or her labor for a price. These individuals will form hierarchical orga
nizations when the cost of the economic transactions (such as getting infor
mation, finding out whom to trust etc.) is lower in a hierarchy than when all 
transactions would take place on a free market. 

From a cultural perspective the important point is that the "market" is the 
point of departure or base model, and the organization is explained from mar
ket failure. A culture that produces such a theory is likely to prefer organiza
tions that internally resemble markets to organizations that internally 
resemble more structured models, like those in Germany or France. The ideal 
principle of control in organizations in the market philosophy is competition 
between individuals. This philosophy fits a society that combines a not-too
large power distance with a not-too-strong uncertainty avoidance and indi
vidualism; besides the USA, it will fit all other Anglo countries. 

The Stress on the Individual 

I find this constantly in the design of research projects and hypotheses; also 
in the fact that in the U.S. psychology is clearly a more respectable discipline 
in management circles than sociology. Culture however is a collective phe
nomenon. Although we may get our information about culture from individ
uals, we have to interpret it at the level of collectivities. There are snags here 
known as the "ecological fallacy" and the "reverse ecological fallacy." None 
of the U.S. college textbooks on methodology I know deals sufficiently with 
the problem of multilevel analysis. 

Culture can be compared to a forest, while individuals are tree. A forest is 
not just a bunch of trees: it is a symbiosis of different trees, bushes, plants, 
insects, animals and micro-organisms, and we miss the essence of the forest 
if we only describe its most typical trees. In the same way, a culture cannot 
be satisfactorily described in terms of the characteristics of a typical individ
ual. There is a tendency in the U.S. management literature to overlook the 
forest for the trees and to ascribe cultural differences to interactions among 
individuals. 

A striking example is found in the otherwise excellent book Organizational 
Culture and Leadership by Edgar H. Schein (1985) .  On the basis of his con
sulting experience he compares two large companies, nicknamed "Action" 
and "Multi." He explains the differences in culture between these compa
nies by the group dynamics in their respective boardrooms. Nowhere in the 
book are any conclusions drawn from the fact that the first company is an 

Cultural Constraints in Management Theories 269 

American-based computer firm, and the second a Swiss-based pharmaceutics 
�r�. !his infor�ation is not even mentioned. A stress on interactions among 
mdlVlduals obviously fits a culture identified as the most individualistic in the 
world, but it will not be so well understood by the four-fifths of the world 
population for whom the group prevails over the individual. 

One of the conclusions of my own multilevel research has been that cul
ture at the national level and culture at the organizational level-corporate 
culture-are two very different phenomena and that the use of a common 
term f�r both is confusing. If we do use the common term, we should also pay 
attention to the occupational and the gender level of culture. National cul
tures �iffer primarily in the fundamental, invisible values held by a majority 
of their members, acquired in early childhood, whereas organizational cul
tures are a much more superficial phenomenon residing mainly in the visible 
practices of the organization, acquired by socialization of the new members 
who join as young adults. National cultures change only very slowly if at all· 
organizational cultures may be consciously changed, although this isn't nee� 
essarily easy. This difference between the two types of culture is the secret of 
the existence of multinational corporations that employ, as I showed in the 
IBM case, employees with extremely different national cultural values. What 
keeps them together is a corporate culture based on common practices. 

The Stress on Managers Rather than Workers 

The core element of a work organization around the world is the people who 
do the work. All the rest is superstructure, and I hope to have demonstrated 
to you that it may take many different shapes. In the U.S. literature on work 
orga�ization, however, the core element, if not explicitly then implicitly, is 
considered the manager. This may well be the result of the combination of 
extreme individualism with fairly strong masculinity, which has turned the 
�anager into a culture hero of almost mythical proportions. For example, he 
is supposed to make decisions all the time. Those of you who are or have 
been managers must know that this is a fable. Very few management deci
sions are just "made" as the myth suggests it. Managers are much more in
volved in maintaining networks ; if anything, it is the rank-and-file worker 
who can really make decisions on his or her own, albeit on a relatively simple 
level. 

An amusing effect of the U.S. focus on managers is that in at least ten 
American books and articles on management I have been misquoted as hav
ing studied IBM managers in my research, whereas the book clearly describes 
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that the answers were from IBM employees. My observation may be biased, 
but I get the impression that compared to twenty or thirty years ago less re
search in this country is done among employees and more on managers. But 
managers derive their raison d'etre from the people managed: culturally, they 
are the followers of the people they lead, and their effectiveness depends on 
the latter. In other parts of the world, this exclusive focus on the manager is 
less strong, with Japan as the supreme example. 

Conclusion 

This article started with Alice in Wonderland. In fact, the management theo
rist who ventures outside his or her own country into other parts of the world 
is like Alice in Wonderland. He or she will meet strange beings, customs, 
ways of organizing or disorganizing and theories that are clearly stupid, old
fashioned or even immoral yet they may work, or at least they may not fail 
more frequently than corresponding theories do at home. Then, after the first 
culture shock, the traveller to Wonderland will feel enlightened, and may be 
able to take his or her experiences home and use them advantageously. All 
great ideas in science, politics and management have travelled from one 
country to another, and been enriched by foreign influences. The roots of 
American management theories are mainly in Europe: with Adam Smith, 
John Stuart Mill, Lev Tolstoy, Max Weber, Henri Fayol, Sigmund Freud, Kurt 
Lewin and many others. These theories were re-planted here and they devel
oped and bore fruit. The same may happen again. The last thing we need is a 
Monroe doctrine for management ideas. 

38  

Defining Organizational Culture 

Edgar H. Schein 

Edgar H. Schein is considered one of the founders of the field of organizational psychology. He 

was chair of the Organization Studies Group of the Sloan School of Management at the Massa

chusetts Institute of Technology, and is currently professor of management there. His book Or

ganizational Culture and Leadership has become a classic in the field. 

Culture as a concept has had a long and checkered history. It has been used 
by the lay person as a word to indicate sophistication, as when we say that 
someone is very "cultured." It has been used by anthropologists to refer to the 
customs and rituals that societies develop over the course of their history. In 
the last decade or so it has been used by some organizational researchers and 
managers to indicate the climate and practices that organizations develop 
around their handling of people or to refer to the espoused values and credo 
of an organization. 

In this context managers speak of developing the "right kind of culture" or 
a "culture of quality," suggesting that culture is concerned with certain values 
th�t mana�ers are trying to inculcate in their organizations. Also implied in 
this usage is the assumption that there are better or worse cultures, stronger 

Reprinted from Edgar
. 
H. Schein, Organizational Culture and Leadership 2d ed. (San Francisco: Jossey-Bass, 1992), pp. 3-15. Repnnted by permission. 
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or weaker cultures, and that the "right" kind of culture will influence how ef
fective organizations are. 

If a new and abstract concept is to be useful to our thinking, it should refer 
to a set of events that are otherwise mysterious or not well understood. From 
this point of view, I will argue that we must avoid the superficial models of 
culture and build on the deeper, more complex anthropological models. Cul
ture will be most useful as a concept if it helps us better understand the hid
den and complex aspects of organizational life. This understanding cannot be 
obtained if we use superficial definitions. 

Most of us in our roles as students, employees, managers, researchers, or 
consultants work in and deal with organizations of all kinds. Yet we continue 
to find it amazingly difficult to understand and justify much of what we ob
serve and experience in our organizational life. Too much seems to be bu
reaucratic, or political, or just plain irrational. People in positions of 
authority, especially our immediate bosses, often frustrate us or act incompre
hensibly, and those we consider the leaders of our organizations often disap
point us. 

If we are managers who are trying to change the behavior of subordinates, 
we often encounter resistance to change at a level that seems beyond reason. 
We observe departments in our organization that seem to be more interested 
in fighting with each other than getting the job done. We see communication 
problems and misunderstandings between group members that should not be 
occurring between "reasonable" people. 

If we are leaders who are trying to get our organizations to become more 
effective in the face of severe environmental pressures, we are sometimes 
amazed at the degree to which individuals and groups in the organization will 
continue to behave in obviously ineffective ways, often threatening the very 
survival of the organization. As we try to get things done that involve other 
groups, we often discover that they do not communicate with each other and 
that the level of conflict between groups in organizations and in the commu
nity is often astonishingly high. 

If we are teachers, we encounter the sometimes mysterious phenomenon 
that different classes behave completely differently from each other even 
though our material and teaching style remain the same. If we are employees 
considering a new job, we realize that companies differ greatly in their ap
proach, even in the same industry and geographical area. We feel these differ
ences even as we walk in the door of different organizations such as 
restaurants, banks, and stores. 

The concept of culture helps explain all of these phenomena and to "nor-
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malize" them. �f �e understand the dynamics of culture, we will be less likely to be puzzled, Irntated, and anxious when we encounter the unfamiliar and seemingly irrational behavior of people in organizations, and we will have a �eeper understa�ding not only of why various groups of people or organizations can be so different but also why it is so hard to change them. A deeper understanding of cultural issues in groups and organizations is �ece�sary to decipher what goes on in them but, even more important, to i�entify what may be the priority issues for leaders and leadership. Organizational cultures are created in part by leaders, and one of the most decisive functions of leadership is the creation, the management, and sometimes even the destruction of culture. 

Neither culture nor leadership, when one examines each closely, can really be understood by itself In fact, one could argue that the only thing of real importance that lea�ers do is to create and manage culture and that the unique talent of leaders is their ability to understand and work with culture. If one wishes to distinguish leadership from management or administration, one can argue that leaders create and change cultures, while managers and administrators live within them. 
By defining leadership in this manner, I am not implying that culture is easy to create or change or that leaders are the only determiners of culture. On t�e c�ntrary, as we will see, culture refers to those elements of a group or orgamzation that are most stable and least malleable. Culture is the result of a com

.
plex gr�up learnin� process that is only partially influenced by leader behavior. But if the group s survival is threatened because elements of its culture h�ve become maladapted, it is ultimately the function of leadership to recogmze and do something about the situation. It is in this sense that leadership and culture are conceptually intertwined. 

Two Brief Examples 

To illustrate how "culture" helps illuminate organizational situations I will describe two situations I encountered in my experience as a consult�nt. In the first case (the Action Company) , I was called in to help a management grou
.
p improve its communication, interpersonal relationships, and decision m�kmg. Aft�r sitting in on a number of meetings, I observed among other t�mgs (1� high levels of interrupting, confrontation, and debate; (2) excessive emotionalism about proposed courses of action; (3) great frustration over the difficulty of getting a point of view across ;  and (4) a sense that every member of the group wanted to win all the time. 
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Over a period of several months, I made many suggestions about better l�s

tening, less interrupting, more orderly processing of the agenda, the potential 

negative effects of high emotionalism and conflict, and the need to reduce 

the frustration level. The group members said that the suggestions were help

ful, and they modified certain aspects of their procedure, such as lengthening 

some of their meetings. However, the basic pattern did not change. No mat

ter what kind of intervention I attempted, the group's basic style remained 

the same. 
In the second case (the Multi Company) , I was asked, as part of a broader 

consultation project, to help create a climate for innovation in an organiza

tion that felt a need to become more flexible in order to respond to its in

creasingly dynamic business environment. The organization consisted of 

many different business units, geographical units, and functional groups. As I 

got to know more about these units and their problems, I observed that some 

very innovative things were occurring in many places in the company. I wrote 

several memos describing these innovations, added other ideas from my own 

experience, and gave the memos to my contact person in the company with 

the request that he distribute them to the various business unit and geo

graphical managers who needed to be made aware of these ideas. 

After some months, I discovered that the managers to whom I had person

ally given a memo thought it was helpful and on target, but rarely if ever did 

they pass it on. Moreover, none of the memos were ever distributed by my 

contact person. I also suggested meetings of managers from different units to 

stimulate lateral communication but found no support at all for such meet

ings. No matter what I did, I could not seem to get information flowing, espe

cially laterally across divisional, functional, or geographical boundaries. Yet 

everyone agreed in principle that innovation would be stimulated by more 

lateral communication and encouraged me to keep on "helping." 

I did not really understand what happened in either of these cases until I 

began to examine my own assumptions about how things should work in these 

organizations and began to test whether my assumptions fitted those operat

ing in my client systems. This step of examining the shared assumptions in 

the organization or group one is dealing with takes one into "cultural" analy-

sis and will be the focus from here on. 
It turned out that in the Action Company senior managers and most of 

the other members of the organization shared the assumption that one can
not determine whether or not something is true unless one subjects that idea 
or proposal to intensive debate. Only ideas that survive such debate are 
worth acting on, and only ideas that survive such scrutiny will be implement-
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�cl. �he group ass�med t
.
hat what they were doing was discovering truth, and m this context bemg pohte to each other was relatively less important. 

In the case of the Multi Company I eventually discovered that th ere was a 
strong shared assumption that each manager's job was his or her privat t f e ur , 
not to be infringed on. Articulated was the strong image that one's job is like 
one's home, and if someone gives one unsolicited information, it is like walk
ing into one's home uninvited. Sending memos to people implies that they do 
not already know what is in the memo and that is potentially insulting. In 
this organization managers prided themselves on knowing whatever they 
needed to know to do their job. 

In both of these cases I did not understand what was going on because my 
basic assumptions about truth and turf differed from the shared assumptions 
of the group members. Cultural analysis, then, is the encountering and deci
phering of such shared basic assumptions. 

Toward a Formal Definition of Culture 

The word culture has many meanings and connotations. When we apply it to 
groups and organizations, we are almost certain to have conceptual and se
mantic confusion because groups and organizations are also difficult to define 
unambiguously. Most people have a connotative sense of what culture is but 
have difficulty defining it abstractly. In talking about organizational culture 
with colleagues and members of organizations, I often find that we agree "it" 
exists and that "it" is important in its effects but that we have completely dif
ferent ideas of what "it" is. I have also had colleagues tell me pointedly that 
they do not use the concept of culture in their work, but when I ask them 
what it is they do not use, they cannot define "it" clearly. 

To make matters worse, the concept of culture has been the subject of 
considerable academic debate in the last five years, and there are various ap
proaches to defining and studying culture.1-4 This debate is a healthy sign in 
that it testifies to the importance of culture as a concept. At the same time, 
however, it creates difficulties for both the scholar and the practitioner if def
initions are fuzzy and uses are inconsistent. . . . I will give only a brief 
overview of this range of uses and then try to give a precise and formal defini
tion that makes the most sense from my point of view. Also, please note that 
from this point on I will use the term group to refer to social units of all sizes, 
including organizations and subunits of organizations except where it is nec
essary to distinguish type of social unit because of subgroups that exist within 
larger groups. 
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Commonly used words relating to culture emphasize one of its critical as

pects-the idea that certain things in groups are shared or held in common. 

The major categories of such overt phenomena that are associated with cul-

ture in this sense are the following: 

1 .  Observed behavioral regularities when people interact: the language they 

use, the customs and traditions that evolve, and the rituals they employ 

in a wide variety of situations.5-10 

2 .  Group norms: the implicit standards and values that evolve in working 

groups, such as the particular norm of "a fair day's work for a fair day's 

pay" that evolved among workers in the Bank Wiring Room in the 

Hawthorne studies. 1 1•12 

3 .  Espoused values: the articulated, publicly announced principles and val-

ues that the group claims to be trying to achieve, such as "product qual-

ity" or "price leadership."13 

4. Formal philosophy: the broad policies and ideological principles that 

guide a group's actions toward stockholders, employees, customers, and 

other stakeholders, such as the highly publicized "HP Way" of Hewlett-

Packard. 14· 15 

5. Rules of the game: the implicit rules for getting along in the organization, 

"the ropes" that a newcomer must learn to become an accepted mem

ber, "the way we do things around here."lO,l6-l9 

6 .  Climate: the feeling that is conveyed in a group by the physical layout 

and the way in which members of the organization interact with each 

other, with customers, or with other outsiders.20·21 

7, Embedded skills: the special competencies group members display in ac

complishing certain tasks, the ability to make certain things that gets 

passed on from generation to generation without necessarily being ar-

ticulated in writing.22-25 

8. Habits of thinking, mental models, and/or linguistic paradigms: the shared 

cognitive frames that guide the perceptions, thought, and language 

used by the members of a group and are taught to new members in the 

early socialization process.10·26·27 

9. Shared meanings: the emergent understandings that are created by 

group members as they interact with each other.28-30 

10 .  "Root metaphors" or integrating symbols: the ideas, feelings, and images 

groups develop to characterize themselves, that may or may not be ap

preciated consciously but that become embodied in buildings, office 

layout, and other material artifacts of the group. This level of the cul-
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ture reflects group members' emotional and aesthetic responses as con
trasted with their cognitive or evaluative response.31-34 

All of these concepts relate to culture and/or reflect culture in that th 
deal with things that group members share or hold in common, but none :� 
them are "the culture" of an organization or group. If one asks oneself why 
one needs the word culture at all when we have so many other words such 
a� norms, values, behavior patterns, rituals, traditions , and so on, one recog
mzes that the word culture adds two other critical elements to the concept 
of sharing. 

One of these elements is that culture implies some level of structural stabil

ity in the group. When we say that something is "cultural," we imply that it is 
not only shared but deep and stable. By deep I mean less conscious and 
�herefore

. 
less tangible and less visible. The other element that lends stability 

is patterning or integration of the elements into a larger paradigm or gestalt 
that ties together the various elements and that lies at a deeper level. Culture 
�omehow implies that rituals, climate, values, and behaviors bind together 
mto a coherent whole. This patterning or integration is the essence of what 
we mean by "culture." How then do we think about this essence and formally 
define it? 

The most useful way to think about culture is to view it as the accumulat
e� �hared learning of a given group, covering behavioral, emotional, and cog
mtive elements of the group members' total psychological functioning. For 
shared learning to occur, there must be a history of shared experience which 
in turn implies some stability of membership in the group. Given such

' 
stabili

ty and a shared history, the human need for parsimony, consistency, and 
meaning will cause the various shared elements to form into patterns that 
eventually can be called a culture. 

I am not arguing, however, that all groups develop integrated cultures in 
this sense. We all know of groups, organizations, and societies where cultural 
elements work at cross purposes with other elements, leading to situations 
full of conflict and ambiguity.2·35 This may result from insufficient stability of 
membership, insufficient shared history of experience, or the presence of 
many subgroups with different kinds of shared experiences. Ambiguity and 
conflict also result from the fact that each of us belongs to many groups so 
that what we bring to any given group is influenced by the assumptions that 
are appropriate to our other groups. 

If the concept of culture is to have any utility, however, it should draw our 
attention to those things that are the product of our human need for stability, 
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consistency, and meaning. Culture formation, therefore, is always, by d
.
efini

tion, a striving toward patterning and integration, even though the actual history 
of experiences of many groups prevents them from ever achieving a clear-cut 
paradigm. 

If a group's culture is that group's accumulated learning, how do we �e
scribe and catalogue the content of that learning? All group and orgarnza
tional theories distinguish two major sets of problems that all groups, no 
matter what their size, must deal with: (1)  survival, growth, and adaptation 
in their environment and (2) internal integration that permits daily function
ing and the ability to adapt. 

In conceptualizing group learning, we have to note that because of the 
human capacity to abstract and to be self-conscious, learning occurs not only 
at the behavioral level but also at an abstract level internally. Once people 
have a common system of communication and a language, learning can take 
place at a conceptual level and shared concepts become possible. Therefore, 
the deeper levels of learning that get us to the essence of culture must be 
thought of as concepts or, as I will define them, shared basic assumptions. 

. . . The learning process for the group starts with one or more members 
taking a leadership role in proposing courses of action and as these continue 
to be successful in solving the group's internal and external problems, they 
come to be taken for granted and the assumptions underlying them cease to 
be questioned or debated. A group has a culture when it has had enough of a 
shared history to have formed such a set of shared assumptions. 

Shared assumptions derive their power from the fact that they begin to op
erate outside of awareness. Furthermore, once formed and taken for granted, 
they become a defining property of the group that permits the group to differ
entiate itself from other groups, and in that process, value is attached to such 
assumptions. They are not only "our" assumptions, but by virtue of our histo
ry of success, they must be right and good. In fact, as we will see, one of the 
main problems in resolving intercultural issues is that we take culture so 
much for granted and put so much value on our own assumptions that we 
find it awkward and inappropriate even to discuss our assumptions or to ask 
others about their assumptions. We tend not to examine assumptions once 
we have made them but to take them for granted, and we tend not to discuss 
them, which makes them seemingly unconscious. If we are forced to discuss 
them, we tend not to examine them but to defend them because we have 
emotionally invested in them.36 

Defining Organizational Culture 279 

Culture Formally Defined 

The culture of a group can now be defined as: A pattern of shared basic as
sumptions that the group learned as it solved its problems of external adapta
tion and internal integration, that has worked well enough to be considered 
valid and, therefore, to be taught to new members as the correct way to per
ceive, think, and feel in relation to those problems. 

Note that this definjition introduces three elements not previously dis
cussed. 

1 .  The problem of socialization. It is my view that what we think of as cul
ture is primarily what is passed on to new generations of group mem
bersJ?,37-39 Studying what new members of groups are taught is, in fact, a 
good way to discover some of the elements of a culture, but one only learns 
about surface aspects of the culture by this means. This is especially so be
cause much of what is at the heart of a culture will not be revealed in the 
rules of behavior taught to newcomers. It will only be revealed to members as 
they gain permanent status and are allowed to enter the inner circles of the 
group, where group secrets are shared. 

On the other hand, how one learns and the socialization processes to which 
one is subjected may indeed reveal deeper assumptions. To get at those deep
er levels one must try to understand the perceptions and feelings that arise in 
critical situations, and one must observe and interview regular members or 
old-timers to get an accurate sense of which deeper-level assumptions are 
shared. 

Can culture be learned through anticipatory socialization or self-socializa
tion? Can new members discover for themselves what the basic assumptions 
are? Yes and no. We certainly know that one of the major activities of any 
new member when she enters a new group is to decipher the norms and as
sumptions that are operating. But this deciphering can only be successful 
through the rewards and punishments that long-time members mete out to 
new members as they experiment with different kinds of behavior. In this 
sense, a teaching process is always going on, even though it may be quite im
plicit and unsystematic. 

If the group does not have shared assumptions, as is sometimes the case, 
the new members' interaction with old members will be a more creative 
process of building a culture. Once shared assumptions exist, however, the 
culture survives through teaching them to newcomers. In this regard culture 
is a mechanism of social control and can be the basis of explicitly manipulat
ing members into perceiving, thinking, and feeling in certain ways.40,4! 
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Whether or not we approve of this as a mechanism of social control is a sepa
rate question that will be addressed later. 

2. The problem of "behavior. " Note that the definition of culture that I have 
given does not include overt behavior patterns, though some such behavior, 
especially formal rituals, would reflect cultural assumptions. Instead, the defi
nition emphasizes that the critical assumptions deal with how we perceive, 
think about, and feel about things. Overt behavior is always determined both 
by the cultural predisposition (the perceptions, thoughts, and feelings that 
are patterned) and by the situational contingencies that arise from the imme
diate external environment. 

Behavioral regularities could thus be as much a reflection of separate but 
similar individual experiences and/or common situational stimuli arising from 
the environment. For example, suppose we observe that all members of a 
group cower in the presence of a large and loud leader. Such cowering could 
be based on biological reflex reactions to sound and size, or individual learn
ing, or shared learning. Such a behavioral regularity should not, therefore, be 
the basis for defining culture, though we might later discover that in a given 
group's experience, cowering is indeed a result of shared learning and there
fore a manifestation of deeper shared assumptions. To put it another way, 
when we observe behavior regularities, we do not know whether we are deal
ing with a cultural manifestation. Only after we have discovered the deeper 
layers that I am defining as the essence of culture can we specify_ what is and 
what is not an "artifact" that reflects the culture. 

3. Can a large organization have one culture? The definition provided does 
not specify the size of social unit to which it can legitimately be applied. Our 
experience with large organizations tells us that at a certain size, the varia
tions among the subgroups are substantial, suggesting that it is not appropri
ate to talk of "the culture" of an IBM or a General Motors or a Shell Oil. My 
view is that this question should be handled empirically. If we find that cer
tain assumptions are shared across all the units of an organization, then we 
can legitimately speak of an organizational culture, even though at the same 
time we may find a number of discrete subcultures that have their own in
tegrity. In fact, as we will see, with time any social unit will produce subunits 
that will produce subcultures as a normal process of evolution. Some of these 
subcultures will typically be in conflict with each other, as is often the case 
with higher management and unionized labor groups. Yet in spite of such 
conflict one will find that organizations have common assumptions that 
come .into play when a crisis occurs or when a common enemy is found. 
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Summary and Conclusions 

The concept of culture is most useful if it helps to explain some of the more 
s�emingly incomprehensible and irrational aspects of groups and organiza
tions. Analysts of culture have a wide variety of ways of looking at the con
cept

: 
My formal_ definition brings many of these various concepts together, 

puttmg the emphasis on shared, taken-for-granted basic assumptions held by 
the members of the group or organization. In this sense, any group with a sta
ble membership and a history of shared learning will have developed some 
level of culture, but a group having either a great deal of turnover of mem
bers and leaders or a history without any kind of challenging events may well 
lack �ny shared assumptions. Not every collection of people develops a cul
ture; m fact, we tend to use the term group rather than crowd or collection of 

people only when there has been enough of a shared history so that some de
gree of culture formation has taken place. 

Culture and leadership are two sides of the same coin in that leaders first 
create cultures when they create groups and organizations. Once cultures 
exist, they determine the criteria for leadership and thus determine who will 
or wi�l not be a leader. But if cultures become dysfunctional, it is the unique 
function of leadership to perceive the functional and dysfunctional elements 
of the existing culture and to manage cultural evolution and change in such a 
way that the group can survive in a changing environment. 

The bottom line for leaders is that if they do not become conscious of the 
cultures in which they are embedded, those cultures will manage them. Cul
tural understanding is desirable for all of us, but it is essential to leaders if 
they are to lead. 
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S. C. Allyn, a retired chairman of the board, likes to tell a story about his 
company-the National Cash Register Corporation. It was August 1945, and 
Allyn was among the first allied civilians to enter Germany at the end of the 
war. He had gone to find out what had happened to an NCR factory built just 
before the war but promptly confiscated by the German military command 
and put to work on the war effort. He arrived via military plane and traveled 
through burned-out buildings, rubble, and utter desolation until he reached 
what was left of the factory. Picking his way through bricks, cement, and old 
timbers, Allyn came upon two NCR employees whom he hadn't seen for six 
years. Their clothes were torn and their faces grimy and blackened by smoke, 
but they were busy clearing out the rubble. As he came closer, one of the men 
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looked up and said, "We knew you'd come! "  Allyn joined them in their work 
and together the three men began cleaning out the debris and rebuilding the 
factory from the devastation of war. The company had even survived the rav
ages of a world war. 

A few days later, as the clearing continued, Allyn and his co-workers were 
startled as an American tank rumbled up to the site. A grinning GI was at its 
helm. "Hi," he said, "I'm NCR, Omaha. Did you guys make your quota this 
month?" Allyn and the GI embraced each other. The war may have devastat
ed everything around them, but NCR's hard driving, sales-oriented culture 
was still intact. 

This story may sound unbelievable, but there are hundreds like it at NCR 
and every other company. Together they make up the myths and legends of 
American business. What do they mean? To us these stories mean that busi
nesses are human institutions, not plush buildings, bottom lines, strategic 
analysis, or five-year plans. NCR was never just a factory to the three men 
who dug it out of the rubble. Nor was it to others like them. Rather it was a 
living organization. The company's real existence lay in the hearts and minds 
of its employees. NCR was, and still is, a corporate culture, a cohesion of val
ues, myths, heroes, and symbols that has come to mean a great deal to the 
people who work there. 

Culture, as Webster's New Collegiate Dictionary defines it, is "the integrated 
pattern of human behavior that includes thought, speech, action, and arti
facts and depends on man's capacity for learning and transmitting knowledge 
to succeeding generations."  Marvin Bower, for years managing director of 
McKinsey & Company and author of The Will to Manage, offered a more in
formal definition-he described the informal cultural elements of a business 
as "the way we do things around here." 

Every business-in fact every organization-has a culture. Sometimes it is 
fragmented and difficult to read from the outside-some people are loyal to 
their bosses, cJthers are loyal to the union, still others care only about their 
colleagues who work in the sales territories of the Northeast. If you ask em
ployees why they work, they will answer "because we need the money." On 
the other hand, sometimes the culture of an organization is very strong and 
cohesive; everyone knows the goals of the corporation, and they are working 
for them. Whether weak or strong, culture has a powerful influence through
out an organization; it affects practically everything-from who gets promot
ed and what decisions are made, to how employees dress and what sports 
they play. Because of this impact, we think that culture also has a major effect 
on the success of the business. 
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Today, everyone seems to complain about the decline in American pro
ductivity. The examples of industries in trouble are numerous and depressing. 
Books proclaim that Japanese management practices are the solution to 
America's industrial malaise. But we disagree. We don't think the answer is to 
mimic the Japanese. Nor do we think the solution lies with the tools of "sci
entific" management: MBAs' analyses, portfolio theories, cost curves, or 
econometric models. Instead we think the answer is as American as apple 
pie. American business needs to return to the original concepts and ideas 
that made institutions like NCR, General Electric, International Business 
Machines (IBM) , Procter & Gamble, 3M, and others great. We need to re
member that people make businesses work. And we need to relearn old 
lessons about how culture ties people together and gives meaning and pur
pose to their day-to-day lives. 

The early leaders of American business such as Thomas Watson of IBM, 
Harley Procter of Procter & Gamble, and General Johnson of Johnson & 
Johnson believed that strong culture brought success. They believed that the 
lives and productivity of their employees were shaped by where they worked. 
These builders saw their role as creating an environment-in effect, a cul
ture-in their companies in which employees could be secure and thereby do 
the work necessary to make the business a success. They had no magic for
mulas. In fact, they discovered how to shape their company's culture by trial 
and error. But all along the way, they paid almost fanatical attention to the 
culture of their companies. The lessons of these early leaders have been 
passed down in their own companies from generation to generation of man
agers; the cultures they were so careful to build and nourish have sustained 
their organizations through both fat and lean times. Today these corporations 
still have strong cultures and still are leaders in the marketplace. 

We think that anyone in business can learn a lot from these examples. A 
major reason the Japanese have been so successful, we think, is their contin
uing ability to maintain a very strong and cohesive culture throughout the 
entire country. Not only do individual businesses have strong cultures, but 
the links among business, the banking industry, and the government are also 
cultural and also very powerful. Japan, Inc., is actually an expansion of the 
corporate culture idea on a national scale. Although this homogenization of 
values would not fit American culture on a national scale, we do think that it 
has been very effective for individual companies. In fact, a strong culture has 
almost always been the driving force behind continuing success in American 
business. 
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We came to this conclusion through our work and study-Kennedy at 
McKinsey & Company and Deal at Harvard's Graduate School of Education. 
The idea had several origins. One was at a meeting at Stanford. A group of 
sociologists was puzzling over the absence of relationships among variables 
that organizational theory said should be related. If the structure of an orga
nization doesn't control work activities, what does it do? These questions led 
to new theories and views: structure and strategy may be more symbolic than 
substantive. The other was a McKinsey meeting. We were talking about the 
problems of organizations, and someone asked, "What makes for consistently 
outstanding company performance?" Another person offered the hypothesis 
that the companies that did best over the long haul were those that believed 
in something. The example was, "IBM means service." Others chimed in, and 
soon the table was full of examples: 

• GE: "Progress is our most important product." 
• DuPont: "Better things for better living through chemistry." 
• Chubb Insurance: "Excellence in underwriting." 

While the focus at that point was on slogan-like evidence of a paramount 
belief-which we later called a "superordinate goal"-we were struck by the 
fact that each of the companies named had an impressive track record in the 
marketplace. 

Intrigued by this initial evidence of support for our somewhat unconven
tional hypothesis, we conducted an informal survey over the next several 
months by interviewing McKinsey consultants about companies or organiza
tions1 they knew on a firsthand basis. The questions we asked were: 

• Does Company X have one or more visible beliefs? 
• If so, what are they? 
• Do people in the organization know these beliefs?  If so, who? And how 

many? 

• How do these beliefs affect day-to-day business? 
• How are the beliefs communicated to the organization? 
• Are the beliefs reinforced-by formal personnel processes, recognition, re

wards? 
• How would you characterize the performance of the company? 

In total, over a period of about six months, we developed profiles of nearly 
eighty companies. Here's what we found out: 
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• Of all the companies surveyed, only about one third (twenty-five to be 
precise) had clearly articulated beliefs. 

• Of this third, a surprising two-thirds had qualitative beliefs, or values, 
such as "IBM means service. "  The other third had financially oriented 
goals that were widely understood. 

• Of the eighteen companies with qualitative beliefs, all were uniformly out
standing performers; we could find no correlations of any relevance among 
the other companies-some did okay, some poorly, most had their ups and 
downs. We characterized the consistently high performers as strong cul
ture companies.z  

These strong culture companies, we thought, were on to something. And 
so were we. Although this was far from a scientific survey, we did have evi
dence that the impact of values and beliefs on company performance was in
deed real. We decided to follow up this "finding" by trying to figure out how 
these values got there and how they were transmitted throughout the corpo
ration. We wanted to see what had made America's great companies not 
merely organizations, but successful, human institutions. 

Here we stumbled onto a goldmine of evidence. Biographies, speeches, 
and documents from such giants of business as Thomas Watson of IBM, 
John Patterson (the founder of NCR) , Will Durant of General Motors, 
William Kellogg of Kellogg's, and a host of others show a remarkable intu
itive understanding of the importance of a strong culture in the affairs of 
their companies. 

We read about Edwin Land, who built Polaroid into a successful $1 billion 
company (before losing control and having the company fall on hard times) 
and who developed a whole theory for Polaroid's culture; he called it "Semi
Topia" after the theories of Utopia. We also learned about Alfred Sloan, the 
manager who built General Motors into a monolith, who spent three full days 
every quarter reviewing person-by-person the career progression of his top 
1 ,000 managers. And about Charles Steinmetz, the crippled Austrian dwarf 
who brought alternating current into electrical systems of the world while at 
GE, but who also adopted his lab assistant and the man's entire family. These, 
and many more stories, led us to one unmistakable conclusion: the people 
who built the companies for which America is famous all worked obsessively 
to create strong cultures within their organizations. 

In our own research and consulting, we also found that many of the excit
ing, new, high-tech businesses springing up around Route 128 in Boston and 
Silicon Valley in California seem obsessed with culture. Consider the case of 
Tandem. 
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The Business of Culture 

The Tandem Corporation, one of Silicon Valley's most highly publicized com
panies, is a company whose president deliberately manages the "informal," 
human side of the business .  Founded by four former Hewlett-Packard em
ployees, Tandem has built a highly successful company by solving a simple 
problem: the tendency of computers to break down. By yoking two comput
ers together in one mainframe, Tandem offers customers the assurance that 
they will always have computer power available. If one of the processors 
breaks down, the other will carry on. 

"Tandem is saying something about the product and people working to
gether. Everything here works together. People with people; product with 
product; even processor with processor, within the product. Everything works 
together to keep us where we are." The quotation is not from Jim Treybig, 
Tandem's chief executive officer. It came from one of Tandem's managers, 
and the same sentiment is echoed through the ranks of the employees: 

"I feel like putting a lot of time in. There is a real kind of loyalty here. We 
are all working in this together-working a process together. I'm not a worka
holic-it's just the place. I love the place."  

"I  don't want anything in the world that would hurt Tandem. I feel totally 
divorced from my old company, but not Tandem." 

These employees seem to be describing an ideal corporation, one most 
managers would give their eyeteeth to create. And by most standards, Tan
dem is enormously successful. It is growing at the rate of 25 percent per quar
ter, with annual revenues over $100 million. The turnover rate is nearly three 
times below the national average for the computer industry. Tandem's loyal 
employees like their jobs and the company's product. They are led by a tal
ented group of experienced managers, a group which so far has been able to 
handle the phenomenal growth of the company. 

Only time will tell whether Tandem can maintain its pattern of high per
formance. While it is easy to attribute the success of the company to fast 
growth and lack of competition, other things at work internally at Tandem 
suggest an interesting rival explanation-that the strong culture of Tandem 
produces its success. Here is how. 

A Widely Shared Philosophy 

Tandem is founded on a well-ordered set of management beliefs and prac
tices. The philosophy of the company emphasizes the importance of people: 
"that's Tandem's greatest resource-its people, creative action, and fun." 



288 The Leadership Environment 

This ethic is widely shared and exemplified by slogans that everyone knows 
and believes in: 

"It's so nice, it's so nice, we do it twice. "  

"It takes two to Tandem." 

"Get the job done no matter what it takes." 

"Tandemize it-means make it work."  

The slogans are broadcast by T-shirts, bulletin boards, and word of mouth. 
Top management spends about half of its time in training and in communi

cating the management philosophy and the essence of the company. Work is 
underway on a book that will codify the philosophy for future generations of 
workers at Tandem. "The philosophy is our future," one senior manager notes: 

"It mostly tells the 'whats' and 'hows' for selecting people and growing 
managers. Even though everything else around here changes, I don't want 
what we believe in and what we want to change."  

At Tandem the management philosophy is not an afterthought, it's a prin

cipal preoccupation. 

The Importance of People 

Tandem has no formal organizational chart and few formal rules. Its meetings 
and memos are almost non-existent. Jobs are flexible in terms of duties and 
hours. The absence of name tags and reserved parking spaces suggests a less 
well-defined hierarchy than is typical in the corporate world. Despite this, 
the organization works and people get their jobs done. 

What keeps employees off each other's toes and working in the same di
rection? One possibility is the unwritten rules and shared understandings. As 
one person put it: "There are a lot of unwritten rules. But there is also a lot of 
freedom to make a jerk out of yourself. Most of the rules are philosophical 
rules." Another is dispersed authority: 

"The open door policy gives me access to anyone-even the president. "  

"Everyone here, managers, vice-presidents, and even janitors, communi
cate on the same level. No one feels better than anyone else." 

Tandem seems to maintain a balance between autonomy and control without 
relying heavily on centralized or formalized procedures, or rigid status hierar
chies. 
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Heroes: The President and the Product 

Jim Treybig is a hero at Tandem, and his employees confirm it: 

"Jimmy is really a symbol here. He's a sign that every person here is a 
human being. He tries to make you feel part of the organization from the 
first day you are here. That's something people talk about." 

"The one thing you have to understand about the company-Treybig's 
bigger than life." 

Treybig shares the hero's limelight with the Tandem Continuous 10 
Computer-the backbone product of the company. The computer design is 
the company's logo and provides the metaphor for the "working together" 
philosophy. 

"The product is phenomenal, everyone is proud to be part of it." 

"When a big order was shipped, everyone in the plant was taking pictures. 
There were 'oh's' and 'ah's'. People were applauding. Can you believe it? 
For a computer." 

Treybig and the computer share the main spotlight. But there are count
less other heroes at Tandem-people whose achievements are regularly rec
ognized on bulletin boards as "Our Latest Greatests. "  

Ritual and Ceremony 

Tandem is renowned for its Friday afternoon "beer-busts" which everyone at
tends. But the ritual does more than help people wind down after a busy work 
week. It serves as an important vehicle for informal communication and min
gling across groups. 

Tandem's emphasis on ritual, ceremony, and play is not confined to beer
busts, however. There is a golf course, exercise room, and swimming pool. 
Company-wide celebrations are staged on important holidays. These provide 
opportunities for employees to develop a spirit of "oneness" and symbolize 
that Tandem cares about employees. 

Tandem's attention to ritual and ceremony begins in its personnel selec
tion interviews. During the hiring process, potential employees are called 
back two or three times for interviews and must accept the position before 
salary negotiations take place. The interviews have been likened to an "in
quisition." The message conveyed to prospective employees is "we take 
longer, and take care of people we hire-because we really care." The impact 
of this process is significant. 
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"They had me here for four interviews. That's about four hours, for a posi
tion of stock clerk. It was clear that they were choosy about the people 
they hired. That said something about what they thought I was. They 
thought I was good." 

Treybig personally appears at each orientation to welcome new employees 
and to explain the company's motivation and commitment philosophy. His 
appearance reinforces the honor of being accepted to work at Tandem. It's no 
surprise that people at Tandem feel special-after all, they were made to feel 
that way before they were hired. Moreover, they feel special because the com
pany and its product are special. And their feelings are expressed in an un
usual display of loyalty and commitment to the company. 

"My goals follow the company's. It's the company and I. I think that's pret
ty true of everyone. We all want to see it work. You have to have it all or 
don't have any of it." 

Employees see their work as linked to Tandem's success: 

"My job is important, and if I don't do it, Tandem doesn't make a buck." 

Tandem is a unique company. And much of its success appears as inti
mately tied to its culture as to its product and marketplace position. The 
company has explicit values and beliefs which its employees share. It has he
roes. It has storytellers and stories. It has rituals and ceremonies on key occa
sions. Tandem appears to have a strong culture which creates a bond 
between the company and employees, and inspires levels of productivity un
like most other corporations. Established heroes, values, and rituals are cru
cial to a culture's continued strength, and Tandem has kept them. The trick 
is in sustaining the culture so that it in turn drives the company. 

Will Tandem's culture last? Although Tandem is neither big enough nor 
old enough to judge whether or not it will ultimately take a place in the an
nals of great American business, we think it is off to a good start. Indeed, 
other companies like IBM �nd P&G have already succeeded in sustaining 
and evolving culture over generations. These strong culture companies truly 
are the giants of American industry. Yet, their cultures began taking shape in 
a way that was very similar to Tandem. 

The Elements of Culture 

What is it about Tandem's organization that exerts such a grip on its employ
ees? Why do other strong culture companies seem to inspire such loyalty? 
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As we continued our research, we delved into the organizational literature 
to understand better the elements that make up a strong culture. What is it 
that determines the kind of culture a company will have in the first place? 
And how will that culture work in the day-to-day life of a company? 
Let's summarize the elements now. 

Business Environment 

Each company faces a different reality in the marketplace depending on its 
products, competitors, customers, technologies, government influences, and 
so on. To succeed in its marketplace, each company must carry out certain 
kinds of activities very well. In some markets that means selling; in others, in
vention; in still others, management of costs. In short, the environment in 
which a company operates determines what it must do to be a success. This 
business environment is the single greatest influence in shaping a corporate 
culture. Thus, companies that depend for success on their ability to sell an 
undifferentiated product tend to develop one type of culture-what we call a 
work hard/play hard culture-that keeps its sales force selling. Companies 
that spend a great deal of research and development money before they even 
know if the final product will be successful or not tend to develop a different 
culture-one that we call a bet-your-company culture-designed to make 
sure decisions are thought through before actions are taken. 

Values 

These are the basic concepts and beliefs of an organization; as such they form 
the heart of the corporate culture. Values define "success" in concrete terms 
of employees-"if you do this, you too will be a success"-and establish stan
dards of achievement within the organization. The strong culture companies 
that we investigated all had a rich and complex system of values that were 
shared by the employees. Managers in these companies talked about these 
beliefs openly and without embarrassment, and they didn't tolerate deviance 
from the company standards. 

Heroes 

These people personify the culture's values and as such provide tangible role 
models for employees to follow. Some heroes are born-the visionary institu
tion builders of American business-and some are "made" by memorable 
moments that occur in day-to-day corporate life. Smart companies take a di
rect hand in choosing people to play these heroic roles, knowing full well that 
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others will try to emulate their behavior. Strong culture companies have 
many heroes. At General Electric, for instance, the heroes include Thomas 
Edison, the inventor; Charles Steinmetz, the cornpleat engineer; Gerald 
Swope and now Jack Welch, the CEO entrepreneurs; and a legion of lesser
known but equally important internal figures: the inventor of the high-torque 
motor that powered the electric toothbrush; the chief engineer of the turbine 
works; the export salesman who survived two overseas revolutions; the inter
national manager who had ghosts exorcised from a factory in Singapore; and 
many others. These achievers are known to virtually every employee with 
more than a few months' tenure in the company. And they show every em
ployee "here's what you have to do to succeed around here." 

The Rites and Rituals 

These are the systematic and programmed routines of day-to-day life in the 
company. In their mundane manifestations-which we call rituals-they 
show employees the kind of behavior that is expected of them. In their ex
travaganzas-which we call ceremonies-they provide visible and potent ex
amples of what the company stands for. Strong culture companies go to the 
trouble of spelling out, often in copious detail, the routine behavioral rituals 
they expect their employees to follow. 

The Cultural Network 

As the primary (but informal) means of communication within an organiza
tion, the cultural network is the "carrier" of the corporate values and heroic 
mythology. Storytellers, spies, priests, cabals, and whisperers form a hidden 
hierarchy of power within the company. Working the network effectively is 
the only way to get things done or to understand what's really going on. 

The Importance of Understanding Culture 

Companies that have cultivated their individual identities by shaping values, 
making heroes, spelling out rites and rituals, and acknowledging the cultural 
network have an edge. These corporations have values and beliefs to pass 
along-not just products. They have stories to tell-not just profits to make. 
They have heroes whom managers and workers can emulate-not just face
less bureaucrats. In short, they are human institutions that provide practical 
meaning for people, both on and off the job. 

We think that people are a company's greatest resource, and the way to 
manage them is not directly by computer reports, but by the subtle cues of a 

Strong Cultures: A New "Old Rule" for Business Success 293 

culture. A strong culture is a powerful lever for guiding behavior; it helps em
ployees do their jobs a little better, especially in two ways: 

A strong culture is a system of informal rules that spells out how peo

ple are to behave most of the time. By knowing what exactly is expected of 
them, employees will waste little time in deciding how to act in a given situa
tion. In a weak culture, on the other hand, employees waste a good deal of 
time just trying to figure out what they should do and how they should do it. 
The impact of a strong culture on productivity is amazing. In the extreme, we 
estimate that a company can gain as much as one or two hours of productive 
work per employee per day. 

A strong culture enables people to feel better about what they do, so 

they are more likely to work harder. When a sales representative can say 
"I'm with IBM," rather than "I peddle typewriters for a living," he will proba
bly hear in response, "Oh, IBM is a great company, isn't it?" He quickly fig
ures out that he belongs to an outstanding company with a strong identity. 
For most people, that means a great deal. The next time they have the choice 
of working an extra half hour or sloughing off, they'll probably work. Overall, 
this has an impact on productivity too. 

Unlike workers ten or twenty years ago, employees today are confused. 
According to psychologist Frederick Herzberg, they feel cheated by their jobs; 
they allow special interests to take up their time; their life values are uncer
tain; they are blarneful and cynical; they confuse morality with ethics. Uncer
tainty is at the core of it all. Yet strong culture companies remove a great 
degree of that uncertainty because they provide structure and standards and 
a value system in which to operate. In fact, corporations may be among the 
last institutions in America that can effectively take on the role of shaping 
values. We think that workers, managers, and chief executive officers should 
recognize this and act on it. 

People at all stages of their careers need to understand culture and how it 
works because it will likely have a powerful effect on their work lives. People 
just starting their careers may think a job is just a job. But when they choose 
a company, they often choose a way of life. The culture shapes their respons
es in a strong, but subtle way. Culture can make them fast or slow workers, 
tough or friendly managers, team players or individuals. By the time they've 
worked for several years, they may be so well conditioned by the culture they 
may not even recognize it. But when they change jobs, they may be in for a 
big surprise. 

Take an up-and-corning executive at General Electric who is being wooed 
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by Xerox-more money, a bigger office, greater responsibility. If his first reac
tion is to grab it, he's probably going to be disappointed. Xerox has a totally 
different culture than GE. Success (and even survival) at Xerox is closely tied 
to an ability to maintain a near frenetic pace, the ability to work and play 

hard, Xerox-style. 
By contrast, GE has a more thoughtful and slow-moving culture. The GE 

culture treats each business activity seriously-almost as though each activi
ty will have an enormous impact on the company. Success at GE is a function 
of being able to take work seriously, a strong sense of peer group respect, con
siderable deference for authority, and a sense of deliberateness. A person of 
proven success at GE will bring these values to Xerox because past experi
ence in GE's culture has reinforced them. But these same values may not be 
held in high esteem elsewhere. 

Bright young comers at GE could, for example, quickly fizzle out at 

Xerox-and not even understand why. They'll be doing exactly what they did 

to succeed at GE-maybe even working harder at it-but their deliberate ap

proach to issues large and small will be seen by insiders at Xerox as a sign that 

they "lack smarts." Their loss of confidence, self-esteem, and ability will be 

confusing to them and could significantly derail their careers. For Xerox, the 

loss of productivity could be appreciable. 
This is no imaginary scenario. It happens again and again at Xerox, Gener

al Electric, and many other companies when managers ignore the influence 
of culture on individual approaches to work. Culture shock may be one of the 
major reasons why people supposedly "fail" when they leave one organization 
for another. Where they fail, however, is not necessarily in doing the job, but 
in not reading the culture correctly. 

People who want to get ahead within their own companies also need to 
understand-at least intuitively-what makes their culture tick. If product 
quality is the guiding value of your company, then you'd better be thinking 
about getting into manufacturing where you can contribute to the work on 
quality control teams. If you're a marketing whiz in a company where all of 
the heroes are number crunchers, then you may have a problem. You can 
start taking accounting courses, or you can start trying to find a more com
patible environment. Unless the culture itself is in a state of change-shift
ing, say, from a financial emphasis to a marketing orientation-then the 
chances are very slim for any single person who is out of step with the culture 
to make it to the very top. 

Aside from considerations of personal success, managers must understand 
very clearly how the culture works if they want to accomplish what they set 
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out to do. If you're trying to institute a competitive, tough approach to mar
keting in a company that is full of hail-fellow-well-met salesmen, then you 
have your work cut out for you. Even if everyone agrees with what you want 
to do, you must know how to manage the culture-for instance; create new 
role model heroes-in order to teach your legion of easy-going salesmen the 
new rules of the game. 

Finally, senior executives and especially chief executive officers may be 
missing out on one of the key ingredients for their companies' eventual suc
cess by ignoring either the influence of culture on corporate success or their 
own central role in shaping it. Their culture may be rich with lore or starved 
for shared values and stories. It may be coherent and cohesive, or fragmented 
and poorly understood. It may create meaning or contribute to blind confu
sion. It may be rich, fiery, focused, and strong; or weak, cold, and diffuse. Un
derstanding the culture can help senior executives pinpoint why their 
company is succeeding or failing. Understanding how to build and manage 
the culture can help the same executives make a mark on their company that 
lasts for decades. 

Can every company have a strong culture? We think it can. But to do that, 
top management first has to recognize what kind of culture the company al
ready has, even if it is weak. The ultimate success of a chief executive officer 
depends to a large degree on an accurate reading of the corporate culture and 
the ability to hone it and shape it to fit the shifting needs of the marketplace. 

In reading this book, we can imagine that many managers will ask them
selves, is culture too "soft" ? Can serious managers actually take the time to 
deal with it? Indeed, we believe that managers must. Management scientists 
sometimes argue that corporations are so complex and vulnerable to diverse 
external and internal forces that managers' freedom to act and lead is limited. 
Their argument is plausible, but our experience does not support it. By and 
large, the most successful managers we know are precisely those who strive to 
make a mark through creating a guiding vision, shaping shared values, and 
otherwise providing leadership for the people with whom they work. 

It all comes down to understanding the importance of working with peo
ple in any organization. The institution builders of old knew the value of a 
strong culture and they worked hard at it. They saw themselves as symbolic 
players-actors in their corporations. They knew how to orchestrate, even dra
matize events to drive their lessons home. They understood how corpora
tions shape personal lives and were not shy about suggesting the standards 
that people should live by. If we are to have such great institutions tomorrow, 
the managers of today will have to take up this challenge again. 
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Our goal in this book is to provide business leaders with a primer on cul
tural management. In showing how several excellent companies3 manage 
their cultures, this book is meant to be suggestive only, not hard and fast or 
prescriptive. Our aim is to heighten the awareness of our readers, t� jog them 
into thinking about the workplace in its role as a mediator of behavior, and to 
show the positive effects of culture-building. Along the way, we hope to in
still in our readers a new law of business life: In Culture There is Strength. 
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So far in our discussion, despite an occasional acknowledgment of historical 
and cultural context, we have given little attention to the fact that today's 
world is characterized by vast and interdependent organized systems. . . . 

If one calls to mind ancient images of leadership-Moses leading the Is
raelites out of Egypt, Leonidas leading the Spartans in the defense of Ther
mopylae-and then reflects on the kind of leadership required to get 
anything done today, one might wonder whether the same word should be 
used for such spectacularly different activities. I am for keeping the word, 
even though the changes have been extraordinary. 

Reprinted with the permission of the Free Press, a Division of Simon & Schuster, from On Leadership by 

John W Gardner. Copyright e 1990 by John W Gardner. Reprinted by permission of Sterling Lord Literistic, 

Inc. Copyright e 1990 by John W Gardner. 
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The first thing that strikes one as characteristic of contemporary leadership is 

the necessity for the leader to work with and through extremely complex organiza

tions and institutions-corporations, government agencies at all levels, the 
courts, the media of communication, and so on. Leaders must understand 
not only the intricate organizational patterns of their own segment but also 
the workings of neighboring segments. Business leaders must understand 
how our political system works. Political leaders must understand our eco
nomic system. 

The leaders who succeed in making large and complex systems work may 
not achieve fame. Although their success is noted by those in the particular 
field in which they function, generally they do not achieve the "figure against 
the sky" visibility that they might have gained as individual performers. Some 
hire public relations people to pump them up and occasionally it works, but it 
is not a natural outcome. 

Steven Muller, president of Johns Hopkins University and one of the wis
est, most effective leaders in higher education today, points out how difficult 
it is to play a highly visible role nationally and still do justice to leadership of 
a great contemporary university with its size, complexity, huge investments in 
research, and so on. "We . . .  are builders. Our task is to help to remodel our 
institutions for tomorrow." 1  If we want our complicated world to work; we 
had better revise our conception of leaders to make room for the Steven 
Mullers. 

Large-Scale Organization 

Many years ago, Max Weber, the great German sociologist, provided the first 
authoritative description of the bureaucratic form of organization that has 
dominated both governmental and corporate life throughout the twentieth 
century.2 He pointed out that it was more efficient than the preindustrial 
modes it displaced, but warned that ultimately society might not like the 
"iron cage" it was constructing for itself Not many people heard the warning. 
The division of labor, the specialization, and the rational allocation of func
tions characteristic of bureaucracy lent themselves to modern purposes, and 
the industrial societies proceeded hell-bent down that road. 

One factor that blinded us to the difficulties that lay ahead was our belief 
that the word bureaucracy applied only to government agencies; we did not 
see that the problems were present in all large organizations, corporate as 
well as governmental. 
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A New Trend in Industry 

There were some who looked at large-scale organization with a more perceiv
ing and prophetic eye.3 Alfred P. Sloan of General Motors recognized early 
that as systems increase in size and complexity, thought must be given to dis
persing leadership and management functions throughout the system. 

But most corporate leaders were not listening. They were against bureau
cratic centralization by government, but embraced it unthinkingly in their 
own companies. 

In the 1970s American industry was shaken to its foundations by the 
emergence of Japan as an immensely effective competitor, and we set out to 
examine the organizational practices behind Japan's phenomenal perfor
mance. The reexamination soon broadened to include every aspect of our 
own organizational functioning. And other segments of the society beyond 
industry began to reexamine their own practices. It is quite likely that histori
ans will see the last half of the twentieth century as a time when we under
took a revolutionary reevaluation of large-scale organization and the sources 
of organizational vitality. 

Problems of Large Organizations 

We have come to recognize that the sheer size of an organization can create 
grave problems for the leader interested in vitality, creativity and renewaL 
We cannot escape the necessity for large-scale systems of organized human 
endeavor. A complex society-to say nothing of a complex world-requires 
such systems; but we now know that we can design them so that they do not 
suffer the worst ailments of size. There are ways of making them flexible and 
adaptive. There are ways of breaking them up into smaller subsystems. 

All large-scale systems develop certain characteristic failings, some of 
which are destructive of organizational vitality. Largeness leads top execu
tives to create huge headquarters staffs to monitor and analyze. Substruc
tures proliferate, an elaborate organization chart emerges, and obsessive 
attempts to coordinate follow. Creative leaders work to reduce complexity, 
slim down central staff, eliminate excessive layering, and create units of 
manageable size. 

In large organizations the chain of command becomes excessively long. 
Decisions are slowed and adventurous moves blocked by too many screening 
points and multiple sign-offs. As one production executive put it, "If I can get 
an idea past my boss and his boss and the financial vice-president and the 
general counsel, it's probably too feeble an idea to change anything." 
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The industrial community has in recent years expended great effort to ac
complish the deeper involvement of workers in their jobs-through job re
design, autonomous working groups, schemes for feedback on performance, 
and various ways of providing recognition for work well done. Since sheer 
size creates problems in the organizational environment, some corporations 
have worked to counter the trend toward larger units. The chief executive 
officer of Hewlett-Packard Company, John Young, was recently rated as the 
most admired leader in the high-tech industries. He says, "Having small divi
sions is not the only way to organize a company, but having organizations 
that people can run like a small business is highly motivational. . . .  Keeping 
that spirit of entrepreneurship is very important to us."4 

Recognizing that the impersonality (some say dehumanization) of large
scale organization leaves many people feeling anonymous, powerless, and 
without a sense of their relationship to the whole, effective leaders create a 
climate that encourages two-way communication, participation, and a sense 
of belonging. They pay attention to people. They eliminate conditions that 
suppress individuality. 

The goal is to give the individual employee and the lower levels of super
visors and district managers the conviction that their voices are heard, their 
participation welcomed. Everyone recognizes that autocratic practices work 
against this. Not everyone recognizes that depersonalization of the society 
may be a greater enemy than autocracy. My boss may be autocratic, but if he 
gets sore when I make a suggestion, at least I know he heard me. When a 
sense of impersonality pervades an organization, the conviction spreads that 
any suggestion I make will surely be lost in the complex processes of the 
organization. 

The Turf Syndrome 

Everyone who has worked in a large organization has memories of one or an
other zealous bureaucratic infighter. In the late 1940s, when I was serving as 
consultant to a large government agency, I had my first opportunity to ob
serve over a considerable period a prime example of the species. Too timid to 
lead, too vain to follow, his game was turf defense. He was a master of the 
hidden move and the small betrayal. He understood with a surgeon's preci
sion the vulnerabilities of his colleagues, and he masked calculated unrespon
siveness in a thousand innocent guises. As a young observer eager to 
understand bureaucracy, I found him an open textbook. 

Predictable characteristics of large-scale organization include a complex 
division of labor, specialization, fixed roles, and careful definitions of rank 

Leadership in Large-Scale Organized Systems 301  

and status. Equally predictable are the proliferation of defined subsystems, in
creasingly rigid boundaries between subsystems and emergence of the turf 
syndrome. Rivalry and conflict develop, and effective internal communica
tion is diminished. Referring to conflicts among his chief lieutenants, Henry 
Ford II once told me, "I try to remind them that the enemy is not the guy 
across the hall. It's the guys out there selling Chevys or Hondas." 

All of this hampers adaptability, creativity and renewal. The organization 
most likely to renew itself enjoys good internal communication among its di
verse elements. Effective leaders tear down rigid internal walls and bureau
cratic enclaves, counter segmental loyalties through the creation of working 
groups that cut across boundaries, and foster informal exchange throughout 
the organization. 

The Informal Organization 

As everyone knows, the formal channels of communication and influence as 
defined by the organization chart do not constitute a complete description of 
what goes on. There are complex patterns of communication and influence 
that are generally spoken of as the informal organization. Because it is not one 
coherent system, it might be more accurate to speak of informal groups and in

formal networks. 

Call them what you will, they are essential to the functioning of the sys
tem. They carry the bulk of communication relating to the organization's in
ternal politics. They are the haunts of gossips and grumblers, sycophants and 
saboteurs, but they are also favored instruments of the natural leaders and 
power brokers scattered throughout every organization. Flexible and disre
spectful of boundaries, the informal networks can serve the purposes of lead
ers shrewd enough to use them . . . .  

The Leader's Advantage 

Just about everything in large-scale organization seems to militate against 
leadership. All the intricate processes slow the leader down. Innumerable sys
tem manipulators push their particular agendas and block the leader's initia
tives in untraceable ways. Cyert and March point out that an organization is 
generally a coalition of individuals and groups with diverse goals, engaged in 
continuous bargaining for power.5 Elective officials have multiple constituen
cies that further complicate leadership. 

But no matter how numerous the frustrations, leaders have advantages. 
They have a centrality that heightens their capacity to make strategic moves. 
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Unless they have foolishly isolated themselves, they are privy to more kinds 
of information than anyone else in the organization. They have many ways of 
granting or withholding favors and almost invariably have veto power over 
many decisions within the organization. 

The leader generally has the power to set the agenda. I have known a 
number of mayors who essentially had no more power than any other mem
ber of the city council, but had the right to set the council's agenda. That, 
plus shrewd use of access to the media, enabled them to lead very effectively. 

Leaders have the capacity to mobilize lower-level leaders withi� the sys
tem and to reach out to potential allies at all levels. With respect to most of 
the initiatives the leader wishes to take, there will be numbers of individuals 
down through the organization who are wholehearted allies, and the leader 
can often activate them regardless of intervening resistance in the chain of 
command. Leaders can turn on green lights throughout the organization with 
a minimum expenditure of energy. 

Bennis and Nanus say that a major task of leadership is the management 
of attention.6 The symbolic role of leaders, coupled with their privileges as 
the prime source of official information, gives them voice and visibility. 

4 1  

Leadership and Democracy 

Thomas E. Cronin 

Thomas Cronin is a former White House Fellow and White House aide. In 1986, he won the 

American Political Science Association's Charles E. Merriam Award for significant contribu

tions to the art of government. He is widely published, and currently serves as President of 

Whitman College. 

America's dream of a government by the people is about the most exacting 
venture a nation can undertake. Exhilarating, difficult, and demanding, the 
burden falls not just upon a select few, but on a large number of us if we 
would make democracy work. 

For those of us who believe that the common human enterprise can best 
progress within a democracy-under a government of, by, and for the peo
ple-there is much to be studied and much to be done. For those of us who 
would make democracy work, these times cry out for better ways to keep 
the peace, eradicate discrimination, and revitalize our economy and ex
porting capabilities so that all might share its opportunities and the bless
ings of liberty. 

At the very least, we must find: 

Reprinted from Thomas E. Cronin, "Leadership and Democracy," Liberal Education 73(2) (March-April, 

1987): 35-38. By permission of the author. 
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• Better ways for the individual to participate in government and politics 
and see that participation counts; 

• Better ways to make government open, responsive, and accountable; 
• Better ways to make government serve the common interests of us all 

rather than the narrow interests of the few. 

Liberal arts colleges have an important role to play in all of this. The 

premise and promise of liberal arts colleges is their capacity to i�novate,
. 
ex

periment, motivate, and educate the independent thinkers, wnters, scien

tists, and citizen-leaders of our time. While their primary goal is the 

nurturing of the educated person, I would urge too that educating people 

about both good and evil leadership, effective and ineffective leadership, and 

about the preconditions and requisites of socially responsible democratic 

leadership be given a priority. 

It is important to recall that most of our framers were skeptical of strong, 

centralized, national leadership institutions and equally skeptical and even 

hostile to notions of popular democracy. They had fought their war of inde

pendence in large part to get away from monarchy, royal governors, and un

responsive hierarchical leadership. Yet democracy was regarded as 
.
a 

dangerous and unworkable doctrine. The very term democracy appears nei

ther in the Declaration of lndependence nor in the U.S. Constitution. 

A system of democracy implies a government in which ultimate political 

authority is vested in the people. The aspirations of a democracy are lofty; 

they celebrate the individual, personal liberty, equal political rights, and 

they are based on the noble premise that the people can be the master� of 

their own destiny, that the people can make moral judgments and practical 

decisions in their communities and in res publica as well as in their daily 

lives. It implies, as well, a searching for fairness and virtue in humanity's 

pursuit of improved ways of building social institutions and ordering human 

relations. 

Warring Concepts 

In many respects, leadership-the process whereby an individual or a few se
lect individuals are in a position to provide the vision and make things hap
pen-is at odds with much of what is implicit, if not explicit, in notions 

.
of 

democracy. These have been warring concepts, just as freedom and authonty 
have long been fierce antagonists. The challenge, for those who care about 
our nation and the dreams of constitutional democracy, is to seek ways to 
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reconcile these concepts-leadership and democracy. Whether we like it or 
not, our democracy will stand or fall on the quality of leaders as well as on the 
quality of citizens we produce and nurture here. 

Governments throughout all history have been governments not of and by 
the masses, but of and by elites. At least in large-scale societies the question 
is not whether elites will exist and be important, but whether elites will gov
ern on behalf of the many or on behalf of the few, most especially themselves. 

Intellectuals and even average citizens have long been skeptical, if not 
cynical, toward the leaders of the nation-state. This is because leaders have 
done vast harm as well as served with noble motivations and in the cause of 
liberating ends. Leaders, in a sense, have to be mistrusted. None of them is 
ever infallible, and unquestioning subservience to those who wield public 
power corrupts the human spirit. 

Americans admire power, yet fear it. We may love to unload our civic re
sponsibilities on our leaders, yet we dislike-intensely dislike-being bossed 
around. We may admire Washington, Jackson, and Lincoln, yet we detested 
George the Third, and millions of Americans came here fleeing from nations 
ruled by tyrants and oppressors. We fear the abuse of power. We are fond of 
the saying that "power tends to corrupt" even if we know that the absence of 
power can also corrupt. 

Our attitudes toward power and leadership are often as if they were poi
son: ''A friend in power is a friend lost." "Power will intoxicate the best 
hearts, as wine the strongest heads." "There is something in politics that de
grades." "Power turns good persons into bad and bad persons into worse." 
"Only the already corrupted seek power." "Power is ever stealing from the 
many for the few." 

Plainly, a gap exists between what we think of the typical politician and 
the ideal statesperson. This gap exists in part because of unrealistic expecta
tions. We want elected officials to be perfect and they are not. We want them 
to have all the answers and they do not. Politicians, like all individuals, live in 
the real world where perfection may be a goal, but compromises, approxima
tions, negotiated settlements, and personal ambition are necessary. Our 
"ideal" leaders are usually dead. 

Much of the criticism and skepticism about political and societal leaders is 
healthy. Evil leaders are all too real-past and present. Some Americans hate 
all kinds of leadership and are distrustful of any form of authority and power 
precisely because the evidence of the past is so compelling that leaders have 
it in their power to destroy civilization, corrupt societies, and abuse and re
press the rights and freedoms of their people. 
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An Engagement Among Equals 

I believe there can be an alternative form of leadership: I cling to the view 
that leadership can be of an enabling, facilitative kind. Leadership, reconcep
tualized as an engagement among equals, as a collegial collaboration, can em
power and liberate people-and enlarge people's options, choices, and 
freedom. 

Democratic leadership at its best recognizes the fundamental-unex-
pressed as well as felt-wants and needs of potential followers, encourages 
followers to a fuller consciousness of their higher needs, and helps convert 
the resulting hopes and aspirations into practical demands on other leaders. 
A democratic leader consults and listens and so engages with followers as to 
bring them to heightened political awareness and activity, and in the process 
enables many of these participating followers to become leaders in their own 
right. The desired leader in a democracy moves away from hierarchical com
mands and traditional leader-follower relations and instead helps inspire and 
mobilize others-citizens, contributors, participants-to undertake common 
problem-solving tasks. 

The challenge of reconciling leadership and democracy is part definition-
al, part attitudinal, and part behavioral. We have too long held a view of 
leaders that is hierarchical, male, and upon which followers, like subjects or 
slaves, are dependent. That conception is antithetical to our democratic aspi
rations. The very word "followers" is a negative and demeaning word and 
ought, if possible, to be discarded or at least greatly modified. For a nation of 
subservient followers can never be a democratic one. A democratic nation 
requires educated, skeptical, caring, engaged, and contentious citizen-lead
ers-citizens who are willing to lead as well as follow, who are willing to point 
the way as often as they are persuaded in one way or another, and prize the 
spirit of liberty and free speech that animates our Bill of Rights. 

The democratic citizen-leader I have in mind appreciates that power 
wielded justly today may be wielded corruptly tomorrow. The democratic citi
zen-leader is moved to protest when he or she knows a policy is wrong or 
when some of our sisters and brothers are finding their rights and liberties di
minished. The citizen-leader appreciates that criticism of official error is not 
criticism of our country. The citizen-leader recognizes that democracy rests 
solidly upon a mixed view of human nature. 

More than any other form of government, democracy requires a peculiar 
blend of faith in the people and skepticism of them. It requires a faith con
cerning the common human enterprise; a belief that if the people are in-
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formed and caring, they can be trusted with their own self-government· and 

an optimism that when things begin to go wrong, the people can be reli�d on 
to set them right. Plainly, however, a robust, healthy skepticism is needed as 
well. De

_
mocracy requires us to question our leaders and never to trust any 

group with too much power. Although we prize majority rule, we have to be 
skeptical enough to ask whether a majority is always right. 

Democracy Demands Competing Leaders 

Conceived this way, democratic politics is a forum or arena for excellence 
and responsibility where, by acting together, citizens become free. Politics in 
thi� sense is not a necessary evil but a realistic good, transcending the do�am� 

_
of narr�w interests and power in the conventional sense, and provid

ing citizens with opportunities to achieve a sustained educational process in 
which to seek agreement about the common good and the proper ordering of 
liberties. 

Democracy is never self-activating. It needs competing leaders who have 
b
.
oth a sense of the past and who are willing to share their competing concep

tions of the public interest. Political leaders-both elected and unelected
are those who are bold enough to step forward in the midst of endless 
contr�versies. This requires ambition and assertiveness, leadership traits we 
sometimes undervalue. (There is a view that politics ought not to revolve 
around personal ambition. We ought to take another look at the important 
role of ambition, however, for it sparks just about anyone's efforts to excel. It 
motivates the great problem solvers just as it motivates the great cyclists the 
great scientists, the great composers.) If elected politicians often seem b�wil
dered in dealing with controversial issues, so are the rest of us. If elected offi
cials sometimes make mistakes, so do the rest of us. If they sometimes 
postpone things rather than directly confront them, so do we. 

. 
The American people will never be completely satisfied with their politi

cians, nor should they be. The ideal politician is a fiction, because the ideal 
politician would be able to please absolutely everyone and make conflicts dis
appear. Such a person could exist within a small community of like-minded 
people, but American liberties invite diversity, and therefore conflict. Hence 
politicians as well as the people they represent must have different contend� 
ing ideas about what is best for the nation. ' 

Effective political leadership involves motivating people to create change 
when desirable, to uphold the status quo when necessary and to serve moral 
ends. All kinds of leadership-intellectual, educational, entrepreneurial, cul-
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tural, as well as political leadership-are necessary to make a diverse system 
live up to the ideals of the democratic creed. 

The most lasting and pervasive leadership of all is often intangible and 
noninstitutional. It is leadership fostered or embodied in social, political, or 

artistic movements; in books, in documents, in speeches, and in the memory 
of great lives greatly lived. Intellectual leadership at its best is provided by 
those-often not in high political or corporate offices-who can clarify val
ues and the implications of such values for policy. We have long ago, with 
Thomas Jefferson's assist, repudiated the tired idea that "leaders are born and 
not made." Today we realize leadership is forged out of competition and chal
lenge of competence. 

This, then, is the role of the liberal arts in higher education. Some things 
can be taught, other things have to be learned. Leadership must be learned. 
Learning about democratic leadership requires teaching and encouraging stu
dents to improve their capacities for observation, reflection, imagination, in
vention, and judgment. It requires refining one's ability to think, write, and 
communicate effectively; it requires an ability to gather and interpret evi
dence, marshal facts, and employ the most rigorous methods in the pursuit of 
knowledge. We should encourage the ability to ask the right questions and 
the ability to distinguish the significant from the trivial, and we should en
courage an unyielding commitment to the truth combined with a full appre
ciation of what remains to be learned. 

We have an obligation as well to encourage citizen-leaders who will not 
only organize and head interest groups but will learn how to unite a disparate 
people for responsible action, who will learn to appreciate the need for inte
grative thinking and understand the larger interrelationships. An indispens
able quality of future citizen-leaders is breadth-the quality of mind and the 
capacity to relate disparate "facts" to a coherent theory, to fashion tactics 
that are part of a strategy, to act today in ways that are consistent with an in
formed theory of the future. This kind of societal leadership, writes Robert 
Bellah and his associates, will "discover enough common interest across the 
discontinuities of region, class, religion, race, and sex to order and regulate 
the affairs of a great industrial society." In short, we shall need leaders who 
will enlighten and exalt the mind and enlarge, empower, and unlock the 
forces for good that are with us in such abundance. A liberal arts education 
should nurture the premise, by a variety of means, that the liberally educated 
person should assume responsibility for more than his or her own private con
cerns and that civic and societal leadership is an obligation. 

Freedom and obligation-they go together. Liberty and duty; that's the 

Leadership and Democracy 309 

deal. �h� answer l�es not in producing a few larger-than-life leaders. The answe: hes m edu�atmg a nation of citizen-leaders who, regardless of their profession�l and private concerns, will at the very least make the concerns of the Republic and humankind their avocation. 

h 
:; �h�l �n�w we

. 
are making progress not when we discover or produce a an u � c ansmauc Mount Rushmore leaders, but when we can boast we are: nation no longer
. 
in need of those larger-than-life great leaders because ;�fi ave become a nation of citizens who believe that one person can make a i erence and every person should regularly try. 
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A current snapshot of contemporary American politics reveals largely cyni

cal, spectator-citizens waiting for the right type of leader(s) to resolve for 

them the critical problems in their neighborhoods, communities, states, and 

country. But the distance between citizens and leaders is greater than ever. 

Leaders appear detached or stripped of communal identity; citizens forfeit 

personal participation choosing instead to pass on unrealistic expectations to 

public leaders. 
The picture is disquieting-but far from hopeless. The heterogeneity of 

Americans provides a powerful resource to revitalize political life and to fos

ter a public language involving freedom and responsibility, individualism and 

community, present needs and future plans. The potential for change is real. 

Reprinted from Cheryl Mabey, "The Making of the Citizen Leader," in Public Leadership Education: The Role 

of the Citizen Leader (Dayton: Charles E Kettering Foundation, 1992), pp. 10-16. By permission of the au· 

thor. 
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What must be done is to challenge commonly held assumptions about the di
chotomy between leadership and citizenship. We need a much more inclusive 
definition of leadership in order to tap the potential to influence public life 
inherent in each of us. The crucial change needed on the political landscape 
in an America approaching the twenty-first century is the development of 
citizen leaders. 

Traditional Leadership Models 

At a time when sound bites are the prevalent mode of political discourse, 
images of leadership and citizenship may conform to an increasingly narrow 
definition. Research findings bear this out. Such diverse groups as politically 
active college women participating in the NEW Leadership Program at Rut
gers University, and high school student leaders in Los Angeles, California, 
were asked to draw pictures describing what the word "leadership" meant to 
them. Two common elements emerged. First, the picture of the leader was 
always larger, more prominent than any other image on the page. Second, 
the leader was at a podium or on a stage, separate from a group passively 
listening to this larger, more important figure. Some drawings went so far as 
to include a line designating a space for the leader separate from that of the 
many followers. 

This graphic illustration of the relationship between leaders and followers 
complements many prevailing theories about leadership. The leader is the 
one responsible for solving problems and for effectively communicating the 
answer(s) to the populace or group. The focal point in most leadership theo
ries is on the leader. 

The "trait theory" of leadership ascribes certain personality traits or attri
butes exclusively to leaders. Although research has failed to validate that 
leaders and followers possess different personality traits or that leaders share 
certain traits in common, a popular conception of leadership equates leader
ship with the personality of the leader. Journalists assessing potential presi
dential candidates daily demonstrate the durability of the trait theory. Not 
only does this approach create unrealistic expectations of potential leaders as 
superhumans nearing perfection, but it distorts the richly complex relation
ship between leading and following into a misleadingly simplistic focus on an 
individual. Leadership involves considerably more than a leader. 

The "organizational theory" of leadership also narrows leadership to the 
position which any leader occupies within an organization. This fusion of 
leadership with office ignores the distinction between authority and leader-
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ship. The theory further assumes that a few are leaders and most are follow
ers, failing to recognize the multiplicity of informal as well as formal leader
ship roles even within the most complex organizational structures. Perhaps it 
is the overlapping nature of these theories which results in the notion of 
leader separate from the group. 

According to the "vision theory," a currently popular view of leadership, it 
is the job of the leader to imagine the future direction in which a company or 
country needs to go, and to communicate that vision effectively to others. 
Ideas, solutions to problems, personal meaning, and goals are the purview of 
leaders. The act of leading becomes the act of persuading others to adopt the 
leader's ideas through effective communication or marketing. All too often, 
expectations are raised that societal ills could be alleviated if only better indi
viduals emerged in leadership positions. 

Another prevalent leadership theory deriving from social sciences and 
management-the "situational theory"-acknowledges that leadership ne
cessitates varying degrees of interaction between the group and a leader. In 
fact, this theory urges leaders to focus first upon the situation, the readiness 
of the group, to perform and work together. This transactive view of leader
ship suggests that effective leaders adapt their leadership style to provide 
what the group needs and in return the group "follows" the leader. Certainly, 
the situational leadership approach involves more complex interaction than 
the other three theories of leadership, but it measures leaders in terms of 
their ability to influence a group rather than to act in concert with it. 

A fifth theory of leadership, labeled as the "power theory" and commonly 
associated with Machiavelli, can be considered as old as human nature. Lead
ers are the movers and shakers who get things done. Power in its different 
guises is a resource to be used prudently by the leader. A contemporary twist of 
the "power theory" is that the leader empowers others to use power. On the 
surface, Machiavelli and empowerment may appear paradoxical, but if the 
dominant paradigm is primarily leader-focused, "empowerment of others" can 
be viewed as simply another way of increasing the leader's power base. 

These limited views of leadership are dangerous for two reasons: the group 
becomes overly dependent upon the leader to solve its problems, resulting in 
complacency or passivity among followers; and, the expectations that the 
leader can solve problems or create meaning are too high, resulting in the ul
timate failure of society's leaders. 

Today's leadership crisis may not lie in the caliber of our current leaders, 
but rather in our failure to mobilize group resources to solve the group's prob
lems. In an analogy to the physician-patient relationship, Ronald Heifetz of 
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Harvard University identifies three situations that illustrate the shortcomings 
of a problem-solving model reliant on the leader alone. 

In a Type I situation, the patient has an infection which the physician can 
treat with an antibiotic. The problem is relatively simple and the physician 
(leader) has the resources to treat the disease. 

In a Type II situation, the patient has a chronic disease, such as high blood 
pressure. The physician may treat it partially through medication, but the pa
tient shares in his or her own care by monitoring diet, exercise, stress, or 
other life-style factors. Both the physician and patient share in the responsi
bility for solving this problem. 

In a Type III situation, the patient has a medically untreatable disease, 
such as an advanced stage of cancer. The options for treatment are negligible 
and the physician recognizes that the patient assumes the responsibility for 
facing the future. The physician may be a support, but the locus of power in 
handling such a crisis is the patient's alone. 

The conventional paradigm of equating leadership with the leader's ability 
to solve problems overlooks the continuum of crises confronting society. Ex
pecting the leader to initiate and carry out solutions in a straight-forward 
Type I problem may be realistic. In the majority of instances, however, the is
sues facing leaders are more complex, necessitating collective problem-solv
ing strategies of the group and its leaders. The challenge is to develop a 
broader concept of leadership which emphasizes this dynamic relationship. 

Redefining American Citizenship 

Divergent meanings of citizenship have evolved throughout American histo
ry. The republican tradition, derived in part from Greek and Roman political 
thought, posited that civic participation was the foundation of a free society. 
Virtue, communal values, and a sense of mutual obligation formed the cor
nerstone which both Thomas Jefferson and James Madison viewed as neces
sary to secure liberty or happiness. 

The liberal tradition inherited from the Enlightenment detached the con
cept of "citizen" from any communal ties or responsibilities. In the dominant 
liberal view, the citizen is seen mainly as a bearer of rights, such as the free
dom to speak, to vote, or to worship. As Harry Boyte traces these approaches 
to citizenship in his book, CommonWealth: A Return to Citizen Politics, he 
points out that: "such an individualist conception of politics neglects the 
moral wellsprings of public life, the values like responsibility, fairness, and 
concern for others that were widespread at the nation's founding." 
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Even the Progressive movement of the twentieth century did not recapture 
the concept of an engaged citizenry. For most progressives, citizens acted by 
proxy and through the state with no broad popular involvement. The con
cept of "public" became specialized-the preserve of representatives, guided 

by the advice of experts, bureaucrats, and professionals. 
The "managerial" era of the late twentieth century witnessed a transferal 

of the power to make key decisions about the public good, to experts, techni
cal specialists, and professionals. Citizenship was defined in weak and attenu
ated ways, and citizens increasingly became spectators rather than 
participants in the political process. 

Today, the operative paradigms for leadership and citizenship have 
stressed that the few exercise power over the many, and have reinforced pas
sive rather than active behavior from average citizens. Individual or special 
interests supersede consideration for the general welfare or common good. 

Broad-based and effective citizen leaders in our times are possible if-and 
only if-citizens develop the abilities to gain access to information of all 
kinds and the skills to put such information to effective use. At the same 
time, citizens committed to public life, community, and leadership will need 
to recognize and understand certain restraining forces in the world as it is. 

American culture is predicated on an egocentric view of society: that is, a 
society made up of individuals freely able to contract to meet their individual 
needs. The unit of American society is the individual. Other cultures' basic 
units are groups or clans. Where a nation such as Kenya may aspire to "get
ting there together" or honor the "harambee" spirit, the American tradition 
is embedded in individual achievement that leaves a trail for others to follow. 
One obstacle for expanding leadership skills and opportunities to all citizens 
is our cultural bias in favor of individual action. In this view, groups are often 
suspect. Groups are voluntary associations, which individuals choose to affili
ate with when their own interests are served. 

Another obstacle to active citizenry is the exaltation of "the expert" in our 
culture. Even citizens knowledgeable about and committed to public life face 
an age of information of dizzying proportions. For the average student unac
quainted with the institutions and processes of government or uninterested 
in contemporary issues, there is truth in the belief that others know more. If 
there is a societal problem, too often resources are expended in trying to find 
a technological fix even if the problem is political or social in nature. Many 
problems do not need experts to solve them. Neighborhoods or communities 
throughout the U.S. possess the resources to solve their own problems. Yet, 
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the persistent belief that "professionals" or "experts" know more and should 
tell others what to do paralyze many community initiatives. 

A further obstacle to developing a broader base of citizen leaders is the 
identification of leaders with certain positions. An office-holder is automati
cally defined as a leader whether or not he or she leads anyone. Nonoffice
holders are labeled outsiders or activists. Public space must be created for 
· legitimizing informal citizen leaders and formal leaders to come together to 
discuss and offer alternative solutions to societal problems. 

Somehow a language and a message must be forged outlining the positive 
expectations of citizenship. Millions of dollars have been spent on shaping 
negative campaigns, telling citizens why a particular candidate should not be 
elected. Youth are bombarded by negative messages: "Say No to Drugs," 
"Don't get pregnant! "  "Don't drop out of school! "  "Stay away from gangs ! "  
Nowhere is there a positive creed for what society expects from its adult citi
zens or its youth. The skills and capabilities so necessary for citizen leaders 
begin with a positive invitation to become one. 

"Couch citizens" must become active citizen leaders. The assumption is 
that each person is responsible for contributing to the common good in dif
ferent areas. Participation at any level is an exercise of leadership, joining 
others to use power for constructive ends. Unlike the prevalent notion of 
solitary leaders finding answers and announcing solutions through mass 
media, the challenge for the twenty-first century is to prepare citizens to act 
together in a more interactive, dynamic process. The narrow command-and
control leadership style no longer works. 

Making Citizen Leaders 

Citizen leadership requires distinctive skills and capabilities that require de
velopment. Socialization in homes and schools must include the recognition 
that every citizen will lead. Civic participation is not an elective but a given. 
Each person matters. The axiom of Mount St. Mary's College Women's Lead
ership Program is that every student has the opportunity to enroll and partic
ipate in this program because the question is not if one will lead but rather 
how effective a leader one becomes. Such a message is important to this popu
lation of women, the majority of whom are women of color and first-genera
tion college students. 

Public life cannot be made synonymous with American government struc
tures or processes. Public life-and political conversations-begin in the 
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kitchens, neighborhoods, streets, cities, and organizations where we live and 
work. Caring passionately for something is the key to political participation. 
"Private" life impinges on "public" life. Likewise, public policy can limit or ex
pand personal choices. Developing a citizen leader begins with encouraging 
opportunities for "doing something" with others and for giving "voice" to 
one's impressions and reactions. One of the objectives of Project Public Life 
based at the University of Minnesota's Humphrey Institute of Public Affairs 
is to teach a new kind of politics-citizen politics-in which citizens are pow
erful actors in public problem solving. In the workbook, Making the Rules: A 

Guidebook for Young People Who Intend to Make a Difference, readers are urged 
to develop "a big picture of politics, one that includes public life-an active, 
diverse, challenging arena in which we act on what matters to us." 

Citizen leaders must obtain knowledge. Not only do citizen leaders need 
to become competent or knowledgeable about what they advocate, but they 
need to understand how the system operates. Too often, citizenship training 
is limited to formal knowledge about the institutions of government without 
ever addressing practical issues of access to civic knowledge. Community 
leadership programs, like the Industrial Areas Foundation (IAF) network, 
provide a model curriculum in public life. Policy issues are joined to theories 
of action that include concepts such as power, mediating institutions, public 
life, judgment, imagination, and self-interest. Such concepts are tied, in turn, 
to discussion of democratic and religious values, and the traditions that in
form and frame them-justice, concern for the poor, the dignity of the per
son, diversity, participation, and cultural heritage. Strategies for change and 
community organizing techniques arise from the explicit assumption that 
neighborhood trainees have an important measure of responsibility for the 
public good of their community. 

Action marks the citizen leader. Knowing is insufficient without action. 
Community service opportunities-even a school's community service re
quirement-expose others to a real world beyond their private lives. The 
Constitutional Rights Foundation, through its Youth in Community Service 
(YCS) program in southern California high schools, provides students with 
opportunities to learn and become involved with community problems. Link
ing action with reflection is a powerful learning model. "Skills for action" 
need to be recognized and nurtured by parents and educators alike. Time 
spent working with groups in student activities or volunteering may outdis
tance many more solitary, cognitive tasks in developing future citizen leaders. 

While most learning involves working independently, educators are recog
nizing the importance of cooperative learning. Study groups, group projects, 
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or small group discussions utilize a more collective view of work. Often ig
nored, though, is the necessity for teaching the social skills required for coop
erativeness. If the dominant mode of playing, studying, and working is that of 
the independent competitor, different folkways of team-building and win-win 
problem solving need to be introduced and practiced. Outdoor leadership ed
ucation such as programs sponsored by Outward Bound or the Wilderness In
stitute provide experiential laboratories in trust, team-building, and 
collective problem solving. 

While others have addressed the importance of developing judgment, 
problem-solving and critical-thinking skills, a frequently overlooked skill for 
citizen leaders is learning to ask effective questions and to listen well. Given 
the scarcity of resources, concentrating on the "right set of questions" may be 
more critical than analyzing the "right answers" to questions of lesser impor
tance. We will need to develop educational and civic programs or opportuni
ties which develop the capacity for brainstorming and recognizing 
possibilities, rather than for limiting choices or critiquing ideas. 

As recent events in Eastern Europe or southern California have demon
strated, citizen leaders do not possess the magical panacea for public life. 
They are bound by their definitions of leadership, history, and culture. The 
making of citizen leaders occurs too frequently in the cauldron of conflict and 
crisis rather than by design or invitation. Still, politics, as former Czech Presi
dent Vaclav Havel has reminded the world, is not only the art of the possible: 
"It can also be the art of the impossible, that is, the art of making both our
selves and the world better. "  
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The legislation to establish Martin Luther King, Jr. 's birthday as a federal hol
iday provided official recognition of King's greatness, but it remains the re
sponsibility of those of us who study and carry on King's work to define his 
historical significance. Rather than engaging in officially approved nostalgia, 
our remembrance of King should reflect the reality of his complex and multi
faceted life. Biographers, theologians, political scientists, sociologists, social 
psychologists, and historians have given us a sizable literature of King's place 
in the Afro-American protest tradition, his role in the modern black freedom 
struggle, and his eclectic ideas regarding nonviolent activism. Although King 
scholars may benefit from and may stimulate the popular interest in King 
generated by the national holiday, many will find themselves uneasy partici
pants in annual observances to honor an innocuous, carefully cultivated 
image of King as a black heroic figure. 

From Clayborne Carson, "Martin Luther King, Jr.: Charismatic Leadership in a Mass Struggle," Journal of 

American History 74 (Sept. 1987): 448-454. Reprinted by permission. 
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The King depicted in serious scholarly works is far too interesting to be 
encased in such a didactic legend. King was a controversial leader who chal
lenged authority and who once applauded what he called "creative malad
justed nonconformity."1  He should not be transformed into a simplistic image 
designed to offend no one-a black counterpart to the static, heroic myths 
that have embalmed George Washington as the Father of His Country and 
Abraham Lincoln as the Great Emancipator. 

One aspect of the emerging King myth has been the depiction of him in 
the mass media, not only as the preeminent leader of the civil rights move
ment, but also as the initiator and sole indispensable element in the south
ern black struggles of the 1950s and 1960s. As in other historical myths, a 
Great Man is seen as the decisive factor in the process of social change, and 
the unique qualities of a leader are used to explain major historical events. 
The King myth departs from historical reality because it attributes too much 
to King's exceptional qualities as a leader and too little to the impersonal, 
large-scale social factors that made it possible for King to display his singular 
abilities on a national stage. Because the myth emphasizes the individual at 
the expense of the black movement, it not only exaggerates King's historical 
importance but also distorts his actual, considerable contribution to the 
movement. 

A major example of this distortion has been the tendency to see King as a 
charismatic figure who single-handedly directed the course of the civil rights 
movement through the force of his oratory. The charismatic label, however, 
does not adequately define King's role in the southern black struggle. The 
term charisma has traditionally been used to describe the godlike, magical 
qualities possessed by certain leaders. Connotations of the term have 
changed, of course, over the years. In our more secular age, it has lost many 
of its religious connotations and now refers to a wide range of leadership 
styles that involve the capacity to inspire-usually through oratory-emo
tional bonds between leaders and followers. Arguing that King was not a 
charismatic leader, in the broadest sense of the term, becomes somewhat akin 
to arguing that he was not a Christian, but emphasis on King's charisma ob
scures other important aspects of his role in the black movement. To be sure, 
King's oratory was exceptional and many people saw King as a divinely in
spired leader, but King did not receive and did not want the kind of unques
tioning support that is often associated with charismatic leaders. Movement 
activists instead saw him as the most prominent among many outstanding 
movement strategists, tacticians, ideologues, and institutional leaders. 

King undoubtedly recognized that charisma was one of many leadership 
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qualities at his disposal, but he also recognized that charisma was not a suffi
cient basis for leadership in a modern political movement enlisting numerous 
self-reliant leaders. Moreover, he rejected aspects of the charismatic model 
that conflicted with his sense of his own limitations. Rather than exhibiting 
unwavering confidence in his power and wisdom. King was a leader full of 
self-doubts, keenly aware of his own limitations and human weaknesses. He 
was at times reluctant to take on the responsibilities suddenly and unexpect
edly thrust upon him. During the Montgomery bus boycott, for example, 
when he worried about threats to his life and to the lives of his wife and child, 
he was overcome with fear rather than confident and secure in his leadership 
role. He was able to carry on only after acquiring an enduring understanding 
of his dependence on a personal God who promised never to leave him 
alone.2 

Moreover, emphasis on King's charisma conveys the misleading notion of 

a movement held together by spellbinding speeches and blind faith rather 

than by a complex blend of rational and emotional bonds. King's charisma 

did not place him above criticism. Indeed, he was never able to gain mass 

support for his notion of nonviolent struggle as a way of life, rather than sim

ply a tactic. Instead of viewing himself as the embodiment of widely held 

Afro-American racial values, he willingly risked his popularity among blacks 

through his steadfast advocacy of nonviolent strategies to achieve radical so

cial change. 
He was a profound and provocative public speaker as well as an emotion

ally powerful one. Only those unfamiliar with the Afro-American clergy 
would assume that his oratorical skills were unique, but King set himself 
apart from other black preachers through his use of traditional black Chris
tian idiom to advocate unconventional political ideas. Early in his life King 
became disillusioned with the unbridled emotionalism associated with his fa
ther's religious fundamentalism, and, as a thirteen year old, he questioned 
the bodily resurrection of Jesus in his Sunday school class.3 His subsequent 
search for an intellectually satisfying religious faith conflicted with the em
phasis on emotional expressiveness that pervades evangelical religion. His 
preaching manner was rooted in the traditions of the black church, while his 
subject matter, which often reflected his wide-ranging philosophical interests, 
distinguished him from other preachers who relied on rhetorical devices that 
manipulated the emotions of listeners. King used charisma as a tool for mobi
lizing black communities, but he always used it in the context of other forms 
of intellectual and political leadership suited to a movement containing 

many strong leaders. 
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Recently, scholars have begun to examine the black struggle as a locally 
based mass movement, rather than simply a reform movement led by nation
al civil rights leaders.4 The new orientation in scholarship indicates that 
King's role was different from that suggested in King-centered biographies 
and journalistic accounts.5 King was certainly not the only significant leader 
of the civil rights movement, for sustained protest movements arose in many 
southern communities in which King had little or no direct involvement. 

In Montgomery, for example, local black leaders such as E. D. Nixon, Rosa 
Parks, and Jo Ann Robinson started the bus boycott before King became the 
leader of the Montgomery Improvement Association. Thus, although King 
inspired blacks in Montgomery and black residents recognized that they were 
fortunate to have such a spokesperson, talented local leaders other than King 
played decisive roles in initiating and sustaining the boycott movement. 

Similarly, the black students who initiated the 1960 lunch counter sit-ins 
admired King, but they did not wait for him to act before launching their own 
movement. The sit-in leaders who founded the Student Nonviolent Coordi
nating Committee (SNCC) became increasingly critical of King's leadership 
style, linking it to the feelings of dependency that often characterize the fol
lowers of charismatic leaders.6 The essence of SNCC's approach to commu
nity organizing was to instill in local residents the confidence that they could 
lead their own struggles. A SNCC organizer failed if local residents became 
dependent on his or her presence; as the organizers put it, their job was to 
work themselves out of a job. Though King influenced the struggles that took 
place in the Black Belt regions of Mississippi, Alabama, and Georgia, those 
movements were also guided by self-reliant local leaders who occasionally 
called on King's oratorical skills to galvanize black protestors at mass meet
ings while refusing to depend on his presence. 

If King had never lived, the black struggle would have followed a course of 
development similar to the one it did. The Montgomery bus boycott would 
have occurred, because King did not initiate it. Black students probably 
would have rebelled-even without King as a role model-for they had 
sources of tactical and ideological inspiration besides King. Mass activism in 
southern cities and voting rights efforts in the deep South were outgrowths of 
large-scale social and political forces, rather than simply consequences of the 
actions of a single leader. Though perhaps not as quickly and certainly not as 
peacefully nor with as universal a significance, the black movement would 
probably have achieved its major legislative victories without King's leader
ship, for the southern Jim Crow system was a regional anachronism, and the 
forces that undermined it were inexorable. 
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To what extent, then, did King's presence affect the movement? Answer
ing that question requires us to look beyond the usual portrayal of the black 
struggle. Rather than seeing an amorphous mass of discontented blacks act
ing out strategies determined by a small group of leaders, we would recognize 
King as a major example of the local black leadership that emerged as black 
communities mobilized for sustained struggles. If not as dominant a figure as 
sometimes portrayed, the historical King was nevertheless a remarkable 
leader who acquired the respect and support of self-confident, grass-roots 
leaders, some of whom possessed charismatic qualities of their own. Directing 
attention to the other leaders who initiated and emerged from those struggles 
should not detract from our conception of King's historical significance; such 
movement-oriented research reveals King as a leader who stood out in a for
est of tall trees. 

King's major public speeches-particularly the "I Have a Dream" 
speech-have received much attention, but his exemplary qualities were also 
displayed in countless strategy sessions with other activists and in meetings 
with government officials. King's success as a leader was based on his intel
lectual and moral cogency and his skill as a conciliator among movement ac
tivists who refused to be simply King's "followers" or "lieutenants." 

The success of the black movement required the mobilization of black 
communities as well as the transformation of attitudes in the surrounding so
ciety, and King's wide range of skills and attributes prepared him to meet the 
internal as well as the external demands of the movement. King understood 
the black world from a privileged position, having grown up �n a stable family 
within a major black urban community; yet he also learned how to speak per
suasively to the surrounding white world. Alone among the major civil rights 
leaders of his time, King could not only articulate black concerns to white au
diences, but could also mobilize blacks through his day-to-day involvement 
in black community institutions and through his access to the regional insti
tutional network of the black church. His advocacy of nonviolent activism 
gave the black movement invaluable positive press coverage, but his effec
tiveness as a protest leader derived mainly from his ability to mobilize black 
community resources. 

Analyses of the southern movement that emphasize its nonrational as
pects and expressive functions over its political character explain the black 
struggle as an emotional outburst by discontented blacks, rather than recog
nizing that the movement's strength and durability came from its mobiliza
tion of black community institutions, financial resources, and grass-roots 
leaders.7 The values of southern blacks were profoundly and permanently 
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transformed not only by King, but also by involvement in sustained protest 
activity and community-organizing efforts, through thousands of mass meet
ings, workshops, citizenship classes, freedom schools, and informal discus
sions. Rather than merely accepting guidance from above, southern blacks 
were resocialized as a result of their movement experiences. 

Although the literature of the black struggle has traditionally paid little at
tention to the intellectual content of black politics, movement activists of 
the 1960s made a profound, though often ignored, contribution to political 
thinking. King may have been born with rare potential, but his most signifi
cant leadership attributes were related to his immersion in, and contribution 
to, the intellectual ferment that has always been an essential part of Afro
American freedom struggles. Those who have written about King have too 
often assumed that his most important ideas were derived from outside the 
black struggle-from his academic training, his philosophical readings, or his 
acquaintance with Gandhian ideas. Scholars are only beginning to recognize 
the extent to which his attitudes and those of many other activists, white and 
black, were transformed through their involvement in a movement in which 
ideas disseminated from the bottom up as well as from the top down. 

Although my assessment of King's role in the black struggles of his time 
reduces him to human scale, it also increases the possibility that others may 
recognize his qualities in themselves. Idolizing King lessens one's ability to 
exhibit some of his best attributes or, worse, encourages one to become a de
bunker, emphasizing King's flaws in order to lessen the inclination to exhibit 
his virtues. King himself undoubtedly feared that some who admired him 
would place too much faith in his ability to offer guidance and to overcome 
resistance, for he often publicly acknowledged his own limitations and mor
tality. Near the end of his life, King expressed his certainty that black people 
would reach the Promised Land whether or not he was with them. His faith 
was based on an awareness of the qualities that he knew he shared with all 
people. When he suggested his own epitaph, he asked not to be remembered 
for his· exceptional achievements-his Nobel Prize and other awards, his aca
demic accomplishments; instead, he wanted to be remembered for giving his 
life to serve others, for trying to be right on the war question, for trying to 
feed the hungry and clothe the naked, for trying to love and serve humanity. 
"I want you to say that I tried to love and serve humanity."8 Those aspects of 
King's life did not require charisma or other superhuman abilities. 

If King were alive today, he would doubtless encourage those who cele
brate his life to recognize their responsibility to struggle as he did for a more 
just and peaceful world. He would prefer that the black movement be re-



3 24 The Leadership Environment 

membered not only as the scene of his own achievements, but also as a set
ting that brought out extraordinary qualities in many people. If he were to re
turn, his oratory would be unsettling and intellectually challenging rather 
than remembered diction and cadences. He would probably be the unpopular 
social critic he was on the eve of the Poor People's Campaign rather than the 
object of national homage he became after his death. His basic message 
would be the same as it was when he was alive, for he did not bend with the 
changing political winds. He would talk of ending poverty and war and of 
building a just social order that would avoid the pitfalls of competitive capi
talism and repressive communism. He would give scant comfort to those who 
condition their activism upon the appearance of another King, for he recog
nized the extent to which he was a product of the movement that called him 
to leadership. 

The notion that appearances by Great Men (or Great Women) are neces
sary preconditions for the emergence of major movements for social changes 
reflects not only a poor understanding of history, but also a pessimistic view of 
the possibilities for future social change. Waiting for the Messiah is a human 
weakness that is unlikely to be rewarded more than once in a millennium. 
Studies of King's life offer support for an alternative optimistic belief that or
dinary people can collectively improve their lives. Such studies demonstrate 
the capacity of social movements to transform participants for the better and 
to create leaders worthy of their followers. 

PART IX 

LEADING INDIVIDUALS 

Leadership is, in essence, a process: a series of actions and interactions among 
leaders and followers which lead to the attainment of group goals. A leader who as
pires to be an effective leader must be proficient in this process. The next three parts 
of this volume (Leading Individuals, Leading Groups, The Skills of a Leader) are 
dedicated to exploring the means by which leaders and followers can succeed in pos
itively affecting the outcome of group efforts. 

Although leadership is, almost by definition, a group phenomenon, at base it is a 
matter of individual leaders interacting with individual followers. Thus, before we 
tum to the group dynamics of the process, it is important to understand how this in
dividual aspect of the leadership process operates. One of the most important chal
lenges facing any leader is how to meld individual followers into a smoothly working 
whole, dedicated to the accomplishment of group objectives. The following readings 
address this problem. Both selections are drawn from the same source: Richard L. 
Hughes, Robert C. Ginnett, and Gordon ]. Curphy's excellent leadership text, 
Leadership: Enhancing the Lessons of Experience. In the first reading, Hughes 
et al. summarize the most important thinking on the motivation of followers. The 
fallowing selection explores the related topic of the dynamics of power and influence 
among leaders and followers. 

3 25 
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Many people believe the most important quality of a good leader is the abili
ty to motivate others to accomplish group tasks. The importance of motiva
tion as a component of output is suggested in findings from diverse work 
groups that most people believe they could give as much as 15  percent or 20 
percent more effort at work than they now do with no one, including their 
own bosses, recognizing any difference. Perhaps even more startling, these 
workers also believed they could give 15 percent or 20 percent less effort with 
no one noticing any difference. Moreover, variation in the output of jobs 
varies significantly across leaders and followers. Hunter, Schmidt, and Judi
esch1 estimated the top 15 percent of the workers for a particular job pro-

Reprinted with permission from Leadership: Enhancing the Lessons of Experience by Richard L. Hughes, Robert 

C. Ginnett, and Gordon S. Curphy, copyright 1993 Richard D. Irwin, Inc. 
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duced from 20 to 50 percent more output than the average worker, depend
ing on the complexity of the job. What can leaders and followers do to en
hance the motivation to perform? . . .  

According to Kanfer, 2 motivation is anything that provides direction, inten

sity, and persistence to behavior. Another definition considers the term moti

vation a sort of shorthand to describe choosing an activity or task to engage 
in, establishing the level of effort to put forth on it, and determining the de
gree of persistence in it over time.3 Like preferences and personality traits, 
motivation is not directly observable; it must be inferred from behavior. For 
example, if one person regularly assembles twice as many computers as any 
other person in his work group-assuming all have the same abilities, skills, 
and resources-then we likely would say this first person is more motivated 
than the others. We use the concept of motivation to explain differences we 
see among people in the energy and direction of their behavior . . . .  

Few topics of human behavior have been the subject of so many books and 
articles as that of motivation. So much has been written about motivation 
that a comprehensive review of the subject is beyond the scope . . .  [here] . 
This section will, however, overview several major approaches to understand
ing work motivation, as well as address their implications for followers' satis
faction and performance. (See3A for more comprehensive reviews.) It is 
important for leadership practitioners to become familiar with these major 
approaches, which offer a variety of perspectives and ideas for influencing fol
lowers' decisions to choose, exert effort, or resist an activity. Additionally, 
through such understanding, leadership practitioners may recognize that 
some motivation theories are more applicable in certain situations, or for pro
ducing certain outcomes, than others . . . .  

Need Theories 

The two major need theories include Maslow's4 hierarchy of needs and 
Alderfer's5 existence-relatedness-growth (ERG) theory. These two theories 
assume all people share a common set of basic needs. Needs refer to internal 
states of tension or arousal, or uncomfortable states of deficiency people are 
motivated to change.2 

Maslow's Hierarchy of Needs 

According to Maslow,4 people are motivated to satisfy five basic sorts of 
needs. These include the need to survive physiologically, the need for securi
ty, the need for affiliation with other people, the need to feel self-esteem, and 
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FIGURE 1 

Maslow's Hierarchy of Needs 
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the need for self-actualization. Maslow's conceptualization of needs is usually 
represented by a triangle with the five levels of needs arranged in a hierarchy 
(see Figure 1) called, not surprisingly, the hierarchy of needs. According to 
Maslow, any person's behavior can be understood primarily as directed effort 
to satisfy one particular level of need in the hierarchy. Which level happens 
to be motivating one's behavior at any time depends on whether "lower" 
needs have been satisfied. According to Maslow, lower level needs must be 
satisfied before the next higher level would become salient in motivating 
behavior. 

As an example, if Eric's salary were sufficient to meet his physiological 
needs, and his job security and retirement plan were sufficient to meet his se
curity needs, neither of these two needs would serve to energize and direct 
his behavior. However, if he were in a secluded position on an assembly line 
and could not talk with others or be part of a close work group, he may still 
feel unfulfilled in his needs for affiliation and belongingness. This may cause 
him to put a lot of effort into forming friendships and socializing at work. 

Maslow4 said higher-level needs like those for self-esteem or self-actualiza
tion would not become salient (even when unfulfilled) until lower needs 
were satisfied. Thus, a practical implication of his theory is that leaders may 
only be successful in motivating follower behavior by taking account of the 
follower's position on the need hierarchy. For example, it might be relatively 
inefficient to try to motivate our lonely assembly-line worker by appealing to 
how much pride he would take in a job well done (i.e . ,  to his self-esteem) ; 
Maslow said only after one feels part of a social group will such motives be-
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come energizing. At all levels of the hierarchy, the leader should watch for 
mismatches between his motivational efforts and the followers' lowest unsat-
isfied needs. 

ERG Theory 

Alderfer's5 existence-relatedness-growth (ERG) theory has several sirpilari
ties to Maslow's hierarchy of needs. In the terms of ERG theory, existence 
needs basically correspond to Maslow's physiological and security needs; re
latedness needs are like Maslow's social and esteem needs; and growth needs 
are similar to the need for self-actualization. Beyond those similarities, how-
ever, are two important differences.  

First, Alderfer reported that people sometimes try to satisfy more than one 
need at the same time. For example, even though a follower's existence needs 
may not be entirely satisfied, she may still be motivated to grow as a person. 
Second, he claimed frustration of a higher-level need can lead to efforts to 
satisfy a lower-level need. In other words, a follower who is continually frus
trated in achieving some need might "regress" and exert effort to "satisfy" a 
lower need that already has been satisfied. For example, if the nature of work 
on an assembly line repeatedly frustrates Eric's need for relatedness with oth
ers, he may eventually stop trying to satisfy these needs at work and re�ress to 
demanding more pay-an existence need-and might, then, try to satisfy the 
relatedness need outside of work. Alderfer called this the frustration-regres-

sion hypothesis. 

Concluding Thoughts on Need Theories 

Although both Maslow's and Alderfer's need theories have played an im
portant historical role in our understanding of motivation,

. 
they d� �ave 

certain limitations. For one thing, neither theory makes specific predictions 
about what an individual will do to satisfy a particular need. 2•6 In the exam
ple above, Eric may exert considerable effort to establish new friendships at 
work, try to make friends outside of work, or even spend a lot of money 

.
on 

a new car or stereo equipment (the frustration-regression hypothesis) . 
The theories' lack of specificity and predictive power severely limits their 
practical applicability in organizational, school, or team settings. On t�e 
other hand, awareness of the general nature of the various sorts of basic 
human needs described in these two theories seems fundamentally useful to 
leaders . . . .  

FIGURE 2 
Equity Theory Ratios 
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The . . . cognitive theories we will describe here are concerned primarily with clarifying the conscious thought processes people use when deciding 
how hard or long to work toward some task or goal. 

Equity Theory 

As the name implies, equity theory emphasizes the motivational importance to followers of fair treatment by their leaders. It assumes that people value fairness in leader-follower exchange relationships.3 Followers are said to be most satisfied when they believe that what they put into an activity or job and what they get out of it are roughly equivalent to what others put into and get out of it. 7,B Equity theory proposes a very rational model for how followers 
assess these issues. Followers presumably reach decisions about equitable relationships by assigning values to the four elements in Figure 2 and then com
paring the two ratios.7 In looking at the specific elements in each ratio, personal outcomes refer to what one is receiving for one's efforts, such as pay, 
job satisfaction, opportunity for advancement, and personal growth. Personal inputs refer to all those things one contributes to a job such as time, effort, knowledge, and skills. 

A key aspect of equity theory is that Figure 2 contains two ratios. Judg
ments of equity are always based on comparison to some reference group. It is the relationship between the two ratios that is important in equity theory, not 
the absolute value of either one's own outcomes or inputs, or those of others, 
considered by themselves. What matters most is the comparison between 
one's own ratio and that of a reference group such as one's co-workers or 
workers holding similar jobs in other organizations. For example, there may 
be many people who make more money than a particular follower; they may 
also, however, work longer hours, have more skills, or have to live in undesir-
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able geographic locations to do so. In other words, although their outcomes 

are greater, so are their inputs, and thus the ratios may still be equal; there is 

equity. 
In essence, equity theory does not try to evaluate "equality of inputs" or 

"equality of outcomes." It is concerned with "fairness" of inputs relative to 

outcomes. The perception of inequity creates a state of tension and an inher

ent pressure for change. As long as there is general equality between the two 

ratios, there is no motivation (at least based on inequity) to change anything, 

and people are reasonably satisfied. If, however, the ratios are significantly 

different, a follower will be motivated to take action likely to restore the bal

ance. Exactly what the follower will be motivated to do depends on the direc

tion of the inequality. Adams9 suggested six ways people might restore 

balance: (a) changing their inputs; (b) changing their outcomes; (c) altering 

their self-perceptions; (d) altering their perceptions of their reference group; 

(e) changing their reference group; or, if all else fails, (j) leaving the situation. 

Thus, if a follower believed her ratio was lower than her co-worker's, she may 

reduce her level of effort or seek higher pay elsewhere. Research has shown 

that perceptions of underpayment generally resulted in actions in support of 

the model, but perceptions of overpayment did not. Instead of working hard

er in an over-payment condition (to make their own ratio more equitable) , 

subjects often rationalized that they really deserved the higher pay.4 

Expectancy Theory 

First described by Tolman,10 expectancy theory has been modified for use in 

work settings. 1 1-13 It involves two fundamental assumptions: (a) Motivated 

performance is the result of conscious choice and (b) people will do what 

they believe will provide them the highest (or surest) rewards. Thus, ex

pectancy theory, like equity theory, is a highly rational approach to under

standing motivation. It assumes that people act in ways that maximize their 

expectations of attaining valued outcomes and that reliable predictions of be

havior are possible if the factors that influence those expectations can be 

quantified. In this model, there are three such factors to be quantified. The 

first two are probability estimates (expectancies) , and the third is a vector 

sum of predicted positive and negative outcomes. 

The first probability estimate is the efforMo-performance expectancy. 

Like all probabilities, it ranges from no chance of the event occurring to an 

absolute certainty of it occurring; or, in decimal form, from 0.0 to 1 .0. Here, 

the follower estimates the likelihood of performing the desired behavior ade

quately, assuming she puts forth the required effort. The second probability 
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estimate is the performance-to-outcome expectancy. In this case, our fol
lower estimates the likelihood of receiving a reward, given that she achieves 
t�e d�si�ed level of performance. This is a necessary step in the sequence 
smce it is not uncommon for people actually to do good work yet not be re
warded for it (e.g., someone else may be the teacher's pet) . Finally, the fol
lowe� 

.
must determine the likely outcomes, assuming that the previous 

cond1t1ons have been met, and determine whether their weighted algebraic 
sum (valence) is sufficiently positive to be worth the time and effort. To put it 
more simply, expectancy theory says that people will be motivated to do a 
task if three conditions are met; (1)  They can do the task, (2) they will be re
warded if they do it, and (3) they value the reward . . . .  

Situational Approaches 

These approaches place considerably more emphasis on how the situation af
fects motivation. In other words, these approaches emphasize the leader's 
role in changing various aspects of the situation in order to increase follow
ers' motivational levels. The three theories that emphasize situational influ
ences in motivation are Herzberg's two-factor theory, the job characteristics 
model, and the operant approach. 

Herzberg's Two-Factor Theory 

Herzberg14• 15 developed the two-factor theory from a series of interviews he 
conducted with accountants and engineers. More specifically, he asked what 
satisfied them about their work and found that their answers usually could 
be sort�d i�to five consistent categories. Furthermore, rather than assuming 
what dissatisfied people was always just the opposite of what satisfied them 
�e also specifically asked what dissatisfied people about their jobs. Surpris� 
mgly, the list of satisfiers and dissatisfiers represented entirely different as
pects of work. 

Herzberg labeled the factors that led to satisfaction at work motivators 

and he labeled the factors that led to dissatisfaction at work hygiene factors '. 
The most common motivators and hygiene factors can be found in Table 1 .  
�ccording to the two-factor theory, efforts directed toward improving hy
giene factors will not increase followers' motivation. No matter how much 
leaders improve working conditions, pay, or sick-leave policies, for example, 
followers will not exert any additional effort or persist any longer at a task. For 
example, followers will probably be no more motivated to do a dull and bor
ing job merely by being given pleasant office furniture. On the · other hand , 
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TABLE 1 
Motivators and Hygiene Factors of the Two-Factor Theory 

Motivators 

Achievement 

Recognition 

The work itself 

Responsibility 

Advancement and growth 

Hygiene Factors 

Supervision 

Working conditions 

Co-workers 

Pay 

Policies/procedures 

Job security 

Source: Adapted from Herzberg, Work and the Nature of Man (Cleveland, Ohio: 

World Publishing, 1966). 

followers may be asked to work in conditions so poor as to create dissatisfac
tion, which can distract them from constructive work. 

Given limited resources on the leader's part, the key to increasing follow
ers' effort levels according to two-factor theory is to just adequately satisfy 
the hygiene factors while maximizing the motivators for a particular job. It is 
important for working conditions to be adequate, but it is even more impor
tant (for enhancing motivation) to provide plenty of recognition, responsibil
ity, and possibilities for advancement. In the words of Fred Herzberg, "if you 
don't want people to have Mickey Mouse attitudes, then don't give them 
Mickey Mouse work" (unpublished comments) . . . .  

The Job Characteristics Model 

According to the job characteristics model, jobs or tasks having certain 
kinds of characteristics provide inherently greater motivation and job satis
faction than others. Hackman and Oldhaml6,17 said that followers will work 
harder and be more satisfied if their tasks are meaningful, provide ample 
feedback, allow considerable latitude in deciding how to accomplish them, 
and require use of a variety of skills. The Hackman and Oldham model is 
based on five critical job characteristics: task identity, task significance, feed
back, autonomy, and skill variety. 

Note that while a job high in all these characteristics might seem intrinsi
cally motivating, this model is not just another way of looking at intrinsic mo
tivation. Individuals differ in their intrinsic motivation, whereas the job 
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characteristics model says some jobs are, by their nature, more motivating 
and satisfying than others. 

Actually, individual differences also play an important role in the job 
characteristics model. In this case the critical individual difference is called 
growth-need strength, which refers to the degree to which an individual is 
motivated by the need to fulfill herself (in Maslow's4 terms, to increase one's 
self-esteem or self-actualization) . Hackman and Oldhaml6,l 7  said that indi
viduals with high growth-need strength especially desire jobs high on the five 
characteristics in the model; they are even more motivated and satisfied 
than others with such jobs, and even less motivated and satisfied than others 
with jobs very low on those characteristics. Thus, if leaders were to follow 
the tenets of the job characteristics model to increase followers' satisfaction 
and motivation, then they would hire followers with high growth-need 
strength, and they would restructure followers' jobs to have more favorable 
task characteristics. 

The Operant Approach 

The operant approach focuses on modifying rewards and punishments in 
order to change the direction, intensity, or persistence of observable behavior. 

It will help at the outset of this discussion to define several terms. A reward is 
any consequence that increases the likelihood that a particular behavior will 
be repeated. For example, if a student receives an A on a science project, 
then she will be more likely to work hard on the next science project. Pun

ishment is the administration of an aversive stimulus or the withdrawal of 
something desirable, each of which decreases the likelihood a particular be
havior will be repeated.18 Thus, if a child loses his allowance for talking back 
to his parents, then he will be less likely to do so again in the future. Both re
wards and punishments can be administered in a contingent or noncontin
gent manner. Contingent rewards or punishments are administered as 
consequences of a particular behavior. Examples might include giving a run
ner a medal immediately after she won a race or grounding a teenage son 
after he comes home late. Noncontingent rewards and punishments are not 
associated with a particular behavior and might include receiving the same 
monthly paycheck even after working considerably less hard than the month 
before or getting a better parking slot because of seniority rather than perfor
mance. Rewards and punishments can also be administered using different 
schedules, such as those found in Table 2. Finally, behaviors that are not re
warded will eventually be eliminated through the process of extinction. 

Research evidence has consistently shown that the operant approach is a 
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TABLE 1 1-2 
Schedules of Reinforcement 

Continuous: When rewards are given every time a person manifests a specific 

response. An example would be giving a golfer praise every time he broke par. 

Fixed ratio: When rewards are given after a certain number of responses occur. 

For example, a coach may give her players a reward every time they shoot 100 

free throws before practice. 

Fixed interval: When rewards are given after a fixed period of time has elapsed, 

such as a weekly or monthly paycheck. 

Variable ratio: When rewards are administered on a variable basis, but on aver

age after a certain number of responses have occurred. An example would be a 

worker who gets rewarded after successfully assembling as few as 1 0  or as many 

as 20 computers, but on average the worker receives reinforcement after an 

average of 1 5  computers have been assembled. 

Variable interval: Similar to the variable ratio schedule, except in this case 

rewards are administered after an average amount of time has elapsed. A worker 

might get a reward after 3, 8, or 1 days of good work, but on average receives a 

reward once a week. 

very effective way of modifying followers' motivation and performance 
levels. 1 9-21 Other evidence has shown that rewards were more strongly relat
ed to satisfaction and performance than was punishment,20·22·23 and that con
tingent rewards and punishments were more strongly related to satisfaction 
and performance than noncontingent rewards and punishments.21•24·�5 

. Although these findings paint an encouraging picture of the pracn�al util
ity of the operant approach, implementing it correctly in a work se�tmg �an 
be difficult.26 Using operant principles properly to improve followers motiva
tion and hence performance requires following several steps. First, leaders 
need to clearly specify what behaviors are important. Second, leaders need 

.
to 

determine if those behaviors are currently being punished, rewarded, or ig
nored. Believe it or not, sometimes followers are actually rewarded for behav
ior that leaders are trying to extinguish and are punished for behaviors th�t 
leaders want to increase. For example, followers may get considerable posi
tive attention from peers by talking back to the leader or by violating dress 
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codes. Similarly certain overly competitive employees may be  promoted 
ahead of their peers (by walking over their backs, we might say) , even when 
management's rhetoric extols the need for cooperation and teamwork. It also 
may be the case that leaders sometimes just ignore the very behaviors they 
would like to see strengthened. An example here would be if a leader consis
tently failed to provide reward when followers produced high-quality prod
ucts despite the leader's rhetoric always emphasizing the importance of 
quality. 

Third, leaders need to find out what followers actually find rewarding and 
punishing. Leaders should not make the mistake of assuming that followers 
will find the same things rewarding and punishing as they do, nor should they 
assume that all followers will find the same things to be rewarding and pun
ishing. What may be one follower's punishment may be another follower's re
ward. For example, some followers may dislike public attention and actually 
exert less effort after being publicly recognized; other followers may find pub
lic attention to be extremely rewarding. Fourth, leaders need to be wary of 
creating perceptions of inequality and decreasing intrinsic motivation when 
administering individually tailored rewards. Fifth, leaders should not limit 
themselves to administering organizationally sanctioned rewards and punish
ments. Using a bit of ingenuity, leaders can often come up with an array of 
potential rewards and punishments that are effective, inexpensive, and do 
not violate company policies. Finally, because the administration of noncon
tingent consequences has relatively little impact, leaders should administer 
rewards and punishments in a contingent manner whenever possible. 

Concluding Thoughts on Situational Approaches to Motivation 

The two-factor theory, the job characteristics model, and the operant ap
proach all make one important point that is often overlooked in other theories 
of motivation: By changing the situation, leaders can enhance followers' moti
vation, performance, and satisfaction. Unfortunately, the same approaches 
tend to pay too little attention to the importance of needs, individual differ
ence variables, and cognitive processes in the direction, intensity, and persis
tence of followers' behaviors (with the exception of growth-need strength in 
the job characteristics model) . Perhaps the best strategy for leaders is to recog
nize that some motivational theories are more applicable to some situations 
than others, and to be flexible in the types of motivational interventions they 
use. However, leaders will only be able to adopt a flexible motivation interven-
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tion strategy if they become familiar with the strengths and weaknesses of the 
different theories and approaches. Just as a carpenter can more effectively 
build a house by using a variety of tools, a leader can be more effective by 
using a variety of motivational interventions to resolve work problems. 
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One cannot understand leadership without understanding the concepts of 
power, influence, and influence tactics. Many people use these concepts syn
onymously1 but it may be useful to distinguish among power, influence, and 
influence tactics. Power has been defined as the capacity to produce effects 
on others2 or the potential to influence. 1  Influence can be defined as the 
change in a target agent's attitudes, values, beliefs, or behaviors as the result 
of influence tactics. Influence tactics refer to one person's actual behaviors 
designed to change another person's attitudes, beliefs, values, or behaviors. 
Although power, influence, and influence tactics are typically examined from 

Reprinted with permission from Leadership: Enhancing the Lessons of Experience by Richard L. Hughes, Robert 

C. Ginnett, and Gordan J. Curphy, Copyright 1993 Richard D. Irwin, Inc. 
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the leader's perspective, it is important to remember that followers can also 
wield a considerable amount of power and influence, and that followers also 
use a variety of influence tactics to change the attitudes, values, beliefs, and 
behaviors of their leaders. Leadership practitioners can improve their effec
tiveness by reflecting on the types of power they and their followers have and 
the types of influence tactics that they may use or that may be used on 
them . . . .  

A Taxonomy of Social Power 

French and Raven3 identified five sources, or bases, of power by which an in
dividual can potentially influence others. These five sources include one that 
is primarily a function of the leader; one that is a function of the relationship 
between leaders and followers; one primarily a function of the leader and the 
situation; one primarily a function of the situation; and finally, one that in
volves aspects of all three elements. The five bases of power are organized 
from the leader's perspective, yet it is important to note that followers also 
have varying amounts of power they can use to resist a leader's influence at
tempts. Because both leaders and followers can use all five bases of power to 
influence each other, this section describes the bases of power from both the 
leader's and followers' perspectives. Understanding these bases of power from 
both perspectives can help leadership practitioners be more effective, be
cause these bases can be used (a) to help determine why subordinates and su
periors may successfully resist different influence attempts and (b) to improve 
the potential amount of influence leadership practitioners can have with sub
ordinates and superiors. The following is a more detailed discussion of French 
and Raven's five bases of social power. 

Expert Power. Expert power is the power of knowledge. Some people are able 

to influence others through their relative expertise in particular areas. A sur

geon may wield considerable influence in a hospital because others are de

pendent on her knowledge, skill, and judgment, even though she may not 

have any formal authority over them. A mechanic may be influential among 

his peers because he is widely recognized as the best in the city. A longtime 

employee may be influential because his "corporate memory" provides a use

ful historical perspective to newer personnel. Legislators who are expert in 

the intricacies of parliamentary procedure, athletes who have played in 

championship games before, and soldiers who have been in combat before 

are valued for the "lessons learned" and wisdom they can share with others. 

Because expert power is a function of the amount of knowledge one pos-
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sesses relative to the rest of the members of the group, it is possible for follow
ers to have considerably more expert power than leaders in certain situations. 
For example, new leaders often possess less knowledge of the jobs and tasks 
performed in a particular work unit than the followers do, and in this case the 
followers can potentially wield considerable influence when decisions are 
made regarding work procedures, new equipment, or the hiring of additional 
workers. Probably the best advice for leaders in this situation is to ask a lot of 
questions and perhaps seek additional training to help fill this knowledge gap. 
So long as different followers have considerably greater amounts of expert 
power, it will be difficult for a leader to influence the work unit on the basis of 
expert power alone. 

Referent Power. One way to counteract the problems stemming from a lack of 
expertise is to build strong interpersonal ties with subordinates. Referent 
power refers to the potential influence one has due to the strength of the re
lationship between the leader and the followers. When people admire a 
leader and see her as a role model, we say she has referent power. For exam
ple, students may respond positively to advice or requests from teachers who 
are well liked and respected, while the same students might be unresponsive 
to less popular teachers. This relative degree of responsiveness is primarily a 
function of the strength of the relationship between the students and the dif
ferent teachers. We knew one young lieutenant who had enormous referent 
power with the military security guards working for him due to his selfless 
concern for them, evident in such habits as bringing them hot chocolate and 
homemade cookies on their late-night shifts. The guards, sometimes taken 
for granted by other superiors, understood and valued the extra effort and 
sacrifice this young supervisor put forth for them. When Buddy Ryan was 
fired as head coach of the Philadelphia Eagles football team, many of the 
players expressed fierce loyalty to him. One said, "We'd do things for Buddy 
that we wouldn't do for another coach. I'd sell my body for Buddy" (Associat
ed Press, January 9, 1991 ) .  That is referent power. 

It is important to note that the relationships between leaders and followers 
take time to develop and often limit the actions leaders may take in a particu
lar leadership situation. For example, a leader who has developed a strong re
lationship with a follower may be reluctant to discipline the follower for poor 
work or chronic tardiness, as these actions could disrupt the nature of the re
lationship between the leader and the follower. Thus, referent power is a two
way street; the stronger the relationship, the more influence leaders and 
followers exert over each other. Moreover, just as it is possible for leaders to 
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develop strong relationships with followers and, in turn, acquire more refer
ent power, it is also possible for followers to develop strong relationships with 
other followers and acquire more referent power. Followers with relatively 
more referent power than their peers are often the spokespersons for their 
work units and generally have more latitude to deviate from work-unit 
norms. Followers with little referent power have little opportunity to deviate 
from group norms. For example, in an episode of the television show "The 
Simpsons, "  Homer Simpson was fired for wearing a pink shirt to work (every
body else at the Springfield nuclear power plant had always worn white 
shirts) . Homer was fired partly because he "was not popular enough to be dif
ferent." 

Legitimate Power. Legitimate power depends on a person's organizational role. 

It can be thought of as one's formal or official authority. Some people make 

things happen because they have the power or authority to do so. The boss 

can assign projects; the coach can decide who plays; the colonel can order 

compliance with uniform standards; the teacher assigns the homework and 

awards the grades. Individuals with legitimate power exert influence through 

requests or demands deemed appropriate by virtue of their role and position. 

In other words, legitimate power means a leader has authority because he or 

she has been assigned a particular role in an organization (and the leader has 

this authority only as long as he or she occupies that position and operates 

within the proper bounds of that role) . 
It is important to note that legitimate authority and leadership are not the 

same thing. Holding a position and being a leader are not synonymous, de
spite the relatively common practice of calling position holders in bureaucra
cies the leaders. The head of an organization may be a true leader, but he also 
may not be. Effective leaders often intuitively realize they need more than le
gitimate power to be successful. Before he became president, Dwight Eisen
hower commanded all Allied troops in Europe during World War II. In a 
meeting with his staff before the Normandy invasion, Eisenhower pulled a 
string across a table to make a point about leadership. He was demonstrating 
that just as you can pull a string, not push it, officers must lead soldiers and 
not "push" them from the rear. 

It is also possible for followers to use their legitimate power to influence 
leaders. In these cases, followers can actively resist a leader's influence at
tempt by only doing work specifically prescribed in job descriptions, bureau
cratic rules, or union policies. For example, many organizations have job 
descriptions that limit both the time spent at work and the types of tasks and 
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activities performed. Similarly, bureaucratic rules and union policies can be 
invoked by followers to resist a leader's influence attempts. Often the leader 
will need to change the nature of his or her request or find another way to re
solve the problem if these rules and policies are invoked by followers. If this is 
the case, then the followers will have successfully used legitimate power to 
influence their leader. 

Reward Power. Reward power involves the potential to influence others due 
to one's control over desired resources. This can include the power to give 
raises, bonuses, and promotions; to grant tenure; to select people for special 
assignments or desirable activities; to distribute desired resources like com
puters, offices, parking places, or travel money; to intercede positively on an
other's behalf; to recognize with awards and praise; and so on. Many 
corporations use rewards extensively to motivate employees. At McDonald's, 
for example, there is great status accorded the "All-American Hamburger 
Maker," the cook who makes the fastest, highest-quality hamburgers in the 
country. At individual fast-food restaurants, managers may reward salesper
sons who handle the most customers during rush periods. Tupperware holds 
rallies for its salespeople. Almost everyone wins something, ranging from pins 
and badges to lucrative prizes for top performers.4 Schools pick "teachers of 
the year" and professional athletes are rewarded by selection to all-star teams 
for their superior performance. 

The potential to influence others through the ability to administer rewards 
is a joint function of the leader, the followers, and the situation. Leaders vary 
considerably in the types and frequency in which they mete out rewards, but 
the position they fill also helps to determine the frequency and types of re
wards administered. For example, employees of the month at Kentucky Fried 
Chicken are not given new cars; the managers of these franchises do not 
have the resources to offer such awards. Similarly, leaders in other organiza
tions are limited to some extent in the types and frequency in which they can 
administer awards. Nevertheless, leadership practitioners can enhance their 
reward power by spending some time reflecting on the followers and the situ
ation. Often a number of alternative or innovative rewards can be created 
and these rewards, along with ample doses of praise, can help a leader over� 
come the constraints his or her position puts on reward power. 

Although using the power to administer rewards can be an effective way 
to change the attitudes and behaviors of others, there are several situations 
where a leader's use of reward power can be problematic. For example, the 
perception that a company's monetary bonus policy,is handled equitably may 
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be as important in motivating good work (or avoiding morale problems) as 
the amount of the bonus itself. Moreover, a superior may mistakenly assume 
that a particular reward is valued when it is not. This would be the case if a 
particular subordinate were publicly recognized for her good work when she 
actually dislikes public recognition. Leadership practitioners can avoid the 
latter problem by developing good relationships with subordinates and ad
ministering rewards that they, not the leader, value. 

Another potential problem with reward power is that it may produce com
pliance but not other desirable outcomes like commitment.5 In other words, 
subordinates may perform only at the level necessary to receive a reward and 
may not be willing to put forth the extra effort needed to make the organiza
tion better. An overemphasis on rewards as "payoff" for performance may 
also lead to resentment and feelings by workers of being manipulated, espe
cially if it occurs in the context of relatively cold and distant superior-subor
dinate relationships. Extrinsic rewards like praise, compensation, promotion, 
privileges, and time off may not have the same effects on behavior as intrinsic 
rewards such as feelings of accomplishment, personal growth, and develop
ment. There is evidence under some conditions extrinsic rewards can even 
decrease intrinsic motivation toward a task and make the desired behavior 
less likely to persist when extrinsic rewards are not available. 6,7 Overemphasis 
on extrinsic rewards may instill an essentially contractual or economic rela
tionship between superiors and subordinates, diluting important aspects of 
the relationship like mutual loyalty or shared commitment to higher ideals.8 

All these cautions about reward power should not cloud its usefulness and 
effectiveness, which is very real. As noted previously, top organizations make 
extensive use of both tangible and symbolic rewards in motivating their 
workers. Furthermore, some of the most important rewards are readily avail
able to all leaders-sincere praise and thanks to others for their loyalty and 
work. The bottom line is that leadership practitioners can enhance their abil
ity to influence others based on reward power if they (a) determine what re
wards are available, (b) determine what rewards are valued by their 
subordinates, and (c) establish clear policies for the equitable and consistent 
administration of rewards for good performance. 

Finally, because reward power is partly determined by one's position in the 
organization, some people may believe followers have little, if any, reward 
power. This may not be the case. If followers have control over scarce re
sources, then they may use the administration of these resources as a way of 
getting leaders to act in the manner they want. Moreover, followers may re
ward their leader by putting out a high level of effort when they feel their 
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leader is doing a good job, and they may put forth less effort when they feel 
their leader is doing a poor job. By modifying their level of effort, followers 
may in turn modify a leader's attitudes and behaviors. And when followers 
compliment their leader (e.g., for running a constructive meeting) , it is no 
less an example of reward power than when a leader compliments a follower. 
Thus, leadership practitioners should be aware that followers can also use re
ward power to influence leaders. 

Coercive Power. Coercive power, the opposite of reward power, is the potential 
to influence others through the administration of negative sanctions or the 
removal of positive events. In other words, it is the ability to control others 
through the fear of punishment or the loss of valued outcomes. Like reward 
power, coercive power is partly a function of the leader, but the situation 
often limits the coercive actions a leader can take. Examples of coercive 
power include policemen giving tickets for speeding, the army court-martial
ing AWOL soliders, a teacher detaining disruptive students after school, em
ployers firing lazy workers, and parents spanking children.9 Even presidents 
resort to their coercive powers. Historian Arthur Schlesinger, Jr. ,  for example, 
described Lyndon Johnson as having a "devastating instinct for the weakness
es of others." Lyndon Johnson was familiar and comfortable with the use of 
coercion; he once told a White House staff member, "Just you remember this. 
There's only two kinds at the White House. There's elephants and there's 
ants. And I'm the only elephant."10 

Coercive power, like reward power, can be used appropriately or inappro
priately. It is carried to its extreme in harsh and repressive totalitarian soci
eties. One of the most tragic instances of coercive power was in the .cult led 
by Jim Jones, which tragically and unbelievably self-exterminated in an inci
dent known as the Jonestown massacre. 1 1  Virtually all of the 912  who died 
there drank, at Jones's direction, from large vats of a flavored drink contain
ing cyanide. The submissiveness and suicidal obedience of Jones's followers 
during the massacre was due largely to the long history of rule by fear Jones 
had practiced. For example, teenagers caught holding hands were beaten, 
and adults judged slacking in their work were forced to box for hours in 
marathon public matches against as many as three or four bigger and stronger 
opponents. Jim Jones ruled by fear, and his followers became self-destructive
ly compliant. 

Perhaps the preceding example is so extreme that we can dismiss its rele
vance to our own lives and leadership activities. On the other hand, it does 
provide dramatic reminder that reliance on coercive power has inherent limi-
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tations and drawbacks. This is not to say the willingness to use disciplinary 
sanctions is never necessary. Sometimes it is. 

Informal coercion, as opposed to the threat of formal punishment, can also 
be used to change the attitudes and behaviors of others. Informal coercion is 
usually expressed implicitly, and often nonverbally, rather than explicitly. It 
may be the pressure employees feel to donate to the boss's favorite charity, or 
it may be his glare when they bring up an unpopular idea. One of the most 
common forms of coercion is simply a superior's temperamental outbursts. 
The intimidation of a leader's poorly controlled anger is usually, in its long
term effects, a dysfunctional style of behavior for leaders. 

It is also possible for followers to use coercive power to influence their 
leader's behavior. For example, a leader may be hesitant to take disciplinary 
action against a large, emotionally unstable follower. Followers can threaten 
leaders with physical assaults, industrial sabotage, or work slowdowns and 
strikes, and these threats can serve to modify a leader's behavior. In all likeli
hood, followers will be more likely to use coercive power to change their 
leader's behavior if they have a relatively high amount of referent power with 
their fellow co-workers. This may be particularly true if threats of work slow
downs or strikes are used to influence a leader's behavior. 

Concluding Thoughts About French and Raven's Power Taxonomy. There has 
been considerable research addressing French and Raven's3 taxonomy of 
power, and generally the findings indicate that leaders who relied primarily 
on referent and expert power had subordinates who were more motivated 
and satisfied, were absent less, and performed better. 12 However, Yukl 12 and 
Podsakoff and Schriesheim 13 have criticized these findings, and much of their 
criticism centers on the instrument used to assess a leader's bases of power. 
Recently, Hinkin and Schriesheim14 have developed an instrument that 
overcomes many of the criticisms, and future research should more clearly 
delineate the relationship between the five bases of power and various leader
ship effectiveness criteria. 

Even though much research to date about the five bases of power may be 
flawed, three generalizations about power and influence still seem warranted. 
First, effective leaders typically take advantage of all their sources of power. 
They understand the relative advantages and disadvantages of the different 
power sources, and they selectively emphasize one or another depending on 
their particular objectives in a given situation. Second, whereas leaders in 
well-functioning organizations have strong influence over their subordinates, 
they are also open to being influenced by them. High degrees of reciprocal in-
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fluence between leaders and followers characterize the most effective organi
zations. 5 Third, leaders vary in the extent to which they share power with 
subordinates. Some leaders seem to view their power as a fixed resource that, 
when shared with others (like cutting a pie into pieces) , reduces their own 
portion. They see power in zero-sum terms. Other leaders see power as an ex
pandable pie. They see the possibility of increasing a subordinate's power 
without reducing their own. Needless to say, which view a leader subscribes 
to can have a major impact on the leader's support for power-sharing activi
ties like delegation and participative management. Support for them is also 
affected by the practice of holding leaders responsible for subordinates' deci
sions and actions as well as their own. It is, after all, the coach or manager 
who often gets fired when the team loses. 15, 16 

Leader Motives 

People vary in their motivation to influence or control others. McClelland 17 
called this the need for power, and individuals with a high need for power 
derive psychological satisfaction from influencing others. They seek positions 
where they can influence others, and they are often involved concurrently in 
influencing people in many different organizations or decision-making bod
ies. In such activities they readily offer ideas, suggestions, and opinions, and 
also seek information they can use in influencing others. They are often as
tute at building trusting relationships and assessing power networks, though 
they can also be quite outspoken and forceful. They value the tangible signs 
of their authority and status as well as the more intangible indications of oth
ers' deference to them. Two different ways of expressing the need for power 
have been identified: personalized power and socialized power. Individuals 
who have a high need for personalized power are relatively selfish, impulsive, 
and uninhibited, and lacking in self-control. These individuals exercise 
power for their own self-centered needs, not for the good of the group or the 
organization. Socialized power, on the other hand, implies a more emotional
ly mature expression of the motive. Socialized power is exercised in the ser
vice of higher goals to others or organizations and often involves self-sacrifice 
toward those ends. It often involves an empowering rather than autocratic 
style of management and leadership . . . .  

Findings concerning both the need for power and the motivation to man
age have several implications for leadership practitioners. First, not all indi
viduals like being leaders. One reason may be that some have a relatively low 
need for power or motivation to manage. Because these scores are relatively 



348 Leading Individuals 

stable and fairly difficult to change, leaders who do not enjoy their role may 
want to seek positions where they have few supervisory responsibilities. 

Second, a high need for power or motivation to manage does not guaran
tee leadership success. The situation can play a crucial role in determining 
whether the need for power or the motivation to manage is related to leader
ship success. For example, McClelland and Boyatzis18 found the need for 
power to be related to leadership success for nontechnical managers only, and 
Miner19 found motivation to manage was related to leadership success only in 
hierarchical or bureaucratic organizations. 

Third, in order to be successful in the long term, leaders may have to have 
both a high need for socialized power and a high level of activity inhibition. 
Leaders who impulsively exercise power merely to satisfy their own selfish 
needs will probably be ineffective in the long term. 

Finally, it is important to remember that followers as well as leaders differ 
in the need for power, activity inhibition, and motivation to manage. Certain 
followers may have stronger needs or motives in this area. Leaders may need 
to behave differently toward these followers than they might toward followers 
having a low need for power or motivation to manage . . . .  

Influence Tactics 

Whereas power is the capacity or potential to influence others, influence tac
tics are the actual behaviors used by an agent to change the attitudes, opin
ions, or behaviors of a target person. Kipnis and his associates accomplished 
much of the early work on the types of influence tactics one person uses to 
influence another, and developed the Profile of Organizational Influence 
Strategies (POIS) to assess these behaviors.20 Several methodological prob
lems, however, limit the usefulness of this instrument.21 For example, influ
ence tactics are evaluated only from the perspective of the influencing agent; 
the target's perceptions are ignored. Others, fortunately, have developed an 
alternative measure of influence tactics: the Influence Behavior Question
naire, or IBQ.22 The IBQ is completed by both agents and targets, and ap
pears to be a more valid instrument than the POIS. The following is a more 
detailed discussion of the tactics assessed by the IBQ. 

Types of Influence Tactics 

The IBQ is designed to assess nine types of influence tactics. Rational per

suasion occurs when an agent uses logical arguments or factual evidence to 
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influence others. Agents make inspirational appeals when they make a re
quest or proposal designed to arouse enthusiasm or emotions in targets. 
Consultation occurs when agents ask targets to participate in planning an 
activity, and ingratiation occurs when the agent attempts to get you in a 
good mood before making a request. Agents use personal appeals when 
they ask another to do a favor out of friendship, whereas influencing a tar
get through the exchange of favors is labeled exchange. Coalition tactics 

are different from consultation in that they are used when agents seek the 
aid or support of others to influence the target. Threats or persistent re
minders used to influence targets are known as pressure tactics ,  and legit

imizing tactics occ{ir when agents make requests based on their position or 
authority. 

Influence Tactics and Power 

As alluded to throughout this . . . [selection] ,  a strong relationship exists 
between the powers possessed by agents and targets, and the type of influ
ence tactic used by the agent to modify the attitudes, values, or behavior of 
a target. Because leaders with relatively high amounts of referent power 
have built up close relationships with followers, they may be more able to 
use a wide variety of influence tactics to modify the attitudes and behaviors 
of their followers. For example, leaders with a lot of referent power could 
use inspirational appeals, consultations, ingratiation, personal appeals, ex
changes, and even coalition tactics to increase the amount of time a partic
ular follower spends doing work-related activities. Note, however, that 
leaders with high referent power generally do not use legitimizing or pres
sure tactics to influence followers since by threatening followers leaders risk 
some loss of referent power. Leaders who have only coercive or legitimate 
power may be able to use only coalition, legitimizing, or pressure tactics to 
influence followers. In this case, coalition tactics are just pressure tactics 
one step removed, as these leaders can threaten other followers with disci
plinary action if they do not persuade a fellow follower to change his atti
tudes or behavior. 

Other factors also can affect the choice of influence tactics.23 People typi
cally use hard tactics (i.e. ,  the legitimizing or pressure tactics of the IBQ) 
when an influencer has the upper hand, when she anticipates resistance, or 
when the other person's behavior violates important norms. People typically 
use soft tactics (e.g., ingratiation) when they are at a disadvantage, when 
they expect resistance, or when they will personally benefit if the attempt is 
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successful. People typically use rational tactics (i.e., the exchange and ratio
nal appeals tactics of the IBQ) when parties are relatively equal in power, 
when resistance is not anticipated, and when the benefits are organizational 
as well as personal. . . .  

Concluding Thoughts about Influence Tactics 

In the above discussion, an implicit lesson for leaders is the value of being 
conscious of what influence tactics one uses and what effects are typically as
sociated with each tactic. Knowledge of such effects can help a leader make 
better decisions about her manner of influencing others. It might also be 
helpful for leaders to think more carefully about why they believe a particular 
influence tactic might be effective. Research indicates that some reasons for 
selecting among various possible influence tactics lead to successful outcomes 
more frequently than others. More specifically, thinking an act would im
prove an employee's self-esteem or morale was frequently associated with 
successful influence attempts. On the other hand, choosing an influence tac
tic because it followed company policy and choosing one because it was a way 
to put a subordinate in his place were frequently mentioned as reasons for 
unsuccessful influence attempts.24 In a nutshell, these results suggest that 
leaders should pay attention not only to the actual influence tactics they 
use-to how they are influencing others-but also to why they believe such 
methods are called for. It is consistent with these results to conclude that in
fluence efforts intended to build others up more frequently lead to positive 
outcomes than influence efforts.intended to put others down. 

Summary 

This . . . .  [selection] has defined power as the capacity or potential to 
exert influence; influence tactics as the behaviors used by one person to 
modify the attitudes and behaviors of another; and influence as the degree 
of change in a person's attitudes, values, or behaviors as the result of anoth
er's influence tactic. Because power, influence, and influence tactics play 
such an important role in the leadership process, this . . . .  [selection] 
provides ideas to help leadership practitioners improve their effectiveness. 
Leadership practitioners can help themselves become more effective by re
flecting on their leadership situation and considering the relative amounts 
of the five bases of social power both they and their followers possess. By re
flecting on their bases of power, leadership practitioners can better under-
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stand how they can affect followers and how they can expand the amount 
of power they possess. In addition, the five bases of power also provide clues 
as to why subordinates are able to influence leaders and successfully resist 
leaders' influence attempts. 

Leaders also may gain insight about why they may not enjoy their job by 
considering their own need for power or motivation to manage, or may better 
understand why some leaders exercise power selfishly by considering McClel
land' s concepts of personalized power and activity inhibition . . . .  

Although power is an extremely important concept, having power is rela
tively meaningless unless a leader is willing to exercise it. The exercise of 
power occurs primarily through the influence tactics leaders and followers 
use to modify the attitudes and behaviors of each other. The types of influ
ence tactics used seem to depend on the amount of different types of power 
·possessed, the degree of resistance expected, and the rationale behind the 
different influence tactics. Because influence tactics designed to build up 
others are generally more successful than those that tear down others, leader
ship practitioners should always consider why they are using a particular in
fluence attempt before they actually use it. By carefully considering the 
rationale behind the tactic, leaders may be able to avoid using pressure and 
legitimizing tactics and to find ways to influence followers that build them up 
rather than tear them down. Being able to use influence tactics that modify 
followers' attitudes and behaviors in the desired direction at the same time 
they build up followers' self-esteem and self-confidence should be a skill all 
leaders strive to master. 



PART X 

LEADING GROUPS 

Although an appreciation of the art of leading individuals is a necessary first step 
toward an understanding of the process of leadership, leadership itself occurs in 
group situations. Moreover, it is important to recognize that groups are more than 
simply an aggregation of individuals. Groups have special characteristics, and their 
own dynamics, which must be understood if one is to lead successfully. 

The selections below represent two classic contributions to the literature on 
group process. The first is Bruce Tuckman's description of the stages of group 
process. Tuckman's "forming, storming, norming, and performing" typology of 
group development serves as the basis for our modem understanding of groups. In 
identifying the typical problems groups encounter at each stage, Tuckman provides 
a digest of the obstacles effective leaders must identify and overcome. In the second 
reading, Irving Janis describes the evils of "groupthink, " and outlines potential 
remedies. 

Taken together, these selections provide leaders with important insights into the 
essence of leadership: group process. 
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Developmental Sequence 
in Small Groups 

Bruce W. Tuckman 

Bruce W. Tuckman received his Ph.D. in psychology from Princeton. He has published exten

sively in the fields of motivation, group dynamics, and personality measurement. His books in

clude Conducting Educational Research and Educational Psychology: From Theory to Application. 

Tuckman is currently professor of educational research at Florida State University. 

The purpose of this article is to review the literature dealing with the devel
opmental sequence in small groups, to evaluate this literature as a body, to 
extrapolate general concepts about group development, and to suggest fruit
ful areas for further research. . . .  

Classification Model 

Realm: Interpersonal versus Task 

Within the studies reviewed, an attempt will be made to distinguish between 
interpersonal stages of group development and task behaviors exhibited in the 
group. The contention is that any group, regardless of setting, must address 

Excerpted from Bruce W. Tuckman, "Developmental Sequence in Small Groups," Psychological Bulletin 63 

No. 6 (1965): 384-389. Copyright 1965 by the American Psychological Association. Adapted by permission 

of the author and publisher. 
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itself to the successful completion of a task. At the same time, and often 
through the same behaviors, group members will be relating to one another 
interpersonally. The pattern of interpersonal relationships is referred to as group 

structure and is interpreted as the interpersonal configuration and interper
sonal behaviors of the group at a point in time, that is, the way the members 
act and relate to one another as persons. The content of interaction as relat
ed to the task at hand is referred to as task activity. The proposed distinction 
between the group as a social entity and the group as a task entity is similar to 
the distinction between the task-oriented functions of groups and the social
emotional-integrative functions of groups, both of which occur as simultane
ous aspects of group functioning . . . .  

Proposed Developmental Sequence 

The following model is offered as a conceptualization of changes in group be
havior, in both social and task realms, across all group settings, over time. It 
represents a set of hypotheses reflecting the author's biases (rather than those 
of the researchers) and the perception of trends in the studies reviewed 
which become considerably more apparent when these studies are viewed in 
the light of the model. The model of development stages presented below is 
not suggested for primary use as an organizational vehicle, although it serves 
that function here. Rather, it is a conceptual statement suggested by the data 
presented and subject to further test. 

In the realm of group structure the first hypothesized stage of the model is 
labeled as testing and dependence. The term "testing" refers to an attempt by 
group members to discover what interpersonal behaviors are acceptable in 
the group, based on the reactions of the therapist or trainer (where one is 
present) and on the reactions of the other group members. Coincident to dis
covering the boundaries of the situation by testing, one relates to the thera
pist, trainer, some powerful group member, or existing norms and structures 
in a dependent way. One looks to this person, persons, or standards for guid
ance and support in this new and unstructured situation. 

The first stage of task-activity development is labeled as orientation to the 

task, in which group members attempt to identify the task in terms of its rele
vant parameters and the manner in which the group experience will be used 
to accomplish the task. The group must decide upon the type of information 
they will need in dealing with the task and how this information is to be ob
tained. In orienting to the task, one is essentially defining it by discovering its 
"ground rules." Thus, orientation, in general, characterizes behavior in both 
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interpersonal and task realms during this stage. I t  is to be  emphasized that 
orientation is a general class of behavior which cuts across settings; the 
specifics of orientation, that is, what one must orient to and how, will be set
ting-specific. 

The second phase in the development of group structure is labeled as in

tragroup conflict. Group members become hostile toward one another and to
ward a therapist or trainer as a means of expressing their individuality and 
resisting the formation of group structure. Interaction is uneven and "infight
ing" is common. The lack of unity is an outstanding feature of this phase. 
There are characteristic key issues that polarize the group and boil down to 
the conflict over progression into the "unknown" of interpersonal relations or 
regression to the security of earlier dependence. 

Emotional response to task demands is identified as the second stage of task
activity development. Group members react emotionally to the task as a form 
of resistance to the demands of the task on the individual, that is the discrep
ancy between the individual's personal orientation and that demanded by the 
task. This task stage will be most evident when the task has as its goal self
understanding and self-change, namely, the therapy- and training-group 
tasks, and will be considerably less visible in groups working on impersonal 
intellectual tasks. In both task and interpersonal realms, emotionality in re
sponse to a discrepancy characterizes this stage. However, the source of the 
discrepancy is different in the different realms. 

The third group structure phase is labeled as the development of group cohe

sion. Group members accept the group and accept the idiosyncrasies of fellow 
members. The group becomes an entity by virtue of its acceptance by the 
members, their desire to maintain and perpetuate it, and the establishment of 
new group-generated norms to insure the group's existence. Harmony is of 
maximum importance, and task conflicts are avoided to insure harmony. 

The third stage of task activity development is labeled as the open exchange 

of relevent interpretations . In the therapy- and training-group context, this 
takes the form of discussing oneself and other group members, since self and 
other personal characteristics are the basic task inputs. In the laboratory-task 
context, exchanged interpretations take the form of opinions. In all cases one 
sees information being acted on so that alternative interpretations of the in
formation can be arrived at. The openness to other group members is charac
teristic in both realms during this stage. 

The fourth and final developmental phase of group structure is labeled as 
functional role-relatedness. The group, which was established as an entity dur-
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ing the preceding phase, can now become a problem-solving instrument. It 
does this by directing itself to members as objects, since the subjective rela
tionship between members has already been established. Members can now 
adopt and play roles that will enhance the task activities of the group, since 
they have learned to relate to one another as social entities in the preceding 
stage. Role structure is not an issue but an instrument which can now be di
rected at the task. The group becomes a "sounding board" off which the task 
is "played." 

In task-activity development, the fourth and final stage is identified as the 
emergence of solutions . It is here that we observe constructive attempts at suc
cessful task completion. In the therapy- and training-group context, these so
lutions are more specifically insight into personal and interpersonal processes 
and instructive self-change, while in the laboratory-group context the solu
tions are more intellectual and impersonal. Here, as in the three preceding 
stages, there is an essential correspondence between group structural and 
task realms over time. In both realms the emphasis is on constructive action, 
and the realms come together so that energy previously invested in the struc
tural realm can be devoted to the task . . . .  

Discussion . . . 

In order to isolate those concepts common to the various studies reviewed 
(across settings) , a developmental model was proposed. This model was 
aimed at serving a conceptual function as well as an integrative and organiza
tional one. The model will be summarized here. 

Groups initially concern themselves with orientation accomplished pri
marily through testing. Such testing serves to identify the boundaries of both 
interpersonal and task behaviors. Coincident with testing in the interperson
al realm is the establishment of dependency relationships with leaders, other 
group members, or preexisting standards. It may be said that orientation, 
testing, and dependence constitute the group process of forming. 

The second point in the sequence is characterized by conflict and polariza
tion around interpersonal issues, with concomitant emotional responding in 
the task sphere. These behaviors serve as resistance to group influence and 
task requirements and may be labeled as storming. 

Resistance is overcome in the third stage in which ingroup feeling and co
hesiveness develop, new standards evolve, and new roles are adopted. In the 
task realm, intimate, personal opinions are expressed. Thus, we have the 
stage of norming. 
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Finally, the group attains the fourth and final stage in which interpersonal 
structure becomes the tool of task activities. Roles become flexible and func
tional, and group energy is channeled into the task. Structural issues have 
been resolved, and structure can now become supportive of task perfor
mance. This stage can be labeled as performing. 
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Group think 

Irving] anis 

Irving Janis has written extensively on psychological stress, attitude change, and decision mak

ing. He is best known, however, for his classic book Groupthink. Janis has been a member of the 

department of psychology at Yale University since 194 7. 

"H ow could we have been so stupid?" President John F. Kennedy asked after 
he and a close group of advisers had blundered into the Bay of Pigs invasion. 
For the last two years I have been studying that question, as it applies not 
only to the Bay of Pigs decision makers but also to those who led the United 
States into such other major fiascos as the failure to be prepared for the at
tack on Pearl Harbor, the Korean War stalemate, and the escalation of the 
Vietnam War. 

Stupidity certainly is not the explanation. The men who participated in 
making the Bay of Pigs decision, for instance, comprised one of the greatest 
arrays of intellectual talent in the history of American government-Dean 
Rusk, Robert McNamara, Douglas Dillon, Robert Kennedy, McGeorge 
Bundy, Arthur Schlesinger, Jr. ,  Allen Dulles and others. 

It also seemed to me that explanations were incomplete if they concen
trated only on disturbances in the behavior of each individual within a deci-

Reprinted with permission from Psychology Today Magazine, Copyright © 1971  (Sussex Publishers, Inc.) . 
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sion-making body: temporary emotional states of elation, fear, or anger that 
reduce a man's mental efficiency, for example, or chronic blind spots arising 
from a man's social prejudices or idiosyncratic biases. 

I preferred to broaden the picture by looking at the fiascos from the stand
point of group dynamics as it has been explored over the past three decades, 
first by the great social psychologist Kurt Lewin and later in many experimen
tal situations by myself and other behavioral scientists. My conclusion after 
poring over hundreds of relevant documents-historical reports about formal 
group meetings and informal conversations among the members-is that the 
groups that committed the fiascos were victims of what I call "groupthink." 

"Groupy" 

In each case study, I was surprised to discover the extent to which each 
group displayed the typical phenomena of social conformity that are regular
ly encountered in studies of group dynamics among ordinary citizens. For ex
ample, some of the phenomena appear to be completely in line with findings 
from social-psychological experiments showing that powerful social pres
sures are brought to bear by the members of a cohesive group whenever a 
dissident begins to voice his objections to a group consensus. Other phe
nomena are reminiscent of the shared illusions observed in encounter 
groups and friendship cliques when the members simultaneously reach a 
peak of "groupy" feelings. 

Above all, there are numerous indications pointing to the development of 
group norms that bolster morale at the expense of critical thinking. One of 
the most common norms appears to be that of remaining loyal to the group 
by sticking with the policies to which the group has already committed itself, 
even when those policies are obviously working out badly and have unin
tended consequences that disturb the conscience of each member. This is 
one of the key characteristics of groupthink. 

1984 

I use the term groupthink as a quick and easy way to refer to the mode of 
thinking that persons engage in when concurrence-seeking becomes so domi
nant in a cohesive ingroup that it tends to override realistic appraisal of alter
native courses of action. Groupthink is a term of the same order as the words 
in the newspeak vocabulary George Orwell used in his dismaying world of 
1 984. In that context, groupthink takes on an invidious connotation. Exactly 
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such a connotation is intended, since the term refers to a deterioration in 
mental efficiency, reality testing, and moral judgments as a result of group 
pressures . 

The symptoms of groupthink arise when the members of decision-making 
groups become motivated to avoid being too harsh in their judgments of their 
leaders' or their colleagues' ideas. They adopt a soft line of criticism, even in 
their own thinking. At their meetings, all the members are amiable and seek 
complete concurrence on every important issue, with no bickering or conflict 
to spoil the cozy, "we-feeling" atmosphere. 

Kill 

Paradoxically, soft-headed groups are often hard-hearted when it comes to 
dealing with outgroups or enemies. They find it relatively easy to resort to de
humanizing solutions-they will readily authorize bombing attacks that kill 
large numbers of civilians in the name of the noble cause of persuading an 
unfriendly government to negotiate at the peace table. They are unlikely to 
pursue the more difficult and controversial issues that arise when alternatives 
to a harsh military solution come up for discussion. Nor are they inclined to 
raise ethical issues that carry the implication that this fine group of ours, with 

its humanitarianism and its high-minded principles, might be capable of adopting a 

course of action that is inhumane and immoral. 

Norms 

There is evidence from a number of social-psychological studies that as the 
members of a group feel more accepted by the others, which is a central fea
ture of increased group cohesiveness, they display less overt conformity to 
group norms. Thus we would expect that the more cohesive a group be
comes, the less the members will feel constrained to censor what they say out 
of fear of being socially punished for antagonizing the leader or any of their 
fellow members. 

In contrast, the groupthink type of conformity tends to increase as group 
cohesiveness increases. Groupthink involves nondeliberate suppression of 
critical thoughts as a result of internalization of the group's norms, which is 
quite different from deliberate suppression on the basis of external threats of 
social punishment. The more cohesive the group, the greater the inner com
pulsion on the part of each member to avoid creating disunity, which inclines 
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him to believe in the soundness of whatever proposals are promoted by the 
leader or by a majority of the group's members. 

In a cohesive group, the danger is not so much that each individual will 
fail to reveal his objections to what the others propose but that he will think 
the proposal is a good one, without attempting to carry out a careful, critical 
scrutiny of the pros and cons of the alternatives. When groupthink becomes 
dominant, there also is considerable suppression of deviant thoughts, but it 
takes the form of each person's deciding that his misgivings are not relevant 
and should be set aside, that the benefit of the doubt regarding any lingering 
uncertainties should be given to the group consensus. 

Stress 

I do not mean to imply that all cohesive groups necessarily suffer from group
think. All ingroups may have a mild tendency toward groupthink, displaying 
one or another of the symptoms from time to time, but it need not be so dom
inant as to influence the quality of the group's final decision. Neither do I 
mean to imply that there is anything necessarily inefficient or harmful about 
group decisions in general. On the contrary, a group whose members have 
properly defined roles, with traditions concerning the procedures to follow in 
pursuing a critical inquiry, probably is capable of making better decisions than 
any individual group member working alone. 

The problem is that the advantages of having decisions made by groups 
are often lost because of powerful psychological pressures that arise when the 
members work closely together, share the same set of values and, above all, 
face a crisis situation that puts everyone under intense stress. 

The main principle of groupthink, which I offer in the spirit of Parkinson's 
Law, is: 

The more amiability and esprit de corps there is among the members of a poli
cy-making ingroup, the greater the danger that independent critical thinking 
will be replaced by groupthink, which is likely to result in irrational and dehu
manizing actions directed against outgroups. 

Symptoms 

In my studies of high-level governmental decision makers, both civilian and 
military, I have found eight main symptoms of groupthink. 
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1 .  Invulnerability 

Most or all of the members of the ingroup share an illusion of invulnerability 
that provides for them some degree of reassurance about obvious dangers and 
leads them to become overoptimistic and willing to take extraordinary risks. 
It also causes them to fail to respond to clear warnings of danger. 

The Kennedy ingroup, which uncritically accepted the Central Intelli
gence Agency's disastrous Bay of Pigs plan, operated on the false assumption 
that they could keep secret the fact that the United States was responsible 
for the invasion of Cuba. Even after news of the plan began to leak out, their 
belief remained unshaken. They failed even to consider the danger that 
awaited them: a worldwide revulsion against the U.S. 

A similar attitude appeared among the members of President Lyndon B. 

Johnson's ingroup, the "Tuesday Cabinet," which kept escalating the Viet

nam War despite repeated setbacks and failures. "There was a belief," Bill 

Moyers commented after he resigned, "that if we indicated a willingness to 

use our power, they [the North Vietnamese] would get the message and back 

away from an all-out confrontation. 
"There was a confidence-it was never bragged about, it was just there

that when the chips were really down, the other people would fold."  
A most poignant example of an illusion of invulnerability involves the in

group around Admiral H. E. Kimmel, which failed to prepare for the possibil
ity of a Japanese attack on Pearl Harbor despite repeated warnings. Informed 
by his intelligence chief that radio contact with Japanese aircraft carriers had 
been lost, Kimmel joked about it: "What, you don't know where the carriers 
are? Do you mean to say that they could be rounding Diamond Head (at 
Honolulu) and you wouldn't know it?" The carriers were in fact moving full
steam toward Kimmel's command post at the time. Laughing together about 
a danger signal, which labels it as a purely laughing matter, is a characteristic 
manifestation of groupthink. 

2. Rationale 

As we see, victims of groupthink ignore warnings; they also collectively con
struct rationalizations in order to discount warnings and other forms of nega
tive feedback that, taken seriously, might lead the group members to 
reconsider their assumptions each time they recommit themselves to past de
cisions. Why did the Johnson ingroup avoid reconsidering its escalation poli
cy when time and again the expectations on which they based their decisions 
turned out to be wrong? James C. Thompson, Jr. ,  a Harvard historian who 
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spent five years as an observing participant in both the State Department and 
the White House, tells us that the policymakers avoided critical discussion of 
their prior decisions and continually invented new rationalizations so that 
they could sincerely recommit themselves to defeating the North Viet
namese. 

In the fall of 1964, before the bombing of North Vietnam began, some of 
the policymakers predicted that six weeks of air strikes would induce the 
North Vietnamese to seek peace talks. When someone asked, "What if they 
don't?" the answer was that another four weeks certainly would do the trick. 

Later, after each setback, the ingroup agreed that by investing just a bit 
more effort (by stepping up the bomb tonnage a bit, for instance) , their 
course of action would prove to be right. The Pentagon Papers bear out these 
observations. 

In The Limits of Intervention, Townsend Hoopes, who was acting Secretary 
of the Air Force under Johnson, says that Walt A. Rostow in particular 
showed a remarkable capacity for what has been called "instant rationaliza
tion." According to Hoopes, Rostow buttressed the group's optimism about 
being on the road to victory by culling selected scraps of evidence from news 
reports or, if necessary, by inventing "plausible" forecasts that had no basis in 
evidence at all. 

Admiral Kimmel's group rationalized away their warnings, too. Right up to 
December 7, 1941 ,  they convinced themselves that the Japanese would 
never dare attempt a full-scale surprise assault against Hawaii because 
Japan's leaders would realize that it would precipitate an all-out war which 
the United States would surely win. They made no attempt to look at the sit
uation through the eyes of the Japanese leaders-another manifestation of 
groupthink. 

3 .  Morality 

Victims of groupthink believe unquestioningly in the inherent morality of 
their ingroup; this belief inclines the members to ignore the ethical or moral 
consequences of their decisions. 

Evidence that this symptom is at work usually is of a negative kind-the 
things that are left unsaid in group meetings. At least two influential persons 
had doubts about the morality of the Bay of Pigs adventure. One of them, 
Arthur Schlesinger, Jr. ,  presented his strong objections in a memorandum to 
President Kennedy and Secretary of State Rusk but suppressed them when he 
attended meetings of the Kennedy team. The other, Senator J. William Ful
bright, was not a member of the group, but the President invited him to ex-
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press his misgivings in a speech to the policymakers. However, when Ful
bright finished speaking the President moved on to other agenda items with
out asking for reactions of the group. 

David Kraslow and Stuart H. Loory, in The Secret Search for Peace in Viet

nam, report that during 1966 President Johnson's ingroup was concerned pri
marily with selecting bomb targets in North Vietnam. They based their 
selection on four factors-the military advantage, the risk to American air
craft and pilots, the danger of forcing other countries into the fighting, and 
the danger of heavy civilian casualties. At their regular Tuesday luncheons, 
they weighed these factors the way school teachers grade examination pa
pers, averaging them out. Though evidence on this point is scant, I suspect 
that the group's ritualistic adherence to a standardized procedure induced 
the members to feel morally justified in their destructive way of dealing with 
the Vietnamese people-after all, the danger of heavy civilian casualties from 
U.S. air strikes was taken into account on their checklists. 

4. Stereotypes 

Victims of groupthink hold stereotyped views of the leaders of enemy groups: 
they are so evil that genuine attempts at negotiating differences with them 
are unwarranted, or they are too weak or too stupid to deal effectively with 
whatever attempts the ingroup makes to defeat their purposes, no matter 
how risky the attempts are. 

Kennedy's groupthinkers believed that Premier Fidel Castro's air force 
was so ineffectual that obsolete B-26s could knock it out completely in a 
surprise attack before the invasion began. They also believed that Castro's 
army was so weak that a small Cuban-exile brigade could establish a well
protected beachhead at the Bay of Pigs. In addition, they believed that Cas
tro was not smart enough to put down any possible internal uprisings in 
support of the exiles. They were wrong on all three assumptions. Though 
much of the blame was attributable to faulty intelligence, the point is that 
none of Kennedy's advisers even questioned the CIA planners about these 
assumptions. 

The Johnson advisers' sloganistic thinking about "the Communist appara
tus" that was "working all around the world" (as Dean Rusk put it) led them 
to overlook the powerful nationalistic strivings of the North Vietnamese gov
ernment and its efforts to ward off Chinese domination. The crudest of all 
stereotypes used by Johnson's inner circle to justify their policies was the 
domino theory ("If we don't stop the Reds in South Vietnam, tomorrow they 
will be in Hawaii and next week they will be in San Francisco," Johnson once 
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said) . The group so  firmly accepted this stereotype that it became almost im
possible for any adviser to introduce a more sophisticated viewpoint. 

In the documents on Pearl Harbor, it is clear to see that the Navy com
manders stationed in Hawaii had a naive image of Japan as a midget that 
would not dare to strike a blow against a powerful giant. 

5. Pressure 

Victims of groupthink apply direct pressure to any individual who momentar
ily expresses doubts about any of the group's shared illusions or who questions 
the validity of the arguments supporting a policy alternative favored by the 
majority. This gambit reinforces the concurrence-seeking norm that loyal 
members are expected to maintain. 

President Kennedy probably was more active than anyone else in raising 
skeptical questions during the Bay of Pigs meetings, and yet he seems to 
have encouraged the group's docile, uncritical acceptance of defective argu
ments in favor of the CIA's plan. At every meeting, he allowed the CIA rep
resentatives to dominate the discussion. He permitted them to give their 
immediate refutations in response to each tentative doubt that one of the 
others expressed, instead of asking whether anyone shared the doubt or 
wanted to pursue the implications of the new worrisome issue that had just 
been raised. And at the most crucial meeting, when he was calling on each 
member to give his vote for or against the plan, he did not call on Arthur 
Schlesinger, the one man there who was known by the President to have se
rious misgivings. 

Historian Thomson informs us that whenever a member of Johnson's in
group began to express doubts, the group used subtle social pressures to "do
mesticate" him. To start with, the dissenter was made to feel at home 
provided that he lived up to two restrictions: (1)  that he did not voice hi� 
doubts to outsiders, which would play into the hands of the opposition; and 
(2) that he kept his criticisms within the bounds of acceptable deviation 
which meant not challenging any of the fundamental assumptions that wen� 
into the group's prior commitments. One such "domesticated dissenter" was 
Bill Moyers. When Moyers arrived at a meeting, Thomson tells us, the Presi
dent greeted him with, "Well, here comes Mr. Stop-the-Bombing." 

6. Self Censorship 

Victims of groupthink avoid deviating from what appears to be group consen
sus; they keep silent about their misgivings and even minimize to themselves 
the importance of their doubts. 
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As we have seen, Schlesinger was not at all hesitant about presenting his 
strong objections to the Bay of Pigs plan in a memorandum to the President 
and the Secretary of State. But he became keenly aware of his tendency to 
suppress objections at the White House meetings. "In the months after the 
Bay of Pigs I bitterly reproached myself for having kept so silent during those 
crucial discussions in the cabinet room," Schlesinger writes in A Thousand 

Days. "I can only explain my failure to do more than raise a few timid ques
tions by reporting that one's impulse to blow the whistle on this nonsense was 
simply undone by the circumstances of the discussion." 

7. Unanimity 

Victims of groupthink share an illusion of unanimity within the group con
cerning almost all judgments expressed by members who speak in favor of the 
majority view. This symptom results partly from the preceding one, whose ef
fects are augmented by the false assumption that any individual who remains 
silent during any part of the discussion is in full accord with what the others 
are saying. 

When a group of persons who respect each other's opinions arrives at a 
unanimous view, each member is likely to feel that the belief must be true. 
This reliance on consensual validation within the group tends to replace in
dividual critical thinking and reality testing, unless there are clear-cut dis
agreements among the members. In contemplating a course of action such as 
the invasion of Cuba, it is painful for the members to confront disagreements 
within their group, particularly if it becomes apparent that there are widely 
divergent views about whether the preferred course of action is too risky to 
undertake at all. Such disagreements are likely to arouse anxieties about 
making a serious error. Once the sense of unanimity is shattered, the mem
bers no longer can feel complacently confident about the decision they are 
inclined to make. Each man must then face the annoying realization that 
there are troublesome uncertainties and he must diligently seek out the best 
information he can get in order to decide for himself exactly how serious the 
risks might be. This is one of the unpleasant consequences of being in a group 
of hardheaded, critical thinkers. 

T� avoid such an unpleasant state, the members often become inclined, 
without quite realizing it, to prevent latent disagreements from surfacing 
when they are about to initiate a risky course of action. The group leader and 
the members support each other in playing up the areas of convergence in 
their thinking, at the expense of fully exploring divergencies that might re
veal unsettled issues. 
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"Our meetings took place in a curious atmosphere of  assumed consensus," 
Schlesinger writes .  His additional comments clearly show that, curiously, the 
consensus was an illusion-an illusion that could be maintained only because 
the major participants did not reveal their own reasoning or discuss their idio
syncratic assumptions and vague reservations. Evidence from several sources 
makes it clear that even the three principals-President Kennedy, Rusk, and 
McNamara-had widely differing assumptions about the invasion plan. 

8. Mindguards 

Victims of groupthink sometimes appoint themselves as mindguards to pro
tect the leader and fellow members from adverse information that might 
break the complacency they shared about the effectiveness and morality of 
past decisions. At a large birthday party for his wife, Attorney General Robert 
E Kennedy, who had been constantly informed about the Cuban invasion 
plan, took Schlesinger aside and asked him why he was opposed. Kennedy lis
tened coldly and said, "You may be right or you may be wrong, but the Presi
dent has made his mind up. Don't push it any further. Now is the time for 
everyone to help him all they can." 

Rusk also functioned as a highly effective mindguard by failing to transmit 
to the group the strong objections of three "outsiders" who had learned of the 
invasion plan-Undersecretary of State Chester Bowles, USIA Director Ed
ward R. Murrow, and Rusk's intelligence chief, Roger Hilsman. Had Rusk 
done so, their warnings might have reinforced Schlesinger's memorandum 
and jolted some of Kennedy's ingroup, if not the President himself, into re
considering the decision. 

Products 

When a group of executives frequently displays most or all of these interrelat
ed symptoms, a detailed study of their deliberations is likely to reveal a num
ber of immediate consequences. These consequences are, in effect, products 
of poor decision-making practices because they lead to inadequate solutions 
to the problems being dealt with. 

First, the group limits its discussions to a few alternative courses of action 
(often only two) without an initial survey of all the alternatives that might be 
worthy of consideration. 

Second, the group fails to reexamine the course of action initially pre
ferred by the majority after they learn of risks and drawbacks they had not 
considered originally. 
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Third, the members spend little or no time discussing whether there are 
nonobvious gains they may have overlooked or ways of reducing the seem
ingly prohibitive costs that made rejected alternatives appear undesirable 
to them. 

Fourth, members make little or no attempt to obtain information from ex
perts within their own organizations who might be able to supply more pre
cise estimates of potential losses and gains. 

Fifth, members show positive interest in facts and opinions that support 
their preferred policy; they tend to ignore facts and opinions that do not. 

Sixth, members spend little time deliberating about how the chosen policy 
might be hindered by bureaucratic inertia, sabotaged by political opponents, 
or temporarily derailed by common accidents. Consequently, they fail to 
work out contingency plans to cope with foreseeable setbacks that could en
danger the overall success of their chosen course. 

Support 

The search for an explanation of why groupthink occurs has led me through 

a quagmire of complicated theoretical issues in the murky area of human mo

tivation. My belief, based on recent social psychological research, is that we 

can best understand the various symptoms of groupthink as a mutual effort 

among the group members to maintain self-esteem and emotional equanimi

ty by providing social support to each other, especially at times when they 

share responsibility for making vital decisions. 
Even when no important decision is pending, the typical administrator will 

begin to doubt the wisdom and morality of his past decisions each time he re
ceives information about setbacks, particularly if the information is accompa
nied by negative feedback from prominent men who originally had been his 
supporters. It should not be surprising, therefore, to find that individual 
members strive to develop unanimity and esprit de corps that will help bol
ster each other's morale, to create an optimistic outlook about the success of 
pending decisions, and to reaffirm the positive value of past policies to which 
all of them are committed. 

Pride 

Shared illusions of invulnerability, for example, can reduce anxiety about tak
ing risks. Rationalizations help members believe that the risks are really not 
so bad after all. The assumption of inherent morality helps the members to 
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avoid feelings of shame or guilt. Negative stereotypes function as stress-re
ducing devices to enhance a sense of moral righteousness as well as pride in a 
lofty mission. 

The mutual enhancement of self-esteem and morale may have functional 
value in enabling the members to maintain their capacity to take action, 
but it has maladaptive consequences insofar as concurrence-seeking ten
dencies interfere with critical, rational capacities and lead to serious errors 
of judgment. 

While I have limited my study to decision-making bodies in Government, 
groupthink symptoms appear in business, industry, and any other field where 
small, cohesive groups make the decisions. It is vital, then, for all sorts of peo
ple-and especially group leaders-to know what steps they can take to pre
vent groupthink. 

Remedies 

To counterpoint my case studies of the major fiascos, I have also investigated 
two highly successful group enterprises, the formulation of the Marshall Plan 
in the Truman Administration and the handling of the Cuban missile crisis by 
President Kennedy and his advisers. I have found it instructive to examine 
the steps Kennedy took to change his group's decision-making processes. 
These changes ensured that the mistakes made by his Bay of Pigs ingroup 
were not repeated by the missile-crisis ingroup, even though the membership 
of both groups was essentially the same. 

The following recommendations for preventing groupthink incorporate 
many of the good practices I discovered to be characteristic of the Marshall 
Plan and missile-crisis groups: 

1. The leader of a policy-forming group should assign the role of critical 
evaluator to each member, encouraging the group to give high priority 
to open airing of objections and doubts. This practice needs to be rein
forced by the leader's acceptance of criticism of his own judgments in 
order to discourage members from soft-pedaling their disagreements 
and from allowing their striving for concurrence to inhibit criticism. 

2. When the key members of a hierarchy assign a policy-planning mission 
to any group within their organization, they should adopt an impartial 
stance instead of stating preferences and expectations at the beginning. 
This will encourage open inquiry and impartial probing of a wide range 
of policy alternatives. 
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3.  The organization routinely should set up several outside policy-plan
ning and evaluation groups to work on the same policy question, each 
deliberating under a different leader. This can prevent the insulation of 
an ingroup. 

4. At intervals before the group reaches a final consensus, the leader 
should require each member to discuss the group's deliberations with 
associates in his own unit of the organization-assuming that those as
sociates can be trusted to adhere to the same security regulations that 
govern the policy makers-and then to report back their reactions to 
the group. 

5 .  The group should invite one or more outside experts to each meeting 
on a staggered basis and encourage the experts to challenge the views 
of the core members. 

6. At every general meeting of the group, whenever the agenda calls for 
an evaluation of policy alternatives, at least one member should play 
devil's advocate, functioning as a good lawyer in challenging the testi
mony of those who advocate the majority position. 

7 .  Whenever the policy issue involves relations with a rival nation or or
ganization, the group should devote a sizable block of time, perhaps an 
entire session, to a survey of all warning signals from the rivals and 
should write alternative scenarios on the rivals' intentions. 

8. When the group is surveying policy alternatives for feasibility and effec
tiveness, it should from time to time divide into two or more subgroups 
to meet separately, under different chairmen, and then come back to
gether to hammer out differences. 

9. After reaching a preliminary consensus about what seems to be the best 
policy, the group should hold a "second-chance" meeting at which 
every member expresses as vividly as he can all his residual doubts, and 
rethinks the entire issue before making a definitive choice. 

How 

These recommendations have their disadvantages. To encourage the open 
airing of objections, for instance, might lead to prolonged and costly debates 
when a rapidly growing crisis requires immediate solution. It also could cause 
rejection, depression, and anger. A leader's failure to set a norm might create 
cleavage between leader and members that could develop into a disruptive 
power struggle if the leader looks on the emerging consensus as anathema. 
Setting up outside evaluation groups might increase the risk of security leak-
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age. Still, inventive executives who know their way around the organization
al maze probably can figure out how to apply one or another of the prescrip
tions successfully, without harmful side effects. 

They also could benefit from the advice of outside experts in the adminis
trative and behavioral sciences. Though these experts have much to offer, 
they have had few chances to work on policy-making machinery within large 
organizations. As matters now stand, executives innovate only when they 
need new procedures to avoid repeating serious errors that have deflated 
their self-images. 

In this era of atomic warheads, urban disorganization and ecocatastrophes, 
it seems to me that policy makers should collaborate with behavioral scien
tists and give top priority to preventing groupthink and its attendant fiascos. 



PART XI 

THE SKILLS OF A LEADER 

No matter how well one knows the leadership definitions, theories, and processes, 

if one aspires to actually lead, that individual must also possess the ability to lead. 
While the definition of "the ability to lead" is open to interpretation, it would seem 

that there are some competencies which are indispensable to leadership (and, in

deed, followership as well) . This part brings together a collection of insights on the 

most important leadership skills. 

Our survey begins with a short selection by Warren Bennis, who has devised a 

list of leadership competencies necessary for effective leadership through the inten

sive study of actual leaders in many fields. Bennis's conclusion-that effective lead

ership "knows what it wants, communicates those intentions accurately, empowers 

others and knows how to stay on course and when to change"-provides an appro

priate framework for the ensuing selections. 

Any overview of leadership competencies must begin with one that all leaders 
must possess: the ability to think critically. Without this capability, leadership is

at best-misguided; it may even become dangerous. In selection 49, Stephen 

Brookfield investigates what it means to think critically. In the ensuing selection, 

Lee Bolman and Terrence Deal provide an example of one of the essential elements 

of critical thinking: the ability to view a problem from multiple perspectives. 

If leadership is the ability to cope with change, as John Kotter suggests in selec

tion 22, the effective leader must be able to identify the forces of change, develop 

and articulate a vision which adapts to (or initiates) change, and then implement 

3 75 



the chosen change strategy. Richard Beckhard and Wendy Pritchard offer their 

recommendations for the approach leaders must take in the face of change. Mar

shall Sashkin elaborates, with his view of how a leader should implement his or her 

vision. 

Leadership also requires certain competencies in facilitating the group's activities. 

A central part of most leadership situations is making decisions and subsequently 

implementing them. E. Frank Harrison provides an overview of "the managerial de

cision-making process, "  while Victor Vroom describes how to decide which decision 

style is appropriate for any given leadership scenario. 

Michael Z. Hackman and Craig E. Johnson tum to the key leadership issue of 

communication. All the envisioning and rational decision-making in the world is of 

little utility if the leader cannot communicate his or her vision or policy determina

tion to his or her followers. Likewise, the group process itself depends for its success 

upon effective communications among all group members. Hackman and Johnson 

explore leadership communication skills and roles. 

One of the inevitable concomitants of group interaction is conflict: either be

tween leader and follower, or among followers, or between groups. The effective 

leader needs to have the capability to live with conflict, and to manage it in such a 

way as it does not become dysfunctional to the group. Jeanne Brett, Stephen Gold

berg, and William Ury discuss the principles of dispute settlement, and suggest how 

an effective leader can design systems of resolving disputes in organizations. 

The leadership skills surveyed above only tap the surf ace of the sorts of compe

tencies required to operate effectively in a leadership position. Nevertheless, any in

dividual who strives to become proficient at the skills discussed in this segment will 

be well on his or her way to becoming an effective leader. 
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Warren Bennis 

Warren Bennis is one of the best-known and most well-respected names in leadership studies. 

He has published hundreds of articles and twenty books, including On Becoming a Leader and 

Why Leaders Can't Lead, and he co-authored Leaders: Strategies for Taking Charge. He has served 

as consultant, faculty member, and university president. He is currently Distinguished Professor 

of Business Administration at the University of Southern California. 

Without any question, "leadership" is the most studied and least understood 
topic of any I can think of. To start with, there are more than 350 definitions 
with more coined by the dozens each month. Leadership training contains as 
many variants as there are definitions, which is appropriate since the state of 
that art can most appropriately be called formless. 

In order to get closer to understand the artform of leadership, it helps to 
address the following question: How do organizations translate intention into re

ality and sustain it? Leadership is the major component, though it must be 
held within a context of organizational factors. 

The question of "translating-intention-into-reality" contains complexity 
and depth, as well as chronic elusiveness. This undoubtedly explains why it 

Reprinted from Training and Development, Copyright April, 1982, the American Society for Training and De

velopment. Reprinted with permission. All rights reserved. 
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tends to be avoided, though it is the essence of what is ordinarily meant to be 
organizational leadership. Even when it is indirectly touched on, the orches
tral richness inherent in the question is bypassed in favor of the doctrinal, 
predictable and prosaic cliches. Between the blur produced by saying too 
much at once and the banality which comes from dismissing mysteries, there 
remains the possibility of articulating just what it is that causes some organi
zations to translate an intention into reality and sustain it. 

The Leader 

Important clues about the nature of effective leadership have come out of a 
study I recently completed of 90 CEOs. These studies provide a basis for gen
eralizing about those "chiefs" who successfully achieved mastery over the 
noisy, incessant environments, rather than throwing up their hands and liv
ing in a perpetual state of "present shock." 

What all these effective CEOs shared and embodied was directly related 
to how they construed their roles. To use a popular distinction, they viewed 
themselves as leaders, not managers; they were concerned with their organi
zation's basic purposes, why it exists and its general direction. They did not 
spend time on the "how to," but with purpose and paradigms of action. In 
short, they were concerned not with "doing things right" (the overriding con
cern of managers) but with "doing the right thing." They were capable of 
transforming doubts into the psychological grounds of common purpose. 

I found that all the CEOs, in varying degrees, possessed the following 
competencies: 

• Vision: the capacity to create and communicate a compelling vision of a 
desired state of affairs, a vision (or paradigm, context, frame) that induces 
the commitment and clarity to the vision; 

• Communication and alignment: the capacity to communicate a vision in 
order to gain the support of multiple constituencies ;  

• Persistence, consistency, focus: the capacity to maintain the organization's 
direction, especially when the going gets rough; 

• Empowerment: the capacity to create environments-the appropriate so
cial architecture-that can tap and harness the energies and abilities nec
essary to bring about the desired results. 

In short, nothing serves an organization better-especially during these 
times of agonizing doubts and paralyzing ambiguities-than leadership that 
knows what it wants, communicates those intentions accurately, empowers 
others and knows how to stay on course and when to change. 
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What It Means to Think Critically 

Stephen D. Brookfield 

Stephen D. Brookfield is among the foremost commentators and scholars in the field of adult 

learning. He has been chair of the Adult Education Research Conference and a consultant and 

workshop leader. Brookfield has written several books, including the award-winning Under

standing and Facilitating Adult Leaming. He has taught in several institutions of higher education 

in the United States, Great Britain, and Canada, and been associated with the Center for Adult 

Education at Teacher's College, Columbia University. 

The need to develop critical thinkers is currently something of a cause 
celebre. The New York Times reports that "the public schools have discovered 
the importance of critical thinking, and many of them are trying to teach 
children how to do it." 1  Educational journals regularly advertise conferences 
on critical thinking, and three recent major reports on American education, 
Involvement in Leaming,2 A Nation at Risk,3 and Higher Education and the 

American Resurgence,4 all call for the development of critical thinkers as a na
tional priority for both civic and economic reasons. Civically, a critically in
formed populace is seen as more likely to participate in forms of democratic 
political activity. Economically, a critically active and creative work force is 

Stephen D. Brookfield, Developing Critical Thinkers: Challenging Adults to Explore Alternative Ways to Thinking 

and Acting (San Francisco: Jessey-Bass, 1987), pp. 3-14. Reprinted by permission. 
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seen as the key to American economic resurgence in the face of crippling for
eign trade competition. Johnston5 observes that "it is generally agreed that 
nothing is more important to the nation's ability to meet the competitive 
challenge of the future than what Samuel Ehrenhalt6 of the Department of 
Labor has termed a 'flexible, adaptable labor force."' That the message con
tained in these reports is having some practical effect is evident from case 
studies of education for critical thinking, 7-9 from special issues being devoted 
to this topic in such journals as Phi Delta Kappan and National Forum in 1985, 
from a flow of grant monies for projects to research applications of critical 
thinking, and from a recent upsurge in conferences on critical thinking. 
There have been attempts to propose a new concept described as critical liter

acylO and to outline the foundations of a critical pedagogy11, 1 z that would fos
ter this capacity. As Sternberg13 observes, "It would be difficult to read 
anything at all in the contemporary literature of education without becoming 
aware of this new interest in teaching critical thinking." 

But critical thinking is an activity that can be observed in settings and do
mains very far removed from the school or college classroom. Indeed, there is 
no clear evidence that any of the skills of critical thinking learned in schools 
and colleges have much transferability to the contexts of adult life. 
Sternberg13 points out the lack of correspondence between what is required 
for critical thinking in adulthood and what is taught in school programs in
tended to develop critical thinking. He writes that "the problems of thinking 
in the real world do not correspond well with the problems of the large ma
jority of programs that teach critical thinking. We are preparing students to 
deal with problems that are in many respects unlike those that they will face 
as adults" (p. 194) . In adulthood, we are thinking critically whenever we 
question why we, or our partners, behave in certain ways within relation
ships. Critical thinking is evident whenever employees question the appropri
ateness of a certain technique, mode of production, or organizational form. 
Managers who are ready to jettison outmoded organizational norms or un
wieldy organizational hierarchies, and who are prepared to open up organiza
tional lines of communication in order to democratize the workplace and 
introduce participatory forms of management, are critical thinkers. Citizens 
who ask "awkward" questions regarding the activities of local, regional, and 
national government offices, who call for political leaders to account for their 
actions, and who are ready to challenge the legitimacy of existing policies and 
political structures are critical thinkers. Television viewers who are skeptical 
of the accuracy of media depictions of what are portrayed as "typical" fami-
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lies, or of the neutrality and objectivity of television's reporting of political 
events, are critical thinkers. 

Recognizing Critical Thinking 

What characteristics do we look for in critical thinkers? How can we recog
nize when critical thinking is happening? What are the chief capacities we 
are trying to encourage when we help people to become critical thinkers? 
What activities and processes are taking place when people are thinking crit
ically? These questions, and others, are addressed in the nine critical think
ing "themes." . . .  

1 .  Critical thinking is a productive and positive activity. 

Critical thinkers are actively engaged with life. They see themselves as 
creating and re-creating aspects of their personal, workplace, and political 
lives. They appreciate creativity, they are innovators, and they exude a sense 
that life is full of possibilities. Critical thinkers see the future as open and 
malleable, not as closed and fixed. They are self-confident about their poten
tial for changing aspects of their worlds, both as individuals and through col
lective action. Critical thinkers are sometimes portrayed as cynical people 
who often condemn the efforts of others without contributing anything 
themselves. Those who hold this view see being critical as somehow antiso
cial; it is seen as a belittling activity engaged in only by those with false as
sumptions of superiority. In fact, the opposite is true. When we think 
critically we become aware of the diversity of values, behaviors, social struc
tures, and artistic forms in the world. Through realizing this diversity, our 
commitments to our own values, actions, and social structures are informed 
by a sense of humility; we gain an awareness that others in the world have 
the same sense of certainty we do-but about ideas, values, and actions that 
are completely contrary to our own. 

2. Critical thinking is a process, not an outcome. 

Being critical thinkers entails a continual questioning of assumptions. Peo
ple can never be in a state of complete critical development. If we ever felt 
that we had reached a state of fully developed or realized critical awareness, 
we would be contradicting one of the central tenets of critical thinking
namely, that we are skeptical of any claims to universal truth or total certain
ty. By its nature, critical thinking can never be finished in some final, static 
manner. 
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3. Manifestations of critical thinking vary according to the contexts in which it 

occurs. 

The indicators that reveal whether or not people are thinking critically 
vary enormously. For some people, the process appears to be almost wholly 
internal; very few external features of their lives appear to change. With 
these individuals, we can look for evidence of the critical process in their 
writing or talking. With others, critical thinking will manifest itself directly 
and vividly in their external actions. People who renegotiate aspects of their 
intimate relationships, managers who deliberately depart from their habitual 
ways of coming to decisions or solving problems, workers who reshape their 
workplace according to nonhierarchical organizational norms after establish
ing a worker cooperative, or citizens campaigning for a nuclear freeze after 
observing the effects of a radiation leak in their community are all examples 
of how critical thinking can prompt dramatic action. 

4. Critical thinking is triggered by positive as well as negative events. 

A theme common to many discussions of critical thinking is that this ac
tivity usually results from people having experienced traumas or tragedies in 
their lives. These events, so the argument goes, cause people to question 
their previously trusted assumptions about how the world works; and this 
questioning prompts a careful scrutiny of what were previously unquestioned 
ways of thinking and living. This often happens. It is also true, however, that 
critical thinking is triggered by a joyful, pleasing, or fulfilling event-a "peak" 
experience such as falling in love, being unexpectedly successful in some new 
workplace role, or finding that others place great store by abilities or accom
plishments that we exhibit almost without being aware of them. In such cir
cumstances we begin to reinterpret our past actions and ideas from a new 
vantage point. We begin to wonder if our old assumptions about our roles, 
personalities, and abilities were completely accurate. We begin to be aware of 
and to explore new possibilities w.ith our intimates, at our workplace, and in 
our political involvements. 

5. Critical thinking is emotive as well as rational. 

Critical thinking is sometimes regarded as a kind of pure, ascetic cognitive 
activity above and beyond the realm of feeling and emotions. In fact, emo
tions are central to the critical thinking process. As we try to think critically 
and help others to do so, we cannot help but become aware of the impor
tance of emotions to this activity. Asking critical questions about our previ
ously accepted values, ideas, and behaviors is anxiety-producing. We may 
well feel fearful of the consequences that might arise from contemplating al-
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ternatives to our current ways of thinking and living; resistance, resentment, 
and confusion are evident at various stages in the critical thinking process. 
But we also feel joy, release, relief, and exhilaration as we break through to 
new ways of looking at our personal, work, and political worlds. As we aban
don assumptions that had been inhibiting our development, we experience a 
sense of liberation. As we realize that we have the power to change aspects of 
our lives, we are charged with excitement. As we realize these changes, we 
feel a pleasing sense of self-confid�nce. Critical thinkers and helpers ignore 
these emotions at their peril. 

Components of Critical Thinking 

1 .  Identifying and challenging assumptions is central to critical thinking. 

Trying to identify the assumptions that underlie the ideas, beliefs, values, 
and actions that we (and others) take for granted is central to critical think
ing. Once these assumptions are identified, critical thinkers examine their ac
curacy and validity. They ask awkward questions concerning whether the 
taken-for-granted, common-sense ideas about how we are supposed to orga
nize our workplaces, act in our intimate relationships, become politically in
volved, and view television fit the realities of our lives. They are open to 
jettisoning old assumptions when these are clearly inappropriate (for exam
ple, "Workers are there to work, not to think"; "Decisions made by executive 
directors, parents, and presidents are infallible and inviolable"; "Women 
should be kept barefoot and pregnant") and to search for new assumptions 
that fit more closely their experiences of the world. 

2. Challenging the importance of context is crucial to critical thinking. 

When we are aware of how hidden and uncritically assimilated assump
tions are important to shaping our habitual perceptions, understandings, and 
interpretations of the world, and to influencing the behaviors that result from 
these interpretations, we become aware of how context influences thoughts 
and actions. Critical thinkers are aware that practices, structures, and actions 
are never context-free. What we regard as appropriate ways of organizing the 
workplace, of behaving toward our intimates, of acting politically, and of 
viewing television reflect the culture and time in which we live. In realizing 
this, critical thinkers are contextually aware. 

3. Critical thinkers try to imagine and explore alternatives. 

Central to critical thinking is the capacity to imagine and explore alterna
tives to existing ways of thinking and living. Realizing that so many ideas and 
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actions spring from assumptions that might be inappropriate for their lives, 
critical thinkers are continually exploring new ways of thinking about aspects 
of their lives. Being aware of how co�text shapes what they consider normal 
and natural ways of thinking and living, critical thinkers realize that in other 
contexts entirely different norms of organizing the workplace, behaving polit
ically, interpreting media, and living in relationships are considered ordinary. 
These contexts are scrutinized for assumptions that might be adopted and in
tegrated into their own lives. 

4. Imagining and exploring alternatives leads to reflective skepticism. 

When we realize that alternatives to supposedly fixed belief systems, ha
bitual behaviors, and entrenched social structures always exist, we become 
skeptical of claims to universal truth or to ultimate explanations. In short, we 
exhibit what might be called reflective skepticism. People who are reflectively 
skeptical do not take things as read. Simply because a practice or structure 
has existed for a long time does not mean that it is the most appropriate for 
all time, or even for this moment. Just because an idea is accepted by every
one else does not mean that we have to believe in its innate truth without 
first checking its correspondence with reality as we experience it. Just be
cause a chief executive officer, executive director, prime minister, president, 
religious leader, or parent says something is right or good does not make it so. 
Critical thinkers become immediately suspicious of those who say they have 
the answers to all of life's problems. They are wary of the management con
sultant who argues that "if only you will buy my training package and follow 
these steps to executive development, your executives will double the com
pany's output in the next fiscal quarter. "  They distrust the educator who pur
ports to have a curriculum or model of teaching appropriate for all learners 
or subjects. They scrutinize carefully the therapist or counselor who argues 
that he or she has discovered the key to resolving difficulties within intimate 
relationships. 

How Others Contribute to Critical Thinking 

On a very personal level, practically all adults function in some way as critical 
thinkers. Ar some time or another, most people decide that some aspect of 
their lives is unsatisfactory, and decide of their own volition to change this. 
Such self-initiated changes are often (though not always) connected to exter
nally imposed crises .  Being fired or suffering crippling mental or physical dis-
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ability is not something we choose to happen. When an intimate relationship 
dissolves, or a loved one dies, several reactions are possible. We may be 
thrown into an apathetic resignation to these changed circumstances, or we 
may deny this disappearance of a previously stable element in our life. We 
may well fluctuate between periods of acceptance of, and flight from, these 
changes. Energy alternates with apathy as we first scramble to deny or forget 
the changes forced upon us, and then become aware of their overwhelming 
reality. The rollercoaster turbulence of these changes is tiring and debilitat
ing, and we describe ourselves as exhausted, burned out, or finished. 

As people try to make sense of these externally imposed changes, they are 
frequently at teachable moments as far as the process of becoming critical 
thinkers is concerned. As people begin to look critically at their past values, 
common-sense ideas, and habitual behaviors, they begin the precarious busi
ness of contemplating new self-images, perspectives, and actions. Skilled 
helpers can support these first tentative stages in critical thought by listening 
empathetically to people's "travelers' tales" of their journeys into unexplored 
personal and political territories. Helpers act as sounding boards, providing 
reactions to people's experiences, pleasures, and anxieties. They help to 
make connections between apparently disparate occurrences and assist peo
ple in reflecting on the reasons for their actions and reactions. They encour
age people to identify the assumptions underlying their behaviors, choices, 
and decisions. They help clients, learners, friends, and colleagues to recog
nize aspects of their situations that are of their own making and hence open 
to being changed by an act of will. They encourage skepticism of anyone 
claiming to have "the answer." They help people to realize that while actions 
are shaped by context, context can be altered to be more congruent with 
people's desires. 

When helpers and educators work in these ways, they are encouraging 
critical thinking. Critical thinking is complex and frequently perplexing, 
since it requires the suspension of belief and the jettisoning of assumptions 
previously accepted without question. As people strive for clarity in self-un
derstanding, and as they try to change aspects of their lives, the opportunity 
to discuss these activities is enormously helpful. By providing an opportunity 
for reflection and analysis, educators and other helpers, such as counselors, 
therapists, trainers, and friends, are crucial. They are sympathizers, empathiz
ers, reactors, devil's advocates, initiators, and prompters. They help people to 
articulate and understand the assumptions underlying their actions. In short, 
they assist people to become critical thinkers. 
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Concepts of Critical Thinking 

Phrases such as critical thinking, critical analysis, critical awareness, critical con

sciousness, and critical reflection are exhortatory, heady, and often convenient
ly vague. We can justify almost any action with a learner, client, friend, or 
colleague by claiming that it assists the process of critical thinking. Harangu
ing a friend who feels satisfied with life, forcing a learner to view things the 
way we do, and requiring that lovers re-evaluate their relationship or that 
colleagues change their work patterns may all be claimed (inaccurately) as 
examples of facilitating critical thinking. Central to developing critical 
thinkers must be some minimal level of consent on the part of those in
volved. Trying to force people to analyze critically the assumptions under 
which they have been thinking and living is likely to serve no function other 
than intimidating them to the point where resistance builds up against this 
process. We can, however, try to awaken, prompt, nurture, and encourage 
this process without making people feel threatened or patronized. These are 
the skills of critical helpers. 

As a concept, critical thinking has been interpreted in a variety of ways. It 
has been equated with the development of logical reasoning abilities, 14, 15 
with the application of reflective judgment,16 with assumption hunting, 17 and 
with the creation, use, and testing of meaning. 18 Ennis19 lists twelve aspects 
of critical thinking, which include analytical and argumentative capacities 
such as recognizing ambiguity in reasoning, identifying contradictions in ar
guments, and ascertaining the empirical soundness of generalized conclu
sions. D'Angelo20 specifies ten attitudes that are necessary conditions for 
being critical, including curiosity, flexibility, skepticism, and honesty. As the 
central component of critical thinking, O'Neil121 proposes the ability to dis
tinguish bias from reason and fact from opinion. To Halpern, 22 critical 
thought is a rational and purposeful attempt to use thought in moving toward 
a future goal. 

Critical thinking is generally conceptualized as an intellectual ability suit
able for development by those involved in higher education_?,9,23,24 Empirical 
studies of the development of critical thinking capacities focus on young 
adultsl6,25 or college students.26,27 While this setting for critical thinking is 
undoubtedly crucial, it is but one of the many settings in which critical think
ing is practiced, particularly in adult life. This book takes the concepts of crit
ical thinking, analysis, and reflection out of the classroom and places them 
firmly in the contexts of adults' lives-in their relationships, at their work-

What It Means to Think Critically 387 

places, in their political involvements, and in their reactions to mass media of 
communication. Critical thinking is not seen as a wholly rational, mechanical 
activity. Emotive aspects-feelings, emotional responses, intuitions, sens
ing-are central to critical thinking in adult life. In particular, the ability to 
imagine alternatives to one's current ways of thinking and living is one that 
often entails a deliberate break with rational modes of thought in order to 
prompt forward leaps in creativity. 

One alternative interpretation of the concept of critical thinking is that of 
emancipatory learning. The idea of emancipatory learning is derived from the 
work of Habermas,28 who distinguished this as one of the three domains of 
learning (technical and communicative learning being the other two) . As in
terpreted by adult educators,29-3 1  emancipatory learning is evident in learners 
becoming aware of the forces that have brought them to their current situa
tions and taking action to change some aspect of these situations. To Apps, 
"emancipatory learning is that which frees people from personal, institution
al, or environmental forces that prevent them from seeing new directions, 
from gaining control of their lives, their society and their world."31 

A second concept closely related to that of critical thinking is dialectical 

thinking. Dialectical thinking is viewed as a particular form of critical thinking 
that focuses on the understanding and resolution of contradictions. Morgan32 
writes that "dialectical analysis (thus) shows us that the management of orga
nization, of society, and of personal life ultimately involves the management 
of contradiction." As proposed by Riegel33 and Basseches,34 dialectical think
ing is thinking in which elements of relativistic thought (for example, 
"Morality can be understood only in the context of the culture concerned") 
are fused with elements of universalistic thought (for example, "Moral con
duct is recognizable in any society by certain innate features") . Dialectical 
thinkers engage in a continual process of making judgments about aspects of 
their lives, identifying the general rules implicit in these judgments, modify
ing the original judgments in light of the appropriateness of these general 
rules, and so on. To Deshler,35 "dialectical thinking is thinking which looks 
for, recognizes, and welcomes contradictions as a stimulus to development." 
Change is regarded as the fundamental reality, forms and structures are per
ceived as temporary, relationships are held to involve developmental trans
formations, and openness is welcomed. Hence, we are involved in a constant 
process of trying to create order in the world-to discover what elements are 
missing from our existing ordering and to create new orderings that include 
these. Daloz36 echoes this idea in his belief that dialectical thinking "pre-
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sumes change rather than a static notion of 'reality. ' As each assertion is de
rived from the one before, truth is always emergent, never fixed; relative, not 
absolute." 

Being a critical thinker involves more than cognitive activities such as log
ical reasoning or scrutinizing arguments for assertions unsupported by empiri
cal evidence. Thinking critically involves our recognizing the assumptions 
underlying our beliefs and behaviors. It means we can give justifications for 
our ideas and actions. Most important, perhaps, it means we try to judge the 
rationality of these justifications. We can do this by comparing them to a 
range of varying interpretations and perspectives. We can think through, pro
ject, and anticipate the consequences of those actions that are based on these 
justifications. And we can test the accuracy and rationality of these justifica
tions against some kind of objective analysis of the "real" world as we under
stand it. 

Critical thinking, then, involves a reflective dimension. The idea of reflec

tive learning is a third concept closely related to that of critical thinking. Boyd 
and Fales37 define reflective learning as "the process of internally examining 
and exploring an issue of concern, triggered by an experience, which creates 
and clarifies meaning in terms of self, and which results in a changed concep
tual perspective."  Boud, Keogh, and Walker38 view reflection as "a generic 
term for those intellectual and affective activities in which individuals engage 
to. explore their experiences in order to lead to new understandings and ap
preciation." To Schlossberg,39 the outcome of these activities is "a change in 
assumptions about oneself and the world" requiring "a corresponding change 
in one's behavior and relationships." 

Conclusion 

Critical thinking is a lived activity, not an abstract academic pastime. It is 
something we all do, though its frequency, and the credibility we grant it, vary 
from person to person. Our lives are sufficiently complex and perplexing that 
it would be difficult to escape entirely from feeling that at times the world is 
not working the way we thought it was supposed to, or that there must be 
other ways ofliving . . . .  The capacity for critical thinking [is] at the heart of 
what it means to be a developed person living in a democratic society. I argue 
that the ability to think critically is crucial to understanding our personal rela
tionships, envisioning alternative and more productive ways of organizing the 
workplace, and becoming politically literate. 
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The difficulties of managing organizations have been well documented and 

widely recognized. Organizations do not change when we want them to, yet 

they change rapidly when we wish they would not. They control and stifle 

with red tape, rigid rules, and bureaucratic lethargy but seem unable to con

trol waste, inefficiency, and misdirected effort. Organizations have huge ap

petites and can swallow almost unlimited resources but often produce 

disappointing results. A substantial slice of organizational resources goes to 

employees in the form of salary, benefits, and perquisites, yet employees are 

frequently more discontented and apathetic than committed and satisfied. 

Solving such organizational problems-and many others-is the appoint-

Lee G. Bolman and Terrence E. Deal, Modem Approaches to Understanding and Managing Organizations (San 
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ed task of a special group called managers. To assist them in this awesome 
task, aspiring managers are armed with decision trees, PERT charts, consul
tants, management information systems, "management by objectives" pro
grams, and a panoply of theories and rational techniques. Managers go forth 
with this arsenal to tame the wild and savage social creations that we mun
danely call "organizations."  Yet in the end it is often the beast who wins. De
feated and battle-scarred managers retreat to management seminars and 
universities for tools that may give them a better chance in the next en
counter. Often, they are mystified by what went wrong and seek some way to 
avoid the same mistakes or, at least, to face the same old problems with more 
confidence and less trauma. 

Theories of Organization 

The dominance of economic and governmental activity by large organiza
tions is a relatively recent development. It is only in the last twenty-five years 
that social scientists have devoted significant time and attention to studying 
organizations and developing ideas about how they work (or why they often 
fail to work) . Within the social sciences, major schools of thought have 
evolved, each with its own view of organizations, its own well-defended con
cepts and assumptions, and its own ideas about how managers can best bring 
social collectives under control. 

Rational systems theorists emphasize organizational goals, roles, and tech
nology. They look for ways to develop organizational structures that best fit 
organizational purpose and the demands of the environment. 

Human resource theorists emphasize the interdependence between people 
and organizations. They focus on ways to develop a better fit between peo
ple's needs, skills, and values and the formal roles and relationships required 
to accomplish collective goals and purposes. 

Political theorists see power, conflict, and the distribution of scarce re
sources as the central issues in organizations. They suggest that organizations 
are very like jungles and that managers need to understand and manage 
power, coalitions, bargaining, and conflict. 

Symbolic theorists focus on problems of meaning in organizations. They are 
more likely to find serendipitous virtue in organizational misbehavior and to 
focus on the limits of managers' abilities to create organizational cohesion 
through power or rational design. In this view, managers must rely on images, 
luck, and sometimes the supernatural to bring some semblance of order to 
organizations. 

Common Views of Organizations 3 9 1  

We summarize these schools at this point only to contrast their basic dif
ferences. Each body of theory purports to be based on a scientific founda
tion-but each is also a theology that offers scripture and preaches its own 
version of the gospel to modern managers. Each gospel tells them what orga
nizations are like, and each has a vision of how they should be. Each provides 
a range of ideas and techniques to make organizations better. A modern man
ager wanting to do better and understand more is consistently confronted 
with a cacophony of different voices and visions. 

Examples of this division and diversity are numerous. A manager of a large 
corporation recently called several university-based consultants for help in 
dealing with turnover among middle managers. "It's obvious," said one. "You 
are probably neglecting your managers' needs for autonomy and opportuni
ties to participate in important decisions. You need an attitude survey to pin
point the problems. "  

Another consultant offered different advice. "When did you last reorga
nize? As your firm has grown, managers' responsibilities have probably be
come blurred and overlapping. When reporting relationships are confused, 
you get stress and conflict. You need to restructure." 

Still another consultant called attention to the company's recent collec
tive bargaining experience. "What do you expect? You've given up basic 
management prerogatives. If you want managers to stay, you'll have to get 
back to the table and fight to restore their power. Why the hell did you give 
away the store to the unions?" 

A final call yielded one more opinion: "Your company has never devel
oped a strong value system, and growth has made the situation worse. Your 
managers don't find any meaning in their work. You need to revitalize your 
company culture." 

We call this state of organizational consulting-and of organization theo
ry-" conceptual pluralism." . . .  We will not join the battle over which 
school of thought is better or more valuable for managers. We do not believe 
that managers have to choose the strongest voice or to visit a succession of or
ganizational gurus in order to obtain a more comprehensive view. Instead, we 
advocate the use of diverse outlooks to obtain a more comprehensive under
standing of organizations and a broader range of options for managerial action. 

Theories as Frames 

We have consolidated the major schools of organizational thought into four 
relatively coherent perspectives. We have chosen the label "frames" to char-
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acterize these different vantage points. Frames are windows on the world. 
Frames filter out some things while allowing others to pass through easily. 
Frames help us to order the world and decide what action to take. Every 
manager uses a personal frame, or image, of organizations to gather informa
tion, make judgments, and get things done. 

Understanding organizations is nearly impossible when the manager is un
consciously wed to a single, narrow perspective. Modern organizations are 
complicated. Think of the complexities and perils in introducing computers 
into a small elementary school. Consider the difficulties faced by a large, 
multi-divisional company like Johnson & Johnson as it attempts to integrate 
more than fifty different, semiautonomous businesses under one corporate 
roof. Think of the enormous pressures facing managers in "Ma Bell"-the 
telephone giant that was forced to divest all its local operating companies. 
Ask yourself how you might try to reduce red tape in government agencies or 
reform the United States Congress. 

Managers in all organizations-large or small, public or private-can in
crease their effectiveness and their freedom through the use of multiple van
tage points. To be locked into a single path is likely to produce error and 
self-imprisonment. We believe that managers who understand their own 
frame-and who can adeptly rely on more than one limited perspective-are 
better equipped to understand and manage the complex everyday world of 
organizations. Sometimes they can make a significant difference in how that 
world responds. 

The four frames . . . are based on the major schools of organizational re
search and theory. For each frame, we have provided a label and consolidated 
the central assumptions and propositions. 

The structural frame emphasizes the importance of formal roles and rela
tionships. Structures-commonly depicted in organization charts-are creat
ed to fit an organization's environment and technology. Organizations 
allocate responsibilities to participants ("division of labor") and create rules, 
policies, and management hierarchies to coordinate diverse activities. Prob
lems arise when the structure does not fit the situation. At that point, some 
form of reorganization is needed to remedy the mismatch. 

The human resource frame establishes its territory because organizations are 
inhabited by people. Individuals have needs, feelings, and prejudices. They 
have both skills and limitations. They have great capacity to learn and a 
sometimes greater capacity to defend old attitudes and beliefs. From a human 
resource perspective, the key to effectiveness is to tailor organizations to peo
ple-to find an organizational form that will enable people to get the job 

Common Views of Organizations 393 

done while feeling good about what they are doing. Problems arise when 
human needs are throttled. 

The political frame views organizations as arenas of scarce resources where 
power and influence are constantly affecting the allocation of resources 
among individuals or groups. Conflict is expected because of differences in 
needs, perspectives, and life-styles among different individuals and groups. 
Bargaining, coercion, and compromise are all part of everyday organizational 
life. Coalitions form around specific interests and may change as issues come 
and go. Problems may arise because power is unevenly distributed or is so 
broadly dispersed that it is difficult to get anything done. Solutions are devel
oped through political skill and acumen-much as Machiavelli suggested 
centuries ago. 

The symbolic frame abandons the assumptions of rationality that appear in 
each of the other frames and treats the organization as theater or carnival. 
Organizations are viewed as held together more by shared values and culture 
than by goals and policies. They are propelled more by rituals, ceremonies, 
stories, heroes, and myths than by rules, policies, and managerial authority. 
Organization is drama; the drama engages actors inside, and outside audi
ences form impressions based on what they see occurring on-stage. Problems 
arise when actors play their parts badly, when symbols lose their meaning, 
when ceremonies and rituals lose their potency. Improvements come through 
symbol, myth, and magic. 

Each frame has its own vision of reality. Only when managers can look at 
organizations through the four are they likely to appreciate the depth and 
complexity of organizational life. Successful managers rely intuitively on the 
different frames, blending them into a coherent, pragmatic, personal theory of 
organizations. We believe that an explicit introduction to and grounding in all 
four frames can enrich any manager's native intuition. Success becomes possi
ble even for the great majority of us who were not born with the ability to un
derstand and act effectively in such a complicated and ambiguous world. 

Learning the Frames 

For the past five years, we have taught the four frames to managers in a vari
ety of situations. Our primary setting has been a required introductory course 
for doctoral students at Harvard's Graduate School of Education. But we 
have also taught public-sector managers at the Kennedy School of Govern
ment and in summer institutes and private-sector managers in university pro
grams and in corporate seminars. 
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Our experience across these diverse settings has taught us several things 
about people who manage organizations {at least, those with whom we have 
had the opportunity to work) . 

1 .  Most managers have relatively limited views of organizations. General
ly, they are likely to diagnose most organizational problems as caused by 
the defects of particular individuals or groups. Although the causes of 
problems are often seen as personal, the solutions are often rational: re
structuring, rational discourse, the use of facts and logic as a basis for 
influence. 

2. A majority of the people we work with have had very powerful negative 
experiences in organizations. For many, the frustrations of organization
al life have outweighed the satisfactions. Attempts to improve organiza
tions have often ended in failure and disillusionment. Feelings of 
cynicism and impotence are widespread. 

3 .  When we introduce the four frames, people often respond with initial 
confusion. The frames seem to contradict one another; there is no right 
answer. Exploration of this issue often produces tension and conflict. 

4. As people become more comfortable with the frames and have an op
portunity to apply them-particularly in important, real-world situa
tions-they report a liberating feeling of choice and power. They are 
much better able to understand what is happening around them. Some
times they are able to develop effective ideas of how things might be 
changed. They are less often surprised and more often able to predict 
what will happen. 

Our experience encourages us to believe that the frames have a wider au
dience than the participants in our courses and seminars. The frames can be 
helpful to any manager-senior executives in large corporations, hospital ad
ministrators, agency heads, and junior high assistant principals. They can 
even help in many of the informal settings of daily life-bridge clubs, sorori
ties and fraternities, marriages, country fairs, or therapy groups. The nature 
of the setting and an individual's place in the setting will influence the specif
ic application of the ideas. 
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Choosing a Fundamental 
Change Strategy 

Richard Beckhard and Wendy Pritchard 

Richard Beckhard is considered one of the founders of the field of organizational development. 

He spent much of his career at the Sloan School at the Massachusetts Institute of Technology. He 

has authored numerous books and articles; his contributions to the field were recognized in 1984 

when a paper prize was established in his name. Wendy Pritchard is an occupational psychologist 

who has worked for Rank Xerox (UK), Shell International Petroleum Company and served as 

board director for Wolff Olins. She currently runs her own consulting practice in London. 

Forces Requiring Fundamental Change 

The world in which we live and will live, and the environment in which orga
nizations will operate, are without precedent. Although the elements are the 
same, the pace and complexity of changes to new forms, ways of living, and 
values are of an order of magnitude never before experienced. Changes in the 
political landscape and new relationships between the First World and the 
Third World are redefining the marketplace, the means of production, and 
the location of human, financial, and technical resources. 

Richard Beckhard and Wendy Pritchard, Changing the Essence: The Art of Creating and Leading Fundamental 

Change in Organizations (San Francisco: Jossey-Bass Publishers, 1992), pp. 1-8. Reprinted by permission. 
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The explosion of technology in communications and information has in
deed created one world in which transactions take a microsecond, and news 
travels as fast as it can be reported. Worldwide changes in social values, such 
as concern for the environment, the role of women in society, and the role of 
wealth-producing organizations, all define the environment in which organi
zations function. 

This environment is making unprecedented demands on organizational 
leaders, who have the task and responsibility of determining both the func
tioning and the future of their organizations. This "white water" turbulence 
is forcing most leaders to examine the very essence of their organizations
their basic purposes, their identities, and their relationships with customers, 
competitors, and suppliers. 

The assumptions that guided organizations in the past were ( 1 )  that they 
could control their own destinies and (2) that they operated in a relatively 
stable and predictable environment. These assumptions are challenged in 
today's world by, for example, the vulnerability of even the largest organiza
tions to takeovers and recession, the changing nature of industries, and the 
increased concern with social issues such as protecting the physical envi
ronment. 

To respond effectively to these demands, chief executives must rethink 
their own priorities and behavior. Competitive supremacy will be a function 
not only of increased profits and performance, but of the organization's ca
pacity to innovate, learn, respond quickly, and design the appropriate infra
structure to meet demands and to have maximum control over its own 
destiny. 

For this to occur, top leaders will need to reduce their personal "hands-on" 
involvement in current operations and replace it with management systems 
and structures. Leaders must focus on taking the organization into the future. 
This means developing a vision of the desired future state of the enterprise, 
creating management structures and systems to achieve this state, and pro
viding personal leadership in directing the process of managing the dynamics 
of both the organization and its interfaces with its environment. 

The management journalist Christopher Lorenz wrote in a recent London 

Financial Times article: "Under relentless pressure from competitors and 
costs, and egged on by management gurus such as Tom Peters who preach 
that 'the only constant thing today is change, '  virtually every self-respecting 
large European and American company these days is running at least one 'or
ganization-wide change programme.' . . .  Many of these ambitious, but var
ied, efforts will either fail entirely, or have a short-term impact and then die. 
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For the management of change is a much more challenging and multi-faceted 
process than most companies realize." !  

It  is  our conviction that for a change effort to move an organization into 
the future, the process (see Figure 1) must involve an understanding of the 
outside forces that require business decisions for change, such as going global, 
becoming customer driven rather than technology driven, or becoming ser
vice oriented rather than product focused. All these kinds of business deci
sions have such profound consequences for the organization that the essence 
of the organization must change. The topic of this . . .  [selection] is the 
creation and leadership of changes to the essence of organizations, a process 
that we have called fundamental change. 

Choosing a Fundamental Change Strategy 

In considering the forces for change, the business decisions to be made, and 
their organizational consequences, leaders need to choose between treating 
the change in an incremental and linear way or in a fundamental, systems
based, and diagnostic way. 

If an incremental change strategy is chosen, it is likely to deal with "first 
things first" and to make the necessary changes in sequential order. If a fun
damental change strategy is chosen, the implications for the organization are 
that the organization itself, its parts, and their relationships will simultane
ously change. The subparts of the organization must be committed to change 
and have action plans in place that fit the constellation of changes needed 
and that are aligned with the leaders' vision of an end state. 

Fundamental Change Model. 

/ 

Business 
Decisions 

� - - - - - - - - - - - - - - - - - - - - - - - - - � Organizational 
Consequences 
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Characteristics of a Fundamental Change Strategy 

The leaders of the organization must have a clear vision of the desired end 
state of the entire system, including such dimensions as its business, its orga
nization, and its ways of working. This vision must be used as a common con
text both for diagnosing the need for changes and for managing the process 
of change, so that it acts as an integrating force for the multitude of appar
ently disparate changes to be made. The plan for making the changes must 
be an integrated one. 

An integral part of a fundamental change strategy must be a conscious de
cision to move to a learning mode, where both learning and doing are equally 
valued. This is an essential precondition for managing fundamental change 
effectively and is also a fundamental change in its own right. A further essen
tial ingredient is a clear commitment by top leaders to making a significant 
personal investment in developing and building commitment to an inspira
tional vision, and to examining and using their own time and behavior in 
ways that are congruent with this vision. 

Many leaders have responded to outside forces by developing an immedi
ate action plan to effect changes. It is not "natural" for dynamic leaders to re
spond to pressures by saying, "Let's stop and look at where we want to be, 
let's see how that is different from where we are now, and let's make a plan to 
get there." 

A Shift from an Incremental to a Fundamental Change Strategy 

A chief executive officer (CEO) of a multibillion-dollar financial organiza
tion doing business worldwide was discussing with one of us some deep con
cerns about business strategy. His "products" were almost identical to those 
of key competitors. He was concerned that his company was losing market 
share in several markets as a result of a number of factors, including: 

• Aggressive marketing strategies and practices of competitors 
• Customer resistance to changing buying habits 
• Lack of organizational capacity to respond quickly to changes in the busi

ness environment 
• Inconsistency in management philosophy and practices among top man

agers around the world 

The organization had been developed through a series of mergers with 
other companies and therefore it had a patchwork culture. The organization-
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al design, a country-based central management, was organized around the 
creation of financial products and the development and installation of the 
systems needed to support their delivery. The products were issued by finan
ciaUnstitu tions. 

The chief executive had concluded that to penetrate other markets effec
tively, the design of the organization would have to change from one central
ly directed organization to strong, highly autonomous regional organizations. 
The central management would resemble a holding company and would be 
required to develop partnerships with regional management. 

From his analysis of the change needed, the CEO had posed the following 
urgent questions: 

• How should authority be distributed between regional managements and 
the center? 

• How should policies such as pricing and marketing strategy be deter
mined? 

• How should authority be divided between central staff functions that cre
ated products and the decision to use them? 

• What impact would structural change have on information management, 
financial management, and human resource policies? 

To respond to these questions, he and his colleagues had developed a 
strategy. The first step was to appoint and brief the regional executives, then 
to establish local headquarters and divide roles and responsibilities. Manage
ment would determine policies affecting the adoption and use of products by 
the regions, while at the same time producing a new information manage
ment system to ensure that information requirements were successfully met. 

To implement this strategy, the management group had developed a 
timetable that would put regional executives in place within three months, 
with the rest following as soon as possible. 

After describing the change strategy and plan, the CEO paused and re
flected that he still had an uneasy feeling that something was not quite right 
about management's thinking and plans. How quickly could he expect this 
change to have positive effects on the business? How would be measure suc
cess? 

The consultant with whom he was working raised a series of questions: 

• Did the CEO have a clear vision of what the company would look like in 
five years' time? What businesses would it be in? Where would it be and 
how would it be positioned? 
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• If he had such a vision, was it known, understood, and supported by key 
staff? 

• Had he done an analysis of what would have to be changed to move the 
organization from its present state to its envisaged state? 

• Had he explored the interrelationships between the questions he himself 
had raised? 

• What were the benefits of a region acting autonomously and owning its 
own resources compared to those of a centrally managed information 
resource? 

• What was the relationship between the staff function of creating products 
and the regional authority to determine appropriate products? 

• Should the basic relationship between regions and the center be that of fi
nancial borrower and lender or that of an independent business joined in a 
network with a central executive? 

After considerable thought and discussion, the CEO declared that he felt 
it was necessary to rethink the situation. He would have to go "back to the 
drawing board" with his senior colleagues and produce a vision statement 
that clearly defined what the business and organization should look like in 
three years. Using this vision, the management group would be able to look 
at what in the organization needed changing and what interrelationships, 
policies, and systems would have to be developed. 

He also decided that he and his senior colleagues would have to develop 
a dedicated structure to manage these changes. He accepted that this 
structure would not be the same as the structure for managing the day-to
day operations. 

In [the above] example, the CEO's main insight was that an incremental 
change strategy based on action and reaction would not produce the results 
he wanted over time. What he needed was a more diagnostic approach to the 
constellation of issues that was involved and an integrated plan to move the 
organization where he wanted it to be. 

He had recognized that there was a relationship between outside pressures 
(poor competitive position and market share) and his business response (a 
more aggressive business strategy) , as well as a need for some organizational 
changes (regionalizing to carry out the business strategy) , but had ap
proached these elements in a linear, incremental way rather than looking at 
them as an integrated whole. What he had not realized was the importance 
of considering the organizational consequences of his business decision as 
much more complex clusters of changes. 
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His revised plan was, first, to recognize his personal responsibility to look at 
a "whole-picture" view of the relationships and connections between the 
outside demand for change and what the business needed to become. This 
would be the context for his business decisions and organizational change 
strategy. He also realized that he needed to establish an integrated way to 
manage the process of making the changes effectively. 

Diagnosing Changes 

The first step in the process of mounting fundamental change is an adequate 
diagnosis. This involves an analysis of the present reality, including the de
mands of the environment and the organization's capacity to respond to 
these demands, and the development of a clear vision of the changed state 
after the change effort has taken place. 

We believe that this diagnostic approach is better than an action approach 
in managing fundamental change; that is, the vision is used as a guide to de
termining what should change, rather than today's presenting symptoms 
being triggers for action. 

Designing an Integrated Management Strategy 

A change of this magnitude cannot be described as a single change: in reality 
it is a constellation of changes that are both discrete and interdependent and 
that must be managed simultaneously. Success in managing fundamental 
change includes moving the organization to a mode in which learning and 
improving the quality of performance are equally valued. 
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To some, history is the story of great leaders. Throughout the first half of this 
century, most managers and scholars probably accepted the basic premises of 
the "great person" theory ofleadership. But, by the late 1940s, studies at Har
vard, in human relations and group dynamics, had shown that only a small 
proportion of leaders actually fit this theory. Subsequent theories of leader
ship centered on behavior; perhaps if one were to act like a great leader, the 
act would become real. As we began to understand how leaders behaved, 
perhaps it was reasonable to train people to act that way. 

But the next 30 years of research failed to yield substantial evidence that 

Reprinted from Marshall Sashkin, "Visionary Leadership" The Perspective from Education," in Contempo

rary Issues in Leadership, 2d. Ed., William E. Rosenbach and Robert L. Taylor, eds., 1989, by permission of 

Westview Press, Boulder, Colorado. 
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leaders who behaved in a task-directed manner, while simultaneously be
having in a relationship-directed manner, were especially successful or 
"great." Thus, researchers turned to situational factors in the hope of finding 
that different behavioral approaches would be effective for different situa
tions. Although these situational or "continuing" approaches were some
what more successful in helping to guide managers, they did little to 
improve our understanding of top-level, creative leadership. Researchers 
were still at a loss to explain outstanding leadership at the top-leadership 
characterized by vision. 

My theory of effective executive leadership, or visionary leadership, con
siders not only the leader's personal characteristics, not only the leader's be
havior, and not only the situation; it considers all three.  Only by looking at 
each of these factors as they relate to one another can we truly understand 
visionary leadership. Visionary leaders share certain characteristics that are 
different from the personality traits on which early leadership research was 
focused. In addition, they have a deep, basic awareness of key situational fac
tors that dictate what leadership approach and actions are required. Further
more, these leaders not only know what behaviors are required, they can also 
carry out those behaviors. 

Visionary Leadership in Action 

There are three major aspects to visionary leadership. The first consists of 
constructing a vision, creating an ideal image of the organization and its cul
ture. The second involves defining an organizational philosophy that suc
cinctly states the vision and developing programs and policies that put the 
philosophy into practice within the organization's unique context and cul
ture. The third aspect centers on the leaders' own practices, the specific ac
tions in which leaders engage on a one-to-one basis in order to create and 
support their visions. 

Visioning: Creating a Cultural Ideal 

The process of conceiving a vision calls for certain cognitive skills. Central to 
the ability to conceive a vision is the ability to think in terms of a period of 
time, that is, not just in terms of daily or weekly goals but in terms of actions 
carried out over a period of years. Elliott Jaques1 has shown that there are re
liable differences among individuals in terms of the span of time over which 
they think and work. Effective executive leaders must, according to Jaques, 
be able to think clearly, to "vision," over periods of at least 5 years and, more 
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often, 10 years or longer. In more recent work, Jaques2 has constructed a the
ory of cognitive development, based on Piagetian concepts, specifying in de
tail the series of hierarchical cognitive tasks required to construct visions 
over increasingly long spans of time. But whether one is involved in creating 
a 10-year or 10-week vision, the ability to do so involves four distinct actions, 
each requiring certain thinking skills. , 

The first such cognitive skill is in expressing the vision-behaving in a way 

that advances the goal of the vision. Consider the case of a manufacturer's 

chief executive who wishes to create a plant-level operation to involve all 

employees in managing the firm. To make this vision real, the CEO must be 

able to perform these steps: 

• write a proposed set of policy actions that would create a plant-level work
er involvement program; 

• meet with relevant parties-plant-level managers as well as workers-to 
develop a document detailing the new policy and program; 

• meet with, and arrange meetings of, all plant-level managers and all em

ployees to review and revise the program and to plan for its implementa

tion; 
• work with relevant managers to identify ways to track the program's ef

fects and effectiveness; and 
• oversee the monitoring of the program and work with relevant parties on 

any further modifications needed. 

Leaders must understand and express by their behavior the sequence of ac
tions to be taken to make a vision real. 

The second important thinking skill is explaining the vision to others
making the nature of the vision clear in terms of its required action steps and 
its aims. Let us return to the example of the CEO who envisions worker in
volvement at the plant level. The CEO who can express this vision still may 
not succeed in implementing it unless he or she can clearly explain to others 
the steps involved in carrying it out. Unless the CEO can clearly explain the 
vision to the program manager, uncertainty will arise as to the steps and han
dling of problems and issues. And unless the CEO can explain the program to 
plant managers, their support for the vision will fade as the CEO loses touch 
with the day-to-day program details (as is inevitable for any chief executive) . 
Explaining involves more than mere restatement of the vision's nature or 
aim. The visionary leader must be able to describe how the actions required 
for the vision link together until, step by step, the goal is reached. 
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The third required thinking skill is extending the vision-applying the se
quence of activities to a variety of situations so that the vision can be imple
mented in several ways and places. To continue with the above example, the 
CEO will probably, at some point, wish to extend the vision to other parts of 
the organization. This might mean working with the program manager to re
vise the worker involvement plan and apply it to the headquarters staff de
partments as well as to the plant. Doing so will call for changes in how the 
program is implemented and may even require alterations in the worker in
volvement program itself. The expressed vision is an important frame of ref
erence, but the visionary leader must be able to adapt it to varied 
circumstances, as required. Again, he or she must be able to explain these 
changes to others and to demonstrate the steps necessary to carry them out. 

The fourth thinking skill involves expanding the vision-applying it not 
just in one limited way, and not even in a variety of similar ways, but in many 
different ways and in a broad range of circumstances. The CEO who has a vi
sion of worker involvement at the operating level, and who goes about imple
menting this vision in the manner outlined above, still may not be a visionary 
leader. The true visionary leader will also have the conceptual skill needed to 
look at the overall plan and effects of worker involvement in the organiza
tion. This means more than extending the program to another unit. The vi
sionary leader will think through the effects of the worker involvement vision 
throughout the organization, consider different ways the program might be 
spread (for example, unit by unit, or by divisions) , and speculate about how 
to "revise" the entire organization in consistence with the new employee in
volvement system. 

Just about anyone can carry out the four skills of visioning-expressing, 
explaining, extending, and expanding-with respect to short-range visions
those implemented in a day, a week, or a month. Many individuals can do 
this over time spans as long as a year. Few people, however, can do so over pe
riods of 1 to 3 years, and fewer still can vision over periods of 5 to 10 years. 
The person who can think through a vision over a time span of 10 to 20 years 
is the rare, visionary leader. 

In addition to these thinking skills, visionary leaders must also possess the 
personal conviction that what they do can make a difference. Without this 
belief these actions would be no more than "going through the motions."  Nor 
will their efforts suffice or their visions endure unless those visionary leaders 
desire and can use power and influence in positive ways, so that followers are 
"empowered" to carry out the leaders' visions.3.4 



406 The Skills of a Leader 

Implementing the Vision Organizationally 

Elsewhere I have detailed the process by which visionary leaders tum their 
cultural ideals into organizational realities.5·6 The most important part of this 
process is creating an explicit organizational philosophy and then enacting 
that philosophy by means of specific policies and programs. The specific 
statement of the philosophy is best developed by the leader and his or he� key 
subordinates. In this manner, the visionary leader begins the process of imple
menting the vision with a strong base of support from the key actors in the 
system. The statement of philosophy must then be put into practice by means 
of actual, operational policies and programs. That is, the philosophy must be 
articulated through action, not just words. DeaF offered some insight as to 
how this process of articulating the vision takes place. He spoke of identifying 
heroes, of creating rituals and ceremonies, and of telling stories that support 
and strengthen the philosophy-and the values behind it-and that make 
more visible the policies and programs derived from the philosophy. Deal also 
noted that this process is best accomplished if the visionary leader can identi
fy an "informal network of cultural players"-informal advisers (or even just 
gossips) and secretaries, for example-who, in effect, preside over the organi
zation's culture, serve as key links to the community, and are keepers of the 
organization's history. These are the keys to organizational implementation of 
the leader's vision. 

Implementing the Vision Through Personal Practices 

Finally, effective visionary leaders put their visions into practice by means of 
their own specific interpersonal behaviors on a one-to-one basis. Warren 
Bennis8•9 studied 90 exceptionally effective CEOs and identified several sets 
of characteristics common to many of these visionary leaders. Based on this 
work I defined five specific behavior categories.6,lo-12 These behaviors have 
since proven to be strongly associated with organizational performance. 13 

The first category of behavior consists of focusing others' attention on key 
issues-helping people grasp, understand, and become committed to the 
leader's vision. A second group of behaviors is centered on effective commu
nication: listening for understanding, rephrasing to clarify, giving construc
tive feedback (e.g., being descriptive and not evaluative, being specific and 
not general) , and summarizing when appropriate. These behaviors are easy to 
describe, but they take tremendous skill to perform. 

The third behavior category concerns consistency and trustworthiness. 
Bennis found that outstanding CEOs exhibited consistent behavior. They did 
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not ever flip-flop on their positions; it was always clear where they stood on 
issues. People might not agree with the leader, but they could trust that what 
the leader said was, in fact, what was really meant. Visionary leaders do not 
shift their positions with every shift in the political winds. 

Displaying respect for self and others is the fourth type of visionary leader
ship behavior and is similar in essence to what Carl Rogers called "uncondi
tional positive regard." Leaders must start with self-respect because they 
cannot really care about others without caring first about themselves. Vision
ary executive leaders are self-assured, certain of their abilities. This trait is 
not manifested in an arrogant or superior attitude, but in a simple display of 
self-confidence. This sense of self-respect, of confidence in themselves and 
their abilities, comes across not only in leaders' attitudes but also in how they 
treat others. One of the characteristics of visionary leaders is that we feel 
good around them because they boost our sense of self-worth by paying at
tention to us, by trusting us, by sharing ideas with us, by making it clear how 
important we are as persons. They tell us we are important-"! really value 
your ability to do that, John; we need you"-and they demonstrate what they 
say through their behavior. 

The final category of behavior involves taking calculated risks and making 
a commitment to risks once they are decided on. Visionary leaders have no 
energy to spare for recouping their losses; all their efforts go toward achieving 
their goals. Moreover, these leaders build into their risks opportunities for 
others to buy in, to take the risks with the leaders and share in the effort and 
the rewards. These leaders motivate by "pulling" us along with them, as Ben
nis put it, rather than by trying to push us in the direction they want to go. 
Franklin D. Roosevelt displayed this sort of behavior often; he took risks and 
made commitments and inspired others to join him. 

Behaviors of a kind other than these five types surely contribute to the 
sense of inspiration and commitment we feel when responding to visionary 
leadership. Most important, however, is what visionary leaders are trying to 
accomplish through their behavior. They attempt to create cultures that will 
guide their organizations into the future . . . .  
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Decision making in formal organizations should take place as an interrelat
ed and dynamic process. Since the making of decisions in the real world is 
often unstructured, 1 a process-oriented approach may seem different from 
traditional ways of arriving at a choice. Nonetheless, the benefits of this ap
proach are considerable, and its use seems certain to improve managerial de
cision making in organizations of all types. Moreover, business executives, 
government administrators, military officers, and managers in any type of 
formal organization all perform the several functions that make up the deci
sion-making process. In effect, then, the process approach provides a com
prehensive framework for students intent on learning about management, as 
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well as a means for practicing managers to evaluate and improve their own 
performance as decision makers. 

The definition of decision making as a process consisting of several func
tions is advantageous for several reasons: ( 1 )  it indicates the dynamic na
ture of decision making; (2) it depicts decision-making activities as 
occurring over varying spans of time; (3) it implies that the decision-making 
process is continuous and, thus, that it is an ever-present reality of organiza
tional life; and (4) it suggests that, at least to some extent, managerial deci
sion making can direct and control the nature, degree, and pace of change 
within the organization. 

Nature of the Process 

There are various views on the process of decision making. Simon assigns 
three major elements to the process: ( 1 )  finding occasions for making a deci
sion, (2) finding possible courses of action, and (3) choosing among courses 
of action.2 Witte advances the notion of decision making as a total process 
involving discernible and separate activities: ( 1 )  information gathering, (2) 

development of alternatives, (3) evaluation of alternatives, and (4) choices.3 
The process espoused by Schrenk focuses on three elements: (1 )  problem 
recognition, (2) problem diagnosis, and (3) action selection.4 Janis envisions 
a decision-making process with five stages: (1) recognition of a challenge, (2) 

acceptance of the challenge, (3) meeting the challenge through a choice, ( 4) 
committing oneself to the choice, and (5) adherence to the choice.5 Eilon ad
vances a comprehensive process composed of eight stages, which begins with 
information input and culminates in a choice.6 Mintzberg and his associates 
offer an incredibly complex formal structure derived from twenty-five "un
structured" decision-making processes that are then organized into a general 
model of interrelated strategic decision processes. 7 Fredrikson proposes a 
method for organizing noneconomic criteria in a decision-making process 
that includes four stages: ( 1 )  developing a criteria set, (2) posing criteria 
questions, (3) scaling the responses, and (4) choosing among alternatives.8 
And, finally, Holsapple and Moskowitz set forth several principal constraints 
that limit the use of whatever decision-making process is being used.9 

There is no doubt that the process-oriented approach to managerial deci
sion making is on the rise. 10 • • • We will consider the decision-making 
process from a three-dimensional perspective. We base this perspective on 
the premise that decision making is synonymous with management, and, 
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therefore, the process of decision making should have as its central focus the 
management of formal organizations. The first dimension of decision making 
is the individual functions of the process, each with certain inherent proper
ties. The second dimension is the total process, characterized by a host of in
terrelationships among its functions and by certain properties of its own. The 
third dimension is the dynamism of the total process, which is a product of 
the properties and relationships of the individual functions and the total 
process. 

The Functions of Decision Making 

The components of the decision-making process are the functions of decision 
making. This definition is in keeping with the standard definition of a function 

as "one of a group of related actions contributing to a larger action." 1 1  In a so
cial science context, the concept of function 

involves the notion of a structure consisting of a set of relations among unit en
tities, the continuity of the structure being maintained by a life-process made 
up of the activities of the constituent units . . . .  "function" is the contribution 
which a partial activity makes to the total activity of which it is a part.12 

The functions of decision making are: 

1. Setting managerial objectives. The decision-making process starts with 
the setting of objectives, and a given cycle within the process culmi
nates upon reaching the objectives that gave rise to it. The next com
plete cycle begins with the setting of new objectives. 

2. Searching for alternatives. In the decision-making process, search in
volves scanning the internal and external environments of the organi
zation for information. Relevant information is formulated into 
alternatives that seem likely to fulfill the objectives. 

3. Comparing and evaluating alternatives. Alternatives represent various 
courses of action that singly or in combination may help attain the 
objectives. By formal and informal means alternatives are compared 
based on the certainty or uncertainty of cause-and-effect relationships 
and the preferences of the decision maker for various probabilistic 
outcomes. 

4. The act of choice. Choice is a moment in the ongoing process of decision 
making when the decision maker chooses a given course of action from 
among a set of alternatives. 
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5.  Implementing the decision. Implementation causes the chosen course of 
action to be carried out within the organization. It is that moment in 
the total decision-making process when the choice is transformed from 
an abstraction into an operational reality. 

6.  Follow-up and control. This function is intended to ensure that the im
plemented decision results in an outcome that is in keeping with the 
objectives that gave rise to the total cycle of functions within the deci
sion-making process. 

Decision Making: An Interrelated Process 

The functions of decision making are highly interrelated within the decision
making process. Bass notes the interrelatedness of the process as follows: 

Decision making is an orderly process beginning with the discovery by the de
cision maker of a discrepancy between the perceived state of affairs and the 
desired state. This desired state is usually between an ideal and a realistically 
attainable state. Alternative actions . . .  are selected or invented. One of these 
alternatives emerges as the action of choice followed by justification for it. 
Then comes its authorization and implementation. The process cycle is com
pleted with feedback about whether the action resulted in movement toward 
the desired state of affairs. If the perceived and desired state of affairs have not 
narrowed sufficiently, a new cycle is likely to commence.13 

Figure 1 illustrates the interrelationships among the functions of deci
sion making set forth. . . . The process begins with the setting of objec
tives the attainment of which requires a search for information. The 
analysis of the information derived from the search compares the alterna
tives discovered in light of ( 1 )  attaining the objectives, (2) the opportunity 
costs of alternatives not selected, and (3) likely internal effects on the or
ganization following a choice. The comparison considers the trade-off val
ues among these features and a choice is made based on the trade-off 
values.* 

The chosen alternative is normally implemented through established or
ganizational structures and processes. At this point the decision is imple
mented. For follow-up and control of the implemented decision, established 
information systems quickly reveal to management the actual outcome of the 

•Trade-off value means that some amount of one kind of performance may be substituted for another kind of 

performance-for example, an increase in the probability of attaining objectives may be worth an adverse 

internal effect on the organization. 
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FIGURE 1 
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decision. Thus, management can determine how implementation affects the 
intended outcome inherent in the managerial objectives. 

The success of the decision-making process is highly dependent on the 
functions that are the components of the process. Success in this context 
means the attainment of the objectives that started the process. The 
process is normally sequential, rather than hit-or-miss. For example, if man
agerial objectives are absent, there is no basis for a search. Without the in
formation obtained through a search, there are no alternatives to compare. 
Without a comparison of alternatives, the choice of a particular course of 
action is unlikely to yield desired results. Without effective implementation 
of a choice, the actual outcome of the decision is unlikely to be the attain
ment of the managerial objectives. And, finally, in the absence of follow-up 
and control, the successful implementation of a decision is difficult. Thus 
the functions constituting the decision-making process must be organized if 
the process is to accomplish its purposes effectively. We can easily demon
strate the interrelatedness of the process by starting with any one of the 
functions of decision making and working forward or backward through the 
process. There is a definite need for a framework that organizes the func
tions of decision making, if only to improve the making of managerial deci
sions in formal organizations. The framework illustrated in Figure 1 shows 
both the interrelatedness of the functions and their sequential 
organization . . . .  
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Setting Managerial Objectives 

The foundation of the decision-making process lies in the objectives that give 
it purpose, direction, and continuity. 14 The setting of managerial objectives is 
the first function of decision making, and attainment of the objectives repre
sents the culmination of a given cycle within the decision-making process. 

Objectives, which underlie the effective management of any type of for
mal organization, are not abstractions. They are the commitments to action 
through which the mission of the organization is carried out, and they are 
the standards against which the performance of management is measured. 
"If objectives are only good intentions they are worthless. They must degen
erate into work. And work is always specific, always has-or should have
unambiguous, measurable results, a deadline and a specific assignment of 
responsibility. " 15 The importance of objectives as a foundation for the man
agerial decision-making process is expressed in the following statement of 
the principle of the objective: "Before initiating any course of action, the ob
jectives in view must be clearly determined, understood, and stated."16 Thus 

an objective may be defined as the end point toward which management directs its 

decision making. 

It is particularly useful to differentiate between the terms objective and 
goal. '�n objective is a specific category of purpose that includes the attain
ment by an organization of certain states or conditions; a goal may be viewed 
as a subset of an objective, expressed in terms of one or more specific dimen
sions."17  

Advantages of Managerial Objectives 

Objectives are required for all activities that contribute to the basic purposes 
of the organization. Objectives enable management to plan and organize 
such activities. With objectives, management explains the whole range of or
ganizational phenomena in a small number of general statements that can be 
tested in practice. Objectives enable managers to appraise the soundness of 
their decisions while they are being made; and objectives offer a framework 
for predicting and analyzing managerial performance in pursuing successful 
outcomes of decisions. ls 

Objectives serve as yardsticks for measuring, comparing, and evaluating 
the success of decisions in accomplishing organizational purposes. Indeed ob
jectives serve as the basis for rational decision making by managers in formal 
organizations. Objectives can also be good motivators because they make it 
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easier for individuals to relate reaching personal goals to the work of the or
ganization. They know what is expected of them and are thus more certain of 
how to carry out their duties and responsibilities. In turn, they are able to 
serve themselves and the organization more efficiently. Managerial objec
tives, then, provide a means to fuse the fulfillment of human need and the 
accomplishment of the organizational mission. 

The Hierarchy of Managerial Objectives 

Managerial objectives tend to create a kind of hierarchy that can be related 
to the formal structure of managerial responsibilities and authority. 

In complex organizations objectives are structured in a hierarchy in which the 
objectives of each unit contribute to the objectives of the next higher unit. 
And a broad objective . . .  states the purpose of the entire organization. This is 
true of all organizations-military, educational, government, and business.19 

In effect, there are "objectives within objectives within objectives."20 A 
useful technique for analyzing the hierarchy of objectives in a formal organi
zation is to view it as a means-end chain.21 As Simon says, "The fact that 
[objectives] may be dependent for their force on other more distant ends 
leads to the arrangement of these [objectives] in a hierarchy-each level to 
be considered as an end relative to the levels below it and a means relative to 
the levels above it."22 

· 

Managerial objectives, then, serve not only as a primary function of deci
sion making that initiates and completes a given cycle within the decision
making process. They also link together the total organization by fostering 
common purpose and unified action. The sum of all the objectives below the 
level of top management serves as a means to attain the objectives of the 
total organization. This in turn permits the organization to accomplish its 
basic purposes. In one sense, therefore, all objectives are means, although, at 
various times and depending on its level in the hierarchy, a given objective 
will also serve as an end. 

Characteristics of Managerial Objectives 

One approach to ensuring that managerial objectives possess the characteris
tics essential for successful decision making is to make them satisfy relevant 
criteria. Such criteria may be applied by asking a series of questions: 

l .  Relevance. Are the objectives related to and supportive of the basic pur
poses of the organization? 
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2. Practicality. Do the objectives recognize obvious constraints? 

3. Challenge. Do the objectives provide a challenge for managers at all lev

els in the organization? 

4. Measurability. Can the objectives be quantified, if only in an order-of

importance ranking? 

5. Schedulability. Can the objectives be scheduled and monitored at inter

im points to ensure progress toward their attainment? 

6. Balance. Do the objectives provide for a proportional emphasis on all 

activities and keep the strengths and weaknesses of the organization in 

proper balance? 

7. Flexibility. Are the objectives sufficiently flexible or is the organization 

likely to find itself locked into a particular course of action? 

8. Timeliness. Given the environment within which the organization oper

ates, is this the proper time to adopt these objectives? 

9. State of the art. Do the objectives fall within the boundaries of current 

technological development? 
10. Growth. Do the objectives point toward the growth of the organization, 

rather than toward mere survival? 
1 1 . Cost effectiveness. Are the objectives cost effective in that the anticipat

ed benefits clearly exceed the expected costs? 
12 .  Accountability . Are the assignments for the attainment of the objectives 

made in a way that permits the assessment of performance on the part 
of individual managers throughout the organization? 

If a given set of managerial objectives meets most of these criteria, it pos

sesses the characteristics essential to effective decision making at all levels of 

Searching for Alternatives 

Once the managerial objectives are set, the next function in the decision

making process is the search for information from which to fashion alterna

tives. For purposes of explanation, this function of decision making will be 

simply designated as search or search activity . . . .  

Comparing and Evaluating Alternatives 

Once the search yields a sufficient amount of information to fashion a set of 
alternatives, the next function in the decision-making process is to compare 
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and evaluate these alternatives. This function epitomizes the interrelatedness 
of the decision-making process. For example, in using the available informa
tion to compare and evaluate alternatives, the decision maker must focus on 
anticipated outcomes that will probably meet the objectives only through fol
low-up and control after a choice is made and implemented. 

The overriding purpose in the decision-making process is to attain the ob
jectives that serve as a foundation for the process. There will be, for any ob
jective, many ways of seeking attainment. Each alternative will produce a 
different degree of attainment of a given objective and hence a different 
value of the measure of effectiveness. "The number of alternatives depends 
on how much effort the decision maker puts into a search for them. Thus, 
there are possible alternatives which the decision maker is completely un
aware of, just as there are alternatives which the decision maker will disre
gard without consideration."23 The alternatives are not given but must be 
sought out by an expenditure of resources. From the known set of alterna
tives deemed worthy of additional consideration, the decision maker must 
determine which one is most likely to meet the objective at hand. Thus the 
decision maker is confronted with the need to make an estimate of effective
ness for each alternative. To accomplish these estimates, the decision maker 
must have some idea of the relationships between alternatives and outcomes 
in relation to the objectives.24 . . .  

The Act of Choice 

The act of choice is, in one sense, the high point of the decision-making 
process. "The decision itself is the culmination of the process. Regardless of 
the problem, the alternatives, the decision aids, or the consequences to fol
low, once a decision is made, things begin to happen. Decisions trigger ac
tion, movement, and change. "25 However, the act of choice is still only a part 
of the process, not, as is so often assumed, the entire process in itself. In this 
regard, Simon noted: 

All of these images have a significant point in common. In them, the decision 
maker is a man at the moment of choice, ready to plant his foot on one or an
other of the routes that lead from the crossroads. All of the images falsify deci
sion by focusing on its final moment. All of them ignore the whole lengthy, 
complex process of alerting, exploring, and analyzing that precede that final 
moment.26 
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Simon's point is well taken. To focus solely on the act of choice is to disre
gard or minimize all the actions necessary to create the conditions of choice, 
not to mention the succession of postdecision actions essential to transform 
the choice into acceptable results. To be sure, if the act of choice "is given ex
clusive attention, many antecedent and associated phenomena are excluded 
from analysis. "27 

By now we are familiar with the antecedent phenomena referred to: (1)  
setting managerial objectives, (2) searching for alternatives, and (3) compar
ing and evaluating alternatives. And we know that the decision-making 
process does not stop with the act of choice. It continues on through imple
mentation and follow-up and control, with new alternatives being identified 
and existing objectives reset or updated to reflect changing conditions and 
emerging knowledge. Indeed, decision making directed toward the attain
ment of managerial objectives is a dynamic, interrelated process and not a 
simple series of discrete actions. 
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This article deals with the intersection of two areas of scientific inquiry and with 
the results of an extensive program of research to explore that intersection. The 
first area is the process of decision making. Recent developments in the theory 
of decision making suggest the usefulness of focussing on the processes by which 
decisions are made by individuals, groups and organizations. 1  Instead of treating 
the social system as a "black box," research underscores the necessity of identify
ing the processes which intervene between problem and solution-those which 
ultimately control the decisions that are made. 

The second area of inquiry is the study of leadership. From its early begin
nings in the search for universal leadership traits and from more recent ef-
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forts to uncover patterns of leader behavior which are consistently related to 
group effectiveness has come widespread support for situational or contin
gency conceptions of the leadership process. Such questions as, "Who would 
be the best leader?" or "How should a leader behave so as to stimulate the 
greatest productivity?" cannot be answered without a detailed knowledge of 
the situation. 2 

To put these two developments together, one can conceive of the leader's 
role, at least in part, as controlling the processes by which decisions are made 
in that part of the organization for which he or she is responsible. The 
processes vary in a number of respects, but the one of most immediate inter
est and relevance to the study of leadership is the extent to which the leader 
encourages the participation of his or her subordinates in the decision-mak
ing process. 

To illustrate this connection between leadership and decision making, as
sume that you are a manager who has five subordinates reporting to you. 
Each subordinate has a clearly defined and distinct set of responsibilities. 
When one of them resigns to take a position with another organization due 
to a recent cost-cutting program which makes it impossible to hire new em
ployees, you cannot replace this subordinate with someone else. Now it will 
be necessary to find some way to reallocate the departing subordinate's re
sponsibilities among the remaining four in order to maintain the present 
workload and effectiveness of the unit. 

This situation represents many circumstances faced by persons in leader
ship positions. There is some need for action-a problem exists and a solu
tion, or decision, must be found. You, as leader, have some area of freedom or 
discretion (there are a number of possible ways in which the work can be re
allocated) , but there are also some constraints on your actions. For example, 
you cannot solve the problem by hiring someone from outside the organiza
tion. Furthermore, the solution is going to have effects on people other than 
yourself; your subordinates must carry out whatever decision is reached. 

In this situation, one can envision a number of possible decision-making 
processes that could be employed. You could make the decision by yourself 
and announce it to your subordinates; you could obtain additional informa
tion from your subordinates and then make the decision; you could consult 
your subordinates, individually or collectively before making the decision; or 
you could convene them as a group, share the problem and attempt to reach 
an agreement on the solution. These alternatives vary in terms of not cogni
tive but social processes-specifically, the amount and type of opportunity af
forded subordinates to participate in the decision . . . .  
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Toward a Normative Model 

What would be a rational way of deciding on the form and amount of partici
pation in decision-making to be used in different situations? One can agree 
with the basic tenet of contingency theories that "leadership must depend 
upon the situation" but despair over the vacuous nature of this statement 
when faced with the task of specifying the kinds of situations which call for 
different approaches. 

Clearly, one wants to select a decision process in a given situation that has 
the greatest likelihood of resulting in effective decisions, but the concept of 
effectiveness is far too general to be of much use for analytical purposes. 
There are at least three classes of outcomes that bear on the ultimate effec
tiveness of decisions: 

• The quality or rationality of the decision 
• The acceptance or commitment on the part of subordinates to execute the 

decision effectively 
• The amount of time required to make the decision. 

Research dealing with the effects of the degree of subordinate participa
tion in decision making on each of these outcomes concluded: 

The results suggest that allocating problem-solving and decision-making tasks 
to entire groups requires a greater investment of manhours but produces high
er acceptance of decisions and a higher probability that the decision will be 
executed efficiently. Differences between these two methods in quality of de
cisions and in elapsed time are inconclusive and probably highly variable . . .  It 
would be naive to think that group decision-making is always more "effective" 
than autocratic decision-making, or vice versa; the relative effectiveness of 
these two extreme methods depends both on the weights attached to quality, 
acceptance and time variables and on differences in amounts of these out
comes resulting from these methods, neither of which is invariant from one 
situation to another. The critics and proponents of participative management 
would do well to direct their efforts toward identifying the properties of situa
tions in which different decision-making approaches are effective rather than 
wholesale condemnation or deification of one approach.3 

Vroom and Yetton described a taxonomy of decision processes that is used 
throughout this article. The taxonomy is shown in Table 1 .  Each process is 
represented by a symbol, e.g., AI, CI, GII; the first letter signifies the basic 
properties of the process (A stands for autocratic, C for consultative and G 
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TABLE 1 

Types of Management Decision Styles 

AI You solve the problem or make the decision yourself, using information 
available to you at that time. 

All You obtain the necessary information from your subordinate (s) , then 
decide on the solution to the problem yourself. You may or may not tell 
your subordinates what the problem is in getting the information from 
them. The role played by your subordinates in making the decision is 
clearly one of providing the necessary information to you, rather than 
generating or evaluating alternative solutions. 

CI You share the problem with relevant subordinates individually, getting 
their ideas and suggestions without bringing them together as a group. 
Then you make the decision that may or make not reflect your 
subordinates' influence. 

CII You share the problem with your subordinates as a group, collectively 
obtaining their ideas and suggestions. Then you make the decision that 
may or may not reflect your subordinates' influence. 

GII* You share a problem with your subordinates as a group. Together you 
generate and evaluate alternatives and attempt to reach agreement 
(consensus) on a solution. Your role is much like that of chairman. You 
do not try to influence the group to adopt "your" solution and you are 
willing to accept and implement any solution that has the support of the 
entire group. 

*GI is omitted because it applies only to more comprehensive models outside the scope of this article. 

for group) and the Roman numerals constitute variants on that process. 
Thus, AI represents the first variant on an autocratic process and All repre
sents the second variant, etc. 

The next step is to identify, in a manner consistent with available research 
evidence, properties of the situation that can be used in a model. In the 
model to be described, the situational attributes are characteristics of the 

problem to be solved or decision to be made rather than more general proper

ties of the role of the leader. Table 2 shows the problem attributes in the pres

ent form of the model. For each attribute a question is provided that can be 
used by leaders in diagnosing problems. The terms used in Table 2 and the 
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empirical basis for their inclusion in the model are described more completely 
in a more recent book by Vroom and Yetton.4 

It has been found that trained managers can diagnose a particular problem 
quickly and quite reliably by answering this set of seven relevant questions. 
But how can such responses generate a prediction concerning the most effec
tive decision process to be employed by the leader? What kind of normative 
model of leadership style can be constructed using this set of problem attrib
utes? (See Table 2.) 

Figure 1 shows one such model expressed in the form of a decision tree, 
the seventh version of such a model that we have developed over the last 3 
years. The problem attributes, expressed in question form, are arranged along 
the top of the figure. To use the model for a particular decision-making situa
tion, one starts at the left-hand side and works toward the right asking one
self the question immediately above any box encountered. When a terminal 
node is reached, a number will be found designating the problem type and 
one of the decision-making processes appearing in Table 1 .  

AI is prescribed for four problem types ( 1 ,  2 ,  4 and 5) ; All is prescribed for 
two problem types (9 and 10) ;  CI is prescribed for only one problem type (8) ; 
CII is prescribed for four problem types (7, 1 1 , 13 and 14) ; and GII is pre
scribed for three problem types (3, 6 and 12) .  The relative frequency with 
which each of the five decision processes would be prescribed for any manag
er would, of course, depend on the distribution of problem types encountered 
in his decision-making. 

Rationale Underlying the Model 

The decision processes specified for each problem type are not arbitrary. The 
model's behavior is governed by a set of principles intended to be consistent 
with evidence concerning the consequences of participation in decision
making on organizational effectiveness. 

Two mechanisms underlie the behavior of the model. The first is a set of 
seven rules that protect the quality and acceptance of the decision by elimi
nating alternatives that risk one or the other of these decision outcomes. The 

. second mechanism is a principle for choosing among alternatives in the feasi
ble set where more than one exists. 

The rules are examined first because they do much of the work of the 
model. As previously indicated, they intend to protect both the quality and 
acceptance of the decision. 

Rules protecting decision quality. In the form of the model shown, three rules 
protect decision quality. 
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TABLE 2 
Problem Attributes Used in the Model 

Problem Attributes 

A. The importance of the quality 
of the decision. 

B. The extent to which the leader 
possesses sufficient information/ 
expertise to make a high-quality 
decision by himself or herself. 

C. The extent to which the problem 
is structured. 

D. The extent to which acceptance 
or commitment on the part of 
subordinates is critical to the 
effective implementation of 
the decision. 

E. The prior probability that the 
leader's autocratic decision will 
receive acceptance by 
subordinates. 

F. The extent to which subordinates 
are motivated to attain the 
organizational goals as represented 
in the objectives explicit in the 
statement of the problem. 

G. The extent to which subordinates 
are likely to be in conflict over 
preferred solutions 

Diagnostic Questions 

Is there a quality requirement such 
that one solution is likely to be more 
rational than another? 

Do I have sufficient information to 
make a high-quality decision? 

Is the problem structured? 

Is acceptance of the decision by 
subordinates critical to effective 
implemenation? 

If I were to make the decision by 
myself, is it reasonably certain that it 
would be accepted by my subordinates? 

Do subordinates share the organiza
tional goals to be obtained in solving 
the problem? 

Is conflict among subordinates likely in 
preferred solutions? 
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FIGURE 1 

Decision Model 

A. Is there a quality requirement such that one solution is likely to be more 
rational than another? 

B. Do I have sufficient information to make a high-quality decision? 

C. Is the problem structured? 

D. Is acceptance of the decision by subordinates critical to effective 
implementation? 

E. If I were to make the decision by myself, is it reasonably certain that it would 
be accepted by my subordinates? 

F. Do subordinates share the organizational goals to be obtained in solving 
the problem? 

G. Is conflict among subordinates likely in preferred solutions? 
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• The Information Rule. If the quality of the decision is important and if the 
leader does not possess enough information or expertise to solve the prob
lem by himself or herself, AI is eliminated from the feasible set. (Its use 
risks a low-quality decision.) 

• The Goal-Congruence Rule. If the quality of the decision is important and if 
the subordinates do not share the organizational goals to be obtained in 
solving the problem, Gll is eliminated from the feasible set. (Alternatives 
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that eliminate the leader's final control over the decision reached may 
jeopardize the quality of the decision.) 

• The Unstructured-Problem Rule. In decisions in which the quality of the de
cision is important, if the leader lacks the necessary information or exper
tise to solve the problem alone, and if the problem is unstructured, i.e. ,  he 
or she does not know exactly what information is needed and where it is 
located, the method used must provide not only for collection of informa
tion but also for collection in an efficient and effective manner. Methods 
that involve interaction among all subordinates with full knowledge of the 
problem are likely to be both more efficient and to generate a high-quality 
solution. Under these conditions, AI, All and CI are eliminated from the 
feasible set. (AI does not allow the leader to collect the necessary informa
tion, and All and CI represent more cumbersome, less effective and less 
efficient means of bringing the necessary information to bear on the solu
tion of the problem than methods that permit persons with the necessary 
information to interact.) 

Rules protecting acceptance. In addition to the decision quality rules, there 
are four rules to protect acceptance. 

• The Acceptance Rule. If the acceptance of the decision by subordinates is 
critical to effective implementation, and if it is not certain that an auto
cratic decision made by the leader would receive that acceptance, AI and 
All are eliminated from the feasible set. (Neither provides an opportunity 
for subordinates to participate in the decision and both risk the necessary 
acceptance.) 

• The Conflict Rule. If the acceptance of the decision is critical; if an auto
cratic decision is not certain to be accepted; and if subordinates are likely 
to be in conflict or disagreement over the appropriate solution, AI, All 
and CI are eliminated from the feasible set. (The method used in solving 
the problem should enable those disagreeing to resolve their differences 
with full knowledge of the problem. Accordingly, under these conditions, 
AI, All and CI, which involve no interaction or only "one-on-one" rela
tionships and, therefore, provide no opportunity for those in conflict to re
solve their differences, are eliminated from the feasible set. Their use runs 
the risk of leaving some subordinates with less than the necessary commit
ment to the final decision.) 

• The Fairness Rule. If the quality of decision is unimportant and if accep
tance is critical and not certain to result from an autocratic decision, AI, 
All, CI and Cll are eliminated from the feasible set. (The method used 
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should maximize the probability of acceptance as this is the only relevant 
consideration in determining the effectiveness of the decision. Under 
these circumstances, AI, All, CI and CII, which create less acceptance or 
commitment than GII, are eliminated from the feasible set. To use them is 
to run the risk of getting less than the needed acceptance of the decision.) 

• The Acceptance Priority Rule. If acceptance is critical and is not assured by 
an autocratic decision, and if subordinates can be trusted, AI, All, CI and 
CII are eliminated from the feasible set. (Methods that provide greater 
partnership in the decision-making process can provide greater accep
tance without risking decision quality. Use of any method other than GII 
results in an unnecessary risk that the decision will not be fully accepted 
or receive the necessary commitment on the part of subordinates.) 

After these seven rules have been applied to a given problem, a feasible set 
of decision processes is generated (see Table 3) . Clearly, there are some prob
lem types for which only one method remains in the feasible set and others 
for which five methods remain feasible. 

Choosing among alternatives. When more than one method remains in the fea
sible set, there are a number of ways to choose among them. In Figure 1, the 
mechanism underlying choices utilizes the number of man-hours used in 
solving the problem. Given a set of methods with equal likelihood of meeting 
both quality and acceptance requirements for the decision, it chooses that 
method that requires the least investment in manhours. On the basis of the 
empirical evidence summarized earlier, this is the method furthest to the left 
within the feasible set. For example, because AI, All, CI, CH and GII are all 
feasible as in Problem Types 1 and 2, AI would be the method chosen. 

The model just described seeks to protect the quality of the decision and 
to expend the least number of manhours in the process. Because it focuses on 
conditions surrounding making and implementing a particular decision 
rather than on any long-term considerations, it can be termed a short-term 
model. 

However, it seems likely that leadership methods that may be optimal for 
short-term results may be different from those that would be optimal over a 
longer period of time. The manager who uses more participative methods 
could, in time, develop his or her subordinates, increasing not only the 
knowledge and talent that they could bring to bear on decisions but also their 
identification with the organization goals. A promising approach to develop
ment of a long-term model is one that places less weight on manhours as the 
basis for choice of method within the feasible set. Given a long-term orienta-
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TABLE 3 
Problem Types and the Feasible Set of Decision Processes 

Problem Type 

2 

3 

4 

5 

6 

7 

8 

9 

10 

1 1  

12 

13 

14 

Acceptable Methods 

AI, All, CI, en, GII 

AI, All, CI, en, GII 

GII 

AI, All, CI en, GII* 

AI, All, CI en, GII* 

GII 

en 

CI, en 

All, CI, en, GII* 

All, CI, en, GU* 

en, GII* 

GU 

en 

en, GII* 

*Within the feasible set only when the answer to question F is yes. 
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tion, one would be interested in the possibility of a tradeoff between man
hours in problem solving and team development, both of which increase with 
participation. Viewed in these terms, the time-minimizing model places max
imum relative weight on manhours and no weight on development, hence, it 
chooses the style furthest to the left within the feasible set. If these assump
tions are correct, a model that places less weight on manhours and more 
weight on development would choose a style further to the right within the 
feasible set. 

The model just described is the latest of a set of such models which have 

been devised over the last few years. Undoubtedly, it is not perfect and will be 

amended or altered as additional research evidence becomes available. 
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We believe that leadership is best understood from a communication stand
point . . . .  

We offer the following communication-based definition of leadership: 

Leadership is human (symbolic) communication which modifies the attitudes 
and behaviors of others in order to meet group goals and needs. 

Viewing leadership from a communication perspective recognizes that 
leadership effectiveness depends on developing effective communication 
skills. Frank Dance and Carl Larson identify three functions of human com
munication. 1 First, symbolic communication links humans to other humans and to 

the physical environment. Conversations, parties, weather reports, meetings 
and so on tie us to one another and to the world. Second, higher mental 

processes develop as a result of symbol usage. Language makes reasoning and 
conceptualizing possible. Third, human communication allows for the regulation 

From Michael Z. Hackman and Craig E. Johnson, Leadership: A Communication Perspective (Prospect 

Heights, Ill.: Waveland Press, 1991). Reprinted by permission. 
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of our own behavior as well as the behavior of others. We can suggest, plead, 
command or convince-to name a few of the possible means to regulate 
behavior. 

Each of the functions of human communication identified by Dance and 
Larson plays a critical role in effective leadership. Successful leaders are ex
perts in processing cues from the environment. They attend to current 
events, to the activities of other groups and organizations, to their own group 
norms and cultures, as well as to the physical environment. Most important
ly, they solicit feedback from others. Listening which accurately interprets 
verbal and nonverbal messages is a primary linking skill. Effective leadership 
also involves the establishment and maintenance of satisfying group relation
ships. Creating a trusting, cooperative work atmosphere and building an ef
fective team are key linking abilities. 

Thinking and reasoning skills are essential to leaders since leaders direct 
groups toward goals. The term "envisioning" best describes the type of con
ceptual activity needed for leadership. Leaders must be able to take the in
puts they receive from linking with others and the environment and convert 
them into an agenda or vision for the future. In many cases, these visions are 
creative in nature; th?t is, they combine previously existing needs, wants and 
demands into new images or realities. 

We noted earlier that influence is an important element in the definition 
of leadership. Skills that involve regulating the behavior of others are part 
of the leader's repertoire. To influence others successfully, leaders must be 
able to: 

1. Develop perceptions of credibility 
2. Develop and use power bases effectively 
3. Make effective use of verbal and nonverbal influence cues 
4. Develop positive expectations for others 
5. Manage change 
6. Gain compliance 
7 .  Negotiate productive solutions . . . .  

Playing to a Packed House: Leaders as Impression Managers 

From a communication standpoint, leaders are made, not born. We increase 
our leadership competence as we increase our communication skills. We can 
compare the leadership role to a part played on stage to illustrate how effec
tive communication skills translate into effective leadership. 
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Sociologist Erving Goffman adapts Shakespeare's adage that life is a stage 
and we are all actors on it to argue that most communication interactions 
can be viewed as performances complete with actors, stages, dialogues, and 
dressing rooms.2 Let's look at a typical date, for example. The date is a perfor
mance which may take place on any number of stages: the dance floor, the 
living room, the movie theater, the football game. The actors (the couple) 
prepare in their dressing rooms at home before the performance and may re
turn to the same locations for a critique session after the date ends. Particu
larly on the first date, the interactants may work very hard to create desired 
impressions-they engage in "impression management." Each dating partner 
tries to manage the perceptions of the other person by using appropriate be
haviors, which might include dressing in the latest fashions, acting in a cour
teous manner, engaging in polite conversation, and paying for meals and 
other activities. 

Leaders also engage in impression management. When leaders perform, 
they play to packed houses. People in organizations, for example, carefully 
watch the behavior of the CEO for information about the executive officer's 
character and for clues as to organizational priorities, values, and future di
rection. They seek answers to such questions as: "Can I trust him/her?" 
"What kind of behavior gets rewarded around here?" "Is he or she really in
terested in my welfare?" "Is dishonesty tolerated?" ''Are we going to survive 
the next five years?" 

Successful leaders use communication as a tool to reach their ends; they 
match their behaviors with their goals. If they want to emphasize customer 
service, they spend more time with customers and reward good service 
providers. If they want to foster cooperation, they downplay power and status 
cues and emphasize listening. These leaders promote communication on a 
first-name basis and refuse such luxuries as executive washrooms and re
served parking places. Effective leaders know what they want to accomplish, 
what communication skills are needed to reach their goals, and how to put 
those behaviors into action.3 

To see how impression management works, change one aspect of your 
usual communication and watch how others respond. If friends have told you 
that you seem unfriendly because you are quiet when meeting new people, try 
being more assertive the next time you meet strangers at a party. If you make 
a conscious effort to greet others, introduce yourself and learn more about 
them, you may shake your cool, unfriendly image. 

Many people are uncomfortable with the idea of impression management. 
They equate playing a role with being insincere since true feelings and beliefs 
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might be hidden. While this is a very real danger, followers continually watch 
for inconsistencies and often "see through" performances of insincere leaders. 
Frequently, we have no choice but to play many roles. We are forced into per
formances as job applicants, students, dating partners and leaders each day. 
The real problem is that we often mismanage the impressions we make. Our 
behaviors may make us appear dull or untrustworthy when we really are in
teresting and honest. 

Some fear that leaders can manipulate impressions to mislead the group. 
This is a legitimate concern . . . .  Because impression management can be 
used to further group goals or to subvert them, it should be judged by its end 
product. Ethical impression management meets group wants and needs and, 
in the ideal, spurs the group to reach higher goals. Unethical impression 
management subverts group needs and lowers purpose and aspiration.4 . . .  

Three clusters of communication skills are essential for leaders: 1) linking, 
2) envisioning, and 3) regulating. Linking skills include monitoring the envi
ronment, creating a trusting climate and team building. Envisioning involves 
creating new agendas or visions out of previously existing elements. Regulat
ing means influencing others by developing credibility and power, using effec
tive verbal and nonverbal communication, creating positive expectations, 
managing change, gaining compliance, and negotiation. Successful leaders 
match their communication behaviors to their goals through a process called 
impression management. They monitor their actions to create desired im
pressions in the minds of others. Ethical leaders use impression management 
to reach group goals rather than to satisfy selfish, personal goals. 
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Two oil companies, about to engage in a joint venture, agree in advance to 
try to resolve all disputes in a partnership committee. If direct negotiations 
fail, senior executives from each company who are otherwise uninvolved in 
the joint venture will try to resolve the dispute by using a mix of mediation 

Jeanne M. Brett, Stephen B. Goldberg, and William L. Ury, "Designing Systems for Resolving Disputes in 

Organizations," American Psychologist 45 (Feb., 1990): 162-170. Copyright 1990 by the American Psycho· 

logical Association. Reprinted by permission. 
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and negotiation procedures.1 If they cannot, the dispute will be sent to arbi
tration.2 

At the Catholic Archdiocese of Chicago, school administrators, looking 
for a better way to resolve disputes about teacher dismissals and student sus
pensions, designed a multistep dispute resolution system that requires negoti
ation between disputing parties, provides advice from a school 
conflict-management board, and offers the services of a trained mediator.3 

IBM and Fujitsu, after disputing for years over hundreds of charges that 
Fujitsu had wrongfully used IBM software, negotiated a system that allowed 
Fujitsu to examine and use IBM software in exchange for adequate compen
sation. Future disputes about use will be resolved by a neutral technical ex
pert; future disputes about compensation will be resolved by arbitration.4 

In these situations managers and the consultants who worked with them 
designed multiprocedure systems for resolving disputes without resort to liti
gation. Their dispute systems designs were intuitive, based on their recogni
tion that an ongoing series of disputes was inevitable and that currently 
available procedures were costly. 

In 1980 we found ourselves in a similar situation. We had been asked to 
consult at Caney Creek (a pseudonym) , a coal mine in eastern Kentucky, 
where conflict had reached monumental proportions. In the prior two years 
there had been 27 wildcat strikes, management had regularly taken the union 
to court for breach of the no-strike clause in the contract, and 1 15 miners 
had been jailed overnight. There had been bomb threats, sabotage, and theft. 
Productivity was so low that management was considering closing the mine. 

The union contract provided for a four-step procedure for the resolution 
of grievances: (a) negotiation between miner and supervisor; (b) negotiation 
between local mine management and a committee that represented the min
ers; (c) negotiation between a representative of the company and a district
level representative of the union; and (d) binding arbitration. At Caney 
Creek, as at other high strike mines,5 little serious negotiation occurred at 
the local level, and miners had little confidence that arbitration would re
solve disputes satisfactorily. Working with union and management officials, 
we designed a program of changes intended to encourage miners and man
agers to resolve their disputes by negotiating the interests underlying their 
positions rather than focusing on intractable positional differences and then 
helped them put the program into practice. Afterward, bomb threats ceased, 
sabotage and theft decreased, and productivity improved. 6 There were no 
wildcat strikes until the national contract expired, nearly a year later. 

At the same time we were working at Caney Creek, we began an experi-
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ment in mediating grievances in the coal industry. On the basis of our prior 
research and Stephen B. Goldberg's own experience as an arbitrator in the 
industry, Goldberg thought that mediation inserted between the negotiation 
(third) and arbitration (fourth) steps of the coal industry grievance proce
dure would be able to uncover and resolve the problems underlying a griev
ance, problems that seldom surfaced at arbitration where grievances were 
typically dealt with exclusively on contractual terms. One of Goldberg's arbi
tration cases illustrates this point. A miner filed a series of grievances claim
ing that his foreman was doing work that should have been done by union 
members. Goldberg denied the miner's grievances and only learned later that 
the miner believed that his frequent assignments to shovel muck from the 
mine's sump hole were unfair, but because he had no grounds to file a griev
ance on the job assignment, he sought other contractual grounds on which to 
file a grievance against his foreman. Arbitration neither resolved the real 
problem, the miner's job assignments, nor did anything to improve the rela
tionship between the miner and his foreman. 

The mediation of grievances experiment, too, was successful5 and led us to 
reflect on just what it was from the perspective of the theory of dispute reso
lution that we and others were trying to do. We were not mediators-that is, 
we were not helping to settle specific disputes. Rather we were dispute sys.
terns designers-helping disputants change the way they handled disputes. 
Our interventions were not limited to suggesting new procedures but extend
ed to organizing procedures into a sequence and working with the parties to 
help them acquire the motivation, negotiation skills, and resources to use 
their new system successfully. Our reflections led to Getting Disputes Resolved: 

Designing Systems to Cut the Costs of Conflict. 7 
This article reviews our principles of dispute systems design as they apply 

to intra- and interorganizational conflict. It draws on our own experiences, 
those of other dispute systems designers, and current research on negotia
tions and dispute resolution in organizational settings. The article begins 
with a look at the costs and benefits of conflict in organizations-the criteria 
by which any dispute systems design project must ultimately be evaluated. 
We then introduce our fundamental proposition that resolving disputes on 
the basis of interests rather than rights or power results in lower costs and 
greater benefits. Then we discuss six principles for designing systems to cut 
the costs of conflict. We conclude with some advice about working with the 
parties to make the dispute systems design viable and an appeal to psycholo
gists to help move dispute systems design out of its infancy by testing its as
sumptions and prescriptions in their own research and practice. 
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Costs and Benefits of Conflict 

At York Computer (a pseudonym) , a high-technology company in which the 
corporate culture stresses the appearance of harmony, avoidance of con
frontation, and deference to authority, conflicts between managers over bud
get and project authority are avoided until they reach major proportions, at 
which point the company president steps in and decides what should be 
done.8 The results have been disastrous. 

Driven to early success by the creativity and charisma of its founder, York 
Computer has been unable to make the transition to professional manage
ment. At the same time it has failed to keep pace with the changes in its mar
ket and technological environments. Why? From our perspective much of 
the problem is due to management's failure to understand two fundamental 
facts about conflict: First, conflict is inevitable within organizations. Al
though certainly affected by the personalities and ideologies of the parties, 
conflict within and between organizations is primarily due to the roles, rules, 
incentives, and constraints of the organizational structure within which par
ties interact.9 Second, if successfully managed, conflict can produce high 
quality, creative solutions that lead to innovation and progress.9 

It is usually the crippling costs of poorly managed conflict that stimulate 
organizations to reevaluate the way conflict is being managed. Although 
there are many organizational costs and benefits of disputing, we focus on 
four criteria in evaluating a conflict management system: transaction costs, 
satisfaction with outcomes, effect on the relationship, and recurrence of 
disputes. 

Costs 

Transaction costs. Transaction costs refer to the time, money, and emotional 
energy expended in disputing; the resources consumed and destroyed; and 
the opportunities lost. The IBM-Fujitsu disputes over the use of software 
threatened to consume millions of dollars in litigation costs. The wildcat 
strikes at Caney Creek had made the mine so unprofitable that management 
was ready to close the mine, with the resulting loss of 300 jobs. Managers at 
York Computer, by failing to recognize that their conflict reflected among 
other things differing views of their customers' changing needs, missed the 
rapid shift in word processing technology from stand alone processors to per
sonal computers. Because they did not have the equipment to replace their 
customers' office systems with personal computers, York Computer lost many 
of its customers to competitors. 
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Satisfaction with outcomes. Satisfaction with outcomes depends primarily 
on the degree to which the outcomes of the dispute meet the parties' inter
ests-their needs, desires, concerns-and secondarily on whether the parties 
believe the dispute resolution process is fair. At Caney Creek the outcome of 
a wildcat strike was usually the continuation of the status quo. Mine manage
ment, angry with the costs of the strike, typically refused to make concessions 
in the face of a strike. Thus, the miners seldom got more from a strike than 
an opportunity to vent their frustration. 

Procedures that allow disputing parties to vent their emotions, voice their 
concerns, and participate in determining the final decision are perceived as 
providing fairer outcomes than procedures that involve the disputants 
less. 10•1 1 Wildcat strikes, for instance, provided miners with both emotional 
venting and voice. The new dispute system for Caney Creek was designed to 
provide opportunities for both but in the context of negotiations, not a strike. 

Effect on the relationship. The outcomes of disputes and the proc�dures that 
generate those outcomes may not only affect the parties' ability to �esolve fu
ture disputes but also their ability to work together day to day. The long-term 
effect of the procedures and outcomes on the parties' relationship is a third 
criterion for evaluating a dispute resolution system. This may have been the 
primary concern of school administrators at the Catholic Archdiocese of 
Chicago in designing their new dispute resolution system. They were con
cerned that teachers who believed themselves to be unfairly disciplined 
would find it difficult to fulfill their classroom responsibilities and follow di
rectives from school administrators. 

Recurrence of disputes. The final criterion is recurrence-whether disputes 
once resolved stay resolved or recur. Recurrence can take three forms: same 
dispute, same parties; different dispute, same parties; different dispute, same 
parties; same dispute, different parties. All three types of recurrence could re
sult from the same situation. For example, a teacher in need of additional in
come begins to work for the park district after school. When she receives a 
disciplinary warning for moonlighting, she quits her park district job and be
gins to do private tutoring and is again reprimanded (same dispute, same par
ties) . At the same time five other teachers who are tutoring receive 
reprimands (same dispute, different parties) . 

The Benefits of Conflict 

There are benefits associated with managing conflict that go well beyond 
minimizing its costs. Conflict within and between organizations often stems 
from differing perceptions of the present and the future. The resolution of 
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disputes is a major factor driving incremental change in an organization or in 
a relationship. York Computer with its centralized decision-making system 
and its culture of conflict avoidance lacked mechanisms for incremental 
change. Whether this company can catch up with its competitors and then 
remain competitive depend on whether overdue change in corporate strategy 
can be implemented successfully, especially if the change in strategy is not ac
companied by internal changes in decision-making, reward, and dispute reso
lution systems. 

Interests, Rights, and Power 

To resolve a dispute, opposed positions-the claim of one party and its rejec
tion by the other-have to be turned into one outcome. Our principles for 
dispute systems design rest on an assumption, a proposition, and an observa
tion about dispute resolution. 

An Assumption 

Resolving a dispute will not alter the underlying conflict of interests that gen
erated the dispute. As long as the relationship endures, future disputes will 
arise. For example, determining what Fujitsu should pay IBM for the use of 
some IBM systems software will not alter Fujitsu's strategy to produce IBM 
compatible mainframes and IBM's desire for proprietary control over its soft
ware. Fujitsu will need continued access to IBM systems software. Even after 
IBM agrees to provide that access, future disputes about what Fujitsu should 
pay IBM for access to the software are likely. 

A Proposition 

From the long-term perspective of the organization or interorganizational re
lationship, reconciling conflicting interests is generally a less costly way to re
solve disputes than determining who is right or more powerful. 

Interests. Reconciling interests often involves identifying underlying con
cerns, prioritizing them, and devising tradeoffs in which parties concede on 
low-priority interests in order to receive satisfaction of high-priority 
interests. 12 Tradeoffs are a particularly effective means of resolving disputes 
when parties' interests dovetail, that is, when interests of high priority to one 
party are low priority to the other, and vice versa. 13 

Another technique for reconciling interests, called bridging, involves de
vising creative solutions that serve the disputants' primary interests.13 Bridg
ing is like trading-off in that both parties are likely to have to make 
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concessions on low-priority interests. It goes beyond trading-off, however, in 
that the resolution turns on a new element, the bridge, that is added to the 
negotiation. 14 In this, Pruitt gave Follett's15 example to illustrate bridging. 
Two companies were in conflict because each wanted to use a loading plat
form at the same time. Taking turns was for some reason unacceptable. The 
bridge solution was to enlarge the platform. 

Three other techniques for reconciling interests rely on creative use of re
sources. 16  In cost cutting some disputants get what they want in return for act
ing to reduce or eliminate costs likely to be incurred by others. In nonspecific 

compensation some disputants get what they want, and the others receive 
some type of substitute compensation. Finally, when a dispute is about re
sources and new resources sufficient to satisfy all disputants can be made 
available, the dispute can be resolved at least until resources again become 
scarce. Pruitt and Rubin16 called this expanding the pie. 

Reconciling interests does not mean that disputants ignore the distribu
tive aspects of the negotiation. Unless new resources can be added, reconcil
ing interests means that one or more of the disputants will have to take less 
than they would like. The question of how much each takes is as salient in 
negotiations that focus on interests as those that do not. The difference is 
that interests-based negotiations take a more creative look at the distribution 
problem. 

Rights. Another approach to resolving disputes is to determine who is right 
according to some independent standard of perceived legitimacy or fairness. 
Laws, contracts, and social norms, such as reciprocity and precedent, are all 
potential rights standards. The difficulty is in choosing a standard and then 
determining what it implies with respect to the dispute. For instance, when 
IBM and Fujitsu first began disputing over systems software, both sides fo
cused on rights: IBM lawyers argued that according to legal standards, sys
tems software was proprietary; Fujitsu lawyers argued that it was not, 
invoking different legal standards. 

Power. Determining who is more powerful is yet another way to resolve 
disputes. Without a decisive power contest-a fight, strike, or war-in which 
power is exercised and costs are imposed, it is often difficult to determine 
which party is more powerful. This is because power stems from interdepen
dency, 17 and each party's perceptions of the quality of its own and the other 
party's alternatives to resolving the dispute may not coincide. It is therefore 
difficult to predict at what point each will prefer its alternatives to continuing 
to deal with the other. 

Interests versus rights. Reconciling interests tends to produce higher satis-
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faction with outcomes, better working relationships, and less recurrence of 
conflicts, and it may incur lower transaction costs than determining who is 
right. This conclusion follows from research that has compared mediation 
(an interests-based dispute resolution procedure) with arbitration (a rights
based procedure) . In the context of labor grievances,s small claims, 18 and 
child-custody disputes, 19 as well as in simulated management decision mak
ing,20 disputants prefer mediation to arbitration or court. Why? Agreements 
that reconcile interests often provide all parties with much of what they 
wanted. The information shared in the process of searching for a resolution 
may increase mutual understanding and benefit the relationship. An addi
tional benefit of mediation is that recurrence is low. 19 

The transaction costs associated with reconciling interests are sometimes 
higher than those associated with rights or power procedures. For instance, it 
is likely to take a supervisor longer to help subordinates find an interests
based resolution to their dispute than to decide it herself or himself. But low 
recurrence of disputes resolved by reconciling interests should compensate 
for the time taken by the interests-based procedure. 

Social psychologists and organizational development specialists have 
known at least since Lewin's famous experiments21 that it is more effective to 
involve people in a decision to change than for a third party to exhort them 
to change. Our prescription about the costs and benefits of interests-based 
procedures is consistent both with this and subsequent research on change. 

Rights versus power. Determining who is right or more powerful often be
comes a contest distinguished primarily by transaction costs. Violence quite 
simply costs more than litigation. Power contests often create new injuries 
and disputes and leave a residue of anger, distrust, and a desire for revenge. 

An Observation 

Dispute resolution procedures differentially focus parties on reconciling in
terests versus determining who is right or more powerful. Negotiation, of 
course, can focus on all three, depending on what is being communicated. 
Parties may focus on interests and approach the dispute as a problem to be 
solved together. Alternatively, they may discuss rights and search for an orga
nizational rule or precedent. When threatening each other, parties are en
gaged in power negotiations. In the course of a single negotiation, the focus 
may shift from rights to interests to power and back. 

Other procedures tend to have a dominant focus. Mediation, in which a 
third party assists the disputants in reaching an agreement, typically focuses 
on interests. Adjudicative procedures, like court or arbitration, in which the 
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disputants or their representatives present evidence and arguments to a neu
tral third party who has the power to make a binding decision, focus on 
rights. Power procedures, like proxy fights, elections, strikes, and wars, focus 
on who is more powerful. 

Cutting the Costs and Reaping the Benefits of Conflict: 
Principles of Dispute Systems Design 

Before introducing our prescriptions about how conflict within and between 
organizations ought to be handled in order to minimize costs and maximize 
benefits, it may be useful to consider briefly how organizations tend to handle 
disputes. 

Disputes within organizations are typically handled by hierarchy and other 
forms of organizational structure like task forces, liaisons, integrating depart
ments, and so on.22•23 Organizational structure serves to funnel disputes to 
third-party decision makers with the authority to resolve them but is neutral 
with respect to whether disputes should be resolved primarily on the basis of 
interests, rights, or power. Thus, managers acting as conflict handlers and dis
pute resolvers have an option as to which approach they take. Our dispute 
systems design prescriptions indicate what approach managers might take to 
resolve disputes and should reduce the frequency with which mangers must 
become involved as third parties to disputes. 

Disputes between organizations, or between organizations and their cus
tomers or suppliers, although initially negotiated, often end up in court. Cor
porations, sensitive to the high costs of resolving disputes in court, are 
beginning to explore alternative dispute resolution procedures. Agreements 
among joint-venture partners to arbitrate disputes are becoming more com
mon. 24 In the service sector car dealers and stock brokers provide for arbitra
tion that is binding on them but not on their complaining customer.24 

Our seven principles of dispute system design are guidelines for cutting the 
costs of conflict and realizing its benefits and are applicable to disputes within 
and between organizations. 

Principle 1 : Consultation Before Disputing, Feedback After 

Our assumptions that conflict is inevitable in organizations and is often an 
early warning of need for change imply that organizations should make a sig
nificant effort to discuss issues that may cause disputes and to learn from 
those disputes that do occur. Consultation before disputes erupt can mini
mize the occurrence of unnecessary disputes. Feedback after a dispute has oc-
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curred helps managers take action to prevent recurrence. Two examples illus
trate these points. 

Consultation. When Pacific Bell went through the transition of deregula
tion, the company and the union formed Common Interest Forums to discuss 
ways to work together and prevent unnecessary disputes. These forums pro
vided opportunities for management to consult with the union before initiat
ing action. Management was not committed to negotiate over such intended 
actions but could do so if the union raised unexpected opposition.25 

Feedback. Managers and lawyers at some consumer-product companies 
regularly analyze consumer complaints to determine what changes in product 
design might reduce the likelihood of similar disputes in the future. In some 
states consumer mediation agencies keep records of complaints against each 
merchant. The agency alerts the proper state authorities when repeated com
plaints are lodged against the same merchant.26 In this way state action to 
prevent the merchant from continued unlawful practices can be instituted. 

Principle 2 :  Put the Focus on Interests 

Negotiation is almost always available to disputants. '"fhe challenge lies in 
using negotiation to reconcile interests. Framing negotiations as a coopera
tive rather than competitive exercise facilitates interests-based resolutions, 14 
as does an exchange of information about interests, either directly by sharing 
information or indirectly through the exchange of proposals.27 Providing ne
gotiation skills training that focuses on techniques for reconciling inter
ests13·28 may not only increase skills but may also establish norms about how 
disputes are to be handled within an organization. Additionally, successful 
resolution of disputes in simulated negotiations training may generate expec
tations that interests-based negotiations can be successful and may thus mo
tivate disputants to use interests-based procedures. 

Interests-based negotiations, of course, are not always successful. Often 
disputants are so emotionally involved with the dispute that they need to 
vent their emotions before they can negotiate successfully. In these situations 
mediation, in which a third party tries to help the disputants reach an agree
ment but does not have the power to impose a settlement on them, may be 
effective in reconciling interests. A mediator may provide a controlled envi
ronment in which one or both parties may express emotions and feelings and 
acknowledge those of the other. A mediator may also help the parties under
stand their interests as well as the other parties' interests, induce them to 
evaluate their alternatives if no resolution is reached, and encourage each to 
think about agreements that both can accept. 
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A major question is the circumstances under which managers will medi
ate. When their role gives them authority over the disputants, managers act
ing as third parties in disputes seldom act like mediators.29,30 Nevertheless, a 
mediation approach to dispute resolution may have long-term benefits for 
managers.5•3 1 For example, Karambayya and BrettZO found that when man
agement students simulated an organizational dispute in which a third-party 
manager became involved, the disputants judged the procedures and out
comes to be more fair when the third party used mediation techniques rather 
than authoritarian approaches. 

Principle 3:  Build in "Loop-Backs" to Negotiations 

Sometimes negotiations fail because the parties' perceptions of who is right or 
who is more powerful are so different that they cannot establish a range in 
which to negotiate. Information about how rights standards have been ap
plied in other disputes can serve to narrow the gap between the parties' ex
pectations of the outcome of a rights contest and thus make agreement 
possible. 

For interorganizational disputes advisory arbitration (in which a third 
party provides a nonbinding decision concerning how a case would be re
solved in court) may be the simplest procedure for acquiring rights informa
tion.24 Disputants within organizations may use information about corporate 
norms to help them establish a bargaining range. An example illustrates this 
point. 

Two strategic business units of an organization were negotiating over what 
one would pay the other in return for the transfer of some magnet technolo
gy. When negotiations broke down, the directors of the two units could have 
turned the dispute over to the corporation's president, but this was risky in 
the absence of information about what the president might do. Instead, they . 
went to the director of another unit, whom they asked about previous trans
fers of technology between units, in particular, how profits had been shared. 
Precedent provided a norm to help them to define the bargaining range and 
negotiate a resolution. 

There are also loop-back procedures that help avoid power contests. 
Rarely does a negotiated agreement look so attractive as when the parties are 
on the verge of a costly power contest. For this reason a cooling-off period, a 
specified time during which the disputants refrain from a power contest, can 
be effective. Such periods are mandated by the Taft-Hartley Act and the 
Railway Labor Act before strikes that threaten to cause a national emer
gency, but they are just as applicable to small-scale conflict. For example, 
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"sleeping on" a decision or talking it over with an uninvolved third party be
fore taking action are practical rules of thumb that let emotions cool and ra
tionality reassert itself. 

Separation of disputing parties by a third party may help avoid power con
tests. Kolb29 described a manager, "Restructure-it Roger, " who assumes that 
conflict within his division is due to personality differences. His primary dis
pute resolution technique is to reorganize or restructure his division so that 
disputing managers no longer have to interact directly. 

The problem with this approach is that, at least in Restructure-it Roger's 
case, the assumption is wrong. Within organizations conflict is often due to 
roles that people play, not merely to personalities. New people in the same 
roles are likely to have the same disputes. Furthermore, restructuring report
ing relationships in the division and adding hierarchy exacerbates communi
cations problems and makes reconciliation of interests less likely. 

Principle 4: Provide Low-Cost Rights and Power Procedures 

In some disputes interests are so opposed that agreement is not possible. 
Thus, effective dispute resolution systems have low-cost procedures for pro
viding final resolution of disputes on the basis of rights or power. Joint-ven
ture agreements like the one entered into by the oil companies in our 
example often provide for arbitration. Management hierarchy provides the 
same mechanism for final resolution of disputes within organizations. Voting 
resolves proxy battles like the one between Texaco and Carl Icahn, the cor
porate raider. 

Principle 5: Arrange Procedures in a Low-to-High Cost Sequence 

Our design principles-consultation before disputing, feedback after-put 
the focus on interests, provide procedures that loop back to negotiations, and 
provide low-cost rights and power procedures; the principles suggest creating 
dispute resolution systems in which procedures are arranged in a low-to-high 
cost sequence. These principles are the building blocks of a dispute resolu
tion system. Table 1 shows a menu of procedures to draw on in designing 
such a sequence. 

Depending on the characteristics of the organization or interorganization
al relationship in which the new dispute resolution system is to be embedded, 
the designer may wish to select more than one procedure from a category. For 
example, in our grievance-mediation experiment in the coal industry, we 
added interests-based mediation to a system that already provided for negoti
ation. Our decision about where to place mediation in the coal industry's se-
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TABLE 1 

Menu of Procedures Least Costly to Most Costly 

Procedure 

Prevention procedures 

Interests-based procedures 

"Loop-back" procedures 

Low-cost rights and power 
procedures 

Example 

Consultation 
Feedback 
Negotiation 
Mediation 
Rights 

Information procedures 
Advisory arbitration 

Power 
Cooling-off periods 
Third-party intervention 

Rights-arbitration 
Power-voting 

Note. Adapted from Getting Disputes Resolved: Designing a Dispute Resolution System 

to Cut the Costs of Conflict (pp. 62-63) by W. L. Ury, J.M. Brett, and S.B. Goldberg, 

1988, San Francisco: Jossey-Bass. Copyright 1988 by Jossey-Bass. Adapted by 

permission. 

quence of procedures for resolving grievances was based both on considera
tions of cost and the effect of the new procedure on old ones. Mediation at 
the mine site would not only be prohibitively expensive but also would likely 
encourage disputants to treat negotiation as pro forma and become depen
dent on the mediator instead of themselves for resolving disputes. Thus, a se
quence of procedures, each only slightly more costly than the previous one, 
may have the paradoxical effect of encouraging use of higher cost procedures. 
The best means to guard against this is to space procedures sufficiently far 
apart that increased transaction costs are noticeable. 

Principle 6: Provide Disputants With the Necessary Negotiation Skills, 
Resources, and Motivation 

Designing procedures according to these principles is not sufficient to re
duce the costs of dispute resolution and to realize its benefits. Disputants 
must have the negotiation skills, the resources, and the motivation to use 
the system. 
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Issues in training negotiation skills. A dispute resolution system that meets 
our costs criteria is one in which a relatively high proportion of disputes 
are resolved through interests-based procedures. The Achilles heel of our 
system may be negotiation skills. Negotiators seem to be better at maxi
mizing their own gains (distributive bargaining) than they are at maximiz
ing joint gains (integrative bargaining) . It is intuitive to many that when 
negotiating over a single issue, say the purchase price of a company, the 
buyer makes a low initial offer, the seller makes a high initial demand, and 
the two make concessions in a reciprocal fashion until they reach agree
ment or impasse. Negotiators also seem to know intuitively how to com
promise by splitting the difference between their positions. What they do 
not do very well is to find agreements that integrate interests, agreements 
by which they receive more than they would had they simply compromised 
on each issue.32 

In an exercise derived from the magnet technology transfer situation dis
cussed earlier, management students and executives negotiating the terms of 
the transfer frequently fail to find the integrative agreement. The situation 
involves two issues (which should be a tip-off that a solution involving trade
offs may be possible) . The first is what the buyer should pay for the technolo
gy. The second is how long the buyer should refrain from selling the magnet 
to the seller's competitors. Parties who find the integrative trade-off that 
maximizes joint gains in this case are ones who discuss the two issues togeth
er and consider alternative arrangements of transfer price and protection 
from competitors. 

Several cognitive biases prevent people from finding integrative solutions. 
One important one is what Bazerman and Neale33 called the bias of the fixed 

pie. Parties approach a negotiation with the perspective that the task is solely 
one of distribution.34 Then, they tend to deal with multi-issue situations issue 
by issue. 14 It is cognitively simpler to resolve each issue separately, yet doing 
so usually precludes making trade-offs between them.14 Finally, satisficing 
may occur. Once negotiators have found an agreement that is satisfactory to 
them, they tend to resolve the dispute or close the deal and move on, not re
alizing that one or both of them could have done better. 12  

Numerous experiments to teach negotiators to overcome their cognitive 
biases have been unsuccessful.34·35 Recently, however, Neale, Northcraft, and 
Earley36 found that experimental subjects' performance on an integrative ne
gotiation task improved dramatically when they were given specific goals 
about how many points to try for and a lecture on problem-solving negotia
tion. In contrast, the subjects whose goals were "do your best" did not profit 
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from the same lecture and increase their scores. Their performance remained 
stable over time. 

Experienced managers with no prior training in interests-based or prob
lem-solving negotiation find the integrative solution in the magnet technolo
gy transfer exercise about 40% of the time. Management students negotiating 
this exercise after having been exposed through lecture, readings, and prior 
exercises to interests-based negotiations do better; they find the integrative 
solution about 60% to 80% of the time. Furthermore when told there is a set
tlement as good or better than the one they negotiated, most students con
tinue negotiating and find it. 

Searching for a postsettlement settlement12 helps avoid the bias of satisfic
ing when a distributive rights or power-based focus has dominated negotia
tions. Information is shared more easily in postsettlement negotiations 
because the initial settlement determines the distribution. Postsettlement ne
gotiations can therefore focus on integrating the parties' interests. 

Overcoming cognitive biases that limit effectiveness of interests-based ne
gotiations may take rather sophisticated negotiations training. Does this 
mean that dispute systems design is limited to situations in which such train
ing is possible or to people whose attitudes or abilities indicate that they 
would benefit from training? We do not think so. In many seriously distressed 
dispute resolution situations, like Caney Creek mine, schools, or even peni
tentiaries, disputes are normally resolved by power contests, such as strikes 
and fights. Dispute systems design coupled with training that does little more 
than expose disputants to interests-based negotiations has been successful in 
getting disputants to talk their disputes through to resolution instead of fight
ing them out. Although these resolutions may show signs of cognitive biases, 
transaction and other costs of disputing have been reduced. 

At Bryant High School in New York, for example, a program to mediate 
disputes that ranged across student-student, student-teacher, and student
parent problems was instituted in 1980. More than 3,000 students received 
some training through classroom seminars on nonviolent problem solving. As 
a result almost any time a dispute arose, several students were present who 
knew about taking a problem-solving approach to resolving it. Either they 
stepped in to help resolve it or they encouraged the disputants to go to the 
mediation committee (that consisted of parents, teachers, and students) . 

Consider, too, the story of the inmate, "Heavy": 

The first prison that we worked in New York was a big maximum security 
place, a couple thousand men locked up. And one of the men on the design 
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committee who later became a committee member was a guy named Heavy. I 
don't remember what his first name was but they called him Heavy because he 
just sat there. I don't know how smart Heavy was, he was just a moose of a guy 
who apparently had a very quick temper, which we saw a little bit of, and who 
also in his earlier days had been very quick with his fists. When we got this 
thing going, Heavy got the training. Sometime after it started, a grievance 
clerk said, "I can't believe it. Yesterday Heavy got into an argument and I 
thought he was going to drop the sucker right in his tracks. Heavy just kept 
talking to him!" I don't know how much of this you can attribute to the train
ing, but the guy who was talking to us was attributing all of it to the fact that 
Heavy had learned that he didn't have to drop people in their tracks, he could 
talk to them and get something out of that.37 

Resources for dispute systems design. Experts, information, and institutions 
are the resources needed to support some dispute systems designs. The IBM
Fujitsu agreement required all three. The parties agreed to set up a facility 
where Fujitsu could ex2mine IBM software and IBM could examine Fujitsu 
software. If either party wants to use any element of the other's software, ne
gotiations are to take place over the proper compensation for the developer. 
These negotiations can be assisted by the technical director of the facility, 
who is neutral and is paid jointly by IBM and Fujitsu. Unresolved disputes 
about compensation are resolved by arbitration.4 

Informational resources are particularly important for supporting loop 
back procedures (Principle 3) that focus on rights. For example, some 
courts have set up data bases for information about the characteristics and 
results of asbestos claims that have been resolved by trial or by settlement. 
When a new claim is filed, similar claims are identified in the data base. In
formation about how these similar claims have been resolved helps lawyers 
for both sides determine the range within which their claim is likely to be 
resolved. This information reduces uncertainty about the likely outcome of 
the case and provides an independent standard for settlement negoti
ations. 38 

Motivating disputants to use new low-cost procedures. One of the most diffi
cult issues in dispute system design is motivating the parties to use interests
based procedures, procedures that loop back to negotiations, and low-cost 
rights or power procedures. Parties often engage in procedures that generate 
high costs and fail to use procedures that would seem to be less costly and po
tentially more beneficial. Why? Sometimes interests-based procedures are 
not available, parties lack negotiation skills to use them successfully, or they 
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do not have the necessary resources. Often, however, the problem is one of 
motivation. 

At Caney Creek mine we were faced with frequent wildcat strikes despite 
the availability of a contractual grievance procedure that provided for three 
stages of negotiation and binding arbitration. We found some miners were re
luctant to raise grievances with their foremen because of fear of retaliation. 
Others felt that the grievance procedure deprived them of voice. Union and 
company representatives would argue about contractual technicalities far re
moved from the actual problem as the miner perceived it. Miners were pas
sive observers at arbitration and often would have to wait months for the 
arbitrator's decision. Any miner, in contrast, could instigate a wildcat strike 
and receive immediate attention. Even if the strike failed to get the miners 
what they wanted, their voice would be heard, and they would receive the 
emotional satisfaction of revenge. In many instances the motivation to strike 
outweighed the motivation to use the contractual grievance procedure. 

We are doubtful that a Caney Creek miner with a grievance weighed the 
pros and cons of alternative courses of action before striking. However, for a 
dispute systems designer who is trying to understand why parties are using 
what seem to be high cost procedures, it is useful to analyze the incentives as
sociated with the use of alternative procedures. Some incentives have to do 
with expected outcomes, others with characteristics of the procedures them
selves. 

Incentives associated with outcomes. Disputants prefer procedures that gen
erate outcomes that meet their interestsl l  and avoid those in which they be
lieve outcomes are risky.39 As a result, powerful parties who believe they have 
been winning with old procedures may be extremely reluctant to cooperate 
with dispute systems design. It may be that the weaker party will have to 
champion the dispute systems design and the focus on interests. In the long 
run, howeve1; the stronger party should also prefer a system that preserves its 
strength but reduces transaction costs and increases satisfaction with out
comes. The costs of imposing one's will can be high. Threats must be backed 
up by actions from time to time. The weaker party may fail to comply fully 
with a settlement imposed by power and thereby force the more powerful 
party to engage in expensive policing. Thus, even for a party who has been 
winning, a focus on interests, within the bounds set by power, may be more 
desirable than would appear at first glance. 

Incentives associated with process. Empirical research has identified several 
procedural characteristics that affect parties' procedural preferences. Two of 
these are outcome control and voice. Evidence from a wide variety of con-
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texts indicates that disputants prefer procedures in which they retain out
come control or final authority over the resolution of the dispute.5· 18·19.4° Fur
thermore, despite laboratory evidence to the contrary,41 mediation, an 
interest-based procedure in which disputants retain outcome control, appears 
to be quite effective in resolving disputes when parties have an ongoing rela
tionship5,19 and even when they do not.18 Other research suggests that proce
dures in which disputants simply have a veto, for example, advisory 
arbitration in which the third party makes a recommendation after hearing 
evidence presented in an adjudicative format, are not particularly successful 
in resolving disputes,42,43 possibly because the parties do not participate in 
formulating the resolution and, therefore, feel little ownership of it. 

Parties also prefer procedures that give them voice, the opportunity to pre
sent their side of the dispute or to frame the dispute from their own perspec
tive . 1 1 .4 l However, it is not entirely clear whether it is voice qua voice that is 
important or whether having voice results in perceptions of greater influence 
over the ultimate decision.5, 1 1  

Another aspect of voice that has not received empirical attention is the 
opportunity to express emotions. It may be that in emotionally charged dis
putes parties prefer procedures that provide for the controlled expression of 
emotion and the acknowledgment by the blamed party of the validity of such 
emotions. An apology, for instance, can often defuse emotion and make 
problem-solving negotiation possible.42 

Working with the Parties to Make 
the Dispute Systems Design Viable 

At York Computers dispute systems design is unlikely to be successful without 
major changes in the corporate culture, centralized decision-making struc
ture, and system of rewarding managers for avoiding conflict. Dispute systems 
design in other organizations or interorganizational relationships may not re
quire such a total intervention. Working with the parties, the designer needs 
to assess how much change is needed and how much is possible. 

Without the active support of parties on all sides of the conflict, it will be 
exceedingly difficult to make any substantial changes in the way disputes are 
resolved. The process of design is as much a political task as it is a technical 
one. (Those who practice organizational development know this all too well.) 
We have found that in working with the parties, dispute systems designers 
play the roles of coach, evaluator, and evangelist, in addition to those of ex
pert, mediator, and negotiator. They act as experts when analyzing the cur-
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rent system and considering potential changes. Acting as mediators, they 
seek to bring the parties to agreement on changes to the system. In doing so 
they are at the same time negotiating with the parties to adopt changes the 
designers think are worthwhile. In helping the parties begin to use the new 
system, the designers become coaches, working to develop the parties' skills 
and sustaining their enthusiasm when interests cannot be reconciled. They 
may also evaluate the system, helping the parties determine how well it is 
working and what adjustments should be made. If they take on the task of 
diffusion, they play yet another role, that of evangelist. 

The Role of the Psychologist in Dispute Systems Design 

Dispute systems design is in its infancy as an area of research and practice for 
psychologists. The gaps in empirical knowledge are numerous: What moti
vates the use of different procedures? How do different procedures vary with 
respect to different effectiveness criteria? How can a balance be achieved be
tween a system that encourages parties to make claims and one that is over
whelmed by claims? How can sequences of procedures be designed to 
discourage pro forma behavior in early steps? What is the most effective 
means of training people in skills for reconciling interests? Are there differ
ences between the standard practice of organizational development and diS
pute systems design? 

We have extrapolated from prior research, practice, and our own experi
ence in making prescriptions in all these areas. We are prepared to be wrong 
in some, but we have taken the prescriptive leap to encourage others to begin 
studying and practicing dispute systems design. In an increasingly interde
pendent world, we need to find better ways of resolving disputes than fighting 
over them or going to court. Dispute systems design is intended to meet this 
challenge. 

PART XII 

LEADERSHIP IN PRACTICE 

Many insights into leadership can be gleaned from academicians and observers of 
the phenomenon, but leadership remains a practical art. Those who have been inti
mately engaged in the actual "doing" of leadership have a perspective which is un
matched. The readings in this segment represent observations on the art of 
leadership from successful leaders. 

In the first selection, Max De Pree, CEO of Herman Miller, Inc. ,  likens leader
ship to a jazz band, and reflects upon the skills required of a leader. The second se
lection is drawn from 2 1st Century Leadership: Dialogues with 100 Top 
Leaders, compiled by Lynne Joy McFarland, Larry E. Senn, and John R .  Chil
dress, and distills the insights of a large and distinguished group of leaders. The final 
two selections are addresses on leadership given by two leading executives, Roger B. 

Smith and Michele Darling. The conclusions these practitioners come to about the 
nature of leadership in the upcoming century cannot be ignored by anyone who 
hopes to be an effective player in tomorrow's world. 
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Leadership Jazz 

Max De Pree 

Max De Pree is chairman of the board of Herman Miller, Inc., a firm regularly on Fortune's list 

of the most admired companies in the United States. He is the author of the bestsellers Leader

ship Is an Art and Leadership Jazz. De Pree was recently elected by Fortune magazine to the Na

tional Business Hall of Fame. 

Leadership is, as you know, not a position but a job. It's hard and exciting 
and good work. It's also a serious meddling in other people's lives. One exam
ines leadership beginning not with techniques but rather with premises, not 
with tools but with beliefs, and not with systems but with understandings. 
This I truly believe. 

On a recent trip to England, I looked out of the window just before sunrise 
as the plane circled over central London on its way to Heathrow. The gauze 
of a light fog diffused the yellow lights of the city and created a brief but ex
citing feeling of a new Narnia. I was looking at something I had seen many 
times before through a new lens. 

Leaders need an ability to look through a variety of lenses. We need to 
look through the lens of a follower. We need to look through the lens of a 

From Leadership Jazz by Max De Pree. Copyright © 1992 by Max De Pree. Used by permission of Doubleday, 

a division of Bantam Doubleday Dell Publishing Group, Inc. 
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new reality. We need to look through the lens of hard experience and failure. 
We need to look through the lens of unfairness and mortality. We need to 
look hard at our future. 

What will be needed by the next generations, our own children and 
grandchildren? When will we stop being boxed in by national boundaries and 
cultural stereotypes? What does it mean to modulate individual rights with 
the common good? Are we ready to make a commitment to civility and in
clusiveness? Are we ready to think seriously about a fairer way to distribute 
economic results among all people? Where will we find new metaphors for 
these essential ideas? 

I enjoy jazz, and one way to think about leadership is to consider a jazz 
band. Jazz-band leaders must choose the music, find the right musicians, and 
perform-in public. But the effect of the performance depends on so many 
things-the environment, the volunteers playing in the band, the need for 
everybody to perform as individuals and as a group, the absolute dependence 
of the leader on the members of the band, the need of the leader for the fol
lowers to play well. What a summary of an organization! 

A jazz band is an expression of servant leadership. The leader of a jazz 
band has the beautiful opportunity to draw the best out of the other musi
cians. We have much to learn from jazz-band leaders, for jazz, like leadership, 
combines the unpredictability of the future with the gifts of individuals. 

Leaders certainly need to know where they stand. But how do leaders 
stand? A sound philosophy isn't enough; we all need to connect voice and 
touch. So much discussion these days talks of ethics as a legal line in the 
sand, a prohibition against certain actions. But leadership is constructive, the 
right actions taken in the context of clear and well-considered thinking. The 
active pursuit of a common good gives us the right to ask leaders and man
agers of all kinds to be not only successful, but faithful. While measuring suc
cess in our society seems to be hardly mysterious enough, judging faithfulness 
is another matter. After all, a philosophy of leadership or management can
not be caught like a cold. 

In an effort to be helpful, let me suggest five criteria as a way to start 
thinking about faithfulness. 

Integrity in all things precedes all else. The open demonstration of integrity 
is essential; followers must be wholeheartedly convinced of their leaders' in
tegrity. For leaders, who live a public life, perceptions become a fact of life. 
Leaders understand the profound difference between gestures and commit
ment. It's just impossible to be a closet leader. 
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The servanthood of leadership needs to be felt, understood, believed, and 
practiced if we're to be faithful. The best description of this kind of leadership 
is found in the book of Luke: "The greatest among you should be like the 
youngest, and the one who rules, like the one who serves. "  The finest instruc
tion in how to practice it can be found in Servant Leadership by Robert Green
leaf, a lovely grace note to the melody in Luke. 

Accountability for others, especially those on the edges of life and not yet 
experienced in the ways of the world, is one of the great directions leaders re
ceive from the prophet Amos. Amos tells us that leaders should encourage 
and sustain those on the bottom rung first and then turn to those on the top. 
Should we call this the trickle-up theory? 

There is a great misconception in organizations: that a manager must be 
either in control or not in control. The legitimate alternative is the practice of 

equity . This is surely a reasonable component in anyone's philosophy of man
agement. While equity should certainly guide the apportioning of resources, 
it is far more important in our human relationships . . . .  

The last criterion for faithfulness (in this list, that is; of course you will 
think of more) is that leaders have to be vulnerable, have to offer others the 
opportunity to do their best. Leaders become vulnerable by sharing with oth
ers the marvelous gift of being personally accountable. People in a capitalist 
system become vulnerable by creating a genuine opportunity for others to 
reach their potential at the same time that all work together toward corpo
rate goals. 

In finding one's voice and connecting it to one's touch, three questions 
come to mind: "What shall I promise?" "Can the so-called bottom line truly 
be the bottom line?" and "Who speaks for whom?" . . .  

You've recently been promoted. You're now a vice president or a provost or 
a department supervisor. Now the work begins. You haven't arrived, you've 
only begun to travel. In the same way, having children means only that the 
work of becoming a parent has begun. The biological event is very different 
from the love and commitment, the skinned knees and dirty diapers, the 
faithfulness to homework and Little League, the sacrifices for tuition and 
music lessons, the laughter and the tears-these kinds of things add up to 
earning the title "Mom" or "Dad." 

One becomes a leader, I believe, through doing the work of a leader. It's 
often difficult and painful and sometimes even unrewarding, and it's work. 
There are also times of joy in the work of leadership, and doing the work of a 
leader is necessary in our society. 
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"I think the ideal leader for the 21st Century will be one who creates an en
vironment that encourages everyone in the organization to stretch their ca
pabilities and achieve a shared vision, who gives people the confidence to run 
farther and faster than they ever have before, and who establishes the condi
tions for people to be more productive, more innovative, more creative and 
feel more in charge of their own lives than they ever dreamed possible," says 
Robert Crandall, Chairman and President of American Airlines. 

As leadership is the currency for the 2 1st Century, what is being called for 
at this time? While many leaders acknowledge that some qualities of leader-

From Lynne Joy McFarland, Larry E. Senn, and John R. Childress, Twenty-First Century Leadership: Dialogues 

with 100 Top Leaders (Long Beach, CA: The Leadership Press, Inc., 1993). Reprinted by permission. 
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ship are timeless, they also indicate that we are in a whole new era, one that 
challenges our old frameworks, assumptions and beliefs. Leadership, in fact, 
needs to be redefined for the next century. Just as our organizations have re
quired dramatic transformation, the face ofleadership too must change. 

In the preceding chapters, our dialogues with leaders established the im
portance of using a new set ofleadership technologies, such as the greater use 
of empowerment, vision and winning shared values, building a healthy cul
ture, and focusing on superior quality and service. With these tools gaining 
new focus, what does that imply for a leader to personally be successful in the 
2 1st Century? 

As we conversed with leaders, the answer became very clear: new behav
iors will be required and old habits will have to be broken. Many of the exist
ing behaviors of leaders are based on their past successful experience and 
their beliefs about what it took to win. However, that model came from an 
earlier era, rooted in such hero figures as John Wayne and military models 
like General Patton. 

Some of the old beliefs that have become self-limiting for leaders include: 

• "If I'm the boss, I'm supposed to have all the answers." 
• "If I'm the boss, I 'm not supposed to make any mistakes." 
• "I'm in charge, no one should question my authority." 
• "If you want the job done right, you have to do it yourself." 
• "If we create new things around here, they should be my ideas." 

Unfortunately, most of these beliefs are inconsistent with the new era of 
empowering leadership. The behaviors that flow from these disempowering 
beliefs do not create the quality of organization that will succeed now or in 
the years ahead. 

Many current leaders would be well served to take some time out and 
reevaluate their lifelong beliefs and behaviors by acknowledging "that may 
have worked for me then, but what is most appropriate for today and tomor
row?" We are in a time when using the old skills, even while working harder, 
will not move us toward success. What we need is a new set of beliefs and be
haviors, new technologies, and a fundamental shift in the relationship be
tween leaders and their organizations. 

There is a useful metaphor that relates to the current leadership paradigm 
shift: In high jumping years ago, from high school track meets to the 
Olympics, the men and women who won always used the traditional scissors 
kick. Then Dick Fosbury showed up and invented a whole new way to jump 
over the bar, which came to be called the "Fosbury Flop."  Very soon, if you 
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couldn't convert your old belief in the scissors kick to a new belief in this 
more effective "Fosbury Flop," then you could no longer compete in the 
event. 

In the complexity and intensity of the Changing Game, a parallel situation 
has arisen in business. As a result of holding onto past beliefs and behaviors, 
we have seen once dominant organizations lose to the competition. So the 
question now is will leaders convert to a new "Fosbury" leadership model in 
order to make it over the high bar of the 2 1st Century? 

New Definitions for Leaders in the 21 st Century 

As we spoke with leaders about the most important changes they see in lead
ership, several themes emerged. The first is a shift in who we see as leaders. 
Leadership is no longer the exclusive domain of the "boss at the top." Ray 
Smith, Chairman and CEO of Bell Atlantic, sums it up well: "Everyone in an 

organization has an obligation to lead." 

A second theme follows from the first: The new leader must facilitate ex

cellence in others. This is made clear by Patricia Aburdene: "To be a leader 

for the next century, you have to be able to bring out the best in people." Under
standably, this approach, like the "Fosbury Flop" replaces the insensitive "drill 
sergeant," who barked out the orders and pressured others to achieve short
term results. 

The third theme is the distinction between leadership and manage

ment. Kate Rand Lloyd, Editor-At-Large of Working Woman magazine, says, 
"It's only been in the last decade, really, that people have become aware that man

agement and leadership are not the same thing at all. And we're beginning to see the 

return of true leadership." We will see why it's important to understand the dif
ference. 

A fourth theme explores the newly emerging, sensitive and humanistic 

dimension to leadership. As Howard Allen, Chairman of the Executive 
Committee of Southern California Edison, states, "I don't think you can be a 

successful leader without interpersonal sensitivity. "  

A fifth theme is  the growing need for leaders to  take a holistic ap

proach, embracing a wide variety of qualities, skills, and capabilities. Car
olyn Burger, President and CEO of Diamond State Telephone, A Bell 
Atlantic Company, tells us, "To be a well-rounded and successful leader of a cor

poration in the 2 1 st Century, many broad qualities will be essential." 

A final theme in the new leadership definition is mastery over change, 

which goes beyond merely reacting to change as it comes up, but rather 
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predicting and redirecting change before i t  comes up. "The first aspect of 

leadership for the future is openness to, and maybe even eagerness for, change,"  

says Blenda Wilson, President of California State University, Northridge. 
It is our hope that as you read this chapter, you will open up to new ideas 

and possibilities to assist you personally in your own leadership effectiveness. 
Perhaps we can learn together with these leaders how to reinvent ourselves 
and our organizations for the 2 1st Century. 

Section 1 :  Everyone As a Leader 

"The biggest change in leadership is our perception of who can be a leader," 
observes Rieva Lesonsky, Editor-In-Chief of Entrepreneur magazine. 

The response we heard over and over is "Everyone can be a leader." In this 
Changing Game, leadership and power-like information-needs to be 
shared throughout an enterprise. We saw in earlier dialogues that in order to 
build a successful, empowered, high-performance organization, the leaders at 
the top had to share their power and distribute leadership out to the far 
reaches of their organization. 

We were also shown that leadership itself is shifting from an autocratic, 
militaristic model toward an empowering, participatory model. The new lead
ership definition recognizes the greatness and unique contributions of every
one. "Everybody does have a leader inside," says Robert Reich, Secretary 
of Labor and former Professor at John F. Kennedy School of Government, 
Harvard University. 

So if every single person must be utilized in a leadership capacity, how 
does that reflect on the leaders at the top? The classic definition of a leader 
is a charismatic, often forceful, individual taking command over followers, 
whether that leader is a corporate CEO, an army general, or a high school 
principal. While we still need charismatic leaders, the command-and
control style has outlived its usefulness, because people no longer want to be 
dominated. 

William T. Solomon, Chairman and CEO of Austin Industries, Inc., says, 
"There has been a massive change in corporate leadership in the last 15 to 20 
years. Leadership and a sense of accountability for what really goes on in the 
organization have been pushed down and distributed throughout the organi
zation." 

Therefore, we will also need visionary leaders, facilitative leaders, inspiring 
leaders, collaborative leaders-in other words, leaders of all types arising at 
every level of an enterprise. Leadership is no longer exclusively top-down, 
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but also bottom-up and "omni-directional." 
Leaders at the top will need to make it popular to lead, invite everyone to 

take a leadership role and then educate and strengthen each person's capaci
ty to lead. 

Reuben Mark, Chairman, President, and CEO of Colgate-Palmolive 
Company, adds, "It is crucial for our future that we find ways to lead better. 
Because in the final analysis, it's not the general who wins, but the army. 
And the more that you can help people be self-sufficient, proud of them
selves and truly skillful, the more the organization and society are going to 
accomplish." . . .  

Section 2:  Bringing Out the Best in Everyone 

"The most important quality that a 2 1st Century leader needs is the ability to 
inspire other people, first to pull together in the direction of the vision, and 
second to do their very best in producing excellent results,"  poignantly states 
Kathy Keeton, President of Omni Publications International. 

Leaders in our dialogue underscore that once the leadership responsibility 
has been distributed to everyone in the organization, the next imperative is 
to bring out the best in everyone. In some ways this is not new-successful 
leaders have historically raised the performance of people. Yet for the years 
ahead there are important distinctions. 

In the past, leaders often have gotten results from their people, at least for 
the short term, by using non-empowering methods, including intimidation 
and force at the one extreme, or paternalistic, "care-taking" approaches at 
the other. By contrast the leaders in this dialogue point out more effective 
ways to bring out the best in people through trust, respect, listening, inspira
tion, setting the example, alignment of vision and values, nourishing, educat
ing, coaching, mentoring, welcoming risk-taking and mistakes, recognizing 
creativity and genius, harnessing talent, awakening latent potential, and 
even having fun . . . .  

Section 3 :  Leadership versus Management 

"More and more people will be asked not just to manage; they will be asked 
to provide leadership," states John Kotter, Professor at Harvard Business 
School. 

As we progress toward the 2 1st Century, while aspects of management will 
still be very necessary, there will be a tremendous premium on leadership. 
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This fact is dictated by the need for individual and organizational excellence 
in the midst of constant, complex change. In simpler times, when the market 
was far more predictable, customers were not as knowledgeable and demand
ing, and employees were more accepting of the traditional command-and
control model, effective management was often all that was required. The 
classic business school definition of management was "planning, organizing, 
directing, and controlling." The distinctions between "leadership" and "man
agement" were blurred, and they were often used interchangeably. Not so 
today . . . .  

Section 4: Sensitivity in Leadership 

"Some of the best leaders have a spiritual side," says Larry Miller, author of 
Barbarians to Bureaucrats and President of the Miller Consulting Group. 

As we spoke with leaders, we were impressed by the sensitivity many of 
them displayed in talking about the humanistic aspects of leadership. Words 
like courage, hope, caring, heart, love, compassion, listening, cooperation 
and service kept cropping up. This should not be surprising, given the shift 
towards empowerment and bringing out the best in people . . . .  

Section 5 :  The Holistic Leader 

"To be a well-rounded and successful leader in the 2 1st Century, many broad 
qualities will be essential," says Carolyn Burger, President and CEO of Dia
mond State Telephone, A Bell Atlantic Company. 

We are living in an increasingly holistic era. For example, we see the earth 
more and more as an integrated holistic ecosystem. In health, the trend is to
ward a holistic approach with added emphasis on wellness, prevention, diet 
and fitness. In business, we are operating within an interconnected, mutual
ly-dependent global market place. 

These factors call out for holistic leadership. 21st Century leaders will be 
well-rounded and balanced in a myriad of ways. They will pay attention not 
only to the bottom-line of their organizations but also to the well-being of 
their employees. They will balance the objective elements of strategy with 
the subjective aspects of their organization's value system. 

In order to effectively lead a balanced holistic organization, leaders will 
need to cultivate many different dimensions within themselves. This may call 
for being committed and hard-driving and simultaneously having a healthy 
peaceful mind and a fit body. At times it may require making difficult deci-
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sions which have a human price, while also demonstrating care and compas
sion. It may periodically require long hours while still sharing quality time 
with family. 

During our dialogues with the leaders it becomes increasingly clear that 
they feel the definition of leadership is moving far beyond traditional bound
aries, and that much more will be expected of future leaders-wherever they 
are in an organization. The successful leaders of the 2 1st Century will in fact 
have to approach their lives and their organizations from a much more holis
tic standpoint, embracing within themselves a broad range of qualities, skills, 
and behaviors. 

The leaders in this section suggest these kinds of capabilities: more global 
perspectives in terms of understanding economies, markets, and people; the 
capabilities to learn and grow; broad multi-media communication skills; ex
cellent fitness-physically, emotionally and intellectually; and tremendous 
courage, conviction and hope. 

As a result, leaders are going to have to drop the "I've got it all together" 
image and become "life-long learners. "  This new leadership image will mean 
that leaders will be far more aggressive about personal growth and develop
ment opportunities. 

They will be more reflective, constantly inviting feedback from peers and 
others in order to improve themselves and become more effective. The inter
nal conversation will shift from "I have arrived" to "I'm learning more every 
day ! "  . . .  

Section 6: Leaders As Change Masters 

"What it takes to be a leader in the 1990s and beyond is really handling 
change," says Roberto Goizueta, Chairman and CEO of The Coca-Cola 
Company. 

Given the reality of "The Changing Game," a very essential skill for 2 1st 
Century leaders is the mastery of change. We have moved from the evolu
tionary changes that past leaders had to face to more revolutionary changes 
today. This is one reason why courage has been mentioned often as an essen
tial trait. 

To prepare for the next century, many changes will include difficult adjust
ments in both the structure and size of organizations. Leaders will need to 
guide their organizations through these disruptions and yet retain a motivat
ed, committed organization that can build for the future . . . .  
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Taking a Fresh Look at Ourselves as Leaders 

While a great deal is being written in the media about "reinventing the orga
nization," not enough has been written about the need to redefine ourselves 
as leaders. One will not happen without the other. We invite you to explore 
some of the ways it may be appropriate for you to revise elements of your 
style, your priorities, your beliefs, and your habits by asking yourself the fol
lowing questions: 

l .  Am I paying enough attention to the subjective aspects of leadership, 
including the values, culture and tone in my organization? 

2. Am I doing all I can to bring out the best in others by valuing and re
specting their differences and by motivating and inspiring them? 

3 .  Am I a developmental leader who is coaching others on an ongoing 
basis? 

4. Is my attitude toward change a healthy one? Do I see change as an op
portunity vs. a threat? Am I an effective change master? 

5. Would others say that I am living in integrity by walking my talk and 
modeling the values I espouse? 

6. What other leadership dimensions should I be adding? How am I bal
ancing my focus on results vs. people? My commitment to career vs. my 
personal life? How can I improve my business skills, my physical fitness, 
my relationships, and my inner self? 

7 .  Am I a leader in a big enough game? How can I make more of a differ
ence in my family, organization, community, nation, and world? 
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It is a pleasure to be here at this outstanding school of business and a real 
honor to have been selected to receive your MBA Distinguished Executive 
Award. Some of the best advice on public speaking that I've ever heard came 
from Franklin Delano Roosevelt; "Be sincere; be brief; and be seated." Well, 
I'm going to try to go three-for-three today, and I'll be looking forward to our 
Q&A session right afterward. 

My subject today is leadership which, as someone once observed, is like 
the abominable snowman: you see the tracks, but never the thing itself So 
then, what is leadership, really? What makes it work? And-most relevant to 
our MBA students in my audience-how can people about to enter the 
world business develop their own leadership skills? 

Those are the questions I'd like to address in the next few minutes. But 
first, let me put leadership in its proper context. 

Reprinted from Executive Speeches (Feb/March 1994): pp. 6-9. By permission. 
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All businesses have, of course, a competitive agenda: winning in the mar
ketplace. They also have a social agenda. And really, the two intertwine. If a 
company can't be competitive-that is to say, profitable-then it won't have 
the resources to fulfill society's expectations; it won't be able to support edu
cation, charities, the arts, and so on-and it'll have fewer resources to devel
op the technology that makes its products environmentally acceptable. On 
the other hand, a company's reputation itself is a competitive asset; if it 
doesn't fulfill society's expectations, it'll jeopardize its good name-and the 
market's acceptance of its products-and it won't be profitable. All of which 
means that a company has to pursue its competitive goals and fulfill its social 
responsibilities-both at the same time, and each without compromising the 
other. 

Now there's a third set of challenges, and they're even more fundamental 
. . .  because, if companies don't pay attention to them, there's no way they 
can take on the other two. These are what I call the "people issues." To me, 
these will absolutely be the key issues for business in the 1990s and on into 
the 2 1st century. I believe it was Tip O'Neill who once said that "all politics is 
local politics. "  By the same token, all business issues are, at the bottom, peo
ple issues. Yes,  it's critical to have leading-edge automation and R&D facili
ties. You also need first-rate information and communications technology. 
And you definitely need state-of-the-art accounting, reporting, planning, and 
decision-making systems. But let's face it: those are only tools . . .  tools that 
are useless-unless they are put in the hands of trained and dedicated men 
and women who will give their best and most creative efforts. 

What are the people issues? Well, as I see it, they cluster around four main 
themes. First, there's training. How can companies do the most effective job 
of preparing their work forces for the onrush of new technologies that are 
transforming the way they do their jobs? And to what degree should business 
be responsible for training people whom the educational system has not ade
quately prepared for their rapidly changing, high-tech environment? 

The second people issue is retraining. How can companies best retrain 
those workers whose job skills are made obsolete by new technology or eco
nomic shifts in production? 

Then there's management. How do you balance the need to share infor
mation with your people-and involve them more fully in the success of the 
business-with the need for managerial responsibility and accountability? 

And the final people issue is the one I regard as "first among equals"
leadership. Under the intense pressure of global competition, cutbacks, re
trenchments, and mergers, how can companies make the correct decisions 
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about training, retraining, and management-and also evoke loyalty, stimu
late risk-taking, and encourage commitment to the organization's goals? 

Any business that's not bearing down-and bearing down hard-on these 
questions is not going to be a serious competitor, much less a winner, in the 
decade ahead. And since it's business schools like this one that train the peo
ple who will cope with the challenges I've described. I'd like to offer a few 
thoughts about business schools and business leaders. 

What's the connection between the two? Is it your mission to train full
fledged leaders? Or to graduate very bright, well-prepared people, some of 
whom have natural talents that will, in the right situation, flower into true 
leadership? 

To my mind, leadership is like any other human talent: some people are 
more inclined toward it than others, but there are some techniques that can 
be taught. The key that unlocks it all, though, is situation: leadership occurs 
when people with the talent and training find themselves in circumstances 
that enable them to put that talent and training into action. 

Let me try to give you some idea of the role I think business schools should 
play by going into a little more detail on those three components of leader
ship: training, talent, and situation. The business leaders of the 21st centu
ry-and I trust I'm speaking to a roomful of them-will need certain basic 
survival skills, some of which can most readily be acquired in school. 

A business leader must be able to live with powerful ambiguities and to 
make trade-offs in the pursuit of more than one goal at the same time. The 
familiar conflict between having to fulfill the expectations of stockholders 
and investors . . .  and deliver short-term results on the one hand . . .  and hav-
ing to invest for the long-term health of the business on the other . . .  is a fa-
miliar one to most of us. And it's certainly one that we had plenty of 
experience with at in the 1980s, we made massive investments in new plants, 
equipment and training-investments that took years to start paying off in 
lower costs, better quality, and attractive new products. Now the corporation 
faces another set of ambiguities on the environmental issues: people want 
cars and trucks that offer roominess, comfort, and performance-and that 
are as environmentally clean and fuel-efficient as possible. And again, the 
company's management team will have to employ that key leadership skill: 
reconciling conflict and moving in two partly incompatible directions at the 
same time. 

There's another leadership skill-a set of them, really-that I think busi
ness school can give you a good foundation in. I'm talking about a global out
look and a multicultural orientation. This is one area where GM has been 
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providing a lot of training right on the job. The company has been in Europe, 
for example, for over 60 years. It was there before Volkswagen, Jaguar, and 
Volvo were even founded. And there are GM people who spend much of 
their professional lives in one overseas assignment after another. But today, it 
has to bring its North American and overseas operations closer together, 
sharing components, products, people and overall strategy. 

Consider how interdependent our world has become. Between 1980 and 
1988, total two-way trade between major industrial powers rose 16%. In 1987  
alone, there were 19  international mergers of $ 1  billion or more, part of near
ly $100 billion worth of international mergers, acquisition and divestitures. 
While the U.S. will remain the world's largest economy as far out as I can see, 
it's never going to get back the unchallenged economic dominance that it en
joyed in the 1950s and 60s. So tomorrow's business leaders should come pre
pared to live in an interdependent world and to manage in an international 
environment. As Lester Thurow says, "To be trained as an American manager 
is to be trained for a world that is no longer there." 

Tomorrow's business leaders must also have an in-depth understanding of 
technology. Whether it's lap-top computers for staff professionals, or assem
bly-line robots for production workers, you have to stay abreast of the latest 
innovations and aware of their potential for helping to run every aspect of 
the business more effectively. This is one place where I think business schools 
do an especially good job. But since technology is changing so rapidly, it's also 
an area where they need to .make a special effort to keep up. Because it's not 
just a matter of new tools improving old processes. New technology makes 
new things possible. Today's information systems, for example, are literally 
transforming the nature of our organizations. They make information avail
able to everyone. And that eliminates the jobs of people whose function has 
been to assemble and verify information . . .  it flattens out the organizational 
chart and it creates a class of what Peter Drucker calls "knowledge workers." 
These are specialists who actually know more about their particular function 
than their bosses. And the boss' job is then to organize these knowledge 
workers and make sure they have the information they need. 

Finally, to the extent that it's possible, tomorrow's business leader must be 
a specialist/generalist-an expert in one field, but also reasonably familiar 
with a number of others. Finance is a good place to start out; heck, I started 
out there. But to lead in the organization, you have to really know it, inside 
out, including staff operations, and right down to the factory floor. It's espe
cially important to get a good grasp of advisory functions like legal, econom
ics, communications, and government relations, because political and social 
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forces are-and will continue to be-a powerful influence on how the busi
ness is run. And you have to be able to factor the effects of these forces into 
your business plan-remember what I said earlier about the intertwining of 
the social and competitive agendas. One more thing about being a specialist: 
given the enormous importance of international and people issues, it would 
be very helpful to have certain key non-technical abilities-excellent com
munication and interpersonal skills, a broad social and historical perspective, 
and an appreciation of quality and excellence-many of the skills you get 
from liberal-arts studies. 

Well, so much for skills that can be taught in school. What about the sec
ond component of leadership-talent? Are some of us natural leaders? I 
think many people come at this question from the wrong direction. They 
look at the most famous political leaders and assume that leadership has 
something to do with whipping up passionate emotions, preferably through 
passionate oratory. Well, you do need the confidence of your convictions. As 
Confucius said long ago, "It is better to have a lion at the head of an army of 
sheep than a sheep at the head of an army of lions." But that's only one lead
ership style; it's not the only one. 

The award that you're so kind to bestow on me is, according to the letter I 
received from Dean Jenkins, "given . . .  for outstanding leadership in the 
world of business and government." So all of the recipients must have some
thing in common. But what would that be? I'd bet that if you got all their bi
ographies and laid them side by side, you' cl find a wide variety of 
backgrounds, both personal and educational. The various individuals proba
bly got to their high positions by many different routes. If you looked a little 
deeper, you'd also find different leadership styles-this person's autocratic, 
that one's charismatic, another is democratic. What defines them as leaders? 

Well, if they have anything in common, I would guess that all of them 
have been able to get people to work together for a common goal-a "vi
sion," if you will, that happened to be right for the times. All of them are peo
ple of integrity and consistency. All of them have earned trust, and thus have 
been able to mobilize the energies of others, and bring about their commit
ment to work together in pursuit of that vision. Yes, I'm aware that "vision" is 
one of those overused buzz words-but I insist that it does have a specific 
meaning. Speaking just from the business world that I know best, I would say 
that vision has an external side-satisfied customers, profitability, and indus
try leadership for the company, all of which mean material benefits and pride 
for its people. And vision has an equally important internal side-creating a 
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work environment in which everyone can participate fully and achieve per
sonal and professional growth, in the pursuit of that common goal. 

Now that's all the generalizing I'm willing to do about the other recipients 
of your Distinguished Executive Award. Frankly, I don't think we could learn 
all that much about leadership by examining every detail of people's lives and 
careers. You'll remember that I compared leadership to the abominable snow
man-it's really hard to see it at work. I also think that leadership is not al
ways one person leading many, although that's the most prominent model. 
Anybody whose ideas are fresh and timely and who gets along well with peo
ple is a potential leader, even if that person has no one reporting to him. And 
there are things that anybody can do to develop whatever leadership talents 
he or she may have. 

To begin with I'd advise you MBA students to forget about the so-called 
"corporate ladder." That implies a series of rungs, which you climb in an or
derly and mechanical way, until you get to the top. Instead, I would urge you 
to think in terms of a "mountain"-because climbing requires you to use a 
variety of tools and techniques, including descending a little bit before you 
can go back upward. Also, the higher up you go, the farther you can see, and 
that helps orient you for the rest of the climb. 

The second thing I've learned is that leadership is a lot of hard work. And 
so is learning to be a leader. I always did the best job I could in whatever as
signment I was given. When you show you can act with the interests of the 
team at heart, that not only reflects well on you; it also builds credibility and 
trust. 

Leaders are also willing-in fact, determined-to communicate-con
stantly. People need to be able to sense your consistency and integrity. They 
need to know where you stand and what your priorities are, so they can de
cide whether to give you their support. And as you rise in responsibility, you 
have to communicate your vision, as well as a credible plan to achieve it
again, that's essential in getting people behind you. 

Leaders also need to be able to ask for-and listen to-bad news-not re
press it, but listen-and then respond rationally. If your subordinates get the 
message that you only want good news, that's all you'll get. And that's the 
first step towards a very dangerous isolation from reality. 

Finally, and most important, a leader needs a TEAM. Andrew Carnegie 
once said that he wanted, for his epitaph, the following words: "Here lies a 
man who was wise enough to bring into his service men who know more 
than he."  The point is, you need to be able to surround yourself with bright, 
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competent people, people who can really run this or that aspect of the busi
ness and give you their best advice on what's best for the whole organiza
tion. Without them, there's no way you can be successful, which is why I 
always give plenty of credit to the exceptional people I worked with on our 
GM team. 

Well, I've talked about training for leadership and talent for leadership. I 
now come to the third component of leadership, the match that ignites the 
fire-situation. It doesn't have to be outright crisis, though that often is the 
case. Sometimes, though, an organization or an entire industry is in need 
of-or already in the throes of-a massive overhaul, in order to avert crisis. 
But crisis or not, I think there are certain kinds of organizations that are fer
tile grounds for the development of leadership skills; just by being there, 
you'll have a better chance of developing the abilities I've described. 

What kind of organizations? Well, first, I'd advise you to give very serious 
consideration to companies whose business is manufacturing. Manufacturing 
is where the action is these days. It's at the forefront of our nation's struggle 
to stay competitive in world markets. It's where great things are happening in 
technology, design, automation, financial analysis, strategic planning, and 
management. In fact, manufacturing is where the 2 1st century organiza
tion-electronically integrated, technologically-advanced, customer-respon
sive, and people-oriented-is being born. And manufacturing firms need the 
very best business minds to make it all happen. 

Second, if you're looking for a breeding ground for leaders, make sure 
you're in an organization that really rewards outstanding performance. Just 
about every company wants to do this, almost all say they do, and most be
lieve they do. But spend a few months or a year there, and you'll find out how 
well they measure up to their ideal. Are there defined career paths, clear suc
cession plans, regular performance reviews whose results are taken seriously 
and acted on? An organization that grooms its talent in these and similar 
ways . . .  is an organization that builds leadership. 

You also want to get yourself into a company with a long tradition of 
leadership in its industry. Organizations with a history of being in the van
guard have cultures that show the influence of this experience. They have 
high expectations of their people. They have an aggressive can-do attitude. 
And they expect-and accept-the penalties of leadership: criticism, skep
ticism, imperfect success that's long in coming, because they know the re
wards; doing what's never been done, showing others the way, and creating 
the future. 

I would humbly submit that General Motors is just such an organization-
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a manufacturing company that rewards excellent performance and has a long 
tradition of industry leadership. But of course, I admit to a certain built-in 
bias. The real point is, in order for leadership to occur, individuals who seek 
to be leaders must find their way into industries and companies that build 
leaders. 

Let me close with a fundamental question-so basic that you almost never 
hear it asked: Why would anyone even want to be a leader today? In times 
past, the reasons were pretty obvious: you wanted to be a leader because 
leadership meant power; it meant control over others; it meant being served. 
True, we still do have some of those old-style leaders around. But today, at 
least in the capitalist democracies that so many countries around the world 
are emulating these days, the power of leaders is diffuse. Leaders themselves 
have many constituencies to answer to, and the people they lead are better
informed, more questioning, and far less obedient. There have to be different 
motives for leadership-and indeed there are. Today's leaders-and this is 
true of the more enlightened leaders of history as well-want to help others 
realize their own power and dignity. They lead because they want to create an 
environment in which people are free to think, innovate, and unite into 
teams and groups, in order to solve problems that are too big for any one per
son to solve alone. And that, I think, is the final piece of the leadership puz
zle-the desire to build and to serve. Schools can teach it, people can grow 
up with it, and organizations can foster it. And a society in which all of this 
happens need never fear the future; it is creating it, every day. 
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lf I wanted to cite a badly led corporation, I could think of no better example 
than Springfield Nuclear Power. Springfield Nuclear is best known for its 
most famous employee, the bumbling everyman Homer Simpson of televi
sion's hit animated show, The Simpsons. But the reedy, slit-eyed CEO, C. 
Montgomery Bums, is the perfect caricature of the bad, old corporate leader. 
Bums, as those of you who are Simpsons' fans already know, is autocratic, 
covetous of money and power, contemptuous and flint-hearted. 

His employee Homer is capable of indulging in petty malfeasance or pre
cipitating a meltdown. Whatever the feckless Simpson does, however, C. 
Montgomery Bums can be counted on to respond with the sensitivity of Atti
la the Hun and the deviousness of a Borgia. He knows who number one is 
and how to look out for him. 

The cartoon Mr. Bums has no perfect parallel in real life. The caricature is 

Reprinted from Executive Speeches (Feb/March 1994): pp. 77-80. By permission. 
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only interesting because it's a stereotype of the classic notion of what a big 
corporate boss is supposed to be like. And perhaps to a greater extent than 
we imagine, old stereotypes condition our thinking about leadership and 
what we think a leader ought to be. 

It's easy to slip into. Modem corporations can face a daunting array of 
problems at any given time. Changing markets for products and services, 
competitive pressures, regulatory issues, labor problems, trade pacts-the list 
is endless. Wouldn't it be comforting to think that there was an all-seeing eye 
in the executive suite? A decisive, autocratic, knowledgeable and courageous 
leader? Someone who, as one former prime minister told us, realizes that a 
leader must be a leader? 

I don't think so. The leadership profile I've just described is no longer ef
fective. That's because our concept of what constitutes appropriate and ef
fective corporate leadership is always changing. It is always being redefined. 
Let me give you a couple of examples. 

Only a decade ago, we didn't automatically assume that CEOs would be 
aggressive corporate image builders or public spokespeople. Lee Iacocca of 
Chrysler showed us what CEOs could do in this regard. Others as diverse as 
George Co hon of McDonald's and Conrad Black of Hollinger have followed, 
refining the art of visible leadership. 

In the early 80s, business leaders weren't routinely expected to be corpo
rate visionaries. Leaders like Xerox Corporation CEO David Keams, who set 
corporate direction with a clearly expressed vision, stood out among their 
peers. Today, most major corporations, including my own, have visions and 
statements of purpose that set their behavior. 

Business realities are changing all the time. And as they do, corporate 
leadership-what the boss is doing, and ought to be seen to be doing
evolves and improves as well. What I want to talk about today are some of 
the directions in which it has been evolving. 

I'm going to suggest that we are heading toward a kind of business leader
ship that, in certain respects, is quite unlike the traditional form we've 
known. It's different from what most of us are used to and will require 
changes in our attitudes and actions, whether we're CEOs, managers or line 
employees. 

A new reality has grown up around us and we have to reckon with it. 
By the time I'm finished we'll be contemplating corporate leaders who are 

radically different from the fictional C. Montgomery Bums. If the trends I'm 
going to be talking about prevail, the best person to run Springfield Nuclear 
will tum out to be caring rather than caustic, generous with information 
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rather than secretive. This person will be a mentor who will encourage, guide 
and support rather than bark orders. 

We are already moving in this direction. Internationally respected CEOs 
such as Yotaro Kobayashi of Japan's Fuji-Xerox or Paul O'Neil at Alcoa have 
been described as charismatic leaders, people with the ability to inspire in the 
traditional sense. But they are also renowned for their skills in motivating 
employees with coaching, training and moral support. 

Corporate leaders reserve the right to make decisions, but they're also in
terested in democratizing their companies and getting increased employee in
volvement. Corporate structures are still more often than not hierarchical, 
but leaders are more aware than ever of the needs and feelings of their subor
dinates. There's a decided willingness to communicate and consult. There's 
systematic delegation of responsibility to lower levels of management. 

These developments are expressed in many different ways. Management 
theorist Peter Drucker has likened the corporation to a symphony orchestra 
with the CEO/leader as conductor. In more practical terms, companies such 
as Heinz and Colgate-Palmolive do everything from reducing the middle lay
ers of corporate management, thus freeing up communication between the 
CEO and line managers, to having different parts of the company treat each 
other as if they were independent suppliers. There is no one magic method, 
only a host of initiatives. 

All these changes reflect the new realities that large corporations face. 
One person can no longer effectively control a large, multifaceted corporate 
enterprise. I don't care how many hours a leader works, how much manage
ment by walking around the leader may do, how intelligent or financially 
adept that person is. It is simply impossible to pull all the strands together on 
one desk. 

Why is this so? To start with, we are in a period of increasingly rapid 
change in business. Take the financial services industry as an example. In the 
past year, we have had to deal with external issues including legislative 
changes that have further eroded the competitive barriers in the industry. We 
have faced public scrutiny over specific segments of our business such as 
credit cards. 

And we've had to ponder the potential impact of Canada's participation 
in a North American Free Trade Agreement. Those are just a few of the 
items our corporate leaders have to contemplate in addition to day-to-day 
competitive pressures. 

I don't think the financial services industry is unique in this. The degree 
and pace of change seems greater in all businesses. And as this happens, cor-
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porations are becoming more and more accountable-to customers, share
holders, suppliers, regulators, fiscally-strapped governments and, increasingly, 
the general public. 

If you doubt what I'm saying, ask yourself any or all of the following ques
tions. How many of you have experienced more intense competition in re
cent years? How many of you feel your competitive position has been eroded 
since the last recession? How many of you feel your employees are more de
manding than they used to be and, as a corollary, how many of you find it 
harder than ever to find the right kind of employees with the right skills? 
How many of you have noticed that your customers are more demanding and 
prone to dictating the terms of your business relationship? 

In this kind of challenging environment, unresponsive leadership runs the 
risk of failure. On the other hand, the right kind of leadership can make a 
huge difference; it can turn established thinking upside down. In this respect, 
I think of the great supermarket object lesson of the 1980s. The major pro
ducers of foods and household goods, the Procter and Gamble's and General 
Mills' of the world, used to dictate terms to the stores that stocked their 
products. You always knew that Tide and Wheaties would get good display 
and shelf space. 

That is, until David Nichol of Loblaws came along. He proved with the 
development of the "President's Choice" product line that you could turn 
house brands into formidable national brands and completely upset a tradi
tional supplier/customer relationship. It is not an isolated example. 

The evolution of corporate leadership is also being influenced by changes 
in society. One way we see this happening is in the employee population. So
ciety has become less rigid and more democratic. People question the status 
quo, sometimes to an extraordinary degree. We see this in family life, schools 
and universities, religious life and government. It is only logical that this 
trend should affect business. 

Employees today are far less inclined to accept corporate bureaucracy and 
authoritarian management than their parents were. The word "career" used 
to suggest lifetime employment with one company. Now we understand it to 
mean that an individual seeks betterment, in challenging work and improved 
living standards, wherever possible. 

Internally, we can see this in the ambition people show to move into dif
ferent areas of the corporation. And if we can't accommodate them, we know 
there's a reasonable chance that they'll seek satisfaction somewhere else. 

You hear a lot in this country about the skills shortage and how it's luring 
us as we attempt to compete in global markets. What we sometimes ignore is 
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the fact that employees very often have great skills and are highly motivated 
to use them. They want to make a contribution; they want to be recognized 
and rewarded. 

How many times have you heard business leaders say their greatest re
source is their people? It sounds trite, but it's true. One of the most com
pelling tasks for the evolving corporate leadership I've been talking about is 
to harness the enormous resource represented by employees. 

How well are we doing at this and the other tasks of leadership? In many 
respects I think we're doing very well. In the past few years business leaders 
have to an unprecedented extent been rethinking what their companies do 
and how they operate. Abroad, there are some well chronicled examples such 
as General Electric Corporation chairman Jack Welch or Drake Business 
School CEO May Ann Lawlor. Here in Canada we can point to people such 
as IPSCO CEO Roger Phillips. All of them have shown leadership by helping 
their companies-their employees-adjust to new realities. 

My own company, CIBC, has spent a great deal of time and effort in re
cent years redefining what we do. We've tried to isolate the values that drive 
us and the things we want to achieve. 

Our values-commitment to stewardship, respect for individuals, encour
agement of initiative and creativity, the quest for excellence-are the clear 
and simple refined outpourings of arduous self-examination. So is our basic 
purpose-to be the leading performer in all our product areas. 

Like all those authorities and books that we have been delighted with in 
recent times, I'm telling you that CIBC and other corporations are reinvent
ing themselves to cope with new realities. And at the center of it all is the 
need for a vision, a sense of purpose and direction. 

This affects the way we look at corporate leadership. I believe that the 
new realities we face, the pace of change and the uncertainty of life in gener
al requires that leaders increasingly be visionaries who are capable of direct
ing, encouraging and coaching others. 

Peter Senge of the MIT Sloan School of Management put it very well in 
an article for the Sloan Management Review a little over a year ago. He de
scribed what he called "learning organizations,'' companies that grow and 
prosper over the long term by adapting and regenerating themselves in the 
face of change. In these kinds of companies, he said, the role of the leader is 
no longer that of the charismatic decision-maker. 

"Leaders are designers, teachers and stewards,'' he wrote. "These roles re
quire new skills: the ability to build shared vision, to bring to the surface and 
challenge prevailing mental models, and to foster more systematic patterns of 
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thinking. In short, leaders in learning organizations are responsible for build
ing organizations where people are continually expanding their capabilities to 
shape their future-that is, leaders are responsible for learning." 

Senge provides evidence that this style works. His best example recalls 
how Johnson & Johnson responded when one of its key products, Tylenol, 
was tampered with in 1982. The company referred to the credo developed by 
its founder 40 years before, a firmly implanted vision that starts with the as
sertion that "service to the customers comes first,'' and withdrew all stocks of 
the product from the market. The move was costly, but effective, and eventu
ally Tylenol reclaimed its dominant place as a headache remedy. 

Leadership that seeks to take a simple vision and then teach, nurture and 
shape a company is a challenging, demanding and exciting concept that ulti
mately brings success. Companies like Johnson & Johnson have known this 
for a long time; now many more realize it. It shows just how far we've come 
along the evolutionary cycle. 

Implicit in this style of leadership are a number of things. As I've said, in
formation is not to be hoarded, but communicated freely. People at all levels 
of an organization are to be looked at not merely as employees with specific 
work-related functions, but as well rounded human beings who are the sum 
of their parts. 

And as someone whose company is engaged in a major effort to improve 
service, I can tell you that this style of leadership changes our notions of who 
supports who. As our Service/Quality campaign has taught us, it isn't the bot
tom of the organization that supports the top, but rather the other way 
around. The customer doesn't deal with the chairman or an executive vice 
president, but with loan officers and tellers. 

This brings us to another of those truths about leadership. Power doesn't 
accrue to those who hoard it. Real power is obtained only by those who give 
it away. Or, as Colgate-Palmolive CEO Reuben Mark once put it: "You con
solidate and build power by empowering others." 

When leaders ignore these truths, when they attempt to be aloof or dicta
torial, it's noticed. Consider a management practices survey that was done 
about a year ago in the U.S. by Industry Week magazine. In essence, it showed 
that as you move down through the ranks of many business organizations, 
confidence in top managements' leadership ability deteriorates. 

Decrying this tendency, Industry Week concluded: "Today, top executives 
are being called upon to behave as leaders-to set direction, establish goals 
and strategy, and help their workforces see clearly how they can contribute to 
improvements in quality and productivity." 
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This survey's findings seem consistent with what I see happening in busi
ness and society as a whole. People crave strong leadership; all you need to do 
to realize this is read the newspaper or listen to radio phone-in shows or talk 
to your friends. Nobody out there knows how to lead, we seem to be telling 
each other. 

I think this attitude overstates the case. We live in an age where problems 
can sometimes be more imagined than real. This is the era of the scare head
line and the superficial analysis and a lot of the information we get is fore
boding. 

I also think, however, that we have to try to deal with people's fears and 
clarify their uneasy perceptions. And I happen to believe that leadership that 
shares information and knowledge, real knowledge, and brings more people 
into the folds of events, is a very good way to do it. 

We've come a long way with our evolving idea of leadership. I found a 
good indication of this in a recent book by the American journalist Sally 
Helgesen. Helgesen went back to the work of management scientist Henry 
Mintzberg in the late 1960s and re-examined the profile he had assembled of 
top business leaders. 

The pattern won't surprise you. Mintzberg's executive leaders worked at 
an unrelenting pace through their days. They felt disrupted by the unexpect
ed. They made little or no time for non-work activities. They were highly ab
sorbed in the day-to-day matter of their jobs and had little time for reflection. 
They kept information to themselves. 

By way of comparison, Helgesen looked at some of today's top executives 
and made some interesting discoveries. She found that they tend to work at a 
steady pace and schedule breaks in their day. They see interruptions as an im
portant part of their job because they feel a need to be accessible and caring 
about the activities of people around them. They make time for non-work ac
tivities. 

They focus on what Helgesen calls "the ecology of leadership, "  seeing 
management as a continuum with long range implications. They see dimen
sions of their lives beyond their jobs. They share information. 

There were other differences, not to mention some interesting similarities 
Helgesen's executive leaders had with their historically distant counterparts, 
but the point is this. Generally speaking, the style of leadership has evolved 
considerably. 

I have to put in an important qualifier here. The corporate leaders that 
Mintzberg studied were all men. The leaders Helgesen profiled were women. 
That's another measurement of how leadership has evolved. Roughly 20 
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years ago, the notion of a female CEO was a foreign one. But not any more, 
as we see more women assuming the top role. 

You could conceivably make a case that women are intrinsically better 
suited to the style of corporate leadership that we practice today than men 
are. After all, women are supposed to be naturally more consultative, more 
caring, more liable to share power. 

It will be a long while before we have any hard proof that women will 
make a difference in the realm of leadership. In my bank, women now consti
tute 14 percent of senior management. Five years ago, women held down 
perhaps three or four percent of those jobs so that's an impressive gain. 

Indeed, there are more women generally in the management ranks at 
CIBC. And while it's too soon to be conclusive, there are indications that the 
most effective teams in our organization are those where there is a balance 
between men and women. 

That's a positive sign, but we would like to have more senior women be
cause it's simply good business-it widens the pool of talent available to us 
and it better reflects our customer base. Our chairman has set a goal of hav
ing women in one-third of all senior jobs. 

In the end, though, such corrective actions aren't necessarily about leader
ship. Certainly, the qualities of leadership that I've been talking about have 
no reference to gender, race or creed. 

Most of the references I've made have been to companies led by men. The 
development of less rigid hierarchies, the improved communication and con
sultation, increased delegation and the nurturing of employees' abilities and 
feelings-all have come in companies run by men. But they could have just 
as easily been companies led by women or minorities. Nobody, to my knowl
edge, has cornered the market on leadership ability. 
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PRACTICING MORAL LEADERSHIP 

An understanding of the nature and processes of leadership must be coupled with a 

clear sense of the moral and ethical overtones of leadership; that is to say, the group 

goals which are the objective of leadership must be moral, and the process of achiev

ing these goals must be ethical. If either the ends of leadership or the means to 

achieve it be improper, the ultimate goal of leadership-the betterment of society

is compromised. 

Accordingly, important issues must be confronted. What is moral leadership? 

How can a leader affect the ethical choices and conduct of others (his or her follow

ers) ? To what extent are the followers' decisions the responsibility of the leader? 

What are the responsibilities of followers? The selections in this segment address 

some of the issues surrounding the exercise of moral leadership. 

In the first selection, James MacGregor Burns defines "moral leadership" in 

terms of the fundamental needs of followers. The next reading by Howard T. Prince 

II reviews the major theories of moral development to determine whether it is possi

ble for a leader to shape the moral and ethical behavior of followers. Joanne Ciulla 

draws from examples in the real world to demonstrate how to structure a work en

vironment "where employees want to act responsibly and find it easy to do so. " The 

concluding selection returns to the larger issues which should shape all leadership. 

Rushworth M. Kidder suggests that there are, after all, certain universal human 

values that peoples of all cultures acknowledge and admire. These values-truth

fulness, fairness, responsibility, and the like-seem very much akin to the notion of 

moral leadership first described by Burns. 
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Moral Leadership 

] ames MacGregor Burns 

James MacGregor Burns won a Pulitzer Prize and a National Book Award for his study of 

Franklin D. Roosevelt. His book Leadership is considered to be a seminal work in leadership 

studies. Burns has been Woodrow Wilson Professor of Government at Williams College, and he 

has served as president of the American Political Science Association. 

This last concept, moral leadership, concerns me the most. By this term I 
mean, first, that leaders and led have a relationship not only of power but of 
mutual needs, aspirations, and values; second, that in responding to leaders, 
followers have adequate knowledge of alternative leaders and programs and 
the capacity to choose among those alternatives; and, third, that leaders take 
responsibility for their commitments-if they promise certain kinds of eco
nomic, social, and political change, they assume leadership in the bringing 
about of that change. Moral leadership is not mere preaching, or the uttering 
of pieties, or the insistence on social conformity. Moral leadership emerges 
from, and always returns to, the fundamental wants and needs, aspirations, 
and values of the followers. I mean the kind of leadership that can produce 
social change that will satisfy followers' authentic needs. I mean less the Ten 
Commandments than the Golden Rule. But even the Golden Rule is inade
quate, for it measures the wants and needs of others simply by our own. 

From Leadership by James MacGregor Burns, Selected Excerpts from Page 4. Copyright o 1978 by James 

MacGregor Burns. Reprinted by permission of Harper Collins Publishers, Inc. 
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Moral Development in Individuals 

Howard T. Prince II 

Howard T. Prince II received his Ph.D. in psychology from the University of Texas. He retired as 

a brigadier general after more than twenty-eight years of service in the U.S. Army. He devel

oped one of the first undergraduate programs in leadership at the United States Military Acade

my and developed a graduate program in leader development there. He currently serves as the 

dean of the Jepson School of Leadership Studies at the University of Richmond. 

Moral development is to a great extent determined by the cultural standards 
of the larger society from which organizational members come . . . .  Individu
als are prepared by their previous experiences to behave in accordance with 
societal standards of right and wrong. The resultant personal ethic consisting 
of the values, beliefs and attitudes about what is proper and acceptable be
havior is one of the major sources of influence on individual moral behavior 
within an organizational setting. These individual moral standards influence 
and are in turn conditioned by group and organizational factors. The impact 
of individual moral development is particularly crucial if the individual in 
question is an organizational leader. 

To what extent can the leader influence the moral development of others? 
If the answer is relatively little, then the leader who wishes or is required to 

From Leadership in Organization, Howard T Prince 11, ed. et al., © 1988. Published by Avery Publishing 

Group, Inc. Garden City Park, N.Y. 1 1040. Reprinted by permission. 
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establish and maintain an ethical climate is faced primarily with a problem of 
selecting moral people. On the other hand, if moral development is not fixed 
at some particular stage in a sequence of development, then perhaps the 
leader can do more than merely select those who are most moral (assuming 
this could be assessed) . How then do we develop into human beings capable 
of moral action and of deciding between right and wrong? What is the nature 
of the process of moral development and how, if at all, can the leader influ
ence that process within an organization? 

The Psychoanalytic Approach to Moral Development 

There are several contemporary theories which attempt to explain how moral 
development occurs. One approach is that of the renowned psychoanalyst, 
Sigmund Freud.1 We need to examine Freud's approach first because if he is 
correct, then there may be little that the leader can do beyond selecting and 
eliminating people based on moral standards. 

Freud observed that many of his patients suffered severe feelings of guilt. 
These feelings served both to inhibit their behavior, usually sexual or aggres
sive in nature, and to punish themselves for engaging in, or merely for think
ing about, improper behavior. In Freud's approach to understanding human 
behavior, several personality structures are proposed. To account for the ob
servations just described, he developed the concept of a superego, which we 
may roughly compare to the conscience. Freud theorized that the superego 
developed fairly early in life, around age 5 or 6, when the child identified in
tensely with the parent of the same sex as a way of resolving the famous 
Oedipal complex (based on unconscious feelings of sexual attraction for the 
parent of the opposite sex) . By making the values of the same-sex parent his 
or her own, a child acquires a sense of right and wrong as well as other values 
held by that parent along with a strengthened sense of sex-role identity. 
Young boys increase their sense of masculinity and young girls their sense of 
femininity, according to this theory. In Freud's view an individual's basic per
sonality, including the superego, is for the most part determined by early 
childhood experiences. 

What evidence is there for the Freudian approach to moral development? 
If Freud were right, then we would expect to see a dramatic change at some 
point around age 5 or 6 from little or no morality to an almost adult-like 
morality in the young child. Neither our experience nor scientific research 
provides evidence for such a change. As the child enters school there is an 
increased sense of morality and, as we shall discover in a moment, there is 
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support for the concept of moral development over time among children (al
though not as dramatic as we would expect if Freud were correct) . A more 
subtle check on Freud's theory can be made by comparing the processes of 
moral development and the establishment of sex-role identity. If Freud were 
right, we should expect these processes to develop in parallel fashion. Moral 
people should have clear sex-role identities and immoral people should have 
poorly defined sex-role identities. There is no evidence that this is the case. 
Thus, Freud may have provided a useful concept in the form of the superego 
to help us label and communicate about what we usually call the conscience, 
but it appears that Freud's theory is not well supported by independent evi
dence. The lack of research support for the implication that moral develop
ment occurs very early in life is important to the organizational leader. If 
moral development is instead a continuing process, then the leader may be 
able to foster moral development among organizational members. 

The Cognitive Approach to Moral Development 

We all know people whom we describe as very moral and others whom we 
consider less moral. We also know that people who engage in moral behav
ior, such as telling the truth, may give different reasons for doing so. For ex
ample, one person may explain that he or she told the truth "so that I 
wouldn't get in trouble." Another person might explain telling the truth by 
maintaining that "if I didn't tell the truth, I would lose the respect of others 
when they found out." Lawrence Kohlberg, of Harvard, has taken these two 
basic observations, namely that people appear to be at different stages of 
moral development and that the reasons people give for their behavior may 
differ, and has attempted to give us a cognitive-developmental theory of in
dividual moral development. 

According to Kohlberg, there are six different stages of moral development 
as shown in Table 1 .2  Each stage is characterized by a typical way of moral 
reasoning. 

In stage 1 (preconventional) moral reasoning is very primitive and for the 
most part based on avoiding punishment. In the second stage (preconven
tional) , morality is still very self-centered. The individual follows rules, for 
example, not just to avoid punishment but because it is in his or her interest 
to do so. In stages 3 and 4 (conventional) the person begins to consider rela
tionships with others as important in moral reasoning. In stage 3 there is 
morality based on a desire for approval from others while in stage 4 there is 
more awareness of an obligation to live up to one's word, to do one's duty, 
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TABLE 1 
Kohlberg's Stages of Moral Development 

Level 

Level 1 

Dominant Theme When Reasoning 

About a Moral Choice 

Preconventional • Stage 1 • Fear of punishment 
(Children, a few adults) • Stage 2 • Opportunistic-"what's in it for me?" 

Level 2 
Conventional 

(Most adults) 

Level 3 
Post-conventional 

(A few highly 
developed adults) 

• Stage 3 • Good boy-nice girl-"will people think 
well of me?" 

• Stage 4 • Law and order-" can't break the rules. "  

•Stage 5 • Social contract-"the greatest good for 
the greatest number. Laws should 
generally be followed, but there are 
exceptions." 

•Stage 6 • Universal ethical principles-there are a 
few basic moral principles which apply 
in all situations, e.g., life, liberty, humar 
rights, respect for the dignity of man
irrespective of specific laws or rules. 

and to help maintain the social system. In the fifth stage (post-conventional) 
a person becomes more aware that while it is well to live up to the rules of so
ciety, there are a variety of possible value systems. There is greater sensitivity 
to deciding what the rules should be in the first place. Finally, in stage 6 
(post-conventional) the individual operates from a set of universal moral 
principles which guide moral judgments and which even may conflict with 
existing societal values. 

According to Kohlberg, this sequence is fixed and develops over time from 
one stage to the next as our capacity for moral reasoning increases. We may 
also become fixated at any stage if development ceases. Typically, the majori
ty of our moral reasoning is centered on one level at a time, although some of 
our moral judgments are also at the next lower and next higher levels as well. 
Intelligence as well as social influences help to determine the level of moral 
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reasoning we attain. One important social influence is our capacity to under
stand another person's point of view. As this capacity increases, so does our 
potential for higher levels of moral reasoning. 

Notice that Kohlberg's theory has as its most essential characteristic the 
quality of the moral reasoning process. This means that, according to 
Kohlberg, it is the thought process behind moral behavior which determines 
whether the person is moral rather than the behavior itself. For example, two 
students may each refrain from taking advantage of an opportunity to submit 
someone else's work as their own. One may choose not to do so because of 
fear of punishment. The other may choose not to do so on the grounds that 
truth-telling is a high ethical principle and that a written submission should 
therefore truly be one's own and not a misrepresentation of ideas taken from 
someone else. Both people behave in the same way and yet the reasons differ, 
reflecting different stages of moral development, according to Kohlberg. 

Development from one stage to the next appears to depend upon both the 
maturation process and the quality of one's experiences. New experiences 
and challenges to one's moral reasoning framework have been shown to lead 
to the development of higher levels of reasoning ability in children.3 There is 
also evidence to support Kohlberg's assumption of a progression of moral de
velopment with age through a fixed sequence of stages.4 

What are the implications of Kohlberg's approach to moral development 
for the organizational leader? This approach would suggest that moral devel
opment is something which can be influenced, although Kohlberg is not espe
cially clear about how this can be done. Kohlberg also has little to offer 
concerning the question of what specific moral actions people will choose, 
even for people at the same level of moral development. Further, he recognizes 
that situational factors will influence the actions which are taken as a result of 
moral reasoning. That is, a moral person may act differently in one set of cir
cumstances than in another, even though there may be a highly developed 
thought process which precedes moral conduct in each case. In this regard, 
Kohlberg is similar not only to the next approach to moral development that 
we will consider, social learning theory, but also to the approach of some moral 
philosophers who apply abstract moral principles in specific situations. 

The Social Leaming Approach to Moral Development 

Social learning theory is a general approach to understanding how we learn, 
retain and eventually choose to perform or not perform any given class of be
havior-including moral behavior. In contrast to Freud and Kohlberg, social 

Moral Development in Individuals 489 

learning theorists such as the social psychologist, Albert Bandura,5,6 have 
generated considerable evidence for the effects of variables which influence 
what we do and even whether we will do it in specific situations calling for 
ethical choices. Indeed, the fundamental approach of social learning theo
rists is based on the recognition that behavior is in large measure determined 
by situational factors outside the individual. However, the individual is not 
overlooked and is given a central role in processing the components of the 
situations in terms of perception, reasoning, memory and other internal psy
chological responses. 

The key features of the social learning approach to learning moral behav
ior are conditioning and imitation. For example, a young child may be pun
ished for some wrongdoing such as stealing money. The child is scolded, 
perhaps spanked, told to return the money and made to feel bad by the expe
rience of anxiety and guilt brought on by the punishment received for the un
acceptable action. The experience of negative feelings becomes associated 
through this conditioning experience with stealing, a behavior which then is 
subsequently inhibited. An even more powerful way of learning moral behav
ior is through the process of observing others. We learn not only appropriate 
or inappropriate actions but also what consequences are associated with 
those actions. As a result of watching others tell the truth, we may learn, for 
example, that telling the truth is valued and rewarded by powerful figures 
such as parents or teachers. We are then capable, through our own psycho
logical processes, of imagining ourselves engaging in similar behavior under 
similar future circumstances and expecting similar consequences to accrue to 
our own behavior, without ever performing the behavior ourselves. This 
makes observational learning leading to imitation (or inhibition of observed 
behavior if the model is punished) unique and different from conditioning in 
which direct experience is our teacher. 

What determines whether we learn by observing others? Bandura has de
scribed a four-stage process in which we attend to actions of others, retain 
the observed information, are motivated to perform or not, and behave.7 
Whether we are influenced by others depends upon whether or not we pay 
attention to them in the first place. Certain characteristics of models make us 
more or less likely to notice them and observe their actions. Status, power, 
control over rewards and punishments, and similarity between model and ob
server are all factors which make us likely to observe a model. Parents, teach
ers, peers and coaches are all examples of possible models from whom we 
might learn. How would an organizational leader influence our attention as a 
model in terms of the characteristics just described? 
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We retain information about two aspects of observed behavior. First, we 
remember what was done. Second, we remember what happened to the 
model. Assuming we are capable of performing an observed behavior which is 
rewarded, what determines whether we will engage in that behavior in some 
future situation? When the rewards which a model received are perceived as 
rewarding to ourselves and we expect that there is a good chance of receiving 
similar rewards, then we are likely to engage in behavior similar to that which 
we observed the model perform. Similarly, we tend to inhibit behaviors simi
lar to those of a model when the model was punished in a way that we would 
consider punishing ourselves. 

Evidence for this social learning point of view is found in several studies 
relevant to moral behavior. The behavior of models and the consequences of 
the models' actions have been shown to influence not only moral reason
ing,8,9 but also socially acceptable behavior.10,11 The influence of model char
acteristics has been demonstrated by other researchers who showed that 
children imitate adult models who are powerful and rewarding but fail to imi
tate adults who are low on these attributes.12 

It may be argued that instilling ethical standards and changing values is 
not the business of the organization-that this is the task of such institutions 
as the family, school and church. But surely it could also be argued that the 
organization would be better served if it could foster the further moral devel
opment of its members and reinforce the basic ethical standards which indi
viduals bring to the organization. Of the three approaches to moral 
development which have been presented, social learning theory with its em
phasis on learning by observing others appears to have considerable rele
vance for the organizational leader in this regard. Table 2 contains a summary 
of the key features of each approach. Of special interest is the section on im
plications for the leader in the organization. In essence, the leader can influ
ence the moral conduct of others by demonstrating the desired behavior, 
rewarding ethical behavior and punishing unethical conduct . 
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One morning in 1955,  a 43-year-old black woman named Rosa Parks took a 
seat in the front of the Cleveland Avenue bus in Montgomery, Alabama. 
When she refused to relinquish her seat to a white man, she was arrested. For 
an act that millions of Americans perform daily, Rosa Parks was taken to jail 
and fined $10. There was something obviously right about Mrs. Parks's act 
and obviously wrong with a society that arrests middle-aged ladies for sitting 
in the front of a bus. The case of Rosa Parks illustrates the fact that courage is 
a quality that can be found in ordinary people doing ordinary things under 
extraordinary circumstances. 
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Aristotle recognized the importance of morally good social organizations 
for the development of responsible members. According to Aristotle, govern
ments and other social institutions should be set up so that it is both possible 
and sensible for people to be honest, loyal, compassionate, fair, etc. It is un
wise to create and perpetuate work environments that make ethically respon
sible behavior into acts of moral courage. Yet, sometimes companies 
unwittingly implement policies or tolerate behavior that make it difficult for 
employees to act responsibly. 

This chapter looks at how the interaction of certain policies and practices 
in an organization can inadvertently create an unhealthy moral environ
ment-meaning one that does not encourage employees to act in a morally 
responsible way. Looking at an organization as a moral environment provides 
a way for managers to take stock of how corporate policies and practices en
courage, or fail to encourage, responsible employee behavior. 

Environmental Influence 

A moral environment is a system of customs and habits found in daily life 
that take on a logic of their own. They influence the dispositions and sensibil
ities of people given the structure, tradition, beliefs, leadership, policies, and 
practices of an organization. I An unhealthy moral environment is one where 
it does not make sense for a person to be, for example, honest, fair, loyal or 
trustworthy. In an unhealthy moral environment, doing what is morally right 
is more difficult than usual and sometimes requires great courage. 

The practice of segregation in America produced an unhealthy moral en
vironment. One need only visit some of the older parts of southern towns 

£ 
. h " 1 d" and see the worn signs on rest rooms and water iountams t at say co ore 

and "white."  What ideas and attitudes do separate and unequal facilities fos
ter? What kind of people does this environment produce? Is it responsible for 
people to follow these social norms? 

The fact that it took an act of heroism for a black woman to ride in the 
front of the bus highlighted the fact that there was something seriously wrong 
with our society. Similarly, there is something seriously wrong with an organi
zation in which telling simple truths and doing what is morally right exposes 
employees to the danger of being fired or not promoted. Rosa Parks's rights as 
an American were undercut by the fact that she was black. Our rights as 
Americans are sometimes undercut by the fact that we are employees. How
ever, perhaps more important, our moral values as persons are at times com-
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promised or diminished by the necessity of doing what makes sense in the 
moral environment of the work place. 

A healthy moral environment is one where it makes sense to be honest, 
fair, loyal, forthright, etc. Businesses and society should be places where these 
virtues thrive and even cowards can do the right thing. A responsible em
ployee not only obeys rules and follows orders, but also attempts to do what is 
morally right. In a healthy moral environment, these two sets of responsible 
behavior overlap, i.e., by doing one's job and acting in the interest of the 
company, one also does the right thing. The point is that organizations need 
to be places where ordinary life is not a daily moral struggle. 

The Heinz Case 

A case concerning an incident at the H. J. Heinz company illustrates how a 
corporate incentive program, combined with other aspects of the Heinz orga
nization, produced a fertile environment for dishonest attitudes and behav
ior. 2 The case is rich with issues concerning leadership, control, and 
corporate policy, but I will focus on the dynamics of its moral environment. 

In April of 1979, Heinz's president and CEO, James Cunningham, discov
ered that certain divisions of the company had been making improper in
come transfers since 1972. Vendors were being prepaid for services and then 
repaid or had services exchanged in the succeeding year. Managers had 
recorded expenses and sales in different fiscal years so that they would be as
sured of reaching the goals of the Management Incentive . Program (MIP) . 
Further investigation by the Heinz audit committee uncovered other more 
serious irregularities such as questionable payments and unrecorded transac
tions. Basically, the Heinz managers broke every one of the articles in the 
company's code of ethics. 

The Heinz policy of corporate ethics was adopted in May of 1976. It stated 
that no division should: 

1 .  have any form of unrecorded assets or false entries on its books or 
records; 

2. make or approve any payment with the intention or understanding that 
any part of such payment was to be used for any purpose other than 
that described by the documents supporting the payment; 

3. make political contributions; 
4. make payments or gifts to public officials or customers; or 
5. accept gifts or payments of more than a nominal account.2 

Messages from the Environment 495 

Every year either the president or managing director, along with the chief fi
nancial officer of each division, was required to sign a letter affirming their 
compliance with the code of ethics. 

Heinz's MIP was established in 1972 as an aggressive means for attaining 
corporate financial goals. The MIP was based on a point system. By earning 
the maximum amount of points, managers could earn bonuses as high as 40 
percent of their salary. MIP points were awarded on the basis of reaching cer
tain goals that were determined in the following ways: 

1 .  Personal goals were set by one's immediate supervisor. 
2. Division goals were set by the chief executive officer, the chief operat

ing officer, and the senior vice-presidents of finance and corporate de
velopment. 

3 .  Corporate goals were set yearly by the development and compensation 
committee of the board of directors. 

4. Corporate officers could also make adjustments or award arbitrary 
points without consulting division personnel. 

There were two types of goals set. The first was called the "fair" goal. It 
was based on a fixed percentage more than the preceding year's net profit 
after taxes. The second, called the "outstanding goal," awarded the greatest 
amount of points and was higher than the fair goal. Division net profit after 
tax goals was not always in line with the division's budgeted profits. Yet, once 
the goals were determined, they were rarely changed. Hence, a division could 
get stuck with an impossible goal and not receive any points in a given year. 

To understand what went wrong, we can begin by looking at the kinds of 
messages that might have been conveyed by this MIP in the context of the 
structure, policies, and practices of the Heinz organization. One manager 
said that it had become a "mortal sin" not to achieve these goals.2 Therefore, 
the MIP was not only considered as an incentive, but was regarded as a norm 
of professional competence. Also, in this competitive environment, the focus 
on the goals of the program was raised to the level of a fetish. Inadequate re
porting relationships, poor leadership, and weak accounting controls (among 
other things) did not reinforce the importance of using the appropriate 
means to reach profit goals. So, this became an environment where winning 
was more important than playing by the rules. And because the goals were 
sometimes unrealistic, it was difficult or impossible to win without cheating. 

The managers who did juggle their books knew that it was wrong, partic
ularly those who had to sign the code of ethics every year. However, they 
had probably substituted their own ethical rationale-Le. ,  it was okay be-
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cause the practice did not hurt anyone. It was more like telling a "iittle 
white lie" than being overtly dishonest. Over the seven years that the im
proper income transfers were being made, the practice no longer needed 
ethical justification because it had become a well-established custom or con
vention. In the moral environment of Heinz, it might not have made sense 
not to juggle one's books. The practice had then become important for 
maintaining the status quo. 

Upon discovering the accounting irregularities, Heinz ordered a complete 
audit by an outside accounting firm. The accounting firm presented their rec
ommendations to the audit committee of the board of directors, commenting 
that if their recommendations were followed, the "likelihood of the reoccur
rence of any of the practices would be materially reduced."  Senior management 
was blamed for poor "control consciousness" and creating an atmosphere of 
unreasonable pressure to meet and exceed economic goals."2 One of the more 
interesting audit committee suggestions was that Heinz should make it clear to 
all levels of managers "that a directive to achieve a particular financial result 
carries a corresponding obligation to ascertain whether that result can and will 
be obtained in the proper legal manner."2 The question left unanswered by the 
audit committee was how this point would be communicated_:..in a memo, a 
meeting, personal conversations, a new code of ethics complete with spelled
out penalties, or perhaps a good rap on the knuckles. 

In May of 1980, after considering the findings of the audit committee, the 
Heinz board of directors recommended that none of the employees involved 
in the improper income transferal practices be fired; however, some were 
"taken to the woodshed" through salary .adjustments. An unidentified com
pany source told the Wall Street Journal that one reason no one was fired was 
because some of the most talented managers were involved. The company 
source said: "This company doesn't believe in this sort of thing philosophical
ly or morally. But nobody got hurt and nobody benefited, except some guys 
got a leg up (on their incentive goals) for the next year. The amount of 
money involved was peanuts. "2 

The Heinz Company reorganized their reporting relationships and tight
ened up their control system, but did they improve the moral environment? 
Here we have to ask ourselves: What did Heinz's action on this case commu
nicate to employees? They removed the tempting situation, but did they re
move the attitudes that went with it? Can talented managers "get away with 
murder" as long as they are not caught? And when they are caught, should 
they be excused because they are talented? Does cheating show ingenuity 
and leadership? What about the managers who did not cheat and made their 
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goals honestly? At stake here is the question: What kind of moral behavior is 
being encouraged, or is employee responsibility encouraged in the Heinz Cor
poration? 

Critics say that corporate codes of ethics are useless because they have no 
teeth. Some codes of ethics are regarded as laws and carry particular sanc
tions for violations. However, ethical norms or mores are usually reinforced 
and punished through informal social channels. Lying about one's abilities 
may not be against the law or incur harm. Yet, when caught in a lie, a person 
can be subject to embarrassment, ridicule, and/or ostracism. For example, 
getting caught in a lie may be more embarrassing in a monastery than in a 
used car lot. These social sanctions depend on what is valued, expected, and 
desired of people in a particular context. 

The Heinz code of ethics came in four years after the account juggling had 
already been in practice. To many it may have been a joke or mere window 
dressing, since it was basically contrary to what had become "sensible" or cus
tomary practice. It is unclear whether Heinz was committed to its own princi
ples. While juggling invoices is not on par with embezzlement or murder, the 
audit did uncover other irregularities including bribes. What then does one 
have to do to violate the code of ethics? Get caught with their hand in the 
till? Ethical codes may not need formal sanctions, but they do need managers 
who are willing to take a strong stand on their contents. In the Heinz case 
this would mean not only sanctions against the people involved, but a mas
sive reassessment of their incentive system. The code of ethics and the MIP 
seemed to be giving off conflicting messages. 

Another way of looking at this case is to focus on the moral character of the 
individuals involved. If the managers had been better persons, this might not 
have happened. Although we might say that cheating on the MIP had become 
a common part of the moral environment, this does not excuse managers from 
intentionally doing things .that they knew to be wrong (particularly those who 
signed the code of ethics) . So the question here is: Did the environment make 
it extraordinarily hard for most managers to do the right thing? 

A similar question can be asked concerning the U.S. government's Ab
scam operation: Did the FBI uncover sleazy politicians? Or did it show that 
most politicians are not of heroic moral stature? Each of the Abscam defen
dants were men of different moral makeups with different reasons for being 
tempted. One Philadelphia congressman had six children, all approaching 
college age. His sole source of income was his salary as a congressman. He 
had a reputation for being a decent guy and was, by the norms of Philadel
phia politics, fairly honest. 
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Another congressman had a reputation as a ruthless, self-interested 
schemer who was not wanting for money. No one who knew him was sur
prised when the videotapes showed him enthusiastically accepting the payoff 
(insiders commented this congressman had had a lot of practice at taking 
bribes) . 

These two congressmen were equally guilty of wrongdoing; however, the 
issue is whether the temptation was the same for both men. The FBI adminis
tered a very difficult test of moral character. A morally strong person would 
conquer the temptation. But, as Aristotle points out, people are morally 
weak, not just because they give in to temptation, but because they do so eas
ily.3 A person demonstrates his moral strength not just by triumphing over 
temptation, but by putting up a good fight. The history of western civilization 
is filled with stories of human resistance to temptation. What is most inter
esting in the study of ethics is how they have struggled, not whether they 
won or lost. In the Bible, God or the devil did the tempting; today, it's an MIP 
or the FBI. 

Everybody's Doin' It 

All of us have faced difficult tests of moral principles, but hopefully we do not 
do so every day. When doing the right thing is heroic, stupid, or socially unac
ceptable, then it becomes too hard for many people. Not everyone is cut out 
to be a hero or a martyr. Unethical practices that go unchallenged can become 
the norm of a society or business. Difficult circumstances can produce moral 
laxity-most people simply do not want to put up a daily struggle. Morality 
should not be made too easy or too hard in any culture or organization. 

When practices that involve some form of lying and cheating become 
commonplace, they prescribe the way that a sensible person should act in 
that environment. We have all heard arguments like these: "Everyone cheats 
on their income tax, or inflates their expense account, so why shouldn't I?" 
Or "All the kids smoke pot, so why can't I?" This line of thought does not 
necessarily indicate that doing these things is right, but rather that they are 
acceptable, or not so very wrong. Responsible behavior requires adherence to 
principles and resistance to the tyranny of the perceived majority. 

Conclusion 

Chester Barnard once said that the best managers are "those who possess the 
art of sensing the whole. "4 Employee responsibilities must be compatible with 

Messages from the Environment 499 

the social and moral obligations of a culture. Rosa Parks, Heinz, and Abscam 
give us three things to consider when taking stock of a moral environment. 

First, there is something wrong with an environment where a Rosa Parks 
has to stand on principle in order to sit in the front of a bus-where doing 
what is sensible or right takes a heroic gesture. This point is particularly im
portant when one considers cases of whistleblowing. Basically, morality in the 
workplace should not be drastically different from morality in the culture 
outside of it. 

Second, ethical responsibilities are, or should be, inseparable from busi
ness policies and practices. It must "make sense" to be honest, fair, loyal, etc. 
in carrying out the requirements of one's job and the goals of a business. This 
is all part of what it means to be responsible. Heinz was able to stop the 
spread of cancer, but it is unclear whether they cured the disease. From what 
the case tells us, Heinz never took a strong stand on the ethical wrongdoing. 
Excusing the talented managers was rather like pardoning Richard Nixon. 
No one admitted that he was wrong, no one was really punished, no one 
apologized, and no one promised he . would not do anything like that again. 
Rather than taking measures to encourage more responsible behavior in the 
future, Heinz chose to enforce adherence to rules by implementing strict con
trols. They will probably have to be vigilant in the future. 

Third, while it is true that employee behavior may be controlled by force, 
responsible behavior is not fostered by it. Abscam was rather like leaving the 
cash register open and then posting a security guard at the door to catch the 
thieves. Part of what is required to improve the health of a moral environ
ment is to close the cash drawer. By limiting temptation, one limits the need 
for control and makes it easier for employees to act responsibly. 

The work environment should be a place where employees want to act re
sponsibly and find it easy to do so. This involves management policies and 
practices that are reasonable and worthy of respect. However, it also requires 
adequate control systems that keep the weak or the overly ambitious from 
temptation. A delicate balance must be struck here between the rights and 
autonomy of individuals and managerial control. Authoritarian management 
may, by stripping employees of their say in the work process, also free them 
from responsibility for their actions. On the other hand, overly lax manage
ment can lead to abuses and irresponsible behavior. Here again, we might 
take Aristotle's advice and search for a balance, or the "golden mean" be
tween these two extremes. 
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ln the remote New Zealand village of Panguru, tucked into the mountains at 
the end of a winding gravel road, a Maori woman nearly a century old pauses 
for a moment as she talks about the moral values of her people. "This is God's 
country! "  says Dame Whina Cooper with great feeling, gesturing toward the 
flowers blooming among the bird songs outside her modest frame house. 
"Only, we the people running it must be doing something wrong." 

Halfway around the world, in a United Nations office perched under the 
eaves of a fifteenth-century building in Florence, a leading journalist from Sri 
Lanka is asked what will happen if the world enters the twenty-first century 
with the ethics of the twentieth. "I feel it will be disastrous," Varindra Tarzie 
Vittachi replies simply. 

Midway between, in his well-appointed residence in San Jose, Costa Rica, 
former president Oscar Arias explains that our global survival "will become 
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more complicated and precarious than ever before, and the ethics required of 
us must be correspondingly sophisticated." 

Turn where you will in the world and the refrain is the same. The ethical 
barometer is falling, and the consequences appear to be grave. That, at least, 
is one of the impressions to be drawn from the two dozen individuals from 
16 nations interviewed over the past few years by the Institute for Global 
Ethics. 

These interviews did not seek to discover the ethical failings of various na
tions, but rather to find the moral glue that will bind us together in the twen
ty-first century. These voices speak powerfully of an underlying moral 
presence shared by all humanity-a set of precepts so fundamental that they 
dissolve borders, transcend races, and outlast cultural traditions. 

There is a pressing need for shared values in our age of global interdepen
dence without consensus. But there is one very real question unanswered: Is 
there in fact a single set of values that wise, ethical people around the world 
might agree on? Can there be a global code of ethics? If there is a common 
core of values "out there" in the world, it ought to be identifiable through ex
amination of contemporary modes of thought in various cultures around the 
world. Can it be found? 

On that topic, the two dozen "men and women of conscience" inter
viewed had a clear point of view. "Yes," they said, "there is such a code, and it 
can be clearly articulated." These interviewees were chosen not because they 
necessarily know more about ethics than their peers-although some do, 
having made it a lifelong study. Nor were they chosen because they are the 
single most exemplary person of their nation or community-though some 
could easily be nominated for that honor. They are, however, ethical 
thought-leaders within their different cultures, each viewed by his or her 
peers as a kind of ethical standard-bearer, a keeper of the conscience of the 
community, a center of moral gravity. 

Each of the interviews began with a common question: If you could help 
create a global code of ethics, what would be on it? What moral values, in 
other words, would you bring to the table from your own culture and back
ground? 

In an ideal world, one would have assembled all the interviewees around a 
table, had each talk for an hour, had each listen intently to all the others, and 
finally had them arrive at a consensus. If they could have done so, here's the 
core of moral values upon which they probably would have agreed: 
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Love 

Despite the concern of foundation executive James A. Joseph in Washington 
that "the L-word, Love," is falling sadly into disuse, it figured prominently in 
these interviews. "Love, yes," said children's author Astrid Lindgren in 
Stockholm. "This is the main word for what we need-love on all stages and 
with all people." 

"The base of moral behavior is first of all solidarity, love, and mutual assis
tance," said former first lady Gra�a Machel of Mozambique. Buddhist monk 
Shojun Bando in Tokyo agreed, detailing three different kinds of love and in
sisting that "it shouldn't be that others should tell you to love others: It should 
just come of its own will, spontaneously." Or, as author Nien Cheng from 
China put it, "You cannot guide without love." 

For tribal chief Reuben Snake of Nebraska, the central word is compassion. 

"We have to be compassionate with one another and help one another, to 
hold each other up, support one another down the road of life," he recalled 
his grandfather telling him. Thinking back on her dealings with a global spec
trum of cultures at the United Nations, former ambassador Jeane Kirkpatrick 
in Washington noted that, no matter how severe the political differences, 
"there was a kind of assumption, on the part of almost everyone, that people 
would help one another at the personal level." 

Truthfulness 

Of the four theses that form Harvard University ex-president Derek Bok's 
code of ethics, two center on truth. "You should not obtain your ends 
through lying and deceitful practices," he said, and you have a "responsi
bility to keep [your] promises ."  Astrid Lindgren put it with equal clarity 
when she spoke of the need to "be honest, not lying, not afraid to say your 
opinion." 

Looking through the lens of science, the late economist Kenneth Boulding 
of Colorado also put "a very high value on veracity-telling the truth. The 
thing that gets you run out of the scientific community is being caught out 
telling a lie." Fortunately, said Bangladeshi banker Muhammad Yunus, the 
spread of technology makes it increasingly difficult for the truth to be hidden. 
In the future, "people will be forced to reveal themselves," he said. "Nothing 
can be kept hidden or secret-not in computers, not in the halls of govern
ment, nothing. People will feel much more comfortable when they're dealing 
in truth. You converge around and in truth." 
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Here, however, as with many of these global values, there was also a 
residue of concern-a fear that trust, which is central to honesty and truth
fulness, seems to be falling into abeyance. "The idea that you ought to be able 
to trust somebody is out of fashion," worried Katharine Whitehorn, colum
nist for The Observer of London. That's a point seconded by corporate execu
tive James K. Baker of Indiana. "Little by little,"  he said, "if we let that trust 
go out of our personal dealings with one another, then I think the system re
ally begins to have trouble." 

Fairness 

Elevating the concept of justice to the top of his list, philosopher and author 
John W. Gardner of Stanford University said, "I consider that probably the 
number-one candidate for your common ground."  By justice, he meant "fair 
play, or some word for even-handedness." 

"Here, one could get caught up in the very complicated theories of social jus
tice," warned James A. Joseph. "Or one could simply look at the Golden Rule. I 
relate fairness to treating other people as I would want to be treated. I think that 
[rule] serves humanity well. It ought to be a part of any ethic for the future." 

For many, the concern for fairness goes hand in hand with the concept of 
equality. "The pursuit of equality is basic," said columnist and editor Sergio 
Munoz of Mexico City and Los Angeles. "The people who come from Mexico 
and El Salvador have the same values, in my point of view, as the person who 
comes from Minnesota or from Alabama or from California-those basic 
principles that are common to all civilizations."  

For some, like Joseph, the concept of fairness and equality focuses strongly 
on racial issues. Others, like author Jill Ker Conway from Australia, see the 
need for "greater equity between the sexes."  Still others, like UNESCO Di
rector-General Federico Mayor of Spain, see the problem as one of interna
tional relations: Despite the groundswell of interest in democracy arising 
within the former East Bloc nations, Westerners "have not reacted as hu
mans, but only as economic individuals . . . .  Even equity-the most impor
tant value in all the world-has collapsed." 

Freedom 

Very early in human history, said John Gardner, "the concept of degrees of 
freedom of my action-as against excessive constraints on my action by a 
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tyrant or by military conquerors-emerged." Even the earliest peoples "knew 
when they were subjugated"-and didn't like it. That desire for liberty, he 
said, persists to the present as one of the defining values of humanity. 

But liberty requires a sense of individuality and the right of that individual 
to express ideas freely, many of the interviewees said. "Without the principle 
of individual conscience, every attempt to institutionalize ethics must neces
sarily collapse" said Oscar Arias. "The effect of one upright individual is in
calculable. World leaders may see their effect in headlines, but the ultimate 
course of the globe will be determined by the efforts of innumerable individu
als acting on their consciences." 

Such action, for many of these thinkers, is synonymous with democracy. "I 
think democracy is a must for all over the world," ;aid Salim El Hoss, former 
prime minister of Lebanon. He defined the ingredients of democracy as "free
dom of expression plus accountability plus equal opportunity." While he wor
ried that the latter two are lacking in many countries, he noted that the first 
condition, freedom of expression, is increasingly becoming available to "all 
peoples." 

Unity 

As a counterbalance to the needs of individual conscience, however, 
stands the value that embraces the individual's role in a larger collective. 
Of the multitude of similar terms used for that concept in these interviews 
(fraternity, solidarity, cooperation, community, group allegiance, oneness) unity 

seems the most encompassing and the least open to misconstruction. For 
some, it is a simple cri de coeur in a world that seems close to coming un
done. "I want unity," said Dame Whina Cooper of New Zealand, adding 
that "God wants us to be one people ."  For Tarzie Vittachi of Sri Lanka, the 
idea of unity embraces a global vision capable of moving humanity from 
"unbridled competition" to cooperation. "That is what is demanded of us 
now: putting our community first, meaning the earth first, and all living 
things."  

The problem arises when the common good is interpreted "by seeing the 
relation between the individual and the common in individualistic terms," 
said Father Bernard Przewozny of Rome. Carried to the extreme, individual
ism is "destructive of social life, destructive of communal sharing, destructive 
of participation," he said, adding that "the earth and its natural goods are the 
inheritance of all peoples." 
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Tolerance 

"If you're serious about values," said John Gardner, "then you have to add tol
erance very early--{lery early. Because you have to have constraints. The 
more you say, 'Values are important,' the more you have to say, 'There are 
limits to which you can impose your values on me."' 

"It is a question of respect for the dignity of each of us," said Grac;a 
Machel. "If you have a different idea from mine, it's not because you're worse 
than me. You have the right to think differently." Agreeing, Derek Bok de
fined tolerance as "a decent respect for the right of other people to have 
ideas, an obligation or at least a strong desirability of listening to different 
points of view and attempting to understand why they are held." 

"You have your own job, you eat your own food," said Vietnamese writer 
and activist Le Ly Hayslip. "How you make that food is up to you, and how I 
live my life is up to me." 

Reuben Snake traced the idea of tolerance back to a religious basis. "The 
spirit that makes you stand up and walk and talk and see and hear and think 
is the same spirit that exists in me-there's no difference," he said. "So when 
you look at me, you're looking at yourself-and I'm seeing me in you." 

Abstracting from the idea of tolerance the core principle of respect for 
variety, Kenneth Boulding linked it to the environmentalist's urgency over 
the depletion of species. "If the blue whale is endangered, we feel worried 
about this, because we love the variety of the world," he explained. "In 
some sense I feel about the Catholic Church the way I feel about the blue 
whale: I don't think I'll be one, but I would feel diminished if it became 
extinct." 

Responsibility 

Oxford don A.H. Halsey placed the sense of responsibility high on his list of 
values because of its impact on our common future. "We are responsible for 
our grandchildren," he explained, "and we will make [the �orld] easier or 
more difficult for our grandchildren to be good people by what we do right 
here and now." This was a point made in a different way by Katharine White
horn, who noted that, while as a youth "it's fun to break away," it's very much 
harder to "grow up and have to put it together again." 

For Nien Cheng, the spotlight falls not so much on the actions of the 
future as on the sense of self-respect in the present. "This is Confucius' 
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teaching," she said. "You must take care of yourself. To rely on others is a 
great shame." 

Responsibility also demands caring for others, Hayslip said. But, under the 
complex interactions of medicine, insurance, and law that exists in the West, 
"If you come into my house and see me lying here very sick, you don't dare 
move me, because you're not a doctor," she pointed out. "So where is your 
human obligation? Where is your human instinct to try to save me? You don't 
have it. You lost it, because there are too many rules. "  

Yet, paradoxically, "responsibility is not often mentioned in discussions of 
world politics or ethics," said Oscar Arias. "There, the talk is all of rights, de
mands, and desires." Human rights are "an unquestionable and critical priori
ty for political societies and an indispensable lever for genuine development," 
he said. "But the important thing is not just to assert rights, but to ensure 
that they be protected. Achieving this protection rests wholly on the princi
ple of responsibility." 

Chicago attorney Newton Minow agreed. "I believe the basic reason we 
got off the track was that rights became more important than responsibilities, 
that individuals became more important than community interests. We've 
gotten to the point where everybody's got a right and nobody's got a respon
sibility." 

At its ultimate, this sense of responsibility extends to the concept of the 
right use of force. "You shouldn't perpetrate violence," said Derek Bok simply, 
finding agreement with Jeane Kirkpatrick's insistence that "war is always un
desirable" and that "any resort to force should be a very late option, never a 
first option." 

Respect for Life 

Growing out of this idea of the responsible use of force, but separate from and 
extending beyond it, is a value known most widely in the West from the Ten 
Commandments: Thou shalt not kill. For Shojun Bando, it is an inflexible 
principle: Even if ordered in wartime to defend his homeland by killing, he 
said, "I would refuse. I would say, 'I cannot do this."' 

Such an idea, expressed in today's peaceable Japan, may seem almost 
naive when examined through the lens of such war-riddled areas as the Mid
dle East. Yet, Salim El Hoss took much the same view. "I was a prime minister 
[of Lebanon] for seven and a half years. I can't imagine myself signing a death 
penalty for anybody in the world. I think that is completely illegitimate, and I 
think that is the kind of thing a code of ethics should deal with." 
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Reuben Snake, noting that the North American Indians have a war-like 
reputation, said, "Probably the most serious shortcoming of tribal govern
ments is their inability to effectively resolve conflict within the tribe and ex
ternally." He described earlier Indian traditions, however, in which great 
efforts were made by the tribal elders to prevent killing. That's a point with 
which Tarzie Vittachi-himself from the much-bloodied nation of Sri 
Lanka-felt perfectly at home. The first element of the Buddhist "daily 
prayer" under which he was raised, he recalled, is "I shall not kill. "  It is also 
central to the Ten Commandments of the Jewish decalogue under which 
Newton Minow was raised and which he said he still feels form the basis for 
the world's code of ethics. 

Other Shared Values 

There were, of course, other significant values that surfaced in these inter
views. Nien Cheng, for instance, pointed to courage. "One should basically 
know what is right and what is wrong," she said, "and, when you know that, 
be courageous enough to stand for what is right." 

Figuring strongly in Shojun Bando's pantheon was wisdom, which he de
fined as "attaining detachment, getting away from being too attached to 
things." 

Whina Cooper put hospitality high on her list, recalling that her father 
said, "If you see any strangers going past, you call them-Kia Ora-that 
means to call them to come here." Astrid Lindgren put an emphasis on obedi

ence-a quality that runs throughout the life of her most famous character, 
Pippi Longstocking, though usually in reverse. 

Kenneth Boulding pointed to peace, which he defined simply as "well
managed conflict." Thinking of peace brought Salim El Hoss to the concept 
of stability. "Peace is equivalent to stability," he said, adding that "stability 
means a long-term perspective of no problems."  These and other values, 
while they don't find broad support, had firm proponents among those we in
terviewed and deserve serious attention. 

Other values mentioned included the burning public concerns for racial 
harmony, respect for women's place, and the protection of the environment. 
Many of the interviewees touched on them, and some elevated them to high 
priority. Speaking of the need for racial harmony, James Joseph put at the top 
of his list a sense of "respect for the cultures of other communities, respect for 
the need to begin to integrate into our collective memory appreciation of the 
contributions and traditions of those who are different." Jill Conway topped 
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her list with a warning about the "increasing exploitation of women" around 
the world. And of the many human rights identified by Father Bernard Prze
wozny, the one to which he has dedicated his life is the "right to a healthy en
vironment." 

So what good is this code of values? It gives us a foundation for building 
goals, plans, and tactics, where things really happen and the world really 
changes. It unifies us, giving us a home territory of consensus and agreement. 
And it gives us a way-not the way, but a way-to reply when we're asked, 
"Whose values will you teach?" Answering this last question, as we tumble 
into the twenty-first century with the twentieth's sense of ethics, may be one 
of the most valuable mental activities of our time. 
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