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AID SENIOR MANAGEMENT COURSE
 

READING ASSIGNMENTS
 

SUNDAY NIGHT
 

Complete Course Prework including reading:
 

1. Chapter 30, "What Makes a Manager," and Chapter 31, "The Manager

and his Work" from Management : Tasks, Responsibilities, Practices
 
by Peter Drucker.
 

2. "What Effective General Managers Really Do," by John P. Kotter,
 
Harvard Business Review, November-December 1982.
 

MONDAY NIGHT
 

Required
 

1. "Creating a Motivating Vision," from The Transformational Leader,

by Noel Tichy and Mary Anne Devanna, John Wiley and Son, 1986.
 
(Section 3)
 

2. "Using Feedback to Improve Performance and Enhance Motivation,"
 
unpublished paper by James McCaffery, May, 
1987. (Section 6)
 

3. "Man Waiting for Motivation," from In Search of Excellence, by
 
Thomas J. Peters and Robert H. Waterman, Jr.. Harper and Row, 1982.
 
(Section 3)
 

Optional
 

1. "Basic Leadership Tasks for Mission Directors," unpublished paper
 
by James R. Brady, February, 1986. (Section 2)
 

2. "Strategy I: Attention through Vision," from Leaders: The
 
Strategies for Taking Charge by Warren Bennis and Burt 
Nanus.
 
Harper and Row, 1985. (Section 3)
 

TUESDAY NIGHT
 

Required
 

1. "Situational Leadership," by Kenneth Blanchard and Paul Hersey.
 
(Section 4)
 

2. "How to Run a Meeting," by Antony Jay. Harvard Business Review,
 
Earch-April, 1976. (Section 7)
 



Optional
 

1. "Situational Leadership Revisited," by Kenneth Blanchard. 
(Section
 
4)
 

2. "Performance Planning," from Performance Planning and Appraisal, by
 
Patricia King. McGraw-Hill, 1984 (Section 5).
 

WEDNESDAY NIGHT
 

Required
 

1. "MBWA (Managing By Walking Around)," by Tom Peters and Nancy
 
Austin, California Management Review, Fall 1985. (Section 6)
 

THURSDAY NIGHT
 

Required
 

1. "Managing Your Boss," by John J. Gabbaro and John P. Kotter.
 
Harvard Business Review, January-February, 1980. (Section 10)
 

2. "Stages of Taking Charge," and other selected sections from The
 
Dynamics of Taking Charge, by John J. Gabarro. Harvard Business
 
School Press, 1987. (Section 7)
 

Optional
 

1. "Definitions and Characteristics of High Performing Systems,
 
unpublished paper by Peter B. Vaill. (Section 7)
 

2. "Team Building From a Gestalt Perspective," by H.B. Karp, The 1980
 
Handbook for Group Facilitators, University Associates, 1980.
 
(Section 7)
 

FRIDAY NIGHT
 

Required
 

1. Chapters 2, 7, and 8 from The Art of Japanese Management, by
 
Richard T. Pascale and Anthony G. Athos. Warner Books, 1981.
 

2. "Shaping Values," Digital Equipment Corporation, (unpublished
 
in-house paper) November, 1986. (Section 9)
 



SATURDAY NIGHT
 

Required
 

,1. "Off the Track--Why and How Successful Managers Get Derailed,"
 
Morgan W. McCall, Jr., and Michael M. Lombardo, Center for Creative
 
Leadership, 1982. (Section 10)
 

Optional
 

1. "Management and the Art of Chinese Baseball," by Ralph G.H. Siu,
 
Sloan Management Review, Spring, 1978. (Section 10)
 

SUNDAY NIGHT
 

Required
 

1. "The Art of Creative Fighting" by H.B. Karp, from the 1983 Annual
 
for Facilitators, Trainers and Consultants. (Section 8)
 

MONDAY NIGHT
 

Required
 

I. "The Use of Active Listening in Negotiation and Conflict
 
Resolution," by B. Kim Barnes. Situation Management Systems, 
1985.
 
(Section 8)
 

TUESDAY NIGHT
 

Required
 

1. "Why Some Manager's Don't Get the Message," by Robert E. Kaplan,
 
Wilfred H. Drath, and Joan R. Kofodimos. Across the Board,
 
September, 1985. (Section 10)
 

Optional
 

1. "Toward Middle-Up-Down Management: Accelerating Information
 
Creation, by Ikujiro Nonaka. Sloan Management Review, Spring 1988.
 
(Section 3)
 

WEDNESDAY NIGHT
 

Requi red 

1. "The Coming of the New Organization, by Peter Drucker. Harvard
 
Business Review, January-February 1988 (Section 2)
 



2. "Using Retreats as an Effective Management Tool," unpublished paper
 

by James McCaffery, June, 1988. (Section 7)
 

Optional
 

1. "Is Excellence In the Public Sector Possible?" by Jed Kee and Roger
 
Black. Public Productivity Review, Spring, 1985. (Section 3)
 

2. "Four-Star Management," by Jay Finegan. Inc., January, 1987
 
(Section 3)
 

3. Three articles from Public Management, April, 1984 (Section 3):
 

"Putting In Search of Excellence to Work in Local Government," by
 
George A. Sipel,
 

"PM Interviews ICMA Outstanding Management Innovators on
 
Excellence," by Thomas W. Fletcher,
 

"Taking Action to Promote Excellence, by George P. Barbour, Jr.
 

4. "Private Managers and Public Myths--Public Managers and Private
 
Myths, J.W. Driscoll, Gary Cowger, and Robert J. Egan, Sloan 
Management Review, Fall, 1979. (Section 2)
 

THURSDAY NIGHT
 

Optional
 

1. "Manage by Example," from Thriving on Chaos: Handbook for a
 
Management Revolution, by Tom Peters. Alfred A. Knopf, 1987.
 
(Section 10)
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Chapter 30, "What Makes a Manager," and Chapter 31, "The Manager and
 
his Work" from Management : Tasks, Responsibilities, Practices by
 
Peter Drucker.
 

"What Effective General Managers Really Do," 
by John P. Kotter,
 
Harvard Business Review, November-December 1982.
 

"Basic Leadership Tasks for Mission Directors," unpublished paper by
 
James R. Brady, February, 1986.
 

"Private Managers and Public Myths--Public Managers and Private Myths,
 
J.W. Driscoll, 
Gary Cowger, and Robert J. Egan, Sloan Management
 
Review, Fall, 1979.
 

"The Coming of the New Organization," by Peter Drucker. Harvard
 
Business Review, January-February, 1988.
 



BASIC LEADERSHIP TASKS FOR MISSION DIRECTORS
 

Jim Brady, PM/TO
 

1. SET INNOVATIVE AND CHALLENGING OVERALL GOALS FOR THE MISSION.
 

Develop your formal and informal action agendas. Have a
 

clear idea of what you want the Mission to ACHIEVE and
 

BECOME over the next several years. Include not only program
 

goals, but goals for increasing staff and organizational
 
is exciting enough to
capabilities. Have a vision which 


are some words that you
challenge people to excel. What 

to have host country people use to describe your
would like 


Mission and its employees?
 

ALL MISSION ELEMENTS.
2. SET CLEAR GOALS AND PRIORITIES FOR 


into specific action
Translate broader Mission goals 

(and ensure that your
objectives for each Mission unit 


subordinate managers set specific goals for each of their
 

units and employees). Use a Management by Objectives (HBO)
 

similar system which clarifies goals and linkages
or 

throughout the Mission.
 

3. COMMIT THE RESOURCES EMPLOYEES NEED TO GET THE JOB DONE.
 

Don't set goals or start programs which you cannot properly
 
resources wisely.
staff or fund. Learn how to use your staff 


so that they become
Don't overload competent employees 

with light
incompetent, while marginal employees get by 


loads. Keep an eye on both marginal and outstanding
 
and rewards accordingly;
resources
employees and mete out 


or
reward performance not personality. Reduce eliminate
 

octivities which no longer meet priority Mission needs, but
 

scarce human and other resources. (This is a
 consume 

difficult task, but an essential one if you are to have
 

enough personal energy and other resources to do a good job
 

on vital projects).
 

4. COMMUNICATE FOR CLARITY AND COMMITMENT
 

that everyone shares your understanding of
Don't assume 

Mission goals and priorities. Repeat major themes and goals
 

are understood.
until you get feedback from staff that they 


Encourage free discussion of your program and implement
 
informal
valid suggestions for changes. Establish formal and 


all groups or individuals
communications networks which link 

critical to the success of your program (e.g. Mission
 

employees, contractors, local leaders, counterparts, program
 

clients, media, other donors, Ambassador/DCM, Country Team
 
the messengers bearing bad


Members, and AID/W). Don't kill 

Practice
 news if you really want to know what is going on. 


MBWA--OManagement by Wandering Around"--on a daily basis.
 

Don't just sit in your office and hold court, get out and
 

see what's happening. Give positive feedback and praise when
 

you catch people doing things right it doesn't cost a
 

yield high returns in Improved employee
dime--but can 

morale). But, remember that the main purpose of MBWA is to
 

listen and learn, not to take over your subordinates' jobs.
 



5. ENCOURAGE TEAM WORK AND COOPERATION.
 

Structure cooperation between offices and functions through
 

the use of problem-centered task forces, project teams, etc.
 
can stimulate people, but can also
Competition between units 


if allowed to develop into conflict. It is
create problems 

your responsibility to resolve interpersonal or intergroup
 

reach the destructive stage; get all
conflicts before they 

parties concerned together to resolve differences and focus
 

on shared Mission goals. Learn how to run a decent staff
 
same.
meeting and help your subordinate managers do the 


Meetings should have a purpose, agenda, and time frame. Use
 
encourage
ceremonies, rewards, and other motivators to 


effective teamwork 	and cooperation (e.g., bonuses, trips,
 
a few kind words).
personal notes, or 


SET A GOOD EXAMPLE 	FOR OTHER MANAGERS AND STAFF
6. 


every day speaks much louder than your words. Be
What you do 

positive whenever you can; a negative leader does not
 

care about the Mission
inspire others. Show that you really 

program and every one of your employees. Keep people focused
 

on important Mission goals and progress and off of petty
 
status
problems. Don't get carried away with your personal 


and perks. Be willing to admit mistakes; any one who tries
 
to make
to innovate or solve difficult problems is going 


is your overall batting average. Set
 
errors; your concern 


coach your managers and encourage them to
aside time to 

informal
improve their leadership skills. Have regular 


of daily business (retreats)
meetings away from 	the press 

with managers and other key employees to discuss how you all
 

can work to improve:
 

(a) your service to the host country.
 

key external groups
(b) communications and relations with 

(AID/W, Embassy, host country, etc.).
 

(c) internal USAID structure, procedures, and
 

communications.
 

(d) activities to help USAID employees grow and develop
 

professionally.
 

MISSION PERFORMANCE
7. GET REGULAR AND OBJECTIVE FEEDBACK ON 


regularly
Develop information monitoring systems which will 


tell you how you are doing on all critical Mission goals
 

(program goals, host country relations, staff development,
 

financial management, vulnerability, etc.). Keep the systems
 

simple and try to incorporate data collection into each
 
someone not involved in the
Mission unit. However, get 


various programs to regularly assess the quality of the
 

information you are getting (someone who can help keep yoti
 

honest).
 



8. 	CONCENTRATE YOUR PERSONAL TIME AND ENERGIES ON CRITICAL
 
INNOVATION AND PROBLEM SOLVING
 

Learn to focus your efforts on critical activities which
 
require your presence (e.g., innovation or problem solving

activities should receive much 
more attention from you than
 
routine activities). Learn to 
delegate decisions downward as

rlose to problems as possible. Act promptly on Mission
 
performance information which indicates that you need to

revise original goals, action plans, implementing actions,

etc. Do not wait until problems develop into major crises.

Encourage staff to look ahead, anticipate problems, and take

corrective action before the Auditor gets there. Be leary
requests to 
extend support for projects or institutions 

of
 

which have achieved their purpose or which have been
overtaken by changing external conditions which reduce their
 
value. Don't stay 
in marginal programs just to maintain the

good will of AID employees, contractors, or host country

leaders. Some staff may have to 	 to
be pressed innovate and

keep ahead of changing host 
country needs and conditions.
 
Your Mission portfolio will always have a balance of old,

new, and proposed projects/programs. However, don't 
error on

the side of grabbing at proposed new projects/programs

simply to have lots of new projects with your seal on them.
 
Each should be sound and fit 
in with your general strategy

and Mission capabilities (present or anticipated).
 

9. KEEP YOUR SENSE OF PERSPECTIVE AND GOOD HUMOR
 

Above all, don't take yourself too seriously. It may take
 
many years to make significant progress on most of the
 
development problems which the Mission and the 
Host Country
 
are 	tackling, but you will be there only a short time.
Nevertheless, do what you 
can 	to help and do it cheerfully.

The most important impression you can leave behind is that
 
of a leader who showed commitment, competence, and
 
compassion.
 

10. 	PRACTICE STEWARDSHIP
 

Treat your Mission, program, and people as a trust which you

have been given to manage and improve during your stay.

Regardless of the reason why you have conclude your
to 

current assignment, leave on 
a positive note, satisfied that
 
you have tried to run a good show, develop your people, and

make a contribution to the host country's progress. Try to

leave a tidy shop for your successor (since you hope your

predecessor at the next post will 
do the same for you).
 

File: IBM-PC MM "DIRLEAD" Revised 7/24/85
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SMR Forum: 
Private Managers &Public Myths -
Public Managers &Private Myths 

James W. Driscoll 
Gary L. Cowger 
Robert J. Egan 

Cooperative efforts be- The U.S. has a mixed economy, neither pure
tween public- and capitalist nor pure socialist. Effective busi-
private-sector man- ness administration will require,agers are critical to ef- at times, 
fective businessadmin- collaborative, even cooperative efforts be-
istration. The authors tween the public and private sectors. These
have discovered, how- efforts will be more successful if they are 
ever, that managers in based on cooperative relationships between 
each sector express private-sector managers and public-sector 
strong negative stereo
types of their counter- administrators. 
parts in the other sec- Managers in each sector, however, express 
tor. Their findings also strong stereotypes of their counterparts insuggest that managers the other sector which have many negative
in both sectors are es- components. Such stereotypes need to be 
people, tackling the openly confronted if they are not to obstruct 
same tough jobs, in the cooperative efforts. The goal is not to 
same professional "prove" that someone else's stereotypes are 
manner. Thus, these wrong, but rather to give both sides a better 
stereotypes need to be understanding of their own biases, and how 
confronted openly in 
order to reduce unnec- they might be inaccurate, 
essary friction and ini-
tiate joint efforts 
wherever common An Informal Assessment 
problemscE 
tified. Ed. We recently asked several high-ranking 

managers and administrators to compare 
work in the private sector with work in the 
public sector. Their opinions differed sharp-
ly and, in fact, were mirror images of each 
other. Some of the key dimensions were de-
scribed as follows. 

Private-SectorViews of PublicManagers 

-Time Pressure:"The public-sector job is 
an 8-to-5 job, five days a week, whereas 
the private sector tends to demand a 12- to 
14-hour day with many weekends thrown 
in for good measure." 

- Responsibility: "Much different at senior 
levels, because public-sector people don't 
have to show a profit or meet a payroll. 
Public-sector managers are responsible to 
no one. The Civil Service protects all. 

Massachusetts Institute of Technology 
Massachusetts Institute of Technology 
Massachusetts Institute of Technology 

Public-sector managers can retire on the 
job." 

- Societal Demands:"Have been somewhat 

greater in the public sector, but the rela
tionship is changing." 

- Consumer Demoni.. "Wiih no ccnsum
ers, public managers face no demands." 

Public-Sector Views of PrivateManagers 

- Time Pressure: "Managers in the public 
sector are routinely expected to put in 
more than an 8-hour day, while the pri
vate sector demands it only during 
emergencies." 

-Responsibility: "Public service brings 

with it a greater demand for responsible 
action to a much broader spectrum of 
people. We must be responsible to the 
President, the Congress, the consumer,
and the private sector. The public sector is 
much more visible." 

- Societal Demands: "Far greater in the 
public sector. Government has become 
the 'cutting edge' for social change." 

-Consumer Demands: "Probably about 
equal, but for some nonprofits like hospi
tals, the crunch is coming fast. Public 

managers are required by law to respond 
to various demands, while private man
agers often have more leeway in respond
ing to demands." 

This mutual disparagement is not restrict
ed to verbal skirmishes. Our interviews re
vealed many instances where interpersonal
hostility between the sectors blocked effec
tive coordination. 

- A senior staff manager who was negotiat
ing the resolution of a major affirmative 
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Table i 	 Stries of Private-Secor and Public-Sector Man. 
aoer f 

All differences show highly significant chi-square test 
values. No difference 
Our group Their group between groups
has greater has greater or no opinion 

Private-Sector Managers 
Time pressure 38.5 6.9 54.6Responsibility 	 46.9 3.1 Se.0Soietali 4eman16.9 34.6 59.0 
Sociuet demands 16.2 46 59.2 
Consumer demands 	 45.2 5.4 49.2 

Public-Sector Managers 
Time pressure 26.0 14.0 60.0 
Responsibility 27.3 18.7 54.0 
Societal demands 51.3 10.0 38.7 
Consumer demands 22.0 23.3 54.7 

action complaint referred to "that young 
nincompoop in Washington who has 
nothing better to do all day but drag my 
chief executive officer down to her office 
every other week for a meeting where she 
has nothing to say." 

- A 	 public-sector manager in a product 
p - feltnegotiatonsnegotiations rsafetysafety agency feltageny a weree 

difficult because "nobody in business 
takes 	responsibility for their products." 

FurtherAttitude Assessment 

We surveyed our own graduates of M.I.T.'s 
Sloan School of Management to identify: 

1. The extent to which managers in the pri-
vate and public sectors have negative ste-
reotypes of each other; 

2. The accuracy of their stereotypes. 

Specifically, we wondered about the actual 
differences between the jobs of managers in 
the two sectors, about the types of people 
attracted to each sector, and about each sec-
tor's approach to basic 	problems of adminis-
trative leadership. 

Two-hundred-eighty middle and upper-

level managers (42 percent of those con
tacted) addressed these issues in a question
naire. Most (65 percent) of our sample were
randomly selected alumni of the Sloan Fel
lows Program at the Sloan School of Man
agement, a one-year course of study that

leads to a master's degree. Most Sloan Fel

lows are sponsored by the private company
 
or public agency where they work (often for
 
ten or fifteen years), 	 and where they areidentified aj potential future leaders. The
 
remaining managers in the sample were
 
graduates of other Sloan School programs,
 

graduates of the Kennedy School of Gov
ernment at Harvard University, and mem
bers of several organizations with which we
 
were currently working.
 

Managers were asked to compare public
sector jobs and private-sector jobs as to time
 
pressure, level of responsibility, societal

demands, and consumer demands. We also
 
obtained standardized psychological mea
sures of personality traits, job situations, and
 
leadership styles for the respondents. 

Results of the Survey
 
The results are clear and provocative. First,
 
answers to the questionnaire strongly sub
stantiate the informal interviews reported

earlier. Managers in each sector feel that they

have difficult jobs, and that their counter
parts in the other sector have it quite easy.
 
Table 1 describes these stereotypes.
 

The only exception to this bilateral
 
myopia is a grudging admission that some
 
demands are unique to each sector. Privatesector managers generally admitted that
 
public-sector managers face 
 more societal
 
demands. Public-sector maRagers, for their
 
part, acknowledged that private-sector man
agers 	are relatively more responsive to the 
consumer. Despite -this glimmer of recogni
tion of the difficulties faced by the other side, 
each side clearly felt that their counterparts 
have more room for improvement than they 
do. 

Our second objective was to assess the ac
curacy of these stereotypes. Results clearly 
contradict the stereotypes. On every sig

V 
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Table 2 Elements of Comparison 

Personal Descriptions' Job Descriptions' Leadership Descrip!lons6 

Ability: Definition of Problems Consideration 
Supervisory Time for Deliberation Initiating Structure 
Initiative Time until Decision Consequences 

Personality: 	 Work Patterns: 
Self-assurance 	 Talking with other people 

Decisiveness2 
Paper work4 

Masculinity-femininity 	 Reading external material 
Maturity Travelings 

Working-class affinity Other 

Motivation: 

Achievement 

Self-actualization 

eed for power 

eed for high financial reward 

Need for security 

'Based on the self-description inventory de- 3 Based on P. R. Pinto and W. W. Tornon, 6 Based on the Leadership Opinion Question
veloped for managers by E. E.Ghiselli. Explo- "The Development of a Managerial Job naire by E. A. Fleisman (Science Research As
rations in Managerial Talent (Pacific Taxonomy: A System for Describing. Classify- sociates, 1969). Used with permission.
Palisades, CA: Goodyear Publishing, 1971). ing, and Evaluating Executive Positions." 
Used with permission. Journal of Applied Psychology 61 (1976): 

410-418. Used with permission.
2 Private-sector managers describe themselves 
as more decisive. 	 4 Public-sector managers report slightly more 

paper-work time. 

5 Private-sector managers report slightly more 
traveling time, 

nificant dimension, no important differences Given the selectivity of the programs they 
were found between public- and private- attended, this result is not surprising. 
sector managers. Table 2 summarizes the There are demographic differences be
dimensions that were examined. tween public- and private-sector managers

The two groups show virtually identical in this sample. Fhe private-sector managers
personality traits, job characteristics, and de- were older, more experienced, and came 
scriptions of leadership behavior, from less urbanized areas. Such differences 

in background make the common descrip
tion of their personalities even more im-

Differences and Similarities between pressive. 
Sectors The organizational experiences of the re-
Other studies of managers have used the spondents are remarkably similar: both dealt 
same standardized psychological measures with problems that lacked definition, that 
as were used here. Managers in this study required weeks of analysis, and whose con
displayed more initiative, self-assurance, sequences were felt months in the future. In 
and motivation than other studies reported. short, both groups had high and approxi
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James W. Driscoll is mately equal levels of responsibility in their 
Assistant Professor of jobs. 
Industrial Relations at The time allocation of each group was alsotho Sloan School of
Management, T. similar. Most job time was spent in interper-

Dr. Driscoll ho:Js the sonal contact. Minor differences did emerge: 
B.A. degree from Har- public-sector managers spent slightly more 
yard College, the time on paper work; private-sector managers
M.B.A. degree from the spent slightly more time traveling. 

Harvard Business
 
School, and the Ph.D. Some major differences characterize the 
degree from the New jobs of the groups. The private-sector man-
York State School of agers supervised more people and earned 
Industrial and Labor substantially higher salaries, primarily be-
Relations, Cornell Uni- cause of the federal pay ceiling. Neverthe-
versity. His consulting
and research interests less, the two groups approached their posi-
include the manage- tions with identical leadership styles. Their 
ment of human re- level of personal concern for those reporting 
sources, labor- to them was similar to that reported in other 
management coopera- studies. However, they placed less emphasis 
tion, and office auto
mation, 	 on providing structure for subordinatus than 

has typically been reported for managers (in-
cluding executives). Both groups followed 
this leadership style - paying relatively 
more attention to personal relationships. 

The stereotypes that each group of man-
agers reported, then, cannot be explained (or 
justified) by differences in the work or per-
sonalites of the respondents. Regardless of 
how they arose, a more important concern is 
how these stereotypes can be avoided or al-
leviated. 

Gary L.Cowger is 	 Removing the Barrierof Stereotypes
Superintendent "B-C" 
Car Assembly, Olds- Since the early fifties, behavioral research 
mobile Division, Lans- has demonstrated that certain conditions fa
ing, Michigan. Mr. cilitate the creation of inaccurate negative 
Cowger holds the 
B.S.I.E. degree from stereotypes between social groups:

General Motors Insti-

tute and the S.M. de- 1. Clear membership in different groups; 

gree from the Sloan 

School of Management, 2. Differences in objectives of the groups;

M.I.T. He is a member 

of the General Motors 3. Limited direct contact between groups.

Public Speaker's Bu-

reau and is active in the 	 Relations between the public and private 
Chamber of Commerce. sectors in the U.S. economy create exactly
Mr. Cowger's special these conditions, and each group has re-
interest is developing 
new ideas for increased sponded as predicted. (It is an unusual cor-
worker involvement in porate executive, for example, who does not 
the workplace. include in his or her presentations some dis-

paraging remarks on managers in the public
 
sector.)
 

However, behavioral research also sug
gests several ways to reduce distortions be
tween groups and to facilitate productive in
terorganizational discussions.
 

Correct Inaccurate Stereotypes 

Simply opening the flow of information be
tween groups can correct some distortions.
 
For example, few studies have systemat
ically compared managers from the private
 
and public sectors. Those that have, like the
 

current study, generally report a high degree 
of similarity between the work of managers 
in both groups. These findings have not been 
widely publicized, so 	these similarities are 
not widely known. 

Emphasize Positive Contacts between 
the Sectors 
Temporary exchanges 	of managers, such as 
the White House Fellows program, help re
duce distorted opinions by providing oppor
tunities for direct experience. Educational 
programs that mix managers from both sec
tors are also being developed. However, pro
grams that focus exclusively on private- or 
public-sector managers are suspect, what
ever their other advantages, since they tend 

to perpetuate the stereotypes documented 
here. 

Since the public and private sectors have 
different objectives, more explicit guidelines 
are needed to ensure favorable interactions. 

Play to Existing Similarities 

A company that sends a 60-year-old white
 
male line manager to negotiate with a 27
year-old black female lawyer is asking for
 
trouble. Representatives from each side can
 

be selected to maximize the likelihood of 
smooth interpersonal relationships. Com
mon heritage, education, and work experi
ence facilitate such an exchange. 

Initiate Intergroup Confrontation Meetings 

Applied behavioral scientists have devel
oped an agenda for meetings between groups
that are locked in stereotyped and hostile 

\" 
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Robert J.Egan is Man- relationships. The meetings focus on the r.-
ager of Planning and lationshipDevelopment Service between the groups, rather than 
Centers at Western on any specific task. A third-party consultant 
Electric, St. Louis, Mis- carefully orchestrates communication be-
souri. Mr. Egan holds tween the groups.
the B.S. degree in man- First, each side describes its stereotypes
agement from Fordham and how they arose. Once distortions are 
University and the 
S.M. degree in man- clarified, joint subgroups can be formed to 
agement from the deal with specific substantive problems. Al-Sloan School of Man- though this basic technique is not foolproof,
agement, M.I.T. it has been used to improve coordination 

between groups within an organization and 
between separate organizations, such as a 
union and management. 

Create Superordinate Goals 
Destructive stereotypes are reduced most ef-
fectively when groups work together for a 
common objective. This prescription is not 
farfetched. Almost all conflict relationships 
include certain issues that pose common 
problems to both sides. Negative stereotypes 

Data for this article were usually keep each group from initiating ac-
gathered by Gary L. tion in areas of joint concern, 
Cowger and Robert 1.Egan Affirmative action, occupational safety
during their year as Sloan and health, productivity, and wage-price
Fellows at M.I.T. Wayne controls are issues where collaborative ap-
script,andSusaane proaches that involve business, government, 
DiGregorio helped in its and, in some instances, labor unioris have
preparation. been successfully implemniled. Govern-

ment agencies and companies could also 
work together to attack specific problems in 
most regulatory areas if both sides were will
ing. 

Summary 

If stereotypes aggravate business-govern
ment relations, then the critical question re
mains: Who will take the initiative to reduce 
the distorted beliefs that public an d 
private-sector managers have about each 
other? At present, too many members of the 
business community sally forth to do battle 
with government agencies that are, in their 
view, inept, confused, and harmful to eco
nomic growth. Such aggressive approaches 
are satisfying in the short run, but will only 
aggravate barriers between the sectors. 

Our findings suggest that public-sector 
managers are very much the same people,
tackling the same tough jobs, in the same 
professional manner, as their counterparts in
the pri,,ate secto. A more constructive, 
long-run strategy 'or business is to reduce 

unnecessary iriction between the sectors and 
initiate jrint efforts wherever common prob
lems can be identified. 
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THE COMING
 
OF THE
 

NEW ORGANIZATION
 
by PETER E DRUCKER

The typical large business 20 years hence will have fewer than
 
half the levels of management of its counterpart today,and no
 
more than a third the managers. In its structure, and in its
 
management problems and concerns, it will bear little resem

blance to the typical manufacturing compar); circa 1950, which our
 
textbooks still consider the norm. instead it is far more likely to re
semble organizations that neither the practicing manager nor the
 
management scholar pays much attention to today: the hospital,
 
the university the symphony orchestra. For like them, the typical
 
business wili be knowledge-based, an organization composed
 
largy of specialists who direct and discipline their own perfor
mance through organized feedback from colieagues, customers, and
 
headquarter. .i-orthis reason, it will be what I call an information
based organ-:ntion.
 

Businesses, especially large ones, have little choice but to become 
info-.ation-based. Demographics, for one, demands the shift. The 
center of gravity in employment is moving fast irom manual and 
clerical workers to knowledge workers who resist the command- The large business 
and-control model that business took from the military 100 years 20 years hence 
ago. Econor-ics al!o dictates change, especially the need for large ie t 
businesses to innovate and to be --ntrepreneurs. But above all, infor- iSmOre ,tO 
mation technology dem.-nds the shift. resemble a hospital

Advanced data-prucessing technology isn't necessary to create an or a symphony 
information-based organization, of course. As we shall see, the Brit
ish built just such an organization in India when "information tech- than a typicl 
nology" meant the quill pen, and barefoot runners were the manufacturing
"telecommunications" systems. But as advanced technology be- company 
comes more and more prevalent, we have to engage in analysis and 

PeterF Druckeris Marie Rankin Clarke Professorof Social Sciences and 
Management at the ClaremontGraduateSchool, which recently named 
itsmanagement centerafterhim. Widely known forhis work on manage
ment practice and thought, he is the authorof numerous articles and 
books, the most recent of which 4s The Frontiers of Management (E.R 
Dutton/Truman Talley Books, 1986). Tiuis L Mr.Drucker's twenty-fourth 
contributiontr HBR. 

HARVARD BUSINESS REVIEW Januar3'-February 1988 45 



Information 
tra1sf2or122S 

a budget excrciSe 
into an analJsis 

ofpolLCy 

diagnosis-that is, in "information"- even more intensively or risk I 
being swamped by the data we generate. 

So far most computer users still use the new technology only to do 
faster what they have always done before, crunch conventional 
numbers. But as soon as a company takes the first tentative steps 

from data to information, its decision processes, management struc
ture, and even the way its work gets done begin to be transformed. In 
fact, this is already happening, quite fast, in a number of companies 
throughout the world. 

W e can readily see the first step in this transformation pro
cess when we consider the impact of computer technol
ogy on capital-investment decisions. We have known 
for a long time that there is no one right way to analyze a 

proposed capital investment. To understand it we need at least six 
analyses: the expected rate of return; the payout period and the in

vestment's expected productive life; the discounted present value of 
all returns through the productive lifetime of the investment; the 
risk in not making the investment or deferring it; the cost and risk in 
case of failure; and finally, the opportunity cost. Every accounting 
student is taught these concepts. But befoi2 the advent of data
processing capacity the actual analyses would have taken man
years of clerical toil to complete. Now anyone with a spreadsheet 
should be able to do them in a few hours. 

The availability of this information transform. , ,hc capital
investment analysis from opinion into diagnosis, that is, into the ra
tional weighing of alternative assumptions. Then the information 
transforms the capital-investment decision from an ozpiortunistic, 
financial decision governed by the numbers into a business decision 
based on the probability of alternative strategic assumptions. So the 
decision both presupposes a business strategy and challenges that 
strategy and its assumptions. What was once a budget exercise be

comes an analysis of policy. 
The second area that is affected when a company focuses its data

processing capacity on producing information is its organization 

structure. Almost immediately, it becomes clear that both the num
can be
ber of management levels and the number of managers

sharply cut. The reason is straightforward: it turns out that whole 
layers of management neither make decisions nor lead. nstead, 

their main, if not their only; function is to serve as "relays"-human 
boosters for the faint, unfocused signals that pass for communica
tion in the traditional pre-in'ormation organization. 

One of America's largest defense contractors made this discover), 
when it asked what information its top corporate and operating 
managers needed to do their jobs. Where did it come from? What 
form was it in? How did it flow? The search for answers soon re
vealed that whole layers of management-perhaps as many as 6 out 
of a total of 14-existed only because these questions had not been 
asked before. The company had had data galore. But it had always 
used its copious data for control rather than for inbirmation. 

Information is data endowed with relevance and purpose. Con
verting data into information thus requiles knowledge. And knowl
edge, by definition, is specialized. (In fact, truly knowledgeable 
people tend toward overspecialization, whatever their field, pre
cisely because there is always so much more to know.) 
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The information-based organization requires far more specialists 
overall than the command-and-control companies we are accus
tomed to. Moreover, the specialists are found in operations, not at 
corporate headquarters. Indeed, the operating organization tends to 
become an organization of specialists of all kinds. 

Information-based organizations need central operating work 
such as legal counsel, public relations, and labor relations as much 
as ever. But the need for service staffs- that is, for people without 
operating responsibilities who only advise, counsel, or coordinate
shrinks drastically. In its central management, the information-
based organization needs few, if any,specialists. 

Because of its flatter structure, the large, information-based orga-
nization will more closely resemble the businesses of a century ago 
than today's big companies. Back then, however, all the knowledge, 
such as it was, lay with the very top people. The rest were helpers or 
hands, who mostly did the same work and did as they were told. In 
the information-based organization, the knowledge will be primar
ily at the bottom, in the minds of the specialists who do different 
work and direct themselves. So today's typical organization in 
which knowledge tends to be concentrated in service staffs, perched 
rather insecurely between top management and the operating peo
ple, will likely be labeled a phase, an attempt to infuse knowledge 
from the top rather than obtain information from below. 

Finally, a good deal of work will be done differently in the 
information-based organization. Traditional departments will serve 
as guardians of standards, as centers for training and the assignment 
of specialists; they won't be where the work gets done. That will 
happen largely in task-focused teams. 

This change is already under way in what used to be the most 
clearly defined of all departments-research. In pharmaceuticals, 
in telecommunications, in papermaking, the traditional sequence 
of research, development, manufacturing, and marketing is being 
replaced by synchrony: specialists from all these functions work 
together as a team, from the inception of research to a product's 
establishment in the market. 

How task forces will develop to tackle other business opportuni
ties and problems remains t3 be seen. I suspect, however, hat the 
need for a task force, its assignment, its composition, and its leader
ship will have to be decided on case by case. So the organization that 
will be developed will go beyond the matrix and may indeed be quite 
different from it. One thing is clear, though: it will require greater 
self-discipline and even greater emphasis on individual 
responsibility for relationships and for communications.

T o say that information technology is transforming business
enterprises is simple. What this transformation will require of 

companies and top managements is much harder to decipher. 
That is why I find it helpful to look for clues in other kinds of 

information-based organizations, such as the hospital, the sym
phony orchestra, and the British administration in India. 

A fair-sized hospital of about 400 beds will have a staff of several 
hundred physicians and 1,200 to 1,500 paramedics divided among 
some 60 medical and paramedical specialities. Each specialty has its 
own knowledge, its own training, its own languge. In each specialty, 
especially the paramedical ones like the clinical lab and physical 
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THE NEW ORGANIZATION 

therapy, there is a head person who is a working speciaist rather 

than a full -time manager. The h.ad of each specialty reports directly 

to the top, and there is little middle management. A good deal of the 

work is done in ad hoc teams as required by an individual patient's 

diagnosis and condition. 
A large symphony orchestra is even more instructive, since for 

some works there may be a few hundred musicians on stage playing 

together. According to organization theory then, there should be sev

eral group vice president conductors and perhaps a half-dozen divi

sion NP conductors. But that's not how it works. There is on))' the 

one of the musicians plays directly to
conductor-CEO-and every 
that person without an intermediary And each is a high-grade spe

cialist, indeed an artist. 
But the best example of a large and successful information-based 

organization, and one without an)' middle management at all, is the 

British civil administration in India.' 
The British ran the Indian subcontinent for 200 )ears, from the 

withoutmiddle of the eighteenth century through World War 11, 

making an) fundamental changes in organization structure or ad
had more than 

ministrative policy The Indian civil service never 

1,000 members to administer the vast and densel) populated 

subcontinent-a tin)' fraction (at most 1% of the legions of Confu

cian mandarins and palace eunuchs employed next door to adrninis

ter anot-much-more populous China. Most of the Britishers were 

was a survivor, especially in the early 
quite young; a30-year-old 
years. Most lived alone in isolated outposts with the nearest coun

aday or two of travel away, and for the first hundred yearstrman 

there was no telegraph or railroad. 

The organization structure was totally flat. Each district officer re

ported directly to the "Coo," the provincial political secretary. And 

since there were nine provinces, each political secretary had at least 

to him, man)' times what the doctrine
1O people reporting directl) 
of the span of control would allow. Nevertheless, the system worked 

remarkably well, in large part because it was designed to ensure that 

each of its members had the information he needed to do his job. 

Each month the district officer spent a whole day writing a full 

report to the political secretary in the provincial capital. He dis

cussed each of his principal tasks-there were only four, each clearly 

delineated. He put down in detail what he had expected would hap

pen with respect to each of them, what actually did happen, and why, 

if there was a discrepancy, the two differed. Then he wrote down 

what he expected would happen in the ensuing month with respect 

to each key task and what he was going to do about it, asked ques

tions about policy, and commented on long-term opportunities, 

threats, and needs. In turn, the political secretary "minuted" every 

one of those reports-that is, he wrote back a full comment. 

dJndin.especially the first vol-
I. The standard account is rhilip Woodruff, The Men WhorU) 

ume,The foundersof Modem Indio INew York: St. Mautin's,1954). How the system worked 
lovanovich, 19621, vol. 

da. by day itcharmingly told inSouing (NewYork: Harcourt Brace 


uwie one of the autobopsphy of Leonard Woolf (Varjarua Wooll's husband).
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O n the basis of these examples, what can we say about the
requirements of the information-based organization? 

And what are its management problems likely to be? 
Let's look first at the requirements. Several hundred mu

sicians and their CEO, the conductor, can play together because they 
all have the same score. It tells both flutist and timpanist what to 
play and when. And it tells the conductor what to expect from each 
and when. Similarly, all the specialists in the hospital share a com
mon mission: the care and cure of the sick. The diagnosis is their 
"score"; it dictates specific action for the X-ray lab, the dietitian, the 
physical therapist, and the rest of the medical team. 

Information-based organizations, in other words, require clear, 
simple, common objectives that translate into particular actions. At 
the same time, however, as these examples indicate, information
based organizations also need concentration on one objective or, at 
most, on a few. 

Because the "players" in an information-based organization are 
specialists, they cannot be told how to do their work. There are prob
ably few orchestra conductors who could coax even one note out of a 
French horn, let alone show the horn player how to do it. But the 
conductor can focus the horn player's skill and knowledge on the 
musicians' joint performance. And this focus is what the leaders of 
an information-based business must be able to achieve. 

Yet a business has no "score" to play by except the score it writes 
as it plays. And whereas neither a first-rate performance of a sym
phony nor a miserable one will change what the composer wrote, 
the performance of a business continually creates new and different 
scores against which its performance is assessed. So an information
based business must be structured around goals that clearly state 
management's performance expec:ations for the enterprise and for 
each part and specialist and around organized feedback that com
pares results with these performance expectations so that every 
member can exercise self-control. 

The other requirement of an information-based organization is 
that everyone take information responsibility The bassoonist in the 
orchestra does so every time she plays a note. Doctors and paramed
ics work with an elaborate system of reports and an information 
center, the nurse's station on the patient's floor. The district officer 
in India acted on this responsibility every time he filed a report. 

The key to such a system is that everyone asks: Who in this organi
zation depends on me for what information' And on whom, in turn, 
do I depend? Each person's list will always include superiors and 
subordinates. But the most important names on it will be those of 
colleagues, people with whom one's primary relationship is coordi
nation. The relationship of the internist, the surgeon, and the anes
thesiologist is one example. But the relationship of a biochemist, a 
pharmacologist, the medical director in charge of clinical testing 
and a marketing specialist in apharmaceutical company is no differ
ent. It, too, requires each party to take the fullest information 
responsibility. 

Information responsibility to others is increasingly understood, 
especially in middle-sized companies. But information responsibil
ity to oneself is still largely neglected. That is, everyone in an organi
zation should constantly be thinking through what information he 
or she needs to do the job and to make a contribution. 
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This may well be the most radical break with the way even the 
most highly computerized businesses are still being run today. 
There, people either assume the more data, the more information
which was a perfectly valid assumption yesterday when data were 
scarce, but leads to data overload and information blackout now that 
they are plentiful. Or the)' believe that information specialists know 
what data executives and professionals need in order to have infor
mation. But information specialists are tool makers. The)' can tell us 

what too] to use to hammer upholster)' nails into a chair. We need to 
decide whether we should be upholstering a chair at all. 

Executives and professional specialists need to think through 
what information is for them, what data the)' need: first, to know 
what the)' are doing; then, to be able to decide what the), should be 
doing; and finally to appraise how well the)' are doing. Until this 
happens MIS departments are likely to remain cost centers rather 
than become the result centers they could be.FV] ost large businesses have little in common with the ex

amples we have been looking at. Yet to remain com
petitive-maybe even to survive-they will have to 
convert themselves into information-based organiza

tions, and fairly quickly. The)' will have to change old habits and ac
quire new ones. And the more successful a company has been, the 
more difficult and painful this process is apt to be. It will threaten 
the jobs, status, and opportunities of a good many people in the 
organization, especially the long-serving, middle-aged people in 
middle management who tend to be the least mobile and to feel 
most secure in their work, their positions, their relationships, and 
their behavior. 

The information-based organization will also pose its own special 

management problems. I see as particularly critical: 

1.Developing rewards, recognition, and career opportunities for 
specialists. 

2. Creating unified vision in an organization of specialists. 
3. Devising the management structure for an organization oi task 

forces. 
4.Ensuring the supply preparation, and testing of top manage

ment people.
Bassoonists presumably neither want nor expect to be anything 

but hassoonists. Their career opportunities consist of moving "rom 

second bassoon to first bassoon and perhaps of moving from a 
second-rank orchestra to a better, more prestigious one. Similarly, 
many,medical technologists neither expect nor want to be anything 
but medical technologists. Their career opportunities consist of a 
fairly good chance of moving up to senior technician, and aver slim 
chance of becoming lab director. For those who make it to lab direc
tor,about I out of ever' 25 or 30 technicians, there is also the oppor
tunit' to move to a bigger, richer hospital. The district officer in 
India had practically no chance for professional growth except possi
bly to be relocated, after a three-year stint, to a ' istrict. 

Opportunities for specialists in an inforn. :".ased business 
organization should be more plentiful than the)' are in an orchestra 
or hospital, let alone in the Indian civil service. But as inthese orga
nizations, they will primarily be opportunities for advancement 
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within the specialty, and for limited advancement at that. Advance
ment into "management" will be the exception, for the simple rea
son that there will be far fewer middle-management positions to 
move into. This contrasts sharply with the traditional organization
where, except in the research lab, the main line of advancement in 
rank is out of the specialty and into general management. 

More than 30 years ago General Electric tackled this problem by
creating "parallel opportunities" for "individual professional con
tributors." Many companies have followed this example. But profes
sional specialists themselves have largely rejected it as a solution. 
To them-and to their management colleagues-the only meaning
ful opportunities are promotions into management. And the pre
vailing compensation structure in practically all businesses 
reinforces this attitude because it is heavily biased towards manage-
rial posintens and titles. 

There are no easy answers to this problem. Some help may come 
from looking at large law and consulting firms, where even the most 
senior partners tend to be specialists, and associates who will not 
make partner are outplaced fairly early on. But whatever scheme is 
eventually developed will work only if the values and compensation 
structure of business are drastically changed. 

The second challenge that management faces is giving its organi
zation of specialists a common vision, a view of the whole. 

In the Indian civil service, the district officer was expected to see 
the "whole" of his district. But to enable him to concentrate on it, 
the government services that arose one after the other in the nine
teenth century (forestry,irrigation, the archaeological survey, public
health and sanitation, roads) were organized outside the administra
tive structure, and had virtually no contact with the district officer. 
This meant that the district officer became increasingly isolated 
from the activities that often had the greatest impact on-and the 
greatest importance for-his district. In the end, only the. provincial 
government or the central government in Delhi had a view of the 
"whole," and it was an increasingly abstract one at that. 

A business simply cannot function this way. It needs a view of the 
whole and a focus on the whole to be shared among a great many of 
its professional specialists, certainly among the senior ones. And yet
it will have to accept, indeed will have to foster, the pride and profes
sionalism of its specialists-if only because, in the absence of oppor
tunities to move into middle management, their motivation must 
come from that pride and professionalism. 

One way to foster professionalism, of course, is through assign
ments to task forces. And the information-based business will use 
more and more smaller self-governing units, assigning them tasks 
tidy enough for "a good man to get his arms around," as the old 
phrase has it. But to what extent should information-based 
businesses rotate performing specialists out of tieir specialties 
and into new ones? And to what extent will top management 
have to accept as its top priority making and maintaining a com
mon vision across professional specialties? 

Heavy reliancelid task-force teams assuages one problem. But it 
aggravates anothc..,jrhe management structure of the information
based organization. Who will the business's managers be? Will they
be task-force leaders! Or will there be a two-headed monster-a spe
cialist structure, comparable, perhaps, to the way attending physi-
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cians function in ahospital, and an administrative str'acture of task

force leaders? 
The decisions we face on the role and function of the task-force 

leaders are risky and controversial. Is theirs a permanent assign

ment, analagous to th: job of the supervisory nurse in the hospital? 

Or is it a function of the task that changes as the task does? Is it an 

assignment or aposition? Does it carry any rank at all? And if it does, 

will the task-force leaders become in time what the product manag

ers have been at Procter & Gamble: the basic units of management 

and the company's field officers' Might the task-force leaders even

tually replace department heads and vice presidents? 

Signs of every one of these developments exist, but there is neither 

a clear trend nor much understanding as to what each entails. Yet 

each would give rise to a different organizational structure irom any 

we are familiar with. 
Finally, the toughest problem will probably be to ensure the sup

ply, preparation, and testing of top management people. This is, of 

course, an old and central dilemma as well as a major reason for the 

general acceptance of decentralization in largr businesses in the last 

40 years. But the existing business organiza ion has a great many 

middle-management positions that are supposed to prepare and test 

a person. As a result, there are usually a good many people to choose 

from when filling a senior management slot. With the number of 

middle-management positions sharply cut, where will the 
come from? Whatinformation-based organization's top executives 

will be their preparation? How will they have been tested? 

Decentralization into autonomous units will surely be even more 
we will even copy the Germancritical than it is now. Perhaps 

set up as separate
Gruppe in which the decentralized units are 

companies with their own top managements.The Germans use this 

model precisely because of their tradition of promoting people in 

their specialties, especially in research and engineering; if the) did 

not have available commands in near-independent subsidiaries to 

put people in, the)' would have little opportunity to train and test 

their most promising professionals. These subsidiaries are thus 

somewhat like the farm teams of a maior-lea ,ue baseball club. 

We may also iind that more and more top management iobs in big 

companies are iilled by hiring people away from smaller companies. 

This is the way that maior orchestras get their conductors-a young 

conductor earns his or her spurs in a small orchestra or opera house, 

only to be hired away by a larger one. And the heads of a good man)' 

large hospitals have had similar careers. 
Can business follow the example of the orchestra and hospital 

where top management has become a separate career? Conductors 
in conducting orand hospital administrators come out of courses 

schools of hospital administration respectively We see something of 

this sort in France, where large companies are often run by men who 

have spdnt their entire previous careers in government service. But 

in most countries this would be unacceptable to the organization 

(only France has the mystique of the grandes dcoes). Arid even in 

France, businesses, especially large ones, are becoming too demand

ing to be run by people without firsthand experience and a pruven 

success record. 
Thus the entire top management process-preparation, testing, 

succession-will become even more problematic than it already is. 
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There will be a growing need for experienced businesspeople to go
 
back to school. And business schools will surely need to work out
 
what successful professional specialists must know to prepare
 
themselves for high-level positions as business executives and busi
ness leaders.
S ince modem business enterprise first arose, after the CivilWar in the United States and the Franco-Prussian War in Eu

rope, there have been two major evolutions in the concept and 
structure of organizations. The first took place in the ten
 

years between 1895 and 1905. It distinguished management from
 
ownership and established management as work and task in its own
 
right. This happened first in Germany, when Georg Siemens, the
 
founder and head of Germany's premier bank, Deutsche Bank, saved
 
the electrical apparatus company his cousin Wemer had founded af
tcr Wemer's sons and heirs had mismanaged it into near collapse. By
 
threatening to cut off the bank's loans, he forced his cousins to turn
 
the company's management over to professionals. A little later, J.R
 
Morgan, Andrew Carnegie, and John D. Rockefeller, Sr. followed suit
 
in their massive restructurings of U.S. railroads and industries.
 

The second evolutionary change took place 20 years later. The de
velopment of what we still see as the modern corporation began

with Pierre S. du Pont's restructuring of his family company in the
 
early twenties and continued with Alfred P Sloan's redesign of Gen
eral Motors a few years later. This introduced the command-and
control organization of today,with its emphasis on decentralization,
 
central service staffs, personnel management, the whole apparatus
 
of budgets and controls, and the important distinction between pol
icy and operations. This stage culminated in the massive reorganiza
tion of General Electric in the early 1950s, an action that perfected I'Ve can identify
 
the model most big businesses around the world (including Japanese requirements

organizations) still follow.' and point to problems; 

Now we are entering a third period of change: the shift from the ane job of buproneis 
command-and-control organization, the organization of depart
ments and divisions, to the information-based organization, the still ahead. 
organization of knowledge specialists. We can perceive, though 
perhaps only dimly, what this organization will look like. We can 
identify some of its main characteristics and requirements. We can 
point to central problems of values, structuic, and behavior. But the 
job of actually building the information-based organiz: :ion is still 
ahead of us-it is the managerial challenge of the future. 

Reprint 88105 

2. AJred D.Chandler, It.has masterrullv chronicled the process in his two books Strategy and
 
Structure lCambridge: MIT Press, 19621 and The Visible Hand ICambndge: Harvard Univer
 
sity Press, 197 7)-suely the best studies of the admnistrative history of any maior ussutu.
 
lon. The process itself and it results were presented and anslyzed in two of my books: The
 
Concept of the Corporation INew York: John Day, 19461 and The Practice of Management
 
{New York: Harper Brothers, 19541.
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Man Waiting for Motivation 

TRANSFORMING LEADERSHIP 

We often argue that the excellent companies are the way they are 
because they are organized to obtain extraordinary effort from or
dinary human beings. It is hard to imagine that billion-dollar com
panies are populated with people much different from the norm for 
the population as a whole. But there is one area in which the excel-

Taken from: In Search of Excellence-Lessons from America's 
Best-Run CaTpanies, Thomas J. Peters & Robert H. Waterman 
Jr., Harper & Row, Publishers, 1982, pages 81-86.
 



82 Toward New Theory 

lent companies have been truly blessed with unusual leadership, es.
pecially in the early days of the company.

Leadership is many things. It is patiept, usually boring coalition
building. It is the purposeful seeding of cabals that one hopes will
result in the appropriate ferment in the bowels of the organization.
It is meticulously shifting the attention of the institution through
the mundane language of management systems. It is altering agen.
das so that new priorities get enough attention. It is being visible
when things are going awry, and invisible when they are working
well. It's building a loyal team at the top that speaks more or less
with one voice. It's listening carefully much of the time, frequently
speaking with encouragement, and reinforcing words with believ
able action. It's being tough when necessary, and it's the occasional 
naked use of power--or the "subtle accumulation of nuances, a
hundred things done a little better," as Henry Kissinger once put it.
Most of these actions are what the political scientist James Mac-
Gregor Burns in his book Leadership calls "transactional leader
ship." They are the necessary activities of the leader that take up 
most of his or her day.

But Burns has posited another, less frequently occurring form of
leadership, something which he calls "transforming leadership"
leadership that builds on man's need for meaning, leadership that 
creates institutional purpose. We are fairly sure that the culture of
almost every excellent company that seems now to be meeting the
needs of "irrational man," as described in this chapter, can be
traced to transforming leadership somewhere in its history. While 
the cultures of these companies seem today to be so robust that the
need for transforming leadership is not a continuing one, we doubt
such cultures ever would have developed as they did without that 
kind of leadership somewhere in the past, most often when they 
were relatively small. 

The transforming leader is concerned with minutiae, as well. But
he is concerned with a different kind of minutiae; he is concerned
with the tricks of the pedagogue, the mentor, the linguist-the 
more successfully to become the value shaper, the exemplar, the
maker of meanings. His job is much tougher than that of the trans
actional leader, for he is the true artist, the true pathfinder. After 
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all, he is both calling forth and exemplifying the urge for tianscendence that unites us all. At the same time, he exhibits almost boorish consistency over long periods of time in support of his one ortwo transcending values. No opportunity is too small, no forum too 
insignificant, no audience too junior.

Burns speaks most convincingly of the leader's need to enable hisfollowers to transcend daily affairs. He begins by faulting earlierstudents of leadership for their preoccupation with power, suggesting that such attention blinded them to the far more important taskof instilling purpose. "This absolutely central value [purpose]
been inadequately recognized 

has 
in most theories," he maintains.

"Leadership over human beings is exercised when persons with certain notives and purposes mobilize, in competition or conflict withothers, institutional, political, psychological and other resources so as to arouse, engage and satisfy the motives of followers." In essence, Burns says, "Leadership, unlike naked powe' wielding, isthus inseparable from followers' needs and goals." He thereby sets
the stage for a concise definition of transforming leadership: 
[Transforming leadership] occurs when one or more persons engagewith others in such a way that leaders and followers raise one another to higher levels of motivation and morality. Their purposes,which might have started out separate but related, in the case oftransactional leadership, become fused. Power bases arc linked notas counterweights but as mutual support for common purpose. Various names are used for such leadership: elevating, mobilizing, inspiring, exalting, uplifting, exhorting, evangelizing. The relationshipcan be moralistic, of course. But transforming leadership ultimatelybecomes moral in that it raises the level of human conduct andethical aspiration of both the leader and the led, and thus has atransforming effect on both.... Transforming leadership is dynamic leadership in the sense that the leaders throw themselves into arelationship with followers who will feel "elevated" by it and oftenbecome more active themselves, thereby creating new cadres of 

leaders. 

Burns, like others, believes that leaders are appeaiing to certain
unconscious needs: "The fundamental process is an elusive one; itis, in large part, to make conscious what lies unconscious among 
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followers." Taking Chairman Mao.Tse-tung as exemplar, he com
ments: "His true genius was in understanding the emotions of oth
ers." The business psychologist Abraham Zaleznick makes much 
the same point in contrasting leaders and managers: "Managers
prefer working with people; leaders stir emotion." The work of the 
psychologist David McClelland, notably in Power: The Inner Expe
rience, provides an experimentally based description of the process: 
[We] set out to find exactly, by experiment what kinds of thoughts
the members of an audience had when exposed to a ch'rismatic 
leader.... They were apparently strengthened and uplifted by the 
experience; they felt more powerful, rather than less powerful or 
submissive. This suggests that the traditional way of explaining
the influence of a leader on his followers has not been entirely cor
rect. He does not force them to submit and follow him by the sheer 
overwhelming magic of his personality and persuasive powers....
In fact, he is influential by strengthening and inspiriting his audi
ence.... The leader arouses confidence in his followers. The follow
ers feel better able to accomplish whatever goals he and they share. 

Picking up on one of Burns's main points, leader-followers symbi
osis, we find two attributes of that symbiosis especially striking:
believability and excitement. On the first count, believability, we 
find that our value-infused top-performing companies are led by
those who grew up with the core of the business-electric engineer
ing at HP or Maytag, mechanical engineering at Fluor or Bechtel. 
The star performers are seldom led by accountants or lawyers. On 
the second count, excitement, Howard Head, inventor and entrepre
neur, father of the Head s!'i ard the Prince tennis racket, exhorts: 
"You have to believe in the impossible." At Hewlett-Packard, top
management's explicit criterion for picking managers is their ability 
to engender excitement. 

A simple description of the process of finding excitement is pro.
vided by James Brian Quinn, who is, among other things, a long
term student of the real, sloppy process of finding and achieving
overarching strategic values and objectives. Quinn quotes a con
sumer goods chief executive officer: "We have slowly discovercd 
that our most effective goal is to be best at certain things. We now 
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-try to g.t our people to help us work out what these things should 
be, how to define best objectively, and how to become best in our 
selected spheres. You would be surprised at how motivating that 
can be." 

Warren Bennis has a good metaphor for the transforming lead
er-the leader as "social architect." But, to give credit where credit 
isdue, Bennis, Burns, and we, in our comments on the excellent 
companies, were anticipated decades ago by both Chester Barnard,
whom we'll meet again in the next chapter, and Philip Selznick,
who published in 1957 an often-overlooked thin blue volume enti
iled Leadershipand Administration, in which he says: 
The inbuilding of purpose is challengea to creativity because it
involves transforming men and groups from neutral, technical units
into participants who have a particular stamp, sensitivity, and com
mitment. This is ultimately an educational process. It has been well
said that the effective leader must know the meaning and master
the technique of the educator.... The art of the creative leader is
the art of institution building, the reworking of human and techno
logical materials to fashion an organism that embodies new and
enduring values.... To institutionalize is to infuse with value be
yond the technical requirements of the task at hand. The prizing of
social machinery beyond its technical role is largely a reflection ofthe unique way it fulfills personal or group needs. Whenever indi
viduals become attached to an organization or r way of doing
things as persons rather than as technicians, the result is a prizing
of the device for its own sake. From the standpoint of the commit
ted person, the organization is changed from an expendable tool
into a valued source of personal satisfaction.... The institutional 
leader, then, is primarilyan expert in the promotion andprotection 
of values. 

We should pause briefly here, as we exalt values, to ask what 
values? Maybe, for one, we might suggest simply "to be best" in 
any area, as James Brian Quinn says, or to "be true to our own 
aesthetic," as Walter HQving said of himself and Tiffany's. Perhaps
it's Ray Kroc of McDonald's seeing "beauty in a hamburger bun," 
or Watson's "respect for the individual" at IBM, or Dana's belief in 
"the productive people" or "Forty-eight-hour parts service any
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where in the world" at Caterpillar.. Corny? Only if we are cynical. 
Such values are transforming for the companies that live them. 

Much of our discussion has verged on the high-sounding, for ex. 
ample, the talk of creating a transforming purpose. It is high
sounding, but at the same time it is simply practical. We have ar
gued that man is quite strikingly irrational. He reas-ns by stories, 
assumes himself to be in the top 10 percent judged by any good
trait, needs to stick out and find meaning simultaneously, and so 
on. Yet management practice seldom takes these foibles and limita
tions into account. 

The excellent company managements, however, do take these 
things into -ccount-either consciously or unconsciously. The result 
is better relative performance, a higher level of contribution from 
the "average" man. More significant, both for society and for the 
companies, these institutions create environments in which people 
can blossom, dcvelop self-esteem, and otherwise be excited partici. 
pants in tht- business anti society as a whole. Meanwhile, the much 
larger group of nonexcellent performers seems to act, almost per
verscly, at odds with every variable we have described here. Losing 
instead of winning is the norm, as are negative rather than positive 
reinforcement, guidance by the rule book rather than tapestries of 
myths, constraint and control rather than soaring meaning and a
chance to sally forth, and political rather than moral leadership. 



ACT TWO SCENE TWO
 

CREATING A
5MOTIVATING 
VISION 

The soul. . never thinks without a 
picture. 

AISTOTLE 

"Creating a Motivating Vision," 
from The Transformational
Leader, by Noel Tichy and Mary Anne Devanna, John Wiley and

Son, 1986.
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Transformational leaders must not only diagnose their orga.
nizations' strengths and weaknesses and match them against
the environmental opportunities, but they must also find waysto inspire employees to meet these challenges. This vision of
the future must be formulated in such a way that it will make 
the pain of changing worth the effort. 

Dr. Martin Luther King created an enormously inspiring vision in his famous "I Have a Dream" address at the Washington
Monument. In that speech he painted a picture of a United
States that would be a better place. He talked about the little
children, white and black, playing and holding hands in therural towns in Alabama; blacks and whites working together inurban centers. That vision had a motivational pull. It created a
positive image that people could strive for. 

The challenge for transformational leaders is both to find and
create a vision of an organization that is in some way better than
the old one and to encourage others to share that dream. They
must provide people with an image of what can be and motivate
them to move ahead into the future they envision. 

Jeff Campbell told us how he developed his vision for Burger
King and shared it with his management group: 

While I was running the New York region, I was complaining tothe then chairman about a number of things. He said, "Why don'tyou put your thoughts on paper?" Well, I wrote P memo thatmust have been 10 pages long. I said, "Here's all the things Ithink are wrong and here's how I would attack them." I neverheard from him about any of it, but after I had been made presi.dent of Burger King, I said, "Hey, I've been thinking about thisfor a long time. I know what we need to do short-term," but as Ithought about what we were and where we might go, a visiontook shape. About one year into the turnaround, I was madechairman. We had a meeting of all the officers at Marco Island,Florida. I was sitting in my den thinking about where we had togo and listening to a recording of the theme from ChariotsofFireand I got an idea of making a speech about where we needed togo and punctuating it with music just to get the guys thinkingabout it. I know that sounds corny, but sometimes corny thingswork and I decided to go with my gut on this one. 
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So I talked about us becoming not only the best company in theportfolio, but the best convenience restaurant in America by1992. 1 talked about what kind of a company we would be andthe kinds ofcareers we would build for people. At the end I said,"I'm going to put on one more piece of music and I want you tothink about everything we've talked about. Don't talk to yourfriend or look at anybody else. Just sit there a second and listento the music and ask yourself if it's something you really thinkyou can do and-if you really want to do it. Then, when themusic is over, get up and I will be waiting at th,- back door to 
shake your hand." 
I was pretty nervous, but when the music ended guys in theirearly sixties-not just the younger people-started coming back.You know it was a corny thing to do but what happened wasmagic. We had a 76 percent increase in earnings. 

Campbell is an example of a transformational leader meetingan important challenge-mobilizing energy in the organiza
tion. While diagnosis prepares the leader and the organization
for change, it is the vision that launches them into action. 

Diagnosis is never enough, nor is ad hoc action a satisfactory basisfor continuity. Certainly it does Yot give meaning to the organization
norform a coherentfocus for the needs of the people in it, nor does it
provide a structure to translatethat meaninginto continuity; oforganizational behavior.The point to note, therefore, is that each of our
CEO's took charge of his organizationand took it in a new direction

Jones and Watson pushed into electronics,Wriston into contumerfinancing, McGregor into aluminum manufacturing,Hanleydownstream into proprietaryproducts, and Sulzberger into acquisi
tions. 

When we look at these CEO's who took their organizations in 
new directions, we certainly find leaders who used diagnosis to assess their new business opportunities. But these leaders and
the ones that we studied were able to effect transformations 
because they developed new frameworks for the future. This
resulted in new standards, new values, and new ways of look



124 Creating a Motivating Vision 

ing at the world and new kinds of actions. These leaders devel
oped holistic visions of the future. 

What may separate transformational from transactionalleaders is 
that transformationalleaders are more likely to be proactive than 
reactive in their thinking; more creative, novel and innovative in 
their ideas; more radicalor reactionarythan reforming or conserva
tive in ideology; and less inhibited in their search for solutions. 
Transactionalleaders may be equally brightbut theirfocus is on how 
to best keep the system runningfor which they arc responsible
reacting to problems generated by observed deviances: looking to 
modify conditionsas needed and remainingever mindful of the orga
nizationalconstraints aithinwhich they. must operate. 

It is up to all of our transformational leaders to develop these 
holistic visions of the fiuture for the organization and to stimu
late a critical mass of leaders within the organization to do the 
same. 

Jack Sparks did not arrive at the helm of Whirlpool when that 
company was in the valley of the shadow of death. But he did 
have a vision that involved transforming the way Whirlpool did 
business and in the process making it stronger in the face of 
competition. 

I set out to change the image of the corporation from a conserva
tive operation with some marketing skills to a marketing opera
tion with some manufacturing and engineering skills . . . . I 
will know when I get there because you will see more excite
ment, you will see people really trying to accomplish things. You 
will see a better operation in total and of course you will see the 
things that go along with that, like growth. In fact my goal is. 
a very sophisticated organization with a broader vision. 

One of the first things I did as CEO was take all the officers 
down to Washington for two-and-half days to meet senators, con
gressmen, bureaucrats-even take a tour of the White House, the 
Executive Building-because these guys were so out of touch 
with what was going on in the world, I was the only executive 
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officer in this corporation that was doing this kind of thing. . . Iwanted these guys to know you're in a big, grown-up world.
There's more to it than Michigan, Indiana, Illinois, and Arkansas. 
I hope to have a more sophisticated team. 

Jack Welch is a transformational leader who keeps articulat
ing and reiterating his vision. In speaking with his managers
four years after becoming CEO he told them: 

That drive to be number one or twi to be more competitive in ari ever increasing competitive world, has got to be at the forefront.
And I don't mean static competition. We asked every person who 
comes into a meeting in our place to be sure to have a session onbompetitiveness in the first 15 minutes of the meeting. Immedi
ately the bureaucracy got fired up, memos went out, let's get
those damn static strategic planning pages out again. . . who arethe five competitors? What is their share? How many employees
do they have? . . . They didn't look at the dynamics of what
these competitors will look like in 1990, what moves Would youmake if you were running those companies. How many plants
should they close? What investments should they make? What
they should do? . . . that's what competition is all about. Com
petition is about 1990, not some strategic planner's view of today.
So we desperately want to take a look at our competition in a live,vibrant, passionate way. At what the) are going to be doing to
beat the hell out of you over the next five years . . . In the end
that drive to be number one and two is still the biggest focus wemust keep in this company, and yes it is going to get tougher and
tougher and tougher and tougher. As we move down this road we 
are playing in an ever increasing competitive world .... 
You can't feel "I am at GE and therefore I am safe." GE is not
safety, your own competitive business is safety, winning in your
markets is safety. GE has no wall around it that can protect anything . . . . Candor is calling it as you see it. . . dealing with it,
getting it up on the table talking about it here with people. . . 
who can do something about it, not people who can commiserate 
with you about it .... 

We are concerned both with what the characteristics of moti
vating visions are as well as the process transformational lead
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ers use to transmit that vision to others in the organization.
Creating a vision is much more than traditional, rational business planning. It involves both right and left brains-both intuition and creativity. It is holistic in its view of the organization,
dealing with business strategies, values, inner political relationships. Thus, in order to achieve an organization driven byvision, transformational leaders need to call into play a new set 
of leadership skills. 

HOLISTIC VISIONS 

The vision is the ideal to strive for. It releases the energyneeded to motivate the organization to action. It provides anoverarching framework to guide day-to-day decisions and priorities and provides the parameters for planfiil opportunism.
A successful vision has a tension that's the result of its havingbeen created both from intuition (right-brain thinking) and logical analysis (left-brain thinking). This is not an easy task. Man

agers often resist right-brain activities.
Alex Cunningham describes the birth of the vision at GeneralMotors. It was a very intuitive and organized process that laidthe groundwork for the greatest transformation of GM since

Alfred Sloan's leadership. 

Basically it was very simple. The first key word that everybodysaid was "effectiveness"-we wanted to create a more effectiveorganization. The next one we hammered on was "responsive.ness" and that's responsiveness to the market, to the customer.So we wanted to be more effective, we wanted to be more responsive. And those two words really sum it all up. Responsive'ness was our ability to react both with product and timing to thedemands of the marketplace, effectiveness was to do things in abetter manner. Then that brought in all the things that go witheffectiveness-being able to do more with the same number of
people, and so on . 
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Transformational leaders talk about visions as an evolving
phenomenon. For example, Ed Thompson, of Schneider Trans
port, talked about the development of a vision for his company: 

We started the process with a rather structured approach. We
picked a time period out three to four years to get us out of the 
influence of the pressures of the current state. We worked to 
make statements of what we would look like at that point-reve
nue levels, number of employees, equipment types, mainte
nance and support systems, technology and operating methods, 
desired customer base, and so on. 
As we involved more people in the process the focus shifted and 
became more mature. For example, working through a lot of the 
human dimensions generated direction. We explored new ways
to align and empower people. You know in service industries 
like ours over half our people touch the customer in some way
each day. We really have some ideas on new ways to do the
human side of trucking. The vision also grew as we pushed our
selves in areas like building in an ongoing change orientation 
and viewing ourselves as innovators in asset management. We 
kind of picture that this visioning will be an organic or ongoing
part of our work. We are getting more and more of our people 
involved. 

Mike Blumenthal talks about his vision for Burroughs-six 
years after he became CEO: 

It's amazing to me as I look back on it now, because when I look 
back I realize that I went by the seat of my pants. Today il is very,
clear and tomorrow I will leave for a press conference in New 
York where we are announcing major new products. I would say
the vision has evolved. In preparation for the speech I will give
tomorrow I looked back at the speech I gave to this group back in 
the spring of 1981 and to the speeches that Paul Stern and I have
given since that time and I realize that you can see a trend. There 
is no one flash-no one moment when the vision is established. 
The vision has evolved helped along by executive retreats-we 
went to Vermont for three days, we went to upper Michigan for 
three days and we went to the Homestead for three days. 
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The recurrent theme as these transformational leaders talkedabout the development of a vision for the organization is thatunlike the vision of a founder/entrepreneur, visions in largecomplex organizations tend rarely to be one person's dream butrather the expressed commitment of a group.

Jim Renier explains it in the following terms:
 

Developing a vision in a big organization I believe is a com.pletely different process than developing a vision in a small en.trepreneurial business, because there are many possible visionsas opposed to a vision. In a large organization you must get thewhole organization to buy in. You can't just say, we're headingfor this place or that with an immediate buy in. We're apt to endinstead with a bunch of people reacting with something like"listen to that smart bastard." What you've got to do is constantlyengage in iterating what you say and what they say is possible.And over a couple of years the different visions come together. Ifyou try to jam them together on day one in art organization likethis, it will not work. 

In these cases the vision was a complex collage of what theirorganization should strive to become. It included a basic component of business strategy (namely markets, product, and services) but it also included a strong sense of how the organization should be structured and the part thpit the human resources 
would play.

A vision is motivating for two reasons. First, it provides thechallenge for which the organization and its members strive, itis the reach for excellence and the source of self-esteem for the
 
members.
 

The second purpose is to help provide a conceptual road mapor a set of blueprints for what the organization will be in thefuture. Utilizing the metaphor of erecting a building: the visionstarts with the architect's renderings-the idealized project thatinspires people to move ahead-and then specifies the particulars that will be needed to get there.
At the core of the vision is the organization's mission statement. Since the organizations we are discussing have an eco
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nomic, rather than a normative purpose, we frequently find thatthe mission is not clearly articulated. This may be the reason itis so difficult for people to develop a sense of purpose abouttheir membership in these organizations apart from their owncareer goals and economic security. It is frequently the absenceof a sense of purpose that causes organizations to fail in theirefforts to bring about needed change and to gain needed commitment from employees. The Japanese understand the. importance of developing a sense of common purpose, and much ofthe commitment they gain from their employees rcsults fromorganizational socialization processes that clearly outline howthe parties involved share responsibility for the stir%,ial of thecompany. Japanese employees are told that their job securitydepends on the economic viability of the firm and that bothmanagement and workers rtst always do their best to ensure asafe future for all. When we interviewed Jim Renier, he spokeat length about the need to involve employees in a discussion ofvalues if organization revitalization is to occur: 

Productivity had gone to hell. And we had an angry workforce.The best thing I could do was go talk to those folks and let themtake a measure of my sense of values, because what they wererebelling against was a sense of values. They were not rebellingagainst anyone in particular. Their attitude certainly said, hey,we aren't bitching about pay or benefits. They love the company,you know, the image of it. What they were basically saying is,"Something has happened to truth, trust and respect. We don't
like that."
 
The problem is that quality goes

because when you work in 

to hell when that happens, 
an environment where truth, trust,and respect are absent, you have no respect for yourself anymore.You don't feel like quality, and I contend that people who don'tfeel like quality can't produce quait,, either. Quality comesfrom people who feel like quality. I think it all comes back tothat, it really does.
 

My greatest concern 
for the United States stems from the increasing narcissism and the idea that everyone should look outfor themselves at the expense of others. I believe that until this 
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country returns to the values of truth, trust, and respect for one
another as opposed to the current paddle-your-own-canoe values 
we will be unable to solve our basic economic problems. You
know, I think this country can go into decline just as other great
nations have declined. To me this is jiot a religious issue. It :s
just plain empirical fact. You go through history and that is what 
history teaches you. 

Many American firms that have been labeled paternalistic
have basically had the same concern for their employees as was 
voiced by Renier. IBM, whose core value is "Respect for Peo
ple," developed the concept of lifetime employment during the 
Depression, and employees understood that the promise was 
part of an exchange between the worker and the company that 
could be kept only if the firm continued to prosper. Somewhere 
in the intervening decades this understanding has eroded in 
many organizations. A colleague of ours, Vlado Pucik, who was 
born in Czechoslovakia and has spent a great deal of time in 
Japan as a researcher, pointed out that in America it is more 
legitimate to display enthusiasm rooting L one's favorite 
sports team than it is to be enthusiastic about one's job. Our 
people show an eagerness to be part of the organization when 
they are hired. We can only wonder what we do to breed the 
enthusiasm out of them in the workplace. Thus a major chal
lenge for transformational leaders is to develop missions for 
their organizations that enable all stakehlders to commit them
selves to the survival of the venture. 

ELEMENTS OF THE VISION 

Vision has two fundamental elements. One is to provide a con
ceptual framework or paradigm for understanding the organiza
tion's purpose-the vision includes a roadmap. The second im
portant element is the emotional appeal: the part of the vision 
that has a motivational pull with which people can identify.

Both the cognitive, intellectual understanding and the emo
tional pull give the vision meaning. Fundamental or quantum 
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change requires shifting the basic assumptions, values, and par
adigm that the organization uses for problem-solving. This is 
true whether creating a new paradigm for world competitive
ness a la Jack Welch at General Electric, or a new vision of the 
trucking business in a deregulated environment at Schneider 
Transport, or Jeff Campbell's new image of Burger King. In all 
cases it is a basic shift, a breaking with the past that is replaced 
by a new vision. 

The notion of a holistic vision is at odds with most practices 
in organizations that utilize a static planning model rather than 
the projection of images in visions of the future. If one were to 
go randomly into the Fortune 500 companies and ask for any 
documents that capture the future of the organization, one 
would most likely be handed the strategic plan. 

Most strategic plans are kept in thick three-ring notebooks. 
The majority of them are filled with short, concise mission 
statements followed by strategic objectives, followed by hun
dreds of pages of data on market share, return on investment, 
return on assets, manufacturing, productivity, engineering fig
ures, and so on. It's not surprising that an outsider doesn't get a 
vision of the future by reading through this material. 

If,however, you randomly interview senior management and 
ask them to describe the future organization, there is often great 
variance between their own intuitive, verbal vision of the fi
hire and what's captured in the planning documents. Again, it is 
like carefully examining the blueprints of a complex building 
structure and trying to get a visual image of what the finished 
project will look like. An artist's rendering of the building !acks 
a great deal of the technical detail that is an actual part of a 
structure because attention is given to creating a model with 
the purpose of communicating the concept and the architect's 
vision. 

Why Visions Are Motivating 

People regulate much of what they do by following firly stan
dard routines. There are more complex areas, problems that 
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occur less frequently and that involve some degree of uncer.tainty, such as meeting new people, entering new organizations, dealing with a subordinate who is having a problem, orrunning into preblems with the business. In these situations,
we develop what some social psychologists refer to as scripts.

A script is a set way of dealing with different problems. Someof us have specific ways in which we enter new groups and getto know people. Others have specific scripts for dealing with peers or when faced with a new project. These behavior pat.terns become embedded in our minds and form a part of owself-image, a part of our behavioral repertoire. Over time, they
define our self-worth and self-esteem. To alter these scripts wemust go through the psychodynamics of change described byBridges-that is, go through the transitions which includeworking through the endings or disengaging from an old script.As with other transitions, there's confusion. Frequently, it iiimpossible to begin this process unless we can first write a newscript based on a new vision of the future. Without the vision,we tend to get stuck in the middle of the process of change. Theold behavior pattern, or the old script doesn't work, but no new 
one has been found. 
if
we think of making difficult life transitions ofanv kind, wemust imagine or develop a vision of what it's like to live on afterthe death of a loved one or vhat it will be like to put a lifetogether after a divorce or after having been fired. To be revital.
ized 
we need to get in touch with something that will pull usinto the future. These same basic dynamics operate in the work;setting, when we dramatically redefine global competition and 

put a whole new set of demanids on management in terms ofhow they'll manage people, resources, and their competitors.
Organizations are made up of thousands of people, each withhis or her own set of psychodynamics. Thus, at the organiza.tional level, it is important to go beyond the technical view ofthe future most often captured in strategic plans-the productmarket mix of the organization, how it's going to be organized,and so on. If people are going to visualize themselves in the 
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ture organization, they need a vision of what the political
stem will be like, who will be influencing decisions, who will 
ve power, how much power they will have, how people will 
t ahead, and how the rewards will be allocated. They willvision themselves playing out their own personal agendas in 
future political environment.
 

I!nderlining all this will be the values. What are 
the norms
ing to be like in the future? 'What values will be needed to 
ve the business strategy, what will be the style of manage
nt, how will people treat each other, what kind of people

will be selected, what values will be used as a screen for admit
ting people to the organization and permitting them to climb
the corporate ladder? Thus the vision needs to incorporate the
TPC systems of the organization.

Not all of our transformational leaders define their visions insuch holistic terms. Nevertheless, as we've seen then articulate
and refine their visions, it is clear that they provide glimpses of'tall three of these systems. Jim Renier at Honeywell started with
ie value system and clearly articulated role models. lie mobi

jbzed the workforce around a new set of values about the waygpeople were going to be treated. At the same time a great deal
W'energy went into redefining the technical strategy for Honey
well Information Systems, articulating that there would be inte-Lrtion with the rest of Honeywell and control systems. That
certain mainframe computers would depend on product devel
opments of NEC, not only Honeywell driven product develop
wents, and that people with different skills and values wereitoing to get ahead. Control systems people were coming over

jf'om that side of Honeywell to take key positions in the corn
:puter business, people with entrepreneurial flair were moving
,ahead, and bonuses were going to be allocated dtif ferently.
I When we look at Welch at General Electric, we see himStressing the need to be competitive. GE people had to achieve
&dominant position iii the industry if they wanted to stay at GE.Beyond that, he began to articulate a set of cultural values that 
were going to be important in implementing that strategyv. And 
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as his vision unfolded over the early years of his chairmanship,
it was clear that a different set of stars had begun to emerge at 
General Electric. Some of the people gaining power came from 
the inside, some from the outside. Some traditional managers 
were being moved aside. Different criteria were developed for 
distributing rewards.After three or four years, Welch's vision of 
the company he wanted General Electric to be in 1990 began to 
come into focus for maore and more people.

Finally, in his fifth year, Welch !ed the largest non-oil acqui
sition in U.S. history when he initiated the purchase of RCA. 
This move lent credence to the theory of quantum change that 
he had been espousing at General Electric since he became 
chairman. 

Frederick Hlammer at Chase laid out five strategic goals as 
the technical part of his vision, then went on to make some key 
announcements and political moves that signaled who would 
play the principal roles in the organization. He also shook up
the value system with his entrepreneurial flair and his lack of 
concern for organizational level; he sought information and 
counsel from people he felt had the knowledge and expertis- to 
evolve creative solutions to Chase's problems and opportunli
ties. Once he developed a clear sense of where he wanted retail 
banking to go at Chase, he was able to depict a vision of the 
future and to paint pictures that would motivate his subordi
nates and stimulate each one to develop his or her own vision. 

Mar), Ann Lawlor backed into her transformational leader
ship role at Drake in much the same way that Blumenthal did at 
Burroughs. She did not realize the extent of the crisis until after 
committing herself. She was motivated to persevere and to get
others to join her in turning Drake around by creating an izinage
of an organization that would do good while providing its man
agers with career opportunities they might not otherwise have. 
She developed a clear vision of what Drake would look like 
after it was accredited, the range of services, the values that it 
would pursue, and how the organization would be structured in 
terms of ownership and management power. Jeff Campbell be
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lieved that Burger King could be the preeminent convenience
food company in the world. Like Lawlor, he developed a vision 
of a very entrepreneurial culture in which power and rewards 
were shared by many.

At General Motors, Alex Cunningham, Lloyd Reuss, and Bob
Stempel created an overarching vision for General Motors' 
North American group, but they had spent a great deal of time
the first couple of years convincing others in the organization of
the need for change. Their view is that they need a critical mass 
of visionaries at the top of that 360,000 person organization,
Buick-Oldsmobile-Cadillac and Chevrolet-Pontiac-Canada. 

John Harvey-Jones, a visionary who had a great devl of fun
shaking people up and trying to shift paradigms and scripts at
ICI, reported in his interview that the management meetings
he ran were marked by frequent laughter. He sees the primary
thrust of his vision as the cultural shift needed at IC, even
though his first years were spent in technically pruning, reshap
ing, and repositioning the organization.

Lee Iacocca's great success in turning Chrysler around was
due to his ability to create a motivating vision of the new Chry
sler Corporation while simultaneously tearing 60,000 people
out of the workforce. He was able to get those who remained 
excited and signed up by helping them understand the new

business strategy, the new niches they 
were going after, the
importance of productivity and quality. He was able to negoti
ate deals with the UAW, the bankers, the government, his own 
management, his board, the dealers, and the suppliers, and
make them all see in that vision how they would get something
out of the turnaround. As he communicated this vision he also
began laying the foundation for a new culture at Chrysler. The
irony of Iacocca's success in turning Chrysler around is that it
created tremendous pressure in 1985 and 1986 for him to de
velop a new long-term strategy for the company that was not 
based on crisis. 

Across town at General Motors Corporation, Roger Smith
started out as a real sleeper. Many people saw him as a tradi
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tional financial man coming into the chairmanship. They antiipated an emphasis on control, not innovation, but he fooledthem. He acquired EDS, Hughes Electronics and the Servicing
Business of the Northwest Corporation, and The Colonial
Group C.G. of Core States Financial Corporation. He launched
the most significant reorganization of General Motors since thedays of Alfred Sloan and oversaw the launching of the Saturnorganization. Smith has created a vision of a high-tech, some.what diversified automobile company. At the same time he sentsignals about the new political structure, the new vision forwho's going to get ahead at General Motors. ie started a major
cultural change to get the bureaucracy out ()f the company andto stimulate more entrepreneurial behavior and participation.

John Akers at IBM is the transformational leader for the nextdecade. Soon after he became CEO, he announced his goal totransform IBM into a $185 billion company driven by software
and systems rather than hardware. This transformation will require major reorientation and reprogramming. Individuals willbe asked to write new scripts. The dilemma will be that the company is so successful and so profitable that the urgency for
change will be difficult to create.
 

Urgency was not a 
problem for Ed Thompson ai Schneider
Transport. Deregulation forced Schneider to create a new pars--digm for what business they were in so they could dramatically !reprogram the way that that business was carried out. Through .a participatory. process, this vision was developed and shared ' 
throughout the organization.

What's common in all these cases is that the leaders kept!working at a holistic vision. None of them had a vision of an
ideal organization appear to'them in a dream, but all of themknew the importance of being able to visualize the organizationin the future. All of them shared that vision with the organiza.
tion and continued to articulate, develop, and elaborate on it.

Michael Blumenthal described the process of developing a
vision at Burroughs. 
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1 tend. to gather six or eight people around me and we talk about 
everything, we're very open. I'm very open and I listen to them, 
and I travel around and talk to a lot of people, and then eventu
ally I try to enunciate what it is that we have learned and I 
suggest that this is what we are going to do. And then people 
react to it and at the end I say, okay. 

We develop a set of priorities which involve first of all strength
ening the product line, closing the holes, and managing the 
company in at least rudimentarily intelligent fashion, with 
some numbers, some forecasts, introducing variance analysis, 
getting some kind of financial measurement, assignitig responsi
bility for decision-making farther down the organization. Begin
ning to talk to people about what it means to take responsibility, 
what it means to match authority with responsibilit., and how to 
find the right balance in taking individual responsibility and yet 
being a member of a team . . .. The) agree that that's really 
what we ought to do. 

THE PROCESS OF VISIONING 

The architectural metaphor provides an easy way to think about 
the transformational leader's jol. The great architect is much 
more than a technician. There is a strong element of creativity 
involved. Yet the creativity goes far beyond the production of 
something aesthetically pleasing. Buildings are created to serve 
some social purpose. Architects evaluate one another's work 
not only in terms of its creativity but also to the extent that form 
serves function. 

Simill'rly, the translormational leader who creates a new or
ganization can and should be evaluated not oily in terms of the 
ability to bring a dollar to the bottom lin(- but also in ternis of 
the social purposes for which all organizations exist. Transfor
mational leaders who build organizations to serve all the stake
holders achieve excellence. 

These creative endeavors require thought processes that are 
in many cases the antithesis of most management training and 



138 Crealing a Motivating Vision 

practice. Even though there is still some controversy over the 
scientific adequacy of describing left-brain and right-brain 
thinking, we will use this categorization as a shorthand for two 
kinds of thought processes-the left brain being the linear, ana
lytic, systematic, conscious thought processes and the right 
brain representing the creative, intuitive, instinctive thought 
processes. It is in the right brain that fantasy and dreaming take 
place. Vision implies the ability to picture some future state and 
to be able to describe the state to others so that they begin to 
share the dream. 

Managers are not encouraged to fantasize and visualize. As a 
matter of fact, the environment they operate in discourages 
these activities. They are encouraged to use analytical financial, 
marketing, and production skills-those supported only by left
brain activities. Even the strategic planning process in most 
organizations is a linear, left-brain ac-tivity that does not lead to 
a vision of a future state but rather results in an extrapolation of 
current market share, return on investment, or production fig
ures several years into the future. It is as if there was no differ
ence between an organization of x size and an organization of 
x + y size or x - y size. 

Clearly the picture painted by Michael Blumenthal of what 
transpired at Burroughs as it grew in the 1970s shows the prob
lem with this linear type of extrapolation. It is as if the architect 
had no oveiall sense of the building he or she was trying to 
create and felt that adding a room or several rooms without 
rethinking the whole would not pervert the artistic intention. It 
is interesting to note that none of our transformational leaders 
credited the formal strategic planning process as the source of 
their vision. For Jack Sparks, who introduced the concept of 
strategic planning to Whirlpool, the vision came after years of 
mulling over the kind of organization that Whirlpool could be, 
and after his constant interaction with people in other organiza
tions and academics. The vision was his; and the strategic plan
ning process became the vehicle for implementing that vision, 
not its source. 
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The challenge for the transformational leader is to be able to 
tap the right-brain vision and then be able to systematically
develop blueprints until the TPC matrix is fully articulated in 
terms of the desired state. In this way, change can be imple
mented. 

GUIDELINES FOR RIGHT-BRAIN VISIONING 

All of us have engaged in soeic ty.pe of right-brain activity in 
our lives, but there are no simple ways to teach it. Children 
clearly demonstrate the ability the)' turnas block; into sky
scrapers, forts, houses, and other edifices. Teenagers spend
countless hours imagining suave exchanges of conversation 
with members of the opposite sex, or picturing that perfect ath
letic performance and being carried off the field on teammates' 
shoulders. Orators and authors frequently paint v'ivid pictures
that continue to move us as adults. One of the basic problems
that we encounter in organizations is that it is culturally illegiti
mate to fantasize and dream about the future. If the idea cannot 
be presented in great rational detail it is dismissed as a half

!baked scheme. Yet we have seen that transformational leadersbegin journeys on roads that are not always clearly marked. 
Creativity cannot flourish in a highly critical and defensive en
vironment. Levinson and Rosenthal described the process by
which the leaders they interviewed created the climate for vi
sioning by permitting employees to take risks: 
The leader provides permission to risk, therebyi encouraging auton
om 
by offering support and collective decision-making efforts, arid 
the encouragementandresources to SUpport that 1enr ission. If orga
nizationsare to satisfy human purpose, then the leader miust not only€
have a cause but must also create a structure that hoth supports thedevelopment of the bond to the corporationand beconmes an instru
ment for its continuity. Even promises of lifetime einploinienthave 
no mehning ifa business does not remain in business ....They puttheir money where their mouths were. The risks they took were not 
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foolhardy: the men were not gamblers. The risks were based on careful thought, but ultimately choices had to be made that were beyonddemonstrable logic. The leaders fell back on intuition-"my viscera" 
as Watts put it. All of them could have been wrong. 

And, of course, some of them inevitably were wrong some of 
the time. 

How to Foster Right-Brain Visions 

We start with the premise that all people can create visions,
although some people may have the skill developed to a greater
extent than others. The transformational leader's challenge is to
unleash as much potential for visioning as possible for peoplein the organization. A couple of techniques we have used suc
cessfull, in organizational settings are described, including the
following case described by Professor Russell Ackoff of theWharton School, who theled Clark Equipment Company
through a visioning process that demonstrates the power of nor.
mative, right-brain planning. Ackoff explains: 

On Wednesday. January 28th, 1985 the Clark Equipment Corpora.tion and AB Volvo of Sweden announced their intentions to form ajoint venture in which they would merge their Clark Michigan andVolvo BM divisions. This will create one of the largest construction
and mining equipment corporations in the world. The story behindthis announcement merits a book. A brief commentary can hardly &I
it justice. But it is worth a try. 

In 1983, Clark Michigan, which had not performed well during therecession, initiated a major effort to plan itself out of iv mess. Itbegan by formu'lating that mess: the future that it would Jace if itcontinued its then current practices and policies, and if its environment did not change in any unexpected ways. The future that wajrevealed by this analysis spelled doom for the division. In the time
available to it, it could neither generate nor acquire the resources

required to redirect its future. 
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Rather than give up in despair,Clark Michigan's management
Oen prepared an unconstrained design of an ideal competitor to the 
Ovo giants that dominate the industry, Caterpillar and Komatsu. 

Next, again without constraints, Clark Michigan's management
considered which companies in its industry, together with itself,
would most closely approximate the ideal company it had designed.
Three organizations were identified. These, together with Clark
Michigan, resided in four different countries on threv different conti
sents. 

Armed with this concept and design, Clark first approached
Daimler-Benz, which owned the Euclid Truck Comnpany, and in al
most record time arranged to acquire that company. Clark had al
ready begun discussing ajoint venture with Volvo BM, the construe-
Mon equipment division of Volvo AB. Volvo displayed interest in the 
concept but naturally hada number of concerns. Clark ther proposed
that a team be formed to address these concerns by preparing a de
tailed design of the proposedjoint venture, and evaluate its financial 
prospects. 

Volvo agreed. The ten-man team that was formed consisted of the 
general managers of Clark Michigan and Volvo BAf, their production,
marketing, financial and engineering managers. This team began by
producing a more detailed design of an idealjoint venture than Clark 
Michigan had prepared. Then it prepared as close afeasible approxi
mation to this design as it could. The requisite financial analyses 
were carried out. They revealed significant financial advantages to 
both parent companies. 

The joint design team presented its findingv to the executives and
boards of the two parent companies in the fall of 1984. They ap
proved the design and made the commitment to it at the end of 1984. 

In addition to producing an exciting design that elicited confi
dence in it, the designers welded themselves into a homogeneous
management team that had overcome all the major cultural differ
ences that initially separated the two parties. By working closely
logetherfor six months, they even reached agreement on who should 
occupy each executive position in the new company. 
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Through this cooperativedesign process the team anticipated and 
dealt with almost every problem that can arise in a joint venture. 
This enabledthe two parentcorporationsto make theircommitments 
with a degree of confidence that seldom characterizesinitiationof . 
joint venture. 

What happened at Clark Michigan would be absolutely im
possible with normal planning. But starting with a vision of 
where you ideally would like to be, it works. There is one 
reaction to the vision once it is formulated and it is the heart of 
this whole thing. It happens in every organization. When the 
vision actually is brought into being, they say: "My God, we can 
have most of what we really want." And that is a recognition of a 
fact that is not normally believed, namely, the principal ob
struction of where you are and where you would like to be is 
you. When we plan it is always focused on external obstructions 
that are keeping you from achieving: competition, government, 
manager and so on. We are our own principal obstructions to 
what we want. By visioning the ideal, you find you can get most 
of it. It becomes like the holy grail of the Crusades and moti
vates people to overcome themselv,,s. 

Creating a Vision of the Future 

People can be encouraged to project themselves into some fu
ture time period by asking them to write an article to appear in 
their favorite business publication describing the organization 
five years from now and the role they played in the transforma. 
tion of the organization. They are asked not to talk about the 
changes and their accomplishments in a rational linear format 
but rather to use a journalistic style in describing how the pro
jected organization differs from its present state. Since journa
lists engage oui interest by using words to paint graphic pic
tures, the exercise forces executives to abandon the terse 
outline with bullets backed by data that they favor when they 
make presentations to their peers and superiors. While some 
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people resist trying this activity, it is useful to ask that they do 
what all writers ask us to do when we begin to read a story
willingly suspend our disbelief. Criticism is to be reserved for 
the finished product, not for the process. Once involved most 
people find the activity enjoyable, for it makes legitimate an 
activity that we find pleasurable-daydreaning. 

ldentifying the Themes 

Once the article is completed, the individual is asked to iden
ify both the personal and organizational themes in the article. 

It is useful to be able to discuss the article with someone who 
can be used as a sounding board. 

Creating a Common Vision 

In large organizations this activity can serve as a springboard
for reaching a consensus about the organization's future. Strate
gic plans frequently focus people's attention on quantitative 
projections, and that can lead to arguments about their accu
racy. Lost in the shuffle is a discussion of whether the basic 
thrust underlying the numbers is the correct direction for the 

.organization to take. This exercise tends to focus attention on 
the overall direction of the company-what would it look like if 
the plans were to succeed? The leader can gain valuable infor
mation from such an exchange about the degree of consensus

ithat exists among key decision makers in the company. The 
result can be a vision that most of the team shares, or it may
result in a less democratic decision, which the CEO under
stands he or she must sell to the team. 

Creating a Mission Statement from a Vision 

A vision contains an implicit mission stat ment, for embedded 
in every vision is a sense of what kind of a company we want to 
be at some point in the future. When Jack Sparks spoke of a 



144 Creating a Motivating Vision 

more sophisticated, aware management team at Whirlpool, he 
could begin to identify the values such a company would es
pouse. Blumenthal was explicit about the things that the "new 
Burroughs" would and would not do. The themes that comprise 
a mission statement were embedded in their visions. 

Developing a Leadership Agenda 

Once the vision has been created and the mission statement has 
been articulated, a transformational leader must develop an 
agenda. This agenda will contain a set of priorities that are 
necessary if the dream is to come true. If the vision and mission 
statement have been developed as part of a team exercise, each 
member of the team can work up a personal agenda setting 
priorities for himself or herself. 

The major benefit derived from this exercise is that it pro
vides a culturally acceptable way for many' people to tap into 
their right-brain thinking. While the cultures that support peo
ple engaged in artistic endeavors permit a greater deviation 
from rational norms than we find in cultures geared to business 
organizations, the use of a business media fLatasy is one to 
which most executives can relate. As a matter of fact there is a 
videotape of Jack Welch filmed at the Harvard Business School 
soon after he became chairman of General Electric, in which he 
ends by telling the audience what he would like Fortune or 
BusinessWeek to write about him in 1990. 

Another technique is that used with the senior management 
team at Detroit Diesel Allison, where the top management 
team was attempting to develop a vision of the organization in 
the future. In preparation for a two-day workshop, each of the 
ten senior executives was asked to picture his or her ideal orga
nization three years into the future. They approached the activ
ity in a left-brain way. Each drew an organization chart, specify
ing some of the characteristics of the roles, and how things
would be carried out. Essentially, they developed a set of blue. 
prints. WVhen they arrived at the workshop, they were asked to 
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engage in an exercise that opened them up to right-brain visioning activities. They were put in pairs, with half of them assigned to the role of reporter for The Wall Street Journal,writing a story about Detroit Diesel Allison three years into thefature. The other half of the group was to fantasize what they,would say to that reporter. The results of this exercise weresimilar to those obtained when executives are asked to writescenarios. After the "interviews" were presented to the group,organizational and leadership themes were ext, acted and abridge was made to a fairly disciplined left-brain planning ac
tivitv. 

THE LEFT BRAIN: TPC BLUEPRINTS 

If the right brain is responsible for the vision, which we havecompared to the architect's building model, the left brain isanalogous to the architect's blueprint. The blueprint must contain a detailed set of specifications so that the building we erectis structurally sound. The TPC matrix provides a frame for theblueprints. As the leadership articulates a vision, it can begin todevelop the specifications that must be met by that future organization. The leaders can be asked to develop a qualitativestatement of what \will exist and to list whatever quantitativemeasures are appropriately associated with the qualitativestatement. For example, in the mission and strategy area, theproduct market matrix can be created for the organization alongwith return on asset figures, market share, and so on. In themission/strategy/political area, a map of the key power figures,whose cooperation is needed to successfil]%run the business,can be created. In this arena the organizational processes fordealing with coalitional differences about the appropriate strategy for the organization should be addressed. The future valuesof the organization in the mission/strategy/culturalarea shouldbe articulated as the final part ofa discussion abuut the mission/strategy processes in the organization. 
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The goal of this activity is to have a set of working drawings 
that will lead to a set of transition plans. The architect must now 
devise a construction plan that will enable him or her to create 
the right-brain vision and the blueprints. 

WITHOUT VISION, NO REVITALIZATION 

One message should be clear in this chapter: leaders are re
sponsible for the creation of a vision, and the vision provides 
the basic energy source for moving the organization toward the 
future. The vision is conceptually complex because it mirrors 
the organization. Staying with our architectural metaphor, we 
can talk about the difference between designing a building to 
fit a specific site and renovating an existing structure. Both are 
creative endeavors, but the design of a new structure is clearly 
the easier task because it is frequently more difficult to imagine
what can be when confronted with what is. We are limited and 
constrained by the current structure, and it is often harder to 
visualize how it can differ in both function and form. 

The difficulty comes from the inability of' the architect to 
assess the total structural soundness of the building before 
work begins. Just as Jim Renier talked about the fact that deep
seated organizational problems often exist before the numbers 
go down, so the architect of a renovation project is frequently
forced to guess about the condition of the wiring, plumbing, 
and support structure until the walls are torn out. The renova
tion is also complicated by the fact that the existing tenants may
have to live in the' building while it is being renovated. The 
inconvenience frequently results in second thoughts about the 
wisdom of the decision to rebuild the structure. 

Our transformational leaders are closer to the architect deal
ing with the problems of renovation than they are to the archi
tect dealing with the problem of creating a new structure. It is 
the entrepreneurs who designed and built new organizations in 
places like Silicon Valley and Route 128 and who have been 
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responsible for most of*the growth in jobs in the United Statesin the last decade. The honeymoon in these growth industries,
however, may be over. In February 1985, John Young, president of Hewlett-Packard, presented a report to the White Housedocumenting America's grow;,g competitive vuhlcrability toforeign competition. And many highly respected companies,
such as Texas Instruments, Apple Computers, and Intel, findthemselves contracting rather than growing. The Young reportfocused on problems in a number of areas that included theadversarial nature of thc relationship between workers andmanagement; the declining percentage of GNP devoted to theresearch and development needed to create jobs in the civiliansector of the economy; the seeming inability of U.S. companiesto master modern manufacturing techniques, a problem undoubtedly exacerbated by the high cost of capital here relativeto other countries; the fact that ailtitrust legislation in this country places pres- ire on those companies in a position to competewith the integrated Japanese and Korean companies; and theneed to address the deficiencies in America's trade policies visA-vis the current world competitive situation.
These companies thus join much of smokestack America infacing the need to find new ways of coping with an environment that is increasingly hostile, Competition means constantadaptation, and the truth is that all companies will have to belean if they are to survive in the competitive arena. Every jobthat we ship overseas so thae an organization can survive placesadditional strain on the fihbric of our society. \Ve cannot afford toabandon any of our industries. We nmust find the will and theresources to transform the losers into winners again. This is thechallenge faced by traisformational leaders. 
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Man Waiting for Motivation 

TRANSFORMING LEADERSHIP 

We often argue that the excellent companies are the way they are 
because they are organized to obtain extraordinary effort from or
dinary human beings. It is hard to imagine that billion-dollar com
panies are populated with people much different from the norm for 
the population as a whole. But there is one area in which the excel-

Taken from: In Search of Excellence-Lessons from America's 
Best-Run Companies, Thomas J. Peters & Robert H. Waterman
 
Jr., Harper & Row, Publishers, 1982, pages 81-86.
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lent companies have been truly blessed with unusual leadership, es
pecially in the early days of the company.

Leadership is many things. It is patient, usually boring coalition 
building. It is the purposeful seeding of cabals that one hopes will
result in the appropriate ferment in the bowels of the organization.
It is meticulously shifting the attention of the institution through
the mundane language of management systems. It is altering agen
das so that new priorities get enough attention. It is being visible
when things are going awry, and invisible when they are working
well. It's building a loyal team at the top that speaks more or less
with one voice. It's listening carefully much of the time, frequently
speaking with encouragement, and reinforcing words with believ
able action. It's being tough when necessary, and it's the occasional 
naked use of power---or the "subtle accumulation of nuances, a
hundred things done a little better," as Henry Kissinger once put it.
Most of these actions are what the political scientist James Mac-
Gregor Burns in his book Leadership calls "transactional leader
ship." They are the necessary activities of the leader that take up 
most of his or her day. 

But Burns has posited another, less frequently occurring form of
leadership, something which he calls "transforming leadership"
leadership that builds on man's need for meaning, leadership that 
creates institutional purpose. We are fairly sure that the culture of
almost every excellent company that seems now to be meeting the
needs of "irrational man," as described in this chapter, car, be 
traced to transforming leadership somewhere in its history. While 
the cultures of these companies seem today to be so robust that the
need for transforming leadership is not a continuing one, we doubt
such cultures ever would have developed as they did without that
kind of leadership somewhere in the past, most often when they 
were relatively small. 

The transforming leader is concerned with minutiae, as well. But
he is concerned with a different kind of minutiae; he is concerned
with the tricks of the pedagogue, the mentor, the linguist-the 
more successfully to become the value shaper, the exemplar, the
maker of meanings. His job is much tougher than that of the trans.
actional leader, for he is the true artist, the true pathfinder. After 
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all, he is both calling forth and exemplifying the urge for transcen
dence that unites us all. At the same time, he exhibits almost boor
ish consistency over long periods of time in support of his one or 
two transcending values. No opportunity is too small, no forum too 
insignificant, no audience too junior.

Burns speaks most convincingly of the leader's need to enable his
followers to transcend daily affairs. He begins by faulting earlier 
students of leadership for their preoccupation with power, suggest
ing that such attention blinded them to the far more important task 
of instilling purpose. "This absolutely central value [purpose] has 
been inadequately recognized in most theories," he maintains. 
"Leadership over human beings is exercised when persons with cer
tain motives and purposes mobilize, in competition or conflict with
others, institutional, political, psychological a-d other resources so 
as to arouse, engage and satisfy the motives of followers." In es
sence, Eurns says, "Leadership, unlike naked power wielding, is 
thus inseparable from followers' needs and goals." He thereby sets 
the stage for a concise definition of transforming leadership: 
[Transforming leadership] occurs when one or more persons engage
with others in such a way that leaders and followers raise one an
other to higher levels of motivation and morality. Their purposes,
which might have started out separate but related, in the case of
transactional leadership, become fused. Power bases are linked not as counterweights but as mutual support for common purpose. Var
ious names are used for such leadership: elevating, mobilizing, inspiring, exalting, uplifting, exhorting, evangelizing. The relationship 
can be moralistic, of course. But transforming leadership ultimately
becomes moral in that it raises the level of human conduct and
ethical aspiration of both the leader and the led, and thus has a
transforming effect on both.... Transforming leadership is dynam
icleadership 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. 

Burns, like others, believes that leaders are appealing to certain 
unconscious needs: "The fundamental process is an elusive one; it 
is,in large part, to make conscious what lies unconscious among 
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followers." Taking Chairman Mao Tse-tung as exemplar, he com
ments: "His true genius was in understanding the emotions of oth
ers." The business psychologist Abraham Zaleznick makes much 
the same point in contrasting leaders and managers: "Managers
prefer working with people; leaders stir emotion." The work of the 
psychologist David McClelland, notably in Power.- The Inner Expe
rience, provides an experimentally based description of the process: 
[We] set out to find exactly, by experiment what kinds of thoughts 
the members of an audience had when exposed to a charismatic 
leader.... They were apparently strengthened and uplifted by the 
experience; they felt more powerful, rather than less powerful or 
submissive. This suggests that the traditional way of explaining 
the influence of a leader on his followers has not been entirely cor
rect. He does not force them to submit and follow him by the sheer 
overwhelming magic of his personality and persuasive powers....
In fact, he is influential by strengthening and inspiriting his audi
ence .... The leader arouses confidence in his followers. The follow
ers feel better able to accomplish whatever goals he and they share. 

Picking up on one of Burns's main points, leader-followers symbi
osis, we find two attributes of that symbiosis especially striking: 
believability and excitement. On the first count, believability, we 
find that our value-infused top-performing companies are led by
those who grew up with the core of the business-electric engineer. 
ing at HP or Maytag, mechanical engineering at Fluor or Bechtel. 
The star performers are seldom led by accountants or lawyers. On 
the second count, excitement, Howard Head, inventor and entrepre
neur, father of the Head ski and the Prince tennis racket, exhorts: 
"You have to believe in the impossible." At Hewlett-Packard, top 
management's explicit criterion for picking managers is their ability 
to engender excitement. 

A simple description of' the process of finding excitement is pro.
vided by James Brian Quinn, who is, among other things, a long
term student of the real, sloppy process of finding and achieving 
overarching strategic values and objectives. Quinn quotes a con
sumer goods chief executive officer: "We have slowly discovered 
that our most effective goal is to be best at certain things. We now 
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try to get our people to help us work jut what these things should 
be, how to define best objectively, and how to become best in our 
selected spheres. You would be surprised at how motivating that 
can be." 

Warren Bennis has a good metaphor for the transforming lead
er-the leader as "social architect." But, to give credit where credit 
is due, Bennis, Burns, and we, in our comments on the excellent 
companies, were anticipated decades ago by both Chester Barnard, 
whom we'll meet again in the next chapter, and Philip Selznick, 
who published in 1957 an often-overlooked thin blue volume enti
tled Leadership and Administration,in which he says: 

The inbuilding of purpose is a challenge to creativity because it 
involves transforming men and groups from neutral, technical units 
into participants who havo a particular stamp, sensitivity, and com
mitment. This is ultimately an educational process. It has been well 
said that the effective leader must know the meaning and master 
the technique of the educator.... The art of the creative leader is 
the art of institution building, the reworking of human and techno
logical materials to fashion an organism that embodies new and 
enduring values.... To institutionalize is to infuse with value be
yond the technical requirements of the task at hand. The prizing of 
social machinery beyond its technical role is largely a reflection of 
the unique way it fulfills personal or group needs. Whenever indi
viduals become attached to an organization or a way of doing 
things as persons rather than as technicians, the result is a prizing
of the device for its own sake. From the standpoint of the commit
ted person, the organization is changed from an expendable tool 
into a valued source of personal satisfaction.... The institutional 
leader, then, is primarilyan expert in the promotion andprotection 
of values. 

We should pause briefly here, as we exalt values, to ask what 
values? Maybe, for one, we might suggest simply "to be best" in 
any area, as James Brian Quinn says, or to "be true to our own 
aesthetic," as Walter Hoving said of himself and Tiffany's. Perhaps 
it's Ray Kroc of McDonald's seeing "beauty in a hamburger bun," 
or Watson's "respect for the individual" at IBM, or Dana's belief in 
"the productive people" or "Forty-eight-hour parts service any
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where in the world" at Caterpillar. Corny? Only if we are cynical. 
Such values are transforming for the companies that live them. 

Much of our discussion has verged on the high-sounding, for ex
ample, the talk of creating a transforming purpose. It is high. 
sounding, but at the same time it is simply practical. We have ar
gued that man is quite strikingly irrational. He reasons by stories, 
assumes himself to be in the top 10 percent judged by any good 
trait, needs to stick out and find meaning simultaneously, and so 
on. Yet management practice seldom takes these foibles and limita
tions into account. 

The excellent company managements, however, do take these 
things into account-either consciously or unconsciously. The result 
is better relative performance, a higher level of contribution from 
the "average" man. More significant, both for society and for the 
companies, these institutions create environments in which people 
can blossom, develop self-esteem, and otherwise be excited partici
pants in the business and society as a whole. Meanwhile, the much 
larger group of nonexcellent performers seems to act, almost per
versely, at odds with every variable we have described here. Losing 
instead of winning is the norm, as are negative rather than positive 
reinforcement, guidance by the rule book rather than tapestries of 
myths, constraint and control rather than soaring meaning and a 
chance to sally forth, and political rather than moral leadership. 
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STRATEGY I: ATTENTION
 
THROUGH VISION
 

Both Mr. Durant and Mr. Ford had unusual 
vision, courage, daring, imagination, and 
foresight. Both gambled everything on the 
future of the automobile at a time when 
fewer were made in a year than are now 
made in a couple of days .... Both created 
great and lasting institutions. 

Alfred P. Sloan, Jr. 

I have a dream. Martin Luther King, Jr. 

When William Paley took over at CBS in 1928, at 
the age of 27, it had no stations of its own, was 
losing money, and was insignificant in an industry 
completely dominated by NBC. Within ten years, 
CBS had 114 stations and was earning $27.7 mil
lion. More than forty years later, with Paley still 
at the helm, CBS was a dominant force in the 
broadcasting industry. As David Halberstam has 
described Paley's ability: 
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The critical years were the early ones. What he
 

had from the start was a sense of vision, a sense
 

of what might be. It was as if he could sit in New
 

York in his tiny office with his almost bankrupt
 

company and see not just his own desk, or the row
 

of potential advertisers outside along Madison Av

enue, but millions of the American people out in
 

so many of them out there, almost
the hinterlands, 

alone, many of them in homes as yet unconnected
 

to electricity, people alone with almost no form of 

other 	than radio. It was his sense,entertainment 
his confidence that he could reach them, that he 

had something for them, that made him different. 

He could envision the audience at a time when 

there was in fact no audience. He not only had the 

vision, he knew how to harness it, he could see 

that the larger the audience, the greater the benefit 

to the network, because it would mean that many 

would want to participate....more advertisers 
The larger the audience, the more time he could 

that goal, he had something tosell. To achieve 
offer-indeed to give away-by making his pro

grams available to affiliate stations.' 

Over 	and over again, the leaders we spoke to 

that they did the same things when theytold us 
took charge of their organizations -they paid at

on, they determinedtention to what was going 

what part of the events at hand would be important 
newfor the future of the organization, they set a 

direction, and they concentrated the attention of 

everyone in the organization on it. We soon found 

88
 



STRATEGY I: ATTENTION THROUGH VISION
 

that this was a universal principle of leadership, 
as true for orchestra conductors, army generals, 
football coaches, and school superintendents as for 

corporate leaders. But if it all seems too easy, there 

is a catch. How do leaders know what is important 
for the future of their organizations, and how do 
they choose the new directions? That is what we 
must examine; but first we need to discuss why 
we think the principle works and why it is so 
fundamental to effective leadership. 

VISION AND ORGANIZATIONS 

To choose a direction, a leader must first have 

developed a mental image of a possible and desir

able future state of the organization. This image, 
which we call a vision, may be as vague as a dream 

or as precise as a goal or mission statement. The 

critical point is that a vision articulates a view of 

a realistic, credible, attractive future for the orga

nization, a condition that is better in some impor

tant ways than what now exists. 
A vision is a target that beckons. When John 

Kennedy set a goal of putting a man on the moon 

by 1970 or Sanford Weill aimed to make American 
Express the world's leading investment banking 

company in five years, they were focusing attention 

on worthwhile and attainable achievements. Note 

also that a vision always refers to a future state, a 

condition that does not presently exist and never 
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existed before. With a vision, the leader provides 
the all-important bridge from the present to the 

future of the organization. 
To understand why vision is so central.to lead

ership success, we only need reflect on why orga

nizations are formed in the first place. An organi

zation is a group of people engaged in a common 

enterprise. Individuals join the enterprise in the 

hope of receiving rewards for their participation. 
Depending upon the organization and the individ

ecouals involved, the rewards might be largely 
nomic, or they might be dominated by psychosocial 
considerations -status, self-esteem, a sense of ac

complishment, a meaningful existence. Just as the 

individual derives rewards from his or her role in 

the organization, so too does the organization 
derive its rewards from finding an appropriate 
niche in the larger society. The organization's 

rewards might also be economic (profits, growth, 
access to resources) and/or psychosocial (prestige, 
legitimacy, power, and recognition). 

So, on the one hand, an organization seeks to 

maximize its rewards from its position in the 

external environment and, on the other hand, 
individuals in the organization seek to maximize 

their reward from their participation in the orga

nization. When the organization has a clear sense 

of its purpose, direction, and desired future state 

and when this image is widely shared, individuals 
are able to find their own roles both in the orga

nization and in the larger society of which they 
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are a part. This empowers individuals and confers 
status upon them because they can see themselves 
as part of a worthwhile enterprise. They gain a 
sense of importance, as they are transformed from 
robots blindly following instructions to human 
beings engaged in a creative and purposeful ven
ture. When individuals feel that they can make a 
difference and that they can improve the society 
in which they are living through their participation 
in an organization, then it is much more likely 
that they will bring vigor and enthusiasm to their 
tasks and that the results of their work will be 
mutually reinforcing. Under these conditions, the 
human energies of the organization are aligned 
toward a common end, and a major precondition 
for success has been satisfied. 

Consultants often report that they can feel this 
energy almost from the first moment they enter a 
corporation. It was present at Polaroid when Edwin 
Land led that firm into a new age of photography, 
and at Sears, Roebuck and Co. when the decision 
was made to become a financial services power
house. It takes the form of enthusiasm, commit
ment, pride, willingness to work hard and "go the 
extra mile." It is notably absent in some of the 
large conglomerates, where every month brings a 
new deal that proclaims to the employees that 
management is going into or out of a new busi
ness-or, more likely, isn't really sure where it is 
going. 

A shared vision of the future also suggests mea
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sures of effectiveness for the organization and for 
all its parts. It helps individuals distinguish be
tween what's good and what's bad for the organi
zation, and what it's worthwhile to want to 
achieve. And most important, it makes it possible 
to distribute decision making widely. People can 
make difficult decisions without having to appeal 
to higher levels in the organization each time 
because they know what end results are desired. 
Thus, in a very real sense, individual behavior can 
be shaped, directed, and coordinated by a shared 
and empowering vision of the future. 

As John Young, head of Hewlett-Packard, said,
/'successful companies have a consensus from top 
to bottom on a set of overall goals. The most 
brilliant management strategy will fail if that con
sensus is missing."2 

We have here c ne of the clearest distinctions 
between the leader and the manager. By focusing 
attention on a vision, the leader operates on the 
emotional and spiritual resources of the organi
zation, on its values, commitment, and aspirations. 
The manager, by contrast, operates on the physical 
resourcesof the organization, on its capital, human 
skills, raw materials, and technology. Any com
petent manager can make it possible for people in 
the organization to earn a living. An excellent 
managei can see to it that work is done produc
tively and efficiently, on schedule, and with a high 
level of quality. It remains for the effective leader, 
however, to help people in the organization know 

92
 



STRATEGY I: ATTENTION THROUGH VISION
 

pride and satisfaction in their work. Great leaders 
often inspire their followers to high levels of 
achievement by showing them how their work 
contributes to worthwhile ends. It is an emotional 
appeal to some of the most fundamental of human 
needs-the need to be important, to make a dif
ference, to feel useful, to be a part of a successful 
and worthwhile enterprise. 

With all of these benefits, one would think that 
organizations would take great care to develop a 
clear image of their desired future, but that doesn't 
seem to be the case. Instead, the visions of many 
organizations are out of focus and lack coherence. 
The reasons for this blurred focus are myriad. 

• 	 Within the past several decades, important 
new interpretations have been given to the 
role of the family, the quality of life, the work 
ethic, the social responsibility of business, the 
rights of minorities, and many other values 
and institutions that were once thought to be 
enduring and permanent. 

* 	Telecommunications and rapid transportation 
have helped make the world increasingly in
terdependent for products, ideas, jobs, and 
resources. 

* 	The quickening pace of innovation has led to 
the specialization of experts and massive prob
lems of coordinating technical workers. 

* 	The general willingness to experiment with 
new social forms and norms has fractured 
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society into a diversity of life-styles, each with 
its own product preferences. 
Workers are seeking and receiving a much 
greater voice in decisions that were once the 
exclusive territory of management. 

All these forces Pnd more contribute to the massive 
and growing complexity we see in today's world. 
This, in turn, creates great uncertainty and an 
overabundance of conflicting images in many or
ganizations. The larger the organization, the greater 
the number of images is likely to be, the greater 
their complexity of interaction, and the quicker 
their shift in emphasis over time. 

All these things tend to cause organizational 
vertigo and lead to myopia. At the same time, 
they tend to make vision more imperative for the 
functional success of the organization, since with
out a coherent view of the future, these forces 
would conspire to shatter it in every direction. 
This explains, for example, why Thornton Brad
shaw had to be hired away from ARCO to restore 
focus and a sense of purpose to the giant RCA 
corporation. Starting with a strong base in radio, 
television, and communications, RCA had drifted 
into such diverse fields as auto rental and financial 
services under a succession of presidents, until it 
had become nearly paralyzed by conflicting images 
of where it should be headed. But where does the 
leader's vision come from? 
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PAYING ATTENTION:
 
THE LEADER'S SEARCH FOR VISION
 

Historians tend to write about great leaders as if 
they possessed transcendent genius, as if they were 
capable of creating their visions and sense of 
destiny out of some mysterious inner resource. 
Perhaps somc do, but upon closer examination it 
usually turns out that the vision did not originate 
with the leader personally but rather from others. 
For example, Harold Williams told us that when 
he arrived at UCLA to take his new position as 
dean of its Graduate School of Management, "it 
was really the faculty that brought together the 
concept of what it is we ought to do. They had 
the vision." Other leaders looked elsewhere. John 
Kennedy spent a great deal of time reading history 
and studying the ideas of great thinkers. Martin 
Luther King, Jr., found many of his ideas in the 
study of religious and ethical ideologies as well as 
in the traditions of his own and other peoples. 
Lenin was greatly influenced by the scholarship of 
Karl Marx, in much the same way as many contem
porary business leaders are influenced by the works 
of leading economists and management scholars. 
Alfred P. Sloan's visions for the future of General 
Motors were greatly shaped by the prevailing cul
tural paradigm-the "American Dream" and the 

95
 



LEADERS 

role of capitalism in it. Steve Jobs at Apple andEdwin Land at Polaroid were able to develop theirvisions from logical processes, mostly by seekingthe technical limits of known technologies.
In all these cases, the leader may have been theone who chose the image from those available atthe moment, articulated it, gave it form and legitimacy, and focused attention on it, but the leaderonly rarely was the one who conceived of thevision in the first place. Therefore, the leader mustbe a superb listener, particularly to those advocating new or different images of the emerging reality.Many leaders establish both formal and informalchannels of communication to gain access to theseideas. Most leaders also spend a substantial portionof their time interacting with advisers, consultants,other leaders, scholars, planners, and a wide varietyof other people both inside and outside their own

organizations in this search. Successful leaders, wehave found, are great askers, and they do pay

attention.
 

Consider a typical example. Suppose you've been
asked to take charge of a regional bank operating
in the state of California. The board of directors
has turned to you for leadership as a result of yoursuccess with a smaller bank in another state. Howwill you develop a sense of direction in your newcircumstances? To whom will you pay attention,and how, to help you develop an appropriatevision of the future? Basically, there are three 
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sources from which to seek guidance-the past,the present, and alternative images of future possibilities. We'll consider each of these in turn. 

The Past 
One obvious way to start is to reflect on your ownexperiences with other banks to identify analogiesand precedents that might apply to the new situation. Next, you'll talk to leaders at other banksto collect their experiences with different approaches. You will surely want to learn about thehistory of the bank you are joining so you'll beable to understand how it reached its currentstatus and what qualities contributed to its pastsuccesses and failures. This you'll get by talkingto a wide variety of your new colleagues up and

down the organization.
As you do this, you'll be building a mental
model of what worked and what didn't work for
this and similar banks in the past. You 
will beidentifying some long-term trends-say, in deposits 
or loan experiences-that might be projected
into the future as 
a first approximation of wherethe bank is heading if it continues as in the past.You'll collect thoughts about how the bank's performance has been linked to outside indicatorssay, the state of the economy, interest rates,development or

of the local community. And, ofcourse, you'll pay attention to all the historical 
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get your hands on to increase yourdata you can 
understanding of what this particular bank has 

been trying to do in the past, how successful it 

has been, and why. 

The Present 

is a lot to learn about the future fromThere 
looking all around you at what is happening right 

now. For example, if you think about the year 

1995, most of the buildings, roads, cities, people, 

corporations, and government agencies that will 

exist then are already here. The present provides 

a first approximation of the human, organizational, 
and material resources out of which the future 

will be formed. By studying these resources, it is 

possible to develop an understanding of the con

straints and opportunities for their use and the 

conditions under which they may grow, decline, 
interact, or self-destruct. As a banker, you'll pay a 

lot of attention to your current managers and their 
cuspotential for development, to your current 

tomer mix and the opportunities for expanding 

the services offered to them, to the locations of 

your branches, to your existing loan portfolios, 
and to what your competitors are doing. 

There are early warning signals of impending 

change all around you. Your market researchers, 
for example, should be able to identify growing 

markets at an early stage of development. The 

plans of politicians and business leaders are often 
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Public opinion polls documentwidely reported. 

changing values and needs, and special surveys in
 

are often refield of financial servicesyour own 
ported in the trade press. In fact, trend monitoring 

large and growingato provide early warning is 

industry in the United States. 
conduct small experiments in

Finally, you 	can 
considering a

bank. Suppose you are your own 
of the bank's attention in the

major refocusing 
direction of, say, loans for small businesses, or the 

or particular 	industries. You can set
professions, 
up one branch or a small division with instructions 

to the chosen area for 
to devote all its energies 

as a chemical company
some period of time, just 

pilot plant before making a major
develops a 

a labo
commitment. You have, in effect, created 

to experiment with your new 
ratory in which 

vision.
 

The Future 

Your vision for the bank, as we have pointed out, 

to be set in some future time, so you
will have 
need to study the conditions that may prevail at 

no one can predict
that time. Actually, although 

be, there are many
what these 	 conditions will 

sources of information have already
clues. Some 
been discussed-long-term trends, particularly in 

and rcsource usage; planning docu
demography 
ments at the international, national, state, and 

levels; the intentions and visions of 
corporate 
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policymakers in all kinds of organizations; public 
opinion polls; and the leading edges of phenomena 
that are expected to increase greatly in the future. 
But there are a few more sources of information. 

You could look for structural clues to the future. 
For example, you might conclude that unless the 
government reverses its recent deregulation deci
sions, strong new competitors will continue to 
enter the banking business and a major restructur
ing of the industry will occur. You could then 
look at the kinds of structural changes and com
mitments being made by some of these potential 
competitors- Sears, Roebuck and Co., American 
Express, Prudential, and so on-and develop a 
scenario of what the marketplace may look like if 
all these changes are made. You could then go on 
to examine the implications of such a scenario for 
specific customer groups, for the economy in gen
eral, for the investment community, and ultimately 
for the banking industry and your particular bank. 

Beyond structural clues, you could obtain fore
casts of all kinds to study: economic projections, 
demographic analyses, all kinds of industry fore
casts, and the like. You could explore some of the 
intellectual ideas that may shape the future: phil
osophical works, science fiction novels, political 
party platforms, and books by leading sociologists, 
political scientists and futurists. There are harbin
gers of future technological developments in re
search and development laboratories, technical pa
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pers presented at professional meetings, and gov

ernment reports. 
Thus, far from being devoid of information, you 

are likely to be inundated with information about 

a small part may provide
the future, though only 
useful benchmarks or signposts in developing your 

vision for the bank. It is in the interpretationof 

this information that the real art of leadership lies.
ofto take piles

Just as the historian attempts 

information about the past and construct an inter

pretation of the forces that may have been at work, 

does the leader select, organize, structure, and 
so an at
interpret information about the future in 

and credible vision. 
tempt to construct a viable 

over
But the leader has one distinctive advantage 

can be
the historian in that much of the future 

designed. By synthesizing an appro
invented or 
priate vision, the leader is influential in shaping 

the future itself. 

SYNTHESIZING VISION: 
CHOICE OF DIRECTIONTHE LEADER'S 

to whom we spoke seemed to
All of the leaders 
have been masters at selecting, synthesizing, and 

vision of the future.
articulating an appropriate 

common qualityLater, we learned that this was a 

of leaders down through the ages. Consider, for 
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example, how a contemporary biographer of Na

poleon, Louis Madelin, described him: 

He would deal with three or four alternatives at 
the same time and endeavor to conjure up every 
possible eventuality-preferably the worst. This 
foresight, the fruit of meditation, generally enabled 
him to be ready for any setback; nothing ever took 
him by surprise .... His vision, as I have said, was 
capable of both breadth and depth. Perhaps the 
most astonishing characteristic of his intellect was 
the combination of idealism and realism which 
enabled him to face the most exalted visions at the 
same time as the most insignificant realities. And, 
indeed, he was in a sense a visionary, a dreamer of 
dreams.3 

The task of synthesizing an appropriate direction 

for the organization is complicated by the many 
dimensions of vision that may be required. Leaders 
require foresight, so that they can judge how the 
vision fits into the way the environment of the 
organization may evolve; hindsight, so that the 
vision does not violate the traditions and culture 
of the organization; a world view, within which 
to interpret the impact of possible new develop
ments and trends; depth perception, so that the 
whole picture can be seen in appropriate detail 
and perspective; peripheral vision, so that the 
possible responses of competitors and other stake
holders to the new directon can be comprehended; 
and a process of revision, so that all visions pre

102
 



STRATEGY 1: ATTENTION THROUGH VISION
 

viously synthesized are constantly reviewed as the 

environment changes. Beyond this, decisions must 

be made about the appropriate time horizon to 

address, the simpicity or complexity of the image, 
the extent to which it will represent continuity 
with the past as opposed to a radical transforma
tion, the degree of optimism or pessimism it will 
contain, its realism and credibility, and its potential 
impact on the organization. 

If there is a spark of genius in the leadership 
function at all, it must lie in this transcending 
ability, a kind of magic, to assemble-out of all 
the variety of images, signals, forecasts and alter
natives-a clearly articulated vision of the future 
that is at once simple, easily understood, clearly 

desirable, and energizing. 
Let's return to our banker example to see what 

might be involved. To this point, we have sug

gested how, as a new leader, you might collect all 

kinds of information that provides the raw material 

for a new vision of the future. Since vision cannot 

be limitless and still be credible to people in the 

organization, you will need to draw some bound

aries. The vision should be projected in time and 

space beyond the boundaries of ordinary planning 
so faractivities in the bank, but it should not be 

distant as to be beyond the ability of incumbents 

in the organization to realize. Perhaps you will 

decide to focus on a ten-year goal, far enough 

away to permit really dramatic change and yet 

within the comprehension and career aspirations 
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of much of the current work force. Perhaps too, 
you will want to move beyond the boundaries of 

current operations to include major new fields of 

activity such as personal financial planning or 

international banking or to focus on a broad range 

of services to one or more specific target markets, 
such as high-technology industry. 

The actual boundaries chosen will depend heavily 

on values as well. Your own values will determine 
which alternatives you seriously consider and the 

way they are evaluated. For example, Harold Wil

liams now heads the J. Paul Getty Museum and 
aFoundation, but his values were formed during 

distinguished career in industry, academia, and 

public service. Thus, it is not surprising that he is 

steering the Getty Foundation in the direction of 

preservation and scholarship and has promised not 

to allow the vast Getty fortune to be used to bid 

art prices up so high that other museums will be 

unable to acquire new works or serve their publics. 
The values of the rest of the people in the bank, 

as reflected in the prevailing ideology, also suggest 
limits to the amount of change that might reason
ably be expected. Values, for example, might dic
tate that whatever the new vision for the future 
of the bank is, it should emphasize quality and 

excellence of service rather than price or breadth 
of service. 

With information and some boundary conditions 
in mind, you will try to understand the possible 
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how attractive they are.alternatives and weigh 
Your most powerful tool for this purpose is the 

mental model you have built up over time of how 

the world works and how your bank operates in 
tested thisit. As a wise leader, you will have 

mental model many times in discussions with key 

executives, consultants, and others who have also 

thought deeply about the future of the bank. If 

you have access to a computer modeling facility 
moreand if the occasion justifies the cost, then a 

formal, quantitative model can also be built. 

Much of this analysis will have to be a series of 

"judgment calls," but it is possible to suggest some 

of the questions that should be addressed, including 
0the following: 

" What are the institutions that have a stake in
 
is it that
the future of this bank, and what 


they would like to see happen?
 
" What are the possible indicators of perfor

and how can they be
mance for the bank, 

measured?
 

• 	What would happen to the bank if it continued 

on its present path without any major changes? 

* What early warning signals might you detect 

if the external environment of the bank were 

in fact to change substantially? 
the course of" What could you do to alter 

events, and what would the consequences of 

your actions be? 
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* 	What resources does your bank possess or can 

it obtain to act in the various futures that are 

possible? 
* 	Of the alternative possible futures for the 

bank and its environments, which are more 

likely to be favorable -o survival and success? 

Through a series of questions such as these, 

patterns may appear that suggest viable alternative 

visions. You must then synthesize all this infor

mation into a single vision, and here is where the 

art form of leadership really comes into play. The 

synthesis of a vision involves a great degree of 

judgment and, not infrequently, considerable in
assumetuition and creativity as well. Let us that 

in the banking example, you have decided that the 

future of your bank, all things considered, would 

be most enhanced if it concentrated its attention 

on serving high-technology companies, particularly 

in newly emerging industries, with a wide range 
It still remains to translateof financial services. 

this vision into action. 

FOCUSING ATTENTION:
 
THE LEADER'S SEARCH
 

FOR COMMITMENT
 

The leader may generate new views of the future 

and may be a genius at synthesizing and articulat

ing them, but this makes a difference only when 
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STRATEGY I: ATTENTION THROUGH VISION 

the vision has been successfully communicated
throughout the organization and effectively insti
tutionalized as a guiding principle. Leaders are
only as powerful as the ideas they can communi
cate. The leader's basic philosophy must be: "We

-have seen what this organization can be, we un
derstand the consequences of that vision, and now 
we must act to make it so." 

A vision cannot be established in an organization
by edict, or by the exercise of power or coercion.
It is more an act of persuasion, of creating an
enthusiastic and dedicated commitment to a vision
because it is right for the times, right for the
organization, and right for the people who are 
working in it. 

We have found in our discussions with leaders
that visions can often be communicated best by
metaphors, or models-as when a political leader
promises "a chicken in every pot" or a phone 
company asks you to "reach out and touch some
one." Perhaps in our banking example, it might

be something like "innovative banking for inno
vative companies," or "financial 
 services at the 
leading edge."

In any communication, some distortion takes
place, but the great leader seems to be able to find
just the right metaphor that clarifies the idea and
minimizes distortion. In fact, the right metaphor
often transcends verbal communication altogether;
like a good poem or song, it is much more than 
mere words. It "feels right," it appeals at the gut 
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level, it resonates with the listener's own emotional 
needs, it somehow "clicks." 

Another way the leader communicates a new 
vision is by consistently acting on it and personi
fying it. Perhaps that is why so many corporate 
leaders have lately sought to appear in their firms' 
commercials, where some, like Lee Iacocca, do an 
outstanding job of communicating a new spirit. 
Others, like Ross Perot and Ted Turner, have 
shown by their own personal daring and adventure 
how innovative and risk-taking they expect their 
own firms (EDS and Turner Broadcasting) to be. 
When Linden H. Blue recently took over as presi
dent of Beech Aircrift, he initiated a new technical 
thrust. As if to personify the new energy, he 
started a vigorous personal exercise program, re
ported as follows: 

Mr. Hedrick, whose girth grew with his years, 
played golf. Mr. Blue jumps rope tbree morn
ings a week and works out on a Nautilus 
machine another three mornings at an em
ployee fitness center he had built in an old 
hangar. 

Mr. Blue also seems to have pumped new 
life into Beech managers. They're mostly the 
same men and women, says a Beech supplier. 
"They just breathe harder. They're all trying 
to run at Linden's pace." 4 

A vision of the future is not offered once and 
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for all by the leader and then allowed to fade 
away. It must be repeated time and again. It must 
be incorporated in the organization's culture and 
reinforced through the strategy and decision-mak
ing process. It must be constantly evaluated for 
possible change in the light of new circumstances. 

In the end, the leader may be the one who 
articulates the vision and gives it legitimacy, who 
expresses the vision in captivating rhetoric that 
fires the imagination and emotions of followers, 
who-through the vision-empowers others to 
make decisions that get things done. But if the 
organization is to be successful, the image must 
grow out of the needs of the entire organization 
and must be "claimed" or "owned" by all the 
important actors. In short, it must become part of 
a new social architecture in the organization, the 
subject to which we next turn our attention. 
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Toward Middle-Up-Down
 
Management: Accelerating
 
Information Creation
 
Ikujiro Nonaka Hitotsubasbi University 

THE AUTHOR IS ONE OF A GROUP of Japanese management scholars developing a frame of 
reference strikingly different from that ofAmerican scholars writing about business administra-
tion. Here Professor Nonaka introduces the concept ofcompressive management, which recog-
nizes a key role for middle managers in information development: "The essential logic of com
pressive management is that top management creates a vision or dream, and middle management 
creates and implements concrete concepts to solve and transcend the contradictions arising from 
gaps between what exists at the moment and what management hopes to create' The develop-
ment of the Honda "City" is used to illustrate "middle-up-down" management. In their wish 
1o develop an entirely new car, Honda's top managers gave a group of young designers that 
task-with virtually no direction. The designers first attempted to modify an existing model 
but were eventually forced into questioning and transcending universal assumptions about au
tomobile design. td. 

HE CONCEs of "top-down" and "bottom- Development of Honda City 

up" management pervade management re
search and the popular business literature. In 1978, the management of Honda Motors was 

Both center on information flow and information worried that the company was losing its vitality.
processing. Top-down management emphasizes the Its basic models, such as the Civic and the Accord, 
process of implementing and refining decisions had reached "middle age" at a time of major gener
made by top management as then' are transmitted ational shift in the Japanese market. For the first 
to the lower levels of the organization. Bottom-up time, Japanese born after World War Ifoutnum
management emphasizes the influence of informa- bered those born before and during the war. Hon
tion coming up from lower levels on management da's top management decided to let the younger
decision making. The management styles of in- design engineers develop something for their own 
dividual firms are usually seen as located somewhere generation. The project began with the catch
on the continuum between these two types. phrase, Boken oyatte m/yo-literally, "Let's make 

However, organizations must not only process an adventure." 
information; they must also create it. If we look The youngest people on Honda's design staff 
closely at R&D activities, we find a pattern in some were selected as members of the City development
firms that does not fit on the continuum between team. Their average age was only twenty-seven. 
top-down and bottom-up. It is a process that Former president Kiyoshi Kawashima and other 
resolves the contradiction between the visionary top managers promised there would be no inter
but abstract concepts of top management and the ference with the team's operation. One of the team 
experience-grounded concepts originating on the members recalls, "Itwas surprising and wonderful 
shopfloor by assigning amore central role to middle that the company dared to entrust younger staff 
managers. This process, which isparticularly well like us with the design and development of a new 
suited to the age of fierce market competition and model" Even so, the company did not just aban
rapid technological change, I call middle-up-down don them, but rather sought to impress them with 
management.The development of the Honda *City" a high degree of responsibility.
exemplifies this management style. Mr. Nobuhiko Kawamoto, vice president in 
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charge of R&D, describes how Honda's top man-
agers approach research projects: 

We usually control the tasks of researchers quite 
tightly, and then loosen the control from time 
to time. Ideas with great potential often emerge 
from this process What we have to do is to watch 
these creative spurts carefully, notice them when 
the' are good. and then develop them. Of course, 
too much freedom doesn't work. But sometimes 
we take the chance of giving researchers basic 
goals and responsibilities, and then letting them 
go by themselves. In other words, we put them 

Information upstairs, remove the ladders, and smy, have 
reation to jump from there. We don't cart' if you can't.CCIh h a i dp t gativaityiunder pressure. 

Some say Honda not only puts researchers upstairs 

Nonaka without aladder, but also "sets the first floor on fire'" 
Mr. Kawamoto appointed Mr. Hiroo Watanabe, 

a chief researcher who was thirty-five years old at 
ikujiro Nonaka is Pro- the time, to be the leader of the team. Mr. Kawa-

fessor and Director of tbe moto explains, "It's hard to get enough coopera-
Institute of Business tion if you only have young staff members. There-
Researcb, Hitotsubasbi fore I chose a skilled senior as their leader" 
University. Dr.Nonaka 
bolds tbeBS. degree The autonomous team faced some challenging
from IWaseda Univr- goals. The overall assignment from headquarters 
sit), and tbe M.B.A. was to "create something difflerent from the exist-
and Pb.D. degrees ing concept" This involved two major targets: creat-
from the University of ing a popular, fuel-efficient car (atop management
Caiorniaat Berkeley. goal) and designing a low-priced but not cheap 
Hr bas publisbed model (a self-imposed team objective). The team 
many books (inlapa- eventually saw two way's to achieve these goals. 
nese) in the area of They first attempted t,:, develop a "mini Civic"managenent and strat
eg', and is ibe co- by shuitening the car 100mm in front and back. 
autbor of Strategic vs. Although the original instructions from top man-
Evolutionars' Manage- agement-on a single sheet of paper-had been 
ment: A U.S-Japan general and ambiguous, management resolutely re-
Comparison of Strat- jected the compromise. Team leader Watanabe 
egy and Organization. recalls, "No matter how we refined development 

plans of this kind, Mr. Kawamoto rejected them 
again and again, saying we had to start all over from 
the very beginning. We didn't know what to do, 
but we couldn't tell them that a fresh start was ab-
solutely impossible. So we were finally persuaded 
to try it" Top management thus forced the team 
forward but maintained the loose power balance 
between the two groups. Mr. \Watanabe, who had 
reached a conceptual dead end, went to Europe, 
where he was inspired by Austin Mini to lead the 
team to crrate a "luxurious mini" model. 

The second means of reaching the team's goal
involved challenging an idea that was dominant in 

the automobile industry: that a car should be 
'horizontally long and vertically short." At the time, 
most automobile manufacturers were looking for 
fuel economy with lightweight materials and aer
od),namic designs. Consequently vertically short 
designs were prevalent. After a month of heated 
discussion, the team began to move in another 
direction. Their new policy involved what Mr. 
\Vatanabe called "automobile evolution theory": 

The theorI'is that the ultimate form of the 
tomobile requires us to maximize human space 

mbu 
the automobile was evolving toward this ideal 
form, and that Honda should lead this evolution
ary movement. The first step was to design a tall
model that would challenge the "common senseof Dctroit," which permitted car designers to pur

sue beautiful form at the expense of space for 
human use .... It takes a technological perspec
tiVe to see the significance of a taller model.... 
It isa cube that can be more lightweight, lower 
priced, and more solid. 

Based on this theory, the development team chose 
a "horizontally short and verticall, tall" car as its 

target. The "luxurious mini" became the core oftheir design policy. The challenge was to design 

a machine-minimum (minimum space devoted to 
the machine) and man-maximum (maximum space
for human use) automobile. These seemingly con
tradictory goals required the creation of a new 
viewpoint. 

One of the team members recalls, "Ifeel, how
ever illogical it sounds, that the success of this proj
ect owes a lot to the very wide gap between the
 
ideal and the actual. We could not achieve the ideal
 
goal by an incremental improvement of the actual.
 
Revolutionary reformation was necessary, and, in
 
order to achieve this, new technologies and con
cepts were generated one after another:
 

The group, then, was given autonomy and was 
simultaneously forced to challenge long-held as
sumptions. These alone were not sufficient for the
 
realization of creative concepts, however. The im
portance of also having a group of people with het
erogeneous backgrounds cannot be overstated. Any 
group can create a wider varlety of concepts than 
the average individual. This potential is best real
ized when group members are extremely heterc,
geneous with respect to jobs, orientations, and be
havior. In the phase of concept formation, the City 
development team was a hybrid, except in that all 
of the members were genuine car maniacs. In fact, 



many worried that the team would be unable to 
reach consensus, 

The group needed to introduce, challenge, pro-
cess, and integrate awide range of information and 
ideas. One of the methods used was tamadasbikai, 
or meetings to create and share information. Tama-
dasbi kai are not formal, and every meeting was 
held at a different time and place. Each was en-
tirely devoted to discussion and aimed at clearing 
some hurdle the project had run into. The par-
ticipants in these meetings were not just the team 
members. When necessary, the staffs of related 
departments wcre invited as well. All participants 
were required to be equally involved and absorbed 
in the lively discussion regardless of titles or 
quadifications. However, criticism was taboo. As 
Mr. Watanabe says, "To criticize isten times easier 
than to propose a constructive opinion. The dis-
cussion would have been useless if participants had 
remained silent for fear of being criticized." Sev-
eral times, Mr. Watanabe held day-and-night dis-
cussion sessions, most often in rooms at small 
taverns or inns near the research lab instead of at 
luxurious hotels. Inceaseless discussion from morn-
ing to midnight, participants had to use all their 
wits to challenge existing paradi-ms. 

During the development process, the project team 
comprised people from the development, produc-
tion, and sales departments. The team made use 
of a quick information creation system based on 
ahybridization of the three departmental positions. 
The system performed the following functions: 
procuring personnel, facilities, and budget figures
for the production plant; analyzing the automo-
bile market and the competition; and setting amar-
ket target and determining sale price and produc-
tion quantity. This system, which collects, creates, 
and implements information, is called the "SED 
system" It isalso used to develop about forty-five 
new motorcycle models each year. The SED sys-
tem was established when Mr. Kawashima was pres-
ident of Honda. its initial aim was to manage 
development activities more systematically by inte-
grating the knowledge and wisdom of ordinary peo-
pie instead of relying on a "hero" like founder 
Soichiro Honda. 

The operation of the system isquite flexible. The 
three areas, Sales, Engineering, and Development 
(SED), are nominally distinct, but there isabuilt-
in learning process that encourages invasion into 
others' areas. The actual work flow requires re-
searchers to collaborate with their colleagues. Mr. 

Watanabe comments, "Iam always telling the team 
members that our work isnot a relay race-that's
 
my work, and yours starts here. Every one of us
 
should run all the way from the start to the finish.
 
Like in arugby game, all of us should run together,
 
passing the ball left and right, reaching the goal
 
as one united body.
 

This process leads to ahigh level of information 
sharing. In a project team, members share ahuge
 
amount of managerial information received through
 
conversations with top management; the, also share Sloan
 
market information concerning the competition. 
Moreover, as the division of labor israther unclear Management
and flexible, members can meddle wherever they Review 
like. There isthus no information lag between top 
management and the team leader. Also, since what- 11 
ever the various members are doing isout iii the 
open, each knows almost instinctively what his or Spring 1988 
her coworkers have in mind. This intormation shar
ing among project members reflects a distinctive 
aspect of Honda's broad corporate culture. The 
company isalready famous ais an originator of the 
"large room" system, and all its meeting rooms are 
glass-plated so that what isgoing on can be seen 
from the outside. As the degree of information shar
ing increases, individuals identify themselves with 
the team as a whole, and begin "sel f-controlling." 
"Basically speaking. says Vice President Kawamoto,
 
"organizational management isno longer necessary
 
if each individual properly performs what is ex
pected. Once agoal isgiven and roles are specified
 
to a certain extent, our staff works quite well'
 

Every participating member grows up by cast
ing off his older skin in the process of successful
 
project development. Prominent success helps other
 
members to follow, saying, "Hey! Look at what
 
those guys have done. After the successful com
pletion of a project, participants are assigned to 
other projects so that the knowledge the)' have ac
quired can be transferred throughout the organi
zation. An engineer comments, "Ithink it's pretty 
difficult to articulate really meaningful know-how 
in text, figures. or other measurable forms. The 
knowledge isalive because ...it changes continu
ously... The best way to transfer it is through 
human interaction" 

On the other hand, Honda dislikes easy imita
tions of recent successes, and sometimes even goes 
so far as to destroy its own accumulated knowl
edge. "The most severe criticism for us is to say, 
'It looks like something else:" states Mr. Hiroshi 
Honma, achief engineer. The concept of"Tall Boy" 
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(the nickname for the City' model) was created by 
destroying the conceptsthat dominated Honda and 
the automobile industry in general at the time. A 

special engine, suspension, and radial tire were de-
veloped exclusively for the new car. All oti:zr parts 
were also designed for the City, to avoid giving 

customers an image ofa "mini Civic" About ninctv 
patents were applied for during the project, which 
clearly indicates the 'unlearning" of accumulated 
knowledge and the acquisition of new knowledge. 

Middle management plays a key role in this pro-
cess of abandoning the old and generating the ne'. 

Information The Honda City case clearly shows the critical im-

Creation portance of Mr. Watanabe, the middle manager 
selected as project leader. His role had several key 
aspects: providing 	direct information links to top
management; transforming top management's gen-

Nonaka 	 eral vision into directions for the team's activities 
and for pursuing the creation of meaning; managing 
"chaos" and keeping it within tolerable limits; and 

providing the context for integration across special
ties. While Honda pays tribute to the energy and 
drive of the young researchers who generated the 
new product idea, top management clearly recog-

nizes the strategic role of its middle management 
project leaders as well. 

Product Development and 
Information Creation 

If we wish to understand how the City develop-
ment project was managed, the familiar informa-
tion-processing paradigm isnot especially helpful. 
For innovation is not so much a process of gradu-
all), reducing uncertainty (processing information) 
in moving toward 	a prescribed goal. Rather, it is 

a process through 	which uncertainty is intention-
alhN, incnrasedwhen circumstances demand the gener-
ation of chaos from which new meaning can be 
created. This process is full of discovery, surprise, 
and redundancy. Senior management at Honda, 

Table 1 	 Levels of Organizational Information Creation 

Factors Related to 

Level Emergent Property Information Creation 


Organization Structure 	 Competitive Resource 
Allocation 

Group Interaction 	 Direct Dialogue 
Individual Autonomy 	 Action antd Deliberation 

in forcing the project members to challenge their 
most deeply held assumptions, forced them not 
to process information but to create it. To do this 
successfully, project members had to confront am
biiuity, contradiction, and failure. 

The information-processing paradigm emphasizes 

the structure of the organization. The information 

creation paradigm, in contrast, stresses the process 
of creating meaningful information throug.h per
sonal interaction.' The quality of information be
comes more important than the quantity,. Induc
tive, synthetic, and holistic methodologies become 
more useful than the deductive, analytic, and reduc

tionistic ones used in information processing. 
If we 'iew the organization as a three-tiered struc

ture-composed of the individual, the group, and 
the organization as a whole-then we can pinpoint 

the specific characteristics that are important to in
formation creation at each tier of the organization 
(see 'iable 1). 

The IndividualLevel 

The emergent, or critical, property of information 
creation at the individual level is autonomy. This 
level is characterized by' action and deliberation: 
Only here is it possible to deliberate and act au

tonomousy'. Autonomy begins to be realized when 

individuals are given the freei,,rn to combine 
thought and action at their own discretion, and 

are thereby able to guarantee the unit)' of knowl
edge and action. 

The methodolog' for in., ,-ion creation can 
be looked at in a number oi wass-deductive or 
inductive, analytic or synthetic, reductionistic or 
holistic. etc. If we approach information creation 
with the idea that a new '., nt of view will emerge 
as facts and knowledge aic related, then our ap
proach is essen;.lly inductive. An inductive style 
is more likely to produce innovation, because the 
knowled'-" that forms the basis for information cre

ation is often inarticulate. (Michael Polanyi has 

called this tacit knowledge-intuitive knowledge 
that cannot be completely expressed either in writ

ing or in speech.') The essential elements of tacit 
knowledge-the creation, learning, or recognition 
of the new and the unknown-are particularly im

portant in the process of information creation that 
leads to innovation. Overt knowledge is important, 
but intuitive knowledge is essential, because it 
reflects an internalized understanding gained from 

previous experience. In any, event, the interaction 



between perception and action isthe methodolog-
ical basis for individual information creation. 

This methodolog, is characterized by a never-
ending rephrasing of the basic questions one isdeal-
ing with. However, this type of self-reflection far 
more often leads to failure than to success. There-
fore, if one does not have the freedom to fail as 
well as the freedom to succeed, then one is not 
truly autonomous. 

The Group Level 

The emergent property at the group level is 
interaction - more concretely, open and frank dia-
logue. IHuman interaction is best realized within 
the organization at the group level. 

The creation of information is the creation of 
a new perspective. The dynamic, complementary 
process that results in ashift to a newA point of view 
requires interaction -a dialogue or debate-among 
people. The process isconvoluted, involving a cy-
cle of affirmation, denial, and resolution before new 
information iscreated. Since the significance of in-
formation is elastic during this process, individu-
als have the opportunity to interpret and reinter-
pret for themselves; this freedom allows group 
members to organize information individuall'. 
Unity and coherence are born from this group ac-
tion. Coherence itself, however, can serve both to 
promote and to hinder the creation of informa-
tion. Coherence often produces a pressure for con-
formity, and differing opinions are confined -.im
ited with the birth ofwhatJanis calls group 7rin.\' 
However, this tendency must be balancec , 
the fact that trust is the precondition for L.'.U 
dialogue, as well as for the open exchange and 
cooperative possession of information, 

The OrganizationalLevel 

The emergent property of the organization as a 
whole isstructure. An organization's structure regu-
lates the depth of the relationship between groups 
(sections) involved in information creation. From 
amacro perspective, structure produces the means 
for the distribution of resources among the vari
ous groups in the organization, and thereby con-
tributes to a greater competitive capability. The 
structure of an organization isdesigned to be able 
to mediate between the desires of the group and 
of the individual in relation to information crea-
tion. It thus addresses the problem of allocating 

resources properly among competing interests. 
The key resources in information creation are
 

people, things, money, and information. One of
 
the objects of competitive resource allocation isthe
 
proper integration of these limited business re
sources. An organizational structure based on the
 
logic of competitive resource allecation regulates
 
the ability of agroup or individual to create infor
mation. The szructure thereby provides basic direc
tion. in terms of breadth and depth, to individual
 
acts of information creation over aspecified period Sloan
 
of time.
 

This discussion of methodolog, at the individual, Management 
group. and organizm tional levels suggests some differ- Review 
ences between the levels with respect to informa
tion creation. It is important to recognize, how- 1 ? 
ever, that these methodologies can either promote 
progress or generate contradictions. For example. Spring 1988 
even when individual autonomy exists, there may 
be no constructive dialogue at the group level. Or 
if there isconstructive dialogue at tile group level. 
but no competitive allocation of resources at the 
organizational level, then productive information 
creation cannot be realized in ,,competitive mar
ket. And even if inductive and deductive metho
dologies were unified so that information creation 
could be managed in a single process, the breadth 
and depth of the organization's information crea
tion might thereby be lost. I therefore suggest that 
the special characteristics of these distinctive metho
dologies be allowed to coexist. 

Methodologies of Organizational

Information Creation
 

Top-down management is essentially deductive; 
bottom-up management isessentially inductive. Let 
us briefly consider how these two managerial styles 
affect the "emergent properties" of resource alloca
tion, interaction, and autonomy. Later we will pro
pose middle-up-down management (seen in the 
development of the Honda City) as amethodol
ogy for information creation that can incorporate 
the strengths of both inductive and deductive 
management. 

Deductive Management 

• Resource Allocation. The management meth
ods used in deductive corporations are premised 
on the belief that information creation occurs 
mainly at the top. The role of top management 



is to clarify decision premises and to design oryaniza-
tional structures that can reduce individual infor-
mation and decision burdens. Top management also 

allocates resources using sophisticated analytical 
techniques. Since decision making isconcentrated 
at headquarters. acommon set of clear-cut and mea-

surable criteria that transcend, the specific require-

ments of the various divisions is needed. ROI is 

typically used a, such a criterion, with cash flow 
within and across individual strategic business units 
becoming the major concern with respect to re-
source allocation. 

Information The underlving principle supporting such a 

Creation management approach isthe information-process-
ing paradigm. But the hierarchy designed by top

Smanagement In a deductive manner isnot suited 
to allow. or'anzatrional members at lower levels to 

Nonaka create information in a flexible manner. 
* Interaction. 'lop-down, strong leadership isthe 
basic policy' adopted byv deductive management. 
Information isprocessed; it moves from the upper 
levels to the lower levels, and variety reduction is 

the keystone. The elimination of "noise," "fluctua-
tion," and "chaos" is the paramount concern. In-

formation creation at the lower levels proceeds with 

great difficultv, 
Information activit\ between divisions has a se-

quential relay pattern; work completed b)' one di-

vision is passed on to another division. 
There is a tendency for the transformation of 

information into knowledge to occur with great 

intensity within the narrow areas of labor divisions. 
However, the amount of semantic information and 
knowledge absorbed and accumulated I)' the lower 
levels of the organization is small because of the 
lack of personal interaction. 

Autonomy. "lop managers and corporate staff 
possess the greatest autonom\'. The\' are likely to 
adopt a hands-off, deductive methodolog' rather 
than a hands-on one. Consequently their informa-
tion creation activities sometimcs move far from 
the individual, shopfloor viewpoint. However, there 
is a potential for creating visionary concepts at the 
organizational level that could not be reached based 

on individual experience. 

Inductive Management 

* Resource Allocation. Inductive management 
maintains that the organizational creation of in-
formation begins with the vision of the individ-

ual-the entrepreneurial individual-and that peo
pie who have an interest in a project will become 
the core of anY' long-term effort. 

Technology is seen as the interaction between 

people and systems of information or knowledge 
Thus the concept of synerg' is basic to inductive 
management. Resources are allocated tn away that 

encourages interaction, allowing new- concepts and 

theories to develop in the most natural way possi
ble. The ideal inductive organization isIselforaniz.
ing." Autonomous information creation takes place 
by expanding from the individual level to the group 

level and then to the organizational level. At 3M, 
for example, a project can become a department 
and then a division if it is sufficientlh successful. 
• Interaction. A supportive leadership that moves 
in step with the individual, the group, and the or

ganization isnecessary for information creation in 

an inductive-management organization. The sup
port of an influential leader is necessar\y for indi

viduals or self-organizing groups that have vision, 
since they will need help overcoming opposition 
from within the organization. 

The need for asupporting sponsor to assist the 

intracompany entrepreneur isparticularly empha

sized at 3M. Before a daring and promising idea 

can stand on its own, it must be defined and sup

ported by a sponsor willing to risk his or her r,'pU

tation in order to advance or support changes in 
intracompar)' values. The leadership style of the 

sponsor can be summed up in the unspoken maxim, 
"'I'hc captain bites his ton igue until it bleeds." On 
the basis of past experience, the leader relies on 
his or her own criteria (consciousl)' and uncon
sciously') to guide the creation of new information. 
• Autonomy. Autonom' is given to those work
ing as entrepreneurs at every organizational level. 
In many, cases such individuals create meanin-ful 
information in the midst of interactive, tense rela
tions, by' testing and deepening their intuitive un
derstanding t!',rough practice. Their information 
creation may' be based on hunches or intuition, 

or on the ability to recognize the essence holisti
call), in a moment. 

Since the individual internalizes a great deal of 
tacit understanding, acareer-path personnel policy' 

that stresses promotions and transfers isused to 
support the organizational transfer of understand
ing. On the other hand, since the unlearning of 

acquired personal experience isdifficult, inductive 
management may' be unsuitable in instances where 



there are frequent large-scale reorganizations or 
replacements due to acquisitions or divestitures. 

Synthesizing Inductive and 
Deductive Management 

Today, the intensity of market competition and the 
speed required for efficient information creation 
suggest aneed to synthesize these two managerial 
s:yles. This synthesis involves the conceptualiza-
tion of symbiotic management,' or what I call com-
pressive ,iinagement. The development of the 
Honda City is a good example of this methodol-
o,%which can also be called middle-up-down 
management. The core of this managerial style is 
not the top managers or the entrepreneurial indi-
viduals, but rather the middle managers, 

Middle management occupies a key position; it 
isequippd with the ability to combine strategic 
macro (context-free) information and hands-on 
micro (context-specific) information. In other 
words, middle management is in aposition to forge 
the organizational link between deductive and in-
ductive management. 

Middle management isable to most effectively 
eliminate the noise, fluctuation, and chaos within 
an organization's information creation structure by 
serving as the starting point for action to be taken 
by upper and lower levels. Therefore, middle man-
agers are also able to serve as the agent for change 
in the organization's self-reneval process. 
* Resource Allocation. TFop management is 
responsible for determining the overall direction 
of the company and for establishing the time limits 
on realizing that vision. Time isthe key resouice. 
Each individual performing day-to-day tasks has 
his or her own vision. It is the middle manager 
who works, within acertain time limit, as a"trans-
lator" in charge of unifying individual visions and 
creating a larger vision, which will in turn be 
reflected in future individual visions. The group 
functions as the field for the realization of this pro-
cess. In order to achieve this vision, middle man-
agers work with upper- and lower-level personnel. 
However, it isthe top that selects the middle, and 
selecting the right people becomes the most im-
portant foundation of an effective corporate strat-
egy. In addition to deciding who will formulate 
and implement astrategy, the top serves as acata-
lyst that creates flactuation or chaos. 

Consequently, in compressive management, the 

entrepreneurial middle receives broad direction
 
from the top and begins the process of informa
tion creation within the group, working to involve
 
relevant individuals and carrying out information
 
creation intensively within acompressed period of

time. ThrouL'h interaction with top management, 
middle management secures the resources required 
to achieve its vision. In this process, both deduc
tive strategic planning and inductive emanation of 
information from the needs of the market are in 
tegrated to establish adefinite direction for resource 
deployment and to create apractical concept which Sloan 
follows that direction. Nlanaement 

The unit tor re'ource allocation should lie de- Review 
signed by the top so that the middle can create 
meaningful concepts. The structure of this unit can 1 5 
take a variety of forms, but usually consists of a 
multidiscipbnar, team led by middle management. Spring 1988 
• Inter:.,tion. Before the entrepreneurial middle
 
can realize its vision, it must firs, confront and sur
vive the criticism of other members of the group
 
through intensive communication. As a result of
 
this criticism, a more concrete concept will be
 
formed. In order to realize a vision, an idea must
 
successfully challenge the stability of the organiza
tion, involving people from both top and bottom,
 
left and right.
 

This process often involves the following steps.
 
The first stage isestablishing creative chaos. Top
 
management offers achallenging goal and creates
 
tension. As the organizatior moves in the direc
tion of innovation, creative chaos isamplified to 
focus on specific contradictions in order to ,olve 
the problem. These contradictions produce a de
mand for anew perspective, speeding up informa
tion creation activity. This approach ise:xemplified 
by the Honda R&D manager's statement, "Crea
tivity isborn by pushing people against the wall 
and pressuring them almost to the extreme. 

The second stage involves the formation of aself
organizing team that tries to create a new order 
(meaning) out of the chaos. This self-organizing 
group has the following characteristics: it isautono
mous; it is multidisciplinary, so as to encourage 
cross-fertilization among its members; and it cre
ates challenging goals that force it to transcend twe 
existing contradictions. This team forms the core 
for an intense level of activity and works indepen
dently of other divisions within the corporation. 

The third stage is the synchronization of con
cept creation. This stage isthe embodiment of the 



spiral in which information creation moves from 
middle management to the top and bottom These 
movements resemble the punting and passing that 
occur in a rugby match as the opposing teams at-
tempt to win ground 6 The realzation of a con-
cept is made possible bY the Intraorganizational 
divisions pulling togcther in a *'shared dlivimon 
of labor" and by promotimg acti.ve cooperative 
phenomena. 7" 

The fourth stage involves tile transfer of learn-

Figure 1 AComparison of Organizational
Intormation Creation Patterns 
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" Time Management 

" Uni' of Resource 
Allocation 

Interaction 
" Top Management 

" Context ofInteraction 

" Direction 

Autonomy 

" Methodology 

" Knowledge 

Problem 
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Time 

ing and unlearning Innovation that aims at a dis
tant and vaguely defined goal goes through appar
entlv redundant phases of shared division of labor. 
The natural consequence of this process is to acti
%-atethe information creation activitis at all levels 
of the orania7t ion The successful inno'ation gun
crates a ne-,%order, and gives birth to organizational 
learning and unlearning 

Autonomy. A group is given both autonomy 
(freedom) and atime limitation (constraint) ;Mici
die manaement becomes the logical center for tile 
fusion of the deductive and inductive st'les of 
management Although it ma\ be possible to hal

ance the use of stored syntactic information and 
of tacit understanding, the need tor a rapid response 
to changing conditions wkill not allow middle man
agcment t,concentrate cxL,,ivclon\'the creationll 


of informa: on The requirement to simultaneously 
expand tile knovledge base and process inforna
tion nay evntudl\v place an excssive burden upon 
the middle management proup If these people are 
not allowcd to rechar,,c their batteries from time 
to time, the long-term capacity for organizational 

creation w&Ill we-aken. 

Proper Management of Organiza.. 

tional Information Creation 

I have spoken of three methodologies for infor
mation creation -deductive, inductive, and corn
pressive. Their approximate patterns are sketched 
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in Figure I and Table 2. 
On,: cannot make an unqualified choice of meth- Figure 2 The Relationship between Organizational

odoh.,oy ' intil one has considered the special en- Information Creation and Environmentalodol'~v~ntI oe hscnsidredthespeialen-Characteristics
vironmenta characteristics present. The relation
ship between the environment and the appropriate
 
management methodolol., is perhaps best illus- High
 
trated in Figure 2. 
 Inductive Compressive

As environmental uncertainty, increases, the or- Management Management(Symbiotic
ganization can adapt itself more effectivelY wi-h Intensity or Managemeni) 
a high level of information creation occurring at OrganizationalInformation 
all levels of the organization, rather than with a Cre ation
 
low level of information creation In this sense, as 
 Deductive 
the need for information creation increases, com- Management
 
panics will probably make a shift from deductive
 
manatgement to inductive or compressive manage-
 Low
 
ment, which have higher information creativity. 
 Low High 

In the meantime, as market reactions speed 
up as a result of inm"nse competition, companies Pressure for aQuick Response 
will likely shift from inductive or deductive man
agement to compressive management to cope with 
that problem. However, compressive management Figure 3 Middle-Up-Dawn Information Creating Process 
must come to gr,)s with the problem of placing 
a great deal of pressure on middle management 
to process an expanding base of information with- Grand Theory 
in a limited time period. Therefore, whether or Solving (p - , " - 

not information creation that isboth high in qual- Contradiction " - " 
it' and well coordinated can occur will depend Middle-Range Theory

largely on how entrepreneurial middle management 
 (Middle) ,
 

really is. 

,enerating ,'Contradiction 
Fluctuations,' 

Conclusion Hypothesis Testing --- . 

(Lower)
The essential logic of compressive management is 
that top management creates a vision or dream, 
and middle management creates and implements middle management that iscnarged with integrat
concrete concepts to solve and transcend the con- ing the two viewpoints emanating from top and 
tradictions arising from gaps between what exists borom management. There can be no progress 
at the moment and what management hopes to without such integration." 
create. In other words, top management creates Honda is, in fact, a company continually creat
an overall theory, while middle management cre- ing contradictions. Their company principle is, 
ates a middle-range theory and tests it empirically "Maintaining an internationi! viewpoint, we are 
within the framework of the entire organization. dedicated to supplying products of the highest

Mr. Tadashi Kume, president of Honda, expresses efficiency at a reasonable price for worldwide cus
the role of middle management as follows: "Icon- tomer satisfaction." Simultaneously, the company
tinually create dreams, but people run in different stresses the need to "be in touch with the reality
directions unless they are able to directly interact of local conditions" Consequently, the company
with reality. Top management doesn't know what constantly generates conflict between dreams and 
bottom manailement isdoing. The opposite isalso reality. In order to resolve these contradictions, mid
true. For example, John at Honda Ohio isnot able dIe management must create and implement busi
to see the company's overall direction. We at cor- ness and product concepts capable of being tested 
porate headquarters see the world differently, think empirically. This is a never-ending process, illus
differently, and face a different environment. It is trated in Figure 3. 



Mr. Katsutoshi Wada. head of the Human Re- metaphor can leverage movement toward a com

sources Development Center at Honda, character-

izes Honda managemeit as follows 
panywide change of perspective 

Middle-up-down management is a type of or-

Mr, Soichiro. Honda the 
pany. did not aniculaic thiN. 
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FOUR-STAR
 
M.VANAGEMENT
 

It's one of the most dramatic turnarounds of our time.
And most surprising, it happened in the U.S. Air Force.
 

B I JAY FINEGA,N 
IN TIlE CI.EAR SIEs Mi S I 'TIII.RN 
Nevdi. ,I major aill h;ittle i , aging. I'fiteeo 
Rus.si.m Mit;s aie swarming like hi'h-tech 
hornets as Air Force chl.e In "t twIc
the speed of sound. Ore oJf ilt MIG;: lets fly an
air-t,-au niissil, 5(,itih-L ,0 "-1 I'agle
hng Ilnto a tiI(,-(; evrioii 111111. 

1ight( 

Ar lI F-15,.
locking it, ,sightson ant Mt(;, Limi hli, a Sid. 
wnoh'r nii,,il and (,s the elntt.iv out il 0h 
air. Mrineits later, ahanIful o, A I "Thu lterboll . kt using it low altitude, open fire on a
column of SoWIet t.nks as flur I h 
suddinlv appear from behind a inontoli t(,
bombd a Sjvit troop li on.ti,, 


The Rus.,ian troop., art 
o:1]\ siniulated. of
ro)ut e, a-s are tie nmissile, lotu), and hulls,
The planes, h(wever, are' ]e.At nearhy Nel 
lIs Air F'orce Iil'ise. several c(,ntrollers i adarkened room are watching the hattle unfold 
on huge screens, the world's tIggest and ioost
expensive video ame. It i somethin straiight
out ofJam(es Bond- and. a- %k1l see. straigh

out of Ton Peter., as well. 


"[hi, is one of the Air Forc's Red Flag trai-

Ing exercItS., a mock ",ir li It 
 rage, N'am

round over several rllion ;cre, 
 of Nevad.i
desert. On one side are the rmn and plmcs (if
the Tactical Air Cormmrand (ITAC). which i. 
charged with defenhing ArIrecluan inlerests inthe skies anywhere in the world. (n the other,
squadron,; of F-5 Tigers sporting Warsaw Pact
paint jobs, flown by Amterican pihi, s who havebeen specially trained Ii Soviet air tactics, 

On this day, the good guys wi i. IBut it wasn't
always that way. A decade ago, when Red Flag
was just beginning, the Tactical Air Command 
was i a sorry state. At any one time, half of the 
planes in it, $25-billin fleet were not battlercad and mire thin 220airplirie, "ere classi-
fied a, "hangar queers"-- -rided at least
three weeks for lack of spare parts or mnairite-
tnance. lBecause of equipnent proiblems "l'AC 
pilots--trained at a cost of $1 million each-

lrkted the flx Ig time necessay to keep their
skillsshhup.and [lie best oft herm were desert
ing the Air Force Ind oves. So, too, were nie
ch;urics and technicians, frustrated in their
jobs and dislpointed by the deplorable living
ciiiiiltis it ahoostImn. every lAC installation. 
lerhaps w\%r.(:t of all was the so tring accident 
rate that resulted in tragic deihs, unnece.
sarv loss oi expensive air paiieS, and embar
rasSIEnt for the service. 
Into this mess i 1978 stepped General 
\nV.I.. (Billht'r'ech. As the new cootmandir 
sizcd up his donman ft orm TAC headquarters at
l.angley Air Force likse. ii Virginia, it looked 
to) him like a potential national secut it disas
te.r. '"The. 1.S. militar was comining apart," is
how he relnorerhe s it. "It was worse than \oil 
think." 

This is the remarkable story of how, in six
and a half )ars, Lreech turned his command
into on of the bright stars of the defense fir
rnaneint. TAC fighters today are in superb
co(i](11:i n1. its lilts fully trained, its installa.
tions sparklMing. The number of hangar queeis
has declined tromt 20(0 to just a handful. Reen
listmerit rates are way up. And a dranatic 
r'huctior in the crash rate has saved dozens 
of lives and billions of dollars' worth of air
planes. 

Perhaps most irarkable, Creech was able 
to work his magic with no more money, no 
more planes, and rio nor, personnel than were available when lie started. Creech's 
st rateg was to force a bottoms-up manage
inent style on an orgnization that had always
been strictly top.down-pushing responsibil.
it%' and authority down into the tiniest crevices 
of his command. And so stunning was his exection that the Pentagon has now begun to
apply his techtiqttue s througkout the U.S. mili
tary. Says one Defense Department offici;!l,
"It's probably our biggest success since Mac
Arthut's Ichon landing." 

General 1il Creech, reircd con oniander of thr Air Force's TacticalAir CornHis may be the most Inportant U.. and
nitary vktory sInce MacArthds Inchon WAM& 

http:elntt.iv


ny chief executive officer would have 
been daunted by the challenge of sun-

AIN' running so sprawling in opera 
pon,letalone reviving it.At the


time that Creech settled into Ils post, he 
was in chafue of 115,000 full-time employ
ees working at 150 installations around the 
world-plus mlothe, 65,0o0 nen and wvo-n 
en trained 1n (1 call. The assets under his 
control were vilued at more than $40 illion, including some 3,81D airciaft-more 
than twice as many as all U.S. airlinc., cor. 
billed. He had adiscretionary budget of $1.4 
billion, with billions more reserved for fuel 
and spat e pirt,. 

Creech was no stranger to TAC. By
1978, it hehd already spent neat ly30 years
in the Air Fom.t'. a career that took in the 
first jet-age dogfights of the Korean war, a 
military too~ition with tihe United Nations,
and wing commands in Europe. But per
haps most crucial to his views on mI;:iaging
TAC was a ;tuit he had put it,at the Penta. 
gon during the days of Defense Secretary
Robert McNanara.
 

The watchwotd of the McNamara regime
 
was centralzitioir for which there was a

dual imltritivc. Pulitically, the Kennedy

Administration came 
 into office as suspi
cious of the nilitarv as the military was of

the new President and his advisers. MNa
mara's as-signnotil was to curb interservice
 
rivalry and bring all of the services under 
greater civilian control. In addition, as the 
former preside'int of Ford Motor Co., McNa
mara was a disciple of the management gu
rus of the day who preached that 
centralization was synonymous with effi
ciency. While his whiz kids fashioned new

military strtt'gies for the various services,

battalions of cost analysts and 
 systems
planners cranked out new rules and regul:i
lions that 
 reat hel into every facet if mili
tary life. Conimandrs in the field sensed
that they had been stripped of much of their 
autononty. Decision making was jealously
guarded within the Pentagon. 

"The thrust was on saving money and 
people," Creech says. "Itoverlooked the
requirement to do a good job. A lot of these 
guys, when you started talking about spirit
and tea mwork and cooperation, their eyes
glazed over. They just couldn't relate to 
that." 
flythe t ine Creech put on his fourth star 

and took commanl oif TAC, Robert McNa
mara was long gone front Defense, hut his 
dogma of centralized management and 
commanl had become inviolate within the 
Pentagon. Only it wasn't working-not at 
TAC, anyway. Granted. sone duplication
had been eliminated, along with some jobs.
But the cost had been high: the American 
military command had been robbed of much 
of its vigor. Innovation and initiative were 
discouraged, and people were dehuman
ized, thought of as mere costs of produc
tion, like so many bullets or mess kits. 

It wi . not that Creech was unwilti,:- to 
use quantitative means by which to judge 
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TAC's performance. On the contrary, tak- line, only to find that he needed aspare part. because we were so good at cenir,ili/;iing stock of the crucial measurement of So somebody would put in a call to the tion," says Creech. "It was a highlv i.1production-the number of training sorties base's central supply depot, which stocked trixed system, where the funct ioralflown-Creech found that TAC had been everything from jet engines to toilet paper, specialists only loosely worked for the per.losing ground at the rate of 8% ea,:h year to see if one was available. Three more son in charge of getting the job done. Thesince 1969. And to deal with the p:oblem, hours might pass before the part wag supervisor was just a voice on the radio.he proposed nothing less than araoical re- trucked out by somebody else from the Nobody really cared."structuring of his command, one that vould warehouse to the flight line. M,:anwhile, Creech's first move was to structure hissend authority down the ranks along with the jet and its pilot probably would have command around asmaller and more manresponsibility for meeting clear and simple missed their scheduled sortie. ageable unit of organization- iht squad.goals. Time, however, was only half thu prob- ron, which consists of 24 planes, rather
Pentakon planners were appalled at the len. Quality was the other half. The electri- than the wing. which is three times the size.-thought. Creech, they argued, would wind cal shop, like the other specialized units for Starting on a trial basis at a few installaup adding thousands of new jobs and spend- hydraulics, ejection seats, radar, navigation tions, he created squadron repair teamns,

ing millions of new dollars. They were un- systems, and the like, would invariably dis- drawing techiaicians from each of the maineasy with the notion that one command patch its lowest-ranking people for routine tenance disciplines. The team would workmight be different from all the others. And calls. That left the senior sergeants, with only on their own squadron's aircraft. Andalthough they didn't quite come out and say their 15 to 25 years of experience, back at instead of operating out of rear-area di,it, they were suspicious that authority their comfortable offices, pushing p-'per or patching locations, Creech ordered them tocould be intelligently exercised by the likes maybe just reading the paper. And without move right dc 'vn to the flight lines.of career miitar, men. their direct supervision, much of the work Almost immediately, there was an under.
"They were legion, the peo- current of opposition from somepie against me," recalls Creech. of the senior sergeants. the"You couldn't single anyone out. princes of the maintenanceThe villain wasn't any particular FOUR-STAR MANAGEMENT realm, who had to abandon theirperson, but the whole system. It I cushy offices and move withwas all the staffers down be- WUII@U pte i. W their men to the flight lines.low-thse faceless regulation .* Worse still, the sergeant whowriters and approvers. I was go- prokied with a profewMional environment, once had supervised 60 electriing against the grain of the Pcn- W6 teE3toke more 11es"si y cians was now supervising 20.tagor, culture. The system * wh t ... h.ee Many. op felt demoted orbristled." whe t M a ense ofowimrMp. diminished. 

Creech had an early ally, how- zz-l ed saysesta l "We didn't care for it," 
ever, in Air Force Chief of Staft ' N~vadith q mollv no es .t ont cale forsaysGeneral David C.Jones. Jones's ar t 1ion, n10t re--tked one"eof these so-called superser

geants, who asked not to besupport would not assure suc- Conwdatlidht and celtralization elm named. "Here was this crazycess for the decentralization lower output a wen as coots. general coming in and splintercampaign, but it did give Creech ing an operation we'd spentthe kind of bureaucratic altitude years putting together."he needed to escape the flak from the done on the flight line was not the quick-fix Creech had anticipated some hostility,doubters within the Pentagon. variety--or worse, but in this instance a military culture 
"We were all aware that a human being worked in his favor: in the Air Force, thereA $27-million F-15 is a beautiful piece was strapping into that jet, but there was a are severe penalties for insubordination.ofdesignandengineering, butwith- lot of sloppy work done to get it into the "I'm not raying everyone thought thisout spare parts and skilled mechan- air," says Technical Sergeant Ruben Sal- change was great," he says. "But slowly

,A ics, it soon becomes a relatively dana, an F-15 crew chief at Langley and a they were won over. In the centralized sysuseless hunk of metal. TAC man before, during, and after the tern, we were top-heavy in management.In 1978, when Creech took command, Creech command. "And if it missed its sor- We were keeping beautiful track of what wethe procedures for getting a fighter fixed tie, it wa., n-,bi jeal." were not doing. But in our system, sermight just as well have been devised by a The pilots, too, were less than en- geants were sergeants. They were inBritish labor-union steward. Consider the thralled. "Used to be you could take an air- charge of people, not paper. And they had
case of ajet grounded for aminor ell",.trical plane off, but your radar wasn't working or 
 to make those people produce. If theymalfunction, the inertial navigation system didn't work," didn't, they were out."
The first man on the scene would be a 
 says Lieutenant Colonel Burr Crittenden, The idea was to give each operational
general aircraft mechanic, known as acrew an F-16 squadron commander at Nellis. "So 
 squadron and its companion maintenancechief. The chief, after making his initial in- even when we did fly, the sorties were of- team acommon identity, purpose, and spirspection, would put acall into Job Control, ten low quality." it.The maintenance people, who had beenthe centralized maintenance unit for each it all added up to a lacklu'ter fighter faceless cogs in a2,000-person wing opera.base. Job Control, in turn, would call the fcr, -!, beset with apathy, sagging morale, tion, found themselves sporting the prestielectrical shop, which would dispatch aman and horrifying statistics. Only 20% of "bro- gious flight squadron patches 
on theirout to the flight line to work on the problem, ken" planes were getting repaired in atypi- fatigues. They now belonged to the Bucca-On arriving, however, the electrician might cal eight-hour shift. Pilots who needed a neers or the Black Falcons. They beganwell discover that an entire panel would minimum of 15 hours of flying time amonth wearing squadron baseball caps.have to b2 removed before he could really were getting 10 or less. The average plane, With the crew chiefs, the general practiget to the problem, requiring yet another which had flown 23 sorties amonth in 1969, tioners of the maintenance staffs, thistechnician. There would be another j'ound was flying only 1I by 1978. And for every sense of identity was further reinforced.of calls to Job Control and the electrical 100,000 hours flown, seven planes were Where before they had worked on any jet inshop. Then-perhaps after a stop at the crashing. Investigators blamed many of the the wing, now they were assigned airplanespoet office and the coffee shop-the panel- crashes on faulty maintenance, of their very own. They painted their namesremover would finally arrive on the flight "One reason we were doing so poorly is on the sides, just as pilots did. And all of a 
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pr,'o prcpari's to tak'F-15fig iter oti Iram .V/!/t, C(9, rnmander C'nttrcdcn and his squadrons oncc-ba Pincd decals 
He cost $1miioin to train and $27 million to equip. Fostering teamwork, compettion, and a sense of ownership 

sudden, a 23-year-old buck sergelnt rnak- working overtime to beat the other two 
ing $15,000 a year waF incharge-ye ,, iih squadrons in a wing, on everything from 
charge--of a$27-million jet. 

"It was exactly whyi we needed." re-
members Sergeaii: Tony M. Brunner, a 
young F-15 crew chief atNellis. "Itmakes 
you feel important to be in charge of some-
thing. There's got to be more to what we do 
here than apaycheck." 

The crew chiefs took to their new re-
sponsibilities with apassion, doin whatev-
er was necessary to make their jets th: 
best. They went everY-.%here vith them-
on deployments, through inspections, to 
the wash racks. And they kept a sharp eye 
on the technicians-in military parlance, 
"kicking ass and taking.names.' Excellence 
became an obsession. When Creech went 
to visit some crew chiefs to find out how 
they liked the new arrangement, asergeant
summed it up nicely. "General," he said. 
"when was the last time you washed arent-
al car?" 
The pilots could't hC!pwhif n,:ice 0h(

change inattitude. "Cre chiefs now crehe 
in sometimes on days off to huff up the 
planes," says Lieutenant Colonel Paul V. 
Hester, a former F-15 squadron command-
er at Langley. "When we get back from a 
sortie, they are standing at attention, salut-
ing, holding the forms. That's not anything 
they're directed to do. That's pride in thir 

airplanes. They want us to feel that pride

when we fly." 


It was not long before a strong comrad-
ery grew up between pilots and their crew+, 
chiefs. They talked elect rorics, they talked 
football, and they went drinking tigether 
after work. At the same time, squadrons 
began to build strong identities. Squ,idron 
colors were painted once again on the tail 
wings of aircraft, a time-hoored tradition 
that had been outlawed unlei tentraih/a-
tion. And pretty sooiln one squidrotn was 
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pilot performance to quality of main-
tenance. 

What Crec-ch did best, perhaps, was to 
renind e'+en the lowest-leve; employee:, 
that their jobs were directly tied into TAC's 
central mission: flying and fighting. Wing 
commander, were ordered to resume ac-
tive tlying. and to emphasize the point, thev 
wkere encouraged to wear flight suits when 
visiting Langle%. For their part, squadron 
maintenance officers were routinel%sum-
moned to headquarters for three days of 
classroom work and inspiration from the 
top brass. 

"We didn't send captains in to brief 
them," recalls General Jerry Rogers. 
Creech's logistics chief. "We did it our-
selves. And on the third day, General 
Creech himself came in and spent half aday 
with them. They had to figure that if he does 
tht, then he thinks maintaining airplanes is 
pretty nwportant." s redy 
TC', nere' was soon rthflcted inspirit 

the statistics. In Creech's first year a.-
TAC's commander, the sortie rate shot up 
I l'7. and another 11% in the second Year. 
By 19S0, the average fighter was in the air 
24 hours amonth, up from 17 in 1978. Sone 
61,Ka of the planes were now rated mission 
capa;ble, up from half. 

Creech, however, was just beginning to 
decentralize his command and improve the 
sortie rate. Moving beyond maintenance, 
there was also the question of the sorties 
rlhcrnselve,--hovw they were planned and 
scheiluled. In the past, ahandflil of officers 
at wimg headquarters had plotted schedules 
out in detail, squadron by squadron, a year 
at a time--16,lt0 sorties. Each squadron 
was given not only its quota, but also 
detailed instructiois on how and when the 
sorlivs should be ru,. 

In Creech's decentralized TAC. squad
ron commanders were given a sortie goal 
and set tree to design their own flying
schedules. And they were given some add
ed in :entive to meet their targets: if a 
squadron met its nionthly goal early, 
Creech decreed, then the entire squadron. 
from pilots to maintenance techs. could 
!ake an extra three-day weekend. 

Mind you, meeting these goals wasnq 
easy. These were highly sophisticated jets
with hundreds of components that often re
quire repair or replacement. And the train
ing hops were no snaps for fliers, either. An 
F-16 pilot, for instance, had to master preci
sion bombing, air-to-air combat with com
plicated missiles systems, and the delicate 
maneuvers required for tactical nuclear 
strikes, should they ever be required. Still, 
the incentive plan worked splendidly. Vir
tually every squadron in TAC now averages 
10 extra three-day weekends a year. 

the earlon
1980s. the TAC turn
around was attracting llenty of at
tention at the Pentagon. "There 

. were people who would say, 'You're 
fudging the numbers. It looks too good,' 
General Rogers recalls. The pattern w:,
repeated many times: they'd try something 
and gather enough evidence that it worked. 
Then, to make it official policy, they'd have 
to write aregulation and send it to the Pen
tagon for approval. "That was a vehicle for 
endless bickering about details," Creech 
recalls. "There was a good bit of hostility 
and foot-dragging." But with the help of the 
successive Air Force Chiefs of Staft, 
Creech most often prevailed. And, slowly, 
the converts to decent rahizat ion grew in 
number. 

Creech and Rogers weren't shy about 
inviting Pentagin officials to see their new 
program in act ion. At on( inipotant noting 

1*\
 



in 1980, for instance, they took members ol" 
the Pentagon's vaunted Program Analyst, 
and Evaluation Office PA& -l)-prime pro-
ponents of centralization-along on the 
first training deployment of F-I5s toiEu-
rope. Eighteen fighters screamed into 
Bremgarten, aLuftwaffe basein southwest 

-Germany, and four hours later all of them 
were loaded for -combat. The next day, 
those same jets flew 75 sorties, nearly 4 
apiece. 

"Under the old system, we couldn't have 
dreamed of that kind of launch rate," says 
Rogers. "The PA&E folks had been ver, 
suspicious of our statistics, but that made 
believers of them. They went back and be-
came evangelists for us in budget battles 
and such. It was really awatershed." 

By this time, of course, centralization 
was under attack everywhere, as newer 
management theories'began to emphasize 
motivation, competition, delegation, and 
employee ownership-all concepts Creech 
had used. And as stories began to surface 
about $600 toilet seats and $200 wrench-
es-the stuff of centralized procurement-
the Pentagon searched to demonstrate that 
it was changing with the times. Creech's 

decentralization efforts became part of the 

official program. And the general found 

there was plenty more decentralizing to do. 


He started with spare parts. An F-15 

crewchiefwhoneededanewtireforhisjet, 

as an example, at that time had to phone in
Mis request to the base warehouse and waii 

hours for delivery. Moving a part through 
the system required 243 entries on 13 
forms, involving 22 people and 16 man-
hours for administration and record keep-
ing. It was cumbersome, frustrating, and 
worst of all, slow. 

"We had lost focus on why we existed-
to support aircraft and the maintenance 
guys," says Colonel Donald W. Hamilton, 

TA 'sdirector of suppl. :P l.angle ."Ve'd 
grown too bureaucratic. 

In 1981, Creech lecidetd It,break up ti' 
warehouse svstem and mv(\e arcraft partls 
from the storage areas at the teair of the 

-,base right up to flight line. Not that thev 
was always a convenient place for parts 
stores big enough to stock 10,000 different 
items. But with scraps of wood and lt.Qover 
cans of paint and underutilized ,helving. 
folks rii.de do. 

What serious money Creech had, he 
spent for minicomputers that let crew 
chiefs and their technicians know exactll 
what parts were available, and let EupplY 
specialists know what parts needed to be 

vour prid' in'.%) o ,,iand v.ourill /.I' 
ilt .,mi-to ;a',-uigrforr:;ice. 'You ,an't hI 

man thai' n .urpicaI -~altdv oi:
can hc( the 
ousidt, hilhas to be ii( -,'J-stn on the 
insidt.. You eiher hav ,i lhtiolt of profe. 
sionalism, or one of dt!r iura:ir vil ,nd de
cay. You can't segment it (0111, on TV do 
you have these Black Sheep squadrons. 
Good outfits loo)k shtatp and act sharp. The 
great pilots-the Chu, k Yeager .- are not 
sloppy people " 

Fresh paint gayve wa, to murals and 
lounges and comfortable furniture in flight
line facilities, and then to new b:arrack com
plexes with car peted rooms and 
semiprivate baths. And wihile pilots hid for

reordered. Now, all acrew chief had to d,, mati .onflybys to show tIe ir stuff to the pub
was climb off a jet and walk a few vards toia 
terminal to find out ifa part was available. A 
push of itbutton ordered the part to be set 
aside. Then it was only ashort walk down to 
the parts store with asimplified order form 
to have the part in hand. More often tha., 
not, it was waiting on the counter by tho 
time he arrived. T'otal time lapsed: about 15 
minutes. Today it's down to 8. 

At the same time, Creech mounted acru-
sade he considered equally critical to the 
rebuilding of TAC. On the theory that quahi-
ty begets quality, he ordered a top-to-bot-
tom sprucing up of every TAC facihit v, 
ranging from airplane hangars to barracks 
to mess halls. Once the Reagan defense 
dollars began to flow, that crusade took on amomentum of its own. But long before. 

Creech had begun by ordering that nearly 
everything within his domain receive a 
fresh coat of paint, from airplanes to cars 
to buildings. Nothing was spared. TAC 
even went so far as to paint the backs of 
stop signs. 

"I could paint all of TAC for the price of 
one F-15," he says. "My philosophy is that 
if equipment is shabby looking, it affects 

licand the brass, ,quad,on vehicle fleets 
held annual "roli-b ,s' displaing their 
gleaming trucks and vans,. 

It was all part of General Creech's em
phasis on respect and reco).n:!ion for his 
people. "'Pride is the fuel of human accom
plishment." he preactied to h command. 
Arid competition wa-. tLe spari. plug. To 
drive home the point, annual awards ban
qets,complete with citations and trophies, 
were held at every wing. to recognize the 
year's best maintenance and supply 
specialists. 

v the time General Creech left TAC, 
85% of his airplanes were rated as 
mission capable, and jets were aver-

JLB aging 21 sorties a month. with 29 

hours in the air. In wartime, TAC was capa
ble of launching 6,000 sorties aday, double 
what it had been when he arrived at Lang
ley. In peacetime, the crash rate had 
dropped from one for every 13,000 flying 
hours to one for every 50,000-and crash
es traced to faulty maintenance nearly 
vanished. 

TAC, under Creech, had gone from the 

Prr'fihI plafnning at Nellis Flight-lnr parts de'pol 
Pueit WAht down to the lowest kvel Orders that uW to take hours to fill now take mnes. 
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Air Force's worst command to its best. For 
much of the time, it had been a battle, and 
heads had rolled. The lazy and the incompe-
tent, who had found numerous hiding
places in a centralized structure, were
smoked out when maintenance operations
moved to the flight line and squadron, were
held accountable for their performance, 
Sonic had to leave. But many more decided 
to stay. In 1983. two-thirds of the first-term
mechanics decided to reenlist, or nearly
double the rate of 1977, the year before 
Creech took command. Second-termer re-
tention rates went from 68% to 85% over
the same period. And some of the older 
technicians found they liked Creech's pro-
gram so much that they recalled retirement 
papers to see it through. 

TAC commanding officers thrived under 
the new system. Of the 148 wing command-
ers who served under Creech, onm about 
3% were relieved for poor performance-fewer than under an, of Creech's tiree pre-

decessors. "It was not aruthless system,"

Creech emphasizes. "You just don't get re-

suits by going around chopping people's
heads off." 


Even in retirement, Creech's philosophy 

sets the tone for Air Force management,

General Larry D.Welch, now the Air Force 
Chief of Staff, served in staff positions un-
der Creech. He later went on to head up the 
Strategic Air Command, the nation's nucle-
ar strike force, where decentralization also 
became abattle cry. 

Even the Pentagon ias got the religion. A 
recent Pentagon directive gives command
ers new authority to abolish regulations,
streamline procedures, and do whatever 
they think best to enhance mission accom
plishment. "People doing the job day in and 
day out know better how to do it than sonic 
guy who is sitting behind adesk," asserts 
William H. Taft IV, deputy secretary of 
defense.
 

As for Creech, now 59, he continues to 
spread the gospel to leaders of industry and 
government as a lecturer, consultant, and 
corporate board member. 

In his travels. Creech remarks how com
mon it is for executives to think of decen
tralization and delegation as loss of control 
and abdication of command. If anthing, he 
says, just the opposite is true: "When I left 
TAC, I had more control over it than my 
predecessors. I'd created leaders and hellp
ers at all those various levels. Without thatkind of network below you, you're a leader
 
in name only.
 

"It's not really that hard to run a large
 
organization," the general explains. "You
just have to think small about how to 
achieve your goals. There's a very finite 
limit to how much leadership you can exercise at the very top. You can't micioman.
 
age-people resent that. Things are 
achieved by individuals, by collections of 
twos and fives and twenties, not collections 
of 115,000. And that's as true in industry as 
it isin the military." EL 
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THE WORLD How efficient? Just ask anyone who flies Remember, you're talking about greatr
 
ACCORDING on Aeroflot, the Soviet airne. The prob- productivity, greater oyalky-conve-


TO CREECH 
Some practical business 
management advice 
from the general who 
tamed the Pentagon. 

INC.: What's the most important man-
agement lesson for business that you 
take away from y'our experience with the 
Air Force? 

CREECH: What we proved at the Tacti-
cal Air Command is that some organiza-
tional approaches stifle initiative and 
motivation while others nurture it. In the 
final analysis, it boils down to productivi-
ty, and to improve it. you have to create 
more drive and enthusiasm-a turned-on 
team. In that context, American business 
has not been well servd by the manage-
ment theories of the 1960s and '70s that 
taught of the tremendous virtues of con-
solidation and centralizatior. It wasn't 
only the Defense Department that was 
bitten by that bug. Most of our compa-
nies, large and small, have those theo-
ries insinuated into their warp and 
weave to one degree or another. 

INC.: How does that manifest itself most 
commonly? 

CREECH: Well, the most common phe-
nomenon is for a manager who has two 
operations doing similar things to con-
clude that if he consolidates thenI he'll 
save manpower arid some cost. It's a 
given that it is wise to consolidate wher-
ever possible. 

INC.: There is a germ of truth to that, 
isn't there? 

CREECH: There is a germ of truth, but 
what happens is that managers take it to 
aridiculous extreme. I often ask people 
how they would like it if there were one 
airline in this country. By the theory of 
cm~naalization, it would be very efficient. 
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lem wth consolidation is that, while it 
-an yield some immediate and tangible 
savings, it has indirect and negative ef-
fects on people--on morale, motivation,
enthusiasm, creativity. Additionally, if 
you consolidate too much. you lose .,your 
ability to make meaningful and objective
comparisons between similar operations. 
How efficient is your airline? Well, you'll
only know if there are two airlines. And 
with a little competition thrown in, hope-
fully the people who work at the airline 
that is less productive will face up to 
that fact and face up to the need to tr' 
harder. 

INC.: A chief executive of a smaller com
pany, listening to you just there, might 
say, "Oh, that's interesting. General, but 
you're talking about TWA or General 
Motors or something on that scale. But I 
have only 40 people here." 

CREECH: In most cases, the urge to 
consolidate is driven by the urge to cen-
tralize. which has nothing to do, really, 
with bigness. It's an attitude toward 
management, and it exists in large com-
panies and small ones. The theory of 
centralization says that there are certain 
kinds of decisions that have to be made 
up high, because that's the only place 
they can be made in an intelligent fash
ion. And to facilitate that, they like to 
have lots of rules and regulations and 
stipulations to govern people's behavior, 
Meanwhile. all decisions gravitate up-
ward. What I was able to prove at TAC 
is that. within certain general guidelines 

and goals, you can give people real au-

thority down below-give them some 

breathing room to make their own deci- 

sions. Rather than a tight-fisted opera-

tion where one person is in charge-

which is what you find in a lot of small 

companies-you can have a decentral-

ized organization in which there are 

many leaders charged with achieving 

your goals. 

INC.: Then the manager says to you, 
"Look, General, if I decentralize and 
give authority and responsibility down 
below, some percentage of those people 
are going to wine, up being inappropriate, 
and some are going to screw up. There 
will be cuttome, s who are mad and prof-
its that are frittered away and expenses 
that are going to get out of control and 
sales that will be lost. It's just inevita. 
ble." What do you say? Isn't it true that 
those things will happen? 

CREECH: Some of those things happen 
the way things are now-and fewer will 
happen if you do it the other way. 

nientiv the centralizers like to forget 
about that. And even in a decentrahzed 
organization, the CEO has to keep track 
of how well people are doing, so that no
body can make such fantastic mistakes 
that it dooms the whole corporation. Oh. 
sure, once you start delegating authority
and hold people accountable whom you 
didn't previously hold accountable, there 
will be more of an attrition rate. And 
what is the moral of that? It's that incom
petence finds it easy to flourish in cen
tralized organizations, because it's all so 
communized and homogenized that you 
cannot sort out the real performers from 
the nonperformers. 

INC.: Can you take decentralization
 
too tar?
 

CREECH: I suppose there wil alway be 
some people in any organization who are 
going to take it too far. And in those 
cases, you have to guard against the 
temptation to pull that authority back up 
and say. "Well. I can't trust any of these 
folks. I'll handle it all up here." That's a 
major part of what causes centralization 
in the first place. 

INC.: Are there any other pitfalls to
 
watch out for?
 

CREECH: Probably the most common is 
that managers don't give themselves the 
tools with which to track and view objec
tively how people are performing below. 
You need a way to know if the barn's on 
fire before it's in ashes. And in business, 
I've found that too many managers are 
still watching P&Ls or growth curves, 
which don't necessarily give them good 
indications of where their systems are 
breaking down, where productivity is
 
lastmg. When the bottom-line numbers
 
finally come in and they are dishearten
ing, managers don't have answers as to
 
why it all happened. And so. again, the
 
instinct is to centralize across the board,
 
to set down regulations, to try to micro
manage everything from the top. 

INC.: One of the fashionable new ideas 
is to delegate to an ad hoc team of peo
ple from different departments the re
sponsibility for solving aproblem or 
creating anew product line-all this as a 
way of getting around some of the prob
lems you've pointed out with ahighly 
centralized organization. 

CREECH: Well, the problem with much 
of that matrix management is that it 
gives people responsibility without giv
ing them real authority. And without 
the authority, most people won't really 



accept that sense of responsibiliiy-and 
you really can't blame them, 

INC.: Can you be more specific? 

CREECH: Well, in most of these situa-
tions, you have a basic vertical-manage-
ment structure that is common to most 
centralized organizations. You'll have, as 
an example, achief engineer, and all the 
engineers in the company will work un-
der him. And a vice-president for mar-
keting with all the marketing people 
under him. Suddenly, there is a specific 
job to be done, a project, and some num-
ber of engineers and marketing special-
ists are assigned to that project, along 
with people from manufacturing and ac
counting and whatever. That's m,.,rix 
management. But who is in charge? You 
can try to hold everybody on the team 
accountable, but that's not the way hu-
man behavior works. You have to hold i 
few key people accountable, 

INC.: Presumably, you hold the project 
manager accountable. 

CREECH: Well. I have some experience 
with thaL Some years ago, I commanded 
the Air Force's electronics-systems divi-
sion in Boston, where we bought about 
$5 billion worth of electronics each year, 
ranging from the Airborne Warning and 
Control System aircraft-the AWAC-
all the way down to telephones and 
siorkcnboards. We had lots of projects 
with lots of corporations. And occasion- 
aby, a program would get in deep trou. 

We aind we would send in a team to find 
out what was wrong. Nine times out of 
10, we found that it was a highly central- 
iseand high])' matrixed organization in 
which there was no real sense of ac-
wetability or authority. I remember 
one case in which a major corporation 
had about 900 employees working on a 
major program, and there were exactly 9 
people who reported to the project man-
ager in a hire-and-fire context. All the 
rest were assigned to him in amatrix 
context, and they reported to their func-
tional chieftains-the chief electrical 
engineer or the chief computer program-
mer and so forth. And the project man
ager ultimately wasn't in charge of any 
ofthem. And so what the project manag-
er had to do was form acoalition. Coali-
ions sometimes work, but theyre not 
long on accountability, because it's too 
easy in acoalition to point fingers at the 
other guy. 

INC.: So what's the alternative? 

CREECH: The answer is to keep an en-
girwering department, for example, to 
hudle some of the housekeeping 

chores, to worry about whether all the 
engineers in the organization have the 
know-how and the background the corn
pany needs. But once you form a mis
sion or a task force, you've given the
 
authority to the project manager to eval
uate the performance of those engi
neers, distribute bonuses, assign 
workload, and even fire somebody. 

INC.: There was a time, of course, when 
matrixing was a hot management idea,
 
just as centralization was hot. Now, may
be decentralization is the buzzword.
 
Isn't this just a case of the pendulum
 
swinging back and forth? Wasn't central
ization agood idea in its time?
 

CREECH: I don't think it was ever a ter
ribly good idea, although in certain set
tings I'd agree that acertain amount of
 
centralization is useful. It's just that it
 
became almost areligion. It was over
done-and still is grossly overdone.
 

INC.: And you find that L true in entre
preneurial settings as well as in large
 
corporations?
 

CREECH: Oh, I find it ver' common
 
among founders or small groups of
 
founders. They grow their companies to
 
a certain size by operating as one-man
 
bands, controlling authority and making
 
all key decisions, but beyond that they
 
begin to feel very uncomfortable.
 
Founders feel as if they are losing con
trol. And then one of two things ha 
pens. Either they consciougIy or
 
unconsciously make decisions that stifle
 
growth, or they try to use their old man
agement techniques long after they have
 
become ineffective, to the companies
 
reach apoint where they can't survive
 
under that kind of stifling centralized
 
managent. In my judgment, you can't
 
micromanage a company as small as 100
 
or 200 people. Long before that, you
 
have to start giving some real authority
 
to the people below you.
 

INC.: Would it be correct to say that if
 
you don't start that early, you probably
 
will sever do it?
 

CREECH: I learned a long time ago that 
you have to not let the perfect be the en
emy of the good. The fact is that it is 
never too late to change, because in any 
organization, there are lots of people 
just waiting for you to give them some 
responsibility, some sense of ownership, 
something they can take personal pride
in.And it's amazing how, once you take 
those first step, suddenly a thousand 
flowers bloom, and the organization
takes off in ways that nobody could have 
predicted. 
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IsExcellence inthe Public Sector 
Possible? 
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HE purpose of this article is to exaiiiine some recent popular 

ideas about improving organizational performance - pur
suing excellence - in the public sector. Our reference point 

is the "excellence literature" - the current wave of best-selling non
fiction books that focus on organizational life and offer prescriptions for 

success.' We also suggest that the report of the President's Private Sector 

Survey on Cost Control (Grace Commission) belongs in this literature.2 

Critics of public management implicitly assume that the ideas presented 

in the "excellence literature," ought to work in government as well as they 

work in business. The apparent inability to do so must, therefore, be a 

failure of leadership. If public managers were only to apply these 

principles and adopt hard-nosed business practices, taxpayers would 

benefit immensely. 

"James Edwin "Jed" Kee is at the Scott M. Matheson Public Lesdership Forum at the University of 

Utah, where he is writing a book with former Utah Governor, Scott M. Matheson and teaching 

courses in the Political Science Department. He has had adistinguished career in stave government 

service in Utah and New York and he has been active in national organizations of state budget offikers, 

state planning coordinators, and in a staff leadership role for the National Governors' Associatim. 

Roger W. Black isaconsuitant with KMG Main Hurdman in Salt Lake City, spcial"ing in services to 

state and local governments. He is also an adjunct facui1ty member in the Political Science 

Department of the University of Utah teaching courses in public administration. Previously, he held 

management positions at the municipal, county, and state levels in Calornia, Washington, Colorado, 
and Utah 

I See, for example, ThomasJ. Peters, and Robert H. WatermanJr. In Search ofExcelknce: LelSomi 

from Anencar Ben Ron Compnies, (New York: Harper & Row, 1982), Craig R. Hickman and 

Michael A. Silva, Creaing le,'elence."Atmaging Corpor.de Cukare, Strnaegy,and Changein Mhe Neu 

Age, (New York: New American Library, 1984), Rusabeth Moss Kanter The Changernattrr:In

notalton for Prmdc.atity in the Arneriinn Corporaeon. (New York: Simon & Schuster, 1963), 
Terrence E.Deal and Allan A Kennedy, CorporaeCujiares:The Rights and Rguiwd of Corporaie 

Life, (Reading, Mass.: Addison Wesley, 1982);John Nausbirt Mgiatrends(New York: Warner Books, 
1982); Alan Toifler, The Third Wave, (New York: Bantam Books.) 

I J. Peter Grace, War on Wate, Pressdent's Priat'eSector Siri"y on Coil Coiro4 (New York: 

Macmillan, 1%4). 

Public Productivity Review, Spring 1985 25 

http:Corpor.de


26 
KEE & BLACK 

We wonder if this is really so. Glossing over fundamental differencesbetween tax-supported entities and market-supported organizations maydo both sectors a disservice. In many ways, the achievement of excellencein the public sector is much more challenging than in the private sectorbecause of the multiplicity of actors, inherent value conflicts, deliberateand often-erratic policy shifts, and intense public scrutiny on how publicfunds are spent. These special conditions and the tendency of publicmanagers to idealize "rational model" approacha to decision-making
militate against the risk-taking free-wheeling entrepreneurial behaviorand values-rich personal charisma that apparently lead to excellence in
the private sector. 

The Challenge of Public Sector Management
IDENTIFYING THE CUSTOMER Organizationsmust payattention to their customers. Failure of for-profit companies to do sobrings the inevitable discipline of the marketplace. Firms either succeedin meeting customer demands or they go out of business. For this reason,companies carefully identify the customers they intend to serve and theyspend freely to discover or shape consumer buying habits. Therelationship between buyer and seller is voluntary and intimate. Eachparty knows something about the personal identity of the other. And eachunderstands that the buyer is solely responsible for deciding if the product 

or service is worth the price.
Not so with public sector organizations. Here, the identity of the buyeris obscure, neither party has a choice, and the responsibility for measuringsatisfaction falls on the seller. Obviously, these conditions produce a different kind of relationship between producers and consumers of government services than exists in the private sector. Public agencies must firstdefine their customer. This is difficult to do when those who receivegovernment services and those who pay for them are not always the samepeople. Obviously, direct recipients, e.g., welfare clients, motorists,recreationists, and high school students, are customers. So are taxpayerswho "consume" safe streets, national security, open spaces, a healthyeconomic climate, consumer protection, an educated citizenry, etc. Buttaxpayers often fail to see the connection between their personal tax bills 

and these social benefits. 
Elected officials face special challenges. They are in the middle of anongoing, four-party marketplace that involves themselves, taxpayers,direct consumers, and the career civil service. They have the difficult job ofbeing both buyers and sellers. They are buyers in the sense that they rep
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resent people who actually consume or pay for public services; they are 

sellers in the sense that they direct the agencies which deliver the services. 

Intuitively, elected officials are sensitive to taxpayers and interest groups. 

But they incline toward an institutional suspicion of the career establish

ment. This suspicion presents a complication in developing an effective 

customer orientation that private sector managers simply don't experience. 

In the private sector it is in everyone's self interest to focus on the needs of 

specific customers in specific markets. In the public sector, elected officials 

rarely see things in the same way professional managers do. Therefore, 

even to reach agreement on who the customer is demands extraordinary 

patience, perseverance, commitment, and dialogue between the elected 

official and public managers. 
Good public sector customer relations is the more difficult because 

customers, whether clients or taxpayers, are usually involuntary. In the 
abstract, citizens may recognize that tax dollars pay for goods and services 
which are necessary for an orderly society. But it is very clear that these 
services are, in no sense, purchased in the same way that a consumer 

purchases an automobile or a television set. There is, for example, no 

voluntary market for national defense. Most citizens feel strongly that we 

need it but none can buy it in amounts that exactly match personal tastes. 

Some political economists have suggested that people express a pre

ference for a mix of local services and taxation by their location doices, 
The mobility of Americans lends some credibility to this concept. 
However, if it applies at all, it is restricted to local government settings 
where there is a reasonably clear relationship between the menu of 

schools, roads, and other local services provided, and the property taxes 

paid. In any case, in today's high interest rate environment, people do not 

readily choose to relocate just to balance the level of taxation and service 

consumption. And no one can unilaterally reduce his or her tax payments 

to avoid support of services not used as one can in the private sector. 

Therefore, business methods for meeting customer needs may not work 

or may not be appropriate in the public sector. However, there is much 

that government managerf can do to foster a customer orientation. On a 

program by program basis, professional employees and elected officials 

should be able to agree on who the customer is. Given this agreement, 

managers can focus attention on service levels that meet egitimate 
expectations of specific customers. 

See, for example, Charles M. Tiebout, "APure Theory of Local Ependitures," Joawsd of 
Po"ic Economy, LXIV (October 1956, 416-24). 
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The 'excellence literature' emphasizes the 
importance of a strong set of central guiding 
values. 

DETERMINING CORE VA L UES The "excellence literature" 
emphasizes the importance of a strong set of central guiding values. We agree with this basic premise. The public sector, however, faces a
complexity and multiplicity of values that, in many cases, conflict with one
another. To illustrate, a department of natural resources may contain 
strongly pro-development divisions, and divisions whose missions are
inherently contradictory to development (for example, energy extraction 
vs environmental protection).

Furthermore, the political process itself creates a diffusion of power
and responsibility that makes the articulation of central values very
difficult. There are many actors who have a vested interest in not recog
nizing the value conflicts embodied in a competitor's position. After all,
coalitions are difficult enough without insisting that all parties agree on a 
common set of values. Public managers, therefore, face: client groups
demanding a service; special interest groups representing or opposing
client desires; a bureaucracy delivering the service; policy makers es
tablishing guidelines for the service; legislative committees refereeing the 
contest; the law, itself, placing constraints but rarely charting a clearcourse; and finally, the taxpayer asserting interests that often counter 
those of service recipients. The welfare client, for instance, prefers looser
eligibility standards; the taxpayer, presumably, tighter standards. 

Since the conflicting set of values and actors results in a fuzziness of
focus for government managers, it is no wonder that they are attracted by
the so-called "rational model" of public administration. Proponents of themodel preach that professional public administration is hard-headed
rationality; that detached analysis makes for good decisions; and that a pro
fessional manager can manage anything. Such archetypical "rational
managers," as Robert McNamara, of the Department of Defense and
Ford Industries, and Roy Ash, of the Office of Management and Budget
and Litton Industries, relied on a series of rational management
techniques; including PPBS, performance budgeting, and zero-based 
budgeting. 
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Aaron Wildavsky and other political commentators have challenged 
the applLability of thee ideas.' However, at an operating level, conventional 
wisdom and public expectations create a bias towards the rational model 
that may be greater in government than in business. Governmental in
stitutions tend to be preoccupied with process rather than results. Manage
ment accountability and the ideal of a science of public administration are 
easier to talk about than assessing the product of public schools or the De
partment of State. Nevertheless, the limitations of the rational model are 
even greater in the public sector than the private marketplace. Government 
deals with values and with multi-dimensional, often intangible, products; 
such as equality, environment, justice, rnd quality of life. Furthermore, 
government exists, in part, to cope with the irrationality of the world in 
which people carry on from day to day. 

The aggressive pursuit of a rational model of public administration is 
undesirable, not merely because we are unlikely to succeed in applying it, 
but because movement toward it can actually be counter-productive. We 
need strict accountability for achieving public value. In practice, we have 
accountability for mundane mechanics. R. A. Leone, of the Kennedy 
School of Government, has suggested that a preoccupation with the cost 
of public services, which he labels "operations fetishism," not only 
sacrifices public value but also sacrifices economy in government at the same 
time. At its worst, bureaucratic complexity creates costs today and 
produces inflexibility that adds cost tomorrow?5 

In order to avoid these problems of the rational model, excellent public 
organizations must find a way to manage the ambiguity of values and 
harness the commitment and energy of staff. Successful attempts to 
sharpen focus are rare. 

A 'ittle appreciated but potential untapped reservoir of commitment is 
the intrinsic value content of public service. Perhaps a majority of public 
employees work in government because they support the val,.s 
government seeks to promote. And they subscribe to standards of 
performance and ethics that their professional peers and colleagues have 
evolved over time. The commitment to excellence in the attainment of 
professional success may never be as obvious and mefwsuiabie, in the public 
sector as it terds to be in the private sector, where the focus on products 
and markets can be very narrow. But it is agood start. Government is a 
conglomerate responsible for many goods and services and obligated to 
serve the entire population. While these factors tend to diffuse attention 

4 Aaron Wildavsky, The Poltics of the Bodgetary Proc*m (Boson: LiUtle, Brown, 1961). 
Robert A. Leone, Unpublished lecture notes, Kennedy School of Governmemt, 1984 
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and dissipate energy, small work units can develop their own driving set 
of values and develop an organizational capacity and political mandate to 
succeed. 

Most successful organizations have shown a strong sense of continuity 
in leadership, often with a dominant figure who has either founded or 
provided the inspiration for the corporate success. In the public sector, 
however, political swings are built in. Mayors and governors typically turn 
over every four to eight years and legislators, more often. Even pro
fessional appointed administrators expect to move on after four or five 
years. With new leadership comes new visions and policy changes which 
can have a fundamental impact on the directions of an organization. 

The public sector must rely more on middle management, normally 
protected from political swings, to provide continuity of central organi
zational values. In our view, this is a task for which we seldom prepare 
middle managers. Achieving this continuity begins with arecognition and 
support of this role of middle management. 

P RO M 0 TIN G R IS K-TA K I N G Autonomy and entrepreneurial 
risk-taking are nearly impossible in the public sector. Unlike profit-making 
organizations which can bury mistakes in the overall financial statement, 
the miscalculations of public sector organizations receive considerable 
public scrutiny. The media is ever anxious to accentuate government 
failures, and the opposition party can make such failures rallying cries for 
a change of administrations. 

Governmental budgets, funding approval requirements, purchasing 
and other controls on the expenditure of public funds further tend to 
inhibit risk-takers in government. Some even create perverse disincentives. 
For example, line-item budgeting restricts managerial flexibility to the 
point of removing managerial accountability; intransigent merit systems 
make rewarding good people difficult and firing bad people impossible; 
inflexible promotional practices tend to reward managers on the basis of 
the number of people managed and size of budget rather than on the 

The commitment to excellence in the at
tainment of professional success may never 
be as obvious and measurable in the public 
sector as it tends to be in the private sector.... 
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success - that they consciously tolerate performance on the safe side of 
what is possible rather than push toward the theoretical optimum? 

Legislation, public scrutiny, and constitutional checks and balances all 
create legitimate legal and political limitations on the freedom of public 
managers to act. Yet within the constraints, there is considerable room for 
experimentation and action. Ad hoc task forces, pilot projects, simplifying
decision.making (for example, one-page decision memos), refusing to 
study a problem to death, are all methods for creating a bias for action. 
Legislative bodies have a special responsibility to engender a climate that 
rewards doing. While the Peters and Waterman phrase "ready, fire, aim" 
may provide an impossible action orientation for the public sector,6 the 
notion of "try it, then fix it, don't just study it" might provide an ap
propriate substitute. 

Risk-taking in the public sector is possible, if there is strong support 
from organizational leadership and a willingness to permit failures (not 
perpetuate them), an acceptance of diversity in ideas and service delivery 
mechanisms, and legislators who will give managers some flexibility. 

Private Sector/Public Sector Similarities 
While the challenges outlined in the preceding paragraphs are many, 

there are significant similarities between private and public sector organ
izations that make the "excellence literature" valuable for public 
managers. Perhaps most important is the belief that an organization's 
success is tied to its people. Increased productivity ultimately comes from 
the perspiration and inspiration of workers. This is as true for public 
sector organizations as it is for private sector companies. Amajor part of 
government budgets pay for the people who do the public's business. 
They are the teachers in public schools, professors at institutions of 
higher education, highway patrol troopers, soldiers, social workers, prison 
guards, engineers, tax collectors, and wildlife officers. Virtually all want to 
do a good job. 

The "excellence literature" observes that people, without regard for 
where they work, need to succeed, to be winners, to feel that they con
tribute. There is increasing evidence that successful organizations benefit 
from a management style which recognizes the value of individuals. It is 
clear that people today are looking for more than a paycheck from their 
nine-to-five job. They are less tolerant of doing work that they do not 
understand and are intolerant of co-worker or management incompetence. 
They are concerned with the financial benefits, of course, but they want 

6 Petersn1 ',, .1 I,Wverrmnn h , . 
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work to have meaning. Public sector managers who ignore this fact do so 
to the & ,triicnof their organization and the public they serve. 

VISION CO UN TS A second area of similarity is the notion that a 
strong sense of vision can make a difference in employee output. An 
organization's values and culture really do have an impact on workers' 

good management, whether in the private 
sector or in the public sector, means the ar
ticulation of values and reliance on people to 
achieve those values. 

behavior. If they feel better about what they do, they are more likely to 
work harder. Apparently, a strong culture helps to remove much of the 
uncertainty of the workplace. It provides easily understood structure and 
standards, and it gives people a value system to guide their behavior. 
Vision, in the sense of specific, unambiguous goals may be difficult to
achieve in a political arena; but vision, in the sense of seeing one's work as 
part of something intrinsically worthwhile and therefore important, is 
inherent in most public sector work. 

Many successful profit-making organizations rely on the vision and
understanding of people with first-hand knowledge of the business  the
lower level rank and file worker. This tends to reinforce the person's
importance in the workplace, contributes to greater worker productivity,
and provides practical solutions to problems. There is no institutional 
reason why this insight can't be applied in public organizations. Indeed,
there is growing evidence to suggest that it works very well. 

SIMIPLF STRUCTURE, LEAN STAFF The"excellence 
literature" raises doubts about the benefits of economies of scale in
 
organizational structure. In government, as well as private organizations,
size often generates complexity. Yet success depends upon the ability to
keep things simp!e. Long standing traditional, public administracion 
conccpts tend to perpetuate a hierarchal organization structure in 
government. Many successful private organizations have shown that this
practice may be counter-productive. The successful company makes sure
that line managers have the freedom and the resources to do their Jobs 
well. This xliry frxe's acroun-' ..arelv whern it6Ilnn c 
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The concept works in the public sector as well, but its application is 
much more tenuous. Popular mistrust of government and government
officials seems to d.mand institutional checks and balances that prevent
abuse of power but also cloud accountability. To reach excellence, 
government managers must provide resources to work units that allow
them to succeed or fail in their mission; not be overburdened by a 
corporate staff who tend, to reinforce organizational complexity.

M EA S U R EM EN T Finally, successful organizations measure their 
success. In the private sector, standard profit/hss equations or sales/ea rning
ratios create a natural discipline that is easy to understand. Measurement 
in the public sector is more difficult. In the absence of reliable, com
prehensible performance measures, the public is conditioned to suspect
its public servants. Elected officials respond by imposing excessive 
procedural controls. 'While not easy, it is possible to measure public 
agency peformance utilizing indicators which are meaningful to top
management, to rank and file workers and to the public. Harry P. Hatry7 
and D. Scott Sink et al.8 have offered a number of conceptual and practical
ideas about how to do this. However, the focus of accountability in the
public sector must shift from process measures to measures of the success 
of the organization in producing public value. 

Top management's insistence that performance be reported and itsconsistent use of such information isoften sufficient to create a market for 
measurement data. Once created, the demand for performance data can
stimulate public servants to overcome the problems of measurement. 
Success in doing so, over time, will create the conditions of trust that 
permit fe12: !bility and creativity. 

Conclusions 
If we were to draw the most important lessons for the public manager

from the excellence literature, it would be that good management,
whether in the private sector or in the public sector, means the 
articulation of values and reliance on people to achieve those values. 

Public managers must define the public purposes which their organ
izations serve. Within evidcnt constraints, managers can articulate their 
vision anJ obtain the political mandate and capacity to produce the 
desired public va.ue. 

I HarryP. Ha,., ,"Performance Measurement Principles and Technilues: An Overview for local 
Government," Ptblk Prodivaitisy Reviw, IV (December 1900, 312-39).6 Sandra J. DeVries, D. Scott Sink, and Thomas C Tuttle, "Productivity Measurement andEvaluation: What is Available?" NationdProdtivityReview, 1IU,No. 3,265-87. 
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Such an effort is not an easy one but it is possible. Slavish imitation of 
private sector practices is not the answer. Creative responses to the 
inherent challenges of public sector management and liberally testing and 
adapting ideas that work in the marketplace may be. We believe the 
rewards are worth the effort. For in the end, success means the 
betterment of the society in which we live. Building this kind of 
monument gives public managers gratification that is unmatched 
elsewhere and is worth our best. 
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*r he art and science of managing well comprise an ever-increasing challenge during

Ithese times of rapid change, multiplying demands, and growing complexity. Manag
ers are finding that existing tools simply are not adequate to cope with the changes 

that engulf their organizations. To begin to deal with this problem, it is important to iden
tify the most significant changes. 

Major forces of change at work in our society have a 
profound effect on organizations and people's ability 
to manage them. Chroniclers of these forces-Alvin 
Toffler (The Third Wave), John Naisbitt (Megatrends), 
Laurence Rutter (The Esserrial Community), and oth-
ers-have identified a number of changes that affect 
organizations: 

e Who the workers are-greater numbers of women in 
the work force and a substantial reduction in the tradi
tional "worker" profile (male/head of household/only 
job holder in the family) 

e Nature of work itself-increased percentages of ser-
vice jobs and information-related jobs 

* What workers want-emerging worker values that 
now include self-development, participation, and equity 

* Challenges to authority-"Just because I say so" not 
good enough anymore 

Increased complexity of technology, organizationale 
structure, and problems faced 

Local government has been the focal point for substan-tial change as well. Demographic changes such asagodie. 
greater numbers of minorities and older people, a de-
cline in household size, an increase in the number of 
single people, and migration to Sunbelt states have pre-
sented new challenges to local government. Concur-
rent with increasing citizen needs for service have 
come reduced resources through economic factors 
such as recession, inflation, and voter sanction. Declin-
ing confidence in institutions and leadership on a 
national level has not escaped local government. These 
and other changes have combined to create a major 
challenge for the local government decision maker. 
While managers can meet this challenge in a number 
of ways, one of the most significant and obvious is im
proved management. 

Recent books have emphasized the need for better 
management and have offered suggestions for improve
ment. Three central themes have emerged: (1) A strong 
need exists for organizations to change the way they ha- 
bitually do business-that is, their culture. (2) Manage-
ment style and behavior can affect results. (3) A people 
orientation by managers has the potential to improve 
organizational performance. 

The most popular of these books is In Search ofExcel
lence by Thomas Peters and Robert Waterman, pub
lished in 1982. Peters and Waterman asked a very 
simple, basic question: What makes the good compa
nies good? After studying 62 private sector organiza

"Do it, fix it, try it." 
-In Search of Excellence 

tions, Peters and Waterman identified eight interrelated 
criteria that were characteristic of successfully managed, "excellent" companies. 

a s foxcion companiese 
1. A biasfor action. Companies exhibiting this criterion
identify a problem, come up with an answer, and im

plement it. Their motto is "Do it, fix it, try it." 
2. Close to the customer. This attribute calls for listen

ing, intently and regularly, to the customer and 
providing quality, service, and reliability in response to 
customer needs. 

3. Autonomy and entrepreneurship. Innovation and 
practical risk-taking are c m.mon activities of people at 
all organizational levels. The motto here is: "Never kill 

a good idea." 
4. Productivity through people. Employees are the 
source of quality and productivity gain in excellent
 
companies. Each employee acts as if he or she is the
 
organization.
 

5. Hands-on, value driven. The basic philosophy of ex
cellent companies is well defined and articulated to 
employees. Key executives behave consistently with 
stated values. 
6. Stick to the knitting. Excellent companies engage in 
and stay close to businesses they know how to run. 

7. Simple form, lean staff. Structural form and systems 
are simple and corporate office staffs are relatively
small in excellent companies. 

8. Simultaneous loose-tight properties. Excellent com
panies have centralist tendencies on a few core values 
but at the same time push autonomy down to the shop 
floor. 
The obvious question for those of us in local govern
ment is: What is the applicability of Peters and 

Waterman's work to local government? A group of col

2 Public Management/April 1984 



leagues and I formed The Center for Excellence in organizations, the characteristics that made them excel-
Local Government to explore this question and other lent, and participants' reactions to the Peters and 
aspects of excellence. Waterman criteria. Time was then devoted to a review 

of survey results, specific organizational diagnosis, and 
We began our research with a simple inquiry. Some action planning in pursuit of excellence. Abbreviated 
public organizations successfully meet citizen needs for versions of these workshops were duplicated in 10 lo
service and deal positively with environmental turbu- cal governments in California during the summer and 
lence better than others. What makes them more fall of 1983. 
successful? Do these characteristics form a pattern? 
The Peters and Waterman book was a stimulus. Our From these activities, we developed eight excellence 
collective experience as local government managers, criteria for local governments: 
teachers, and consultants suggested that most of Peters 
and Waterman's criteria are applicable to the public I. Action orientatioti. Excellent local governments 
sector with minimal adjustment. This conclusion was identify problems and deal with them quickly, fighting 

through structural, political, legal, and environmentalreached with full cognizance of the important differ-
ences between the public and private sectors. The one constraints that make action more difficult than for pn

ate companies.significant gap we found involves the area of politics 
and the influential role it plays in establishing an excel- "Make sure you generate a reasonable 
lent organization. numbeIr o ies.o
 
To test our hypothesis, we sought the views of local number of m ta ."ch of Excellence 
government managers. We developed a short survey to _nSearcho____c___ -- ence 
diagnose organizational excellence based on the eight 
Peters and Waterman criteria as adapted for public 2. Closeness to citizens. This attribute includes estab
sector use. Several one-day workshops for local lishing and maintaining a variety of close linkages with 
government managers were conducted. In preparation, citizens being served, including those who are regu

lated against their will. Excellent local governments each participant read In Search of Excellence and ad-
ministered the organizational excellence survey to listen and are sensitive and responsive to public input. 
approximately 25 staff members. The workshops fo- 3. Autonomy and entrepreneurship. Excellent local gov
cused initially on identifying excellent public sector ernments have developed a climate conducive to 

thinking up and doing new things to solve problems 
and have a track record of implementing creative solu-

The Elements of Local tions even in the face of declining resources. 
Government Excellence 	 4.Employee orientation. For alocal government to be 

excellent, this criterion requires more than lip service 
to employees and their needs. Excellent public orga
nizations insist on intense, pervasive treatment of 
employees as human beings and adults. 

ONCme."".. 	 Innovation successu a numbersI 	 I 
CLOENEST g " -In Search of Ezcellence 

5. Values. Excellent local governments have defined a 
set of values. Their thrust istoward being the best-

AUTONOMY & providing superior quality and service to the public. 
HItP Their values are communicated and demonstrated to 

employees and provide the source of enthusiasm and 
inspiration.MISSION, 

6. Mission, goals, and competence. Mission is the un-
COMPETENCE 	 ORIENTATION deriving premise of the organization. Excellent local 

governments have evaluated their missions based on 
VALUES
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i"fit fits, fit It in. If it doesn't fit, don't I 
fit ItIn!" 	 -George P Barbour,Jr. 


changing resource levels and citizen demands and have 

used mission statements as the foundation for establish-

ing community and/or organizational goals. Within 

their mission, excellent local governments provide con-

sistent, uniform levels of service, 

Local government excellence 
Fcriteria 

1. Action orientation 

2. 	 Closeness to citizens 

3. 	 Autonomy and 

entrepreneurship 


4. 	 Employee orientation 

5. 	 Values 

6. 	 Mission, goals, and 

competence 


7. 	 $tructure 

8. 	 Political relationships 

Structure. In excellent local governments, the poten
7. 
tial negative effects of antiquated, bureaucratic 
structures have been minimized. These organ ations 
have fewer management levels and fewer central and 
support staffs and provide firm central direction while 

givingmaximum autonomy to employees. 
giving 

8. Politicalrelationships.This criterion departs most 

radically from the Peters and Waterman model-but it 

Criteria Comparison 

Peters and Waterman criteria 	 Criteria differences 

A bias for action 	 None 

Close to the customer 	 Customer becomes 
citizen 

NoneAutonomy and 
entrepreneurship 

Productivity through people None 

NoneHands-on, value driven 

Stick to the knitting 	 Expansion to include 
mission and goals 

Combination ofSimple form, lean staff 
"simple form" and 
loose-tight properties 

New localStimultaneous loose-tight 
government criterionproperties 

Public sector special 
conditions making
"excellence" 
attainment difficult 

Laws making it difficult 
for local government 
to act quickly 
Low inclination to take 
risks 
Limited resources 

Multiplicity of public 
sector "publics" 
Captive consumers 

Reluctance by local 
government to
"market" or take risks 

People-oriented 
programs sometimes 
perceived as a waste of 
taxpayers' money 

Traditional values that 
are hard to change 

Difficulty of 
determining mission 
and goals 
Difficulty of measuring 
results 

Some local 
governments with 
complex structures 
written into basic law 

Frequent changes in 
key actors 
Perceptions that roles 
of policymakers and 
administrators are 
different and/or 
conflicting 

Public Management/April 1984 
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is perhaps the most important of the attributes. Politi- The accompanying illustration depicts the eight criteria
cal relationships in excellent local governments have as capstones in a circle. Each one proides support forthree characteristics: (I) They involve positive, open, the other. It is our belief that while no one local o',respectful relationships between policy makers and eminent will emphasize all eight equally, none wkill bemanagement staff. (2) The,,deal openiv forthrightly, absent from any local government to any significant
and effectively with their environments. (3) The' pos- degree. 
sess environmental stabilti at the political level. 

These criteria provide a foundation, a starting point, for 
Eighty percent of success is showing a local government to pursue excellence. Each crl 

non should be used to stimulate an inquir" into one'sorganization: How do you stack up with respect to each 
-Wuu d All,-, cnienoi? Where might you improve? What are some 

of the actions you can take to promote excellence? WeThe chart on page four compares local gosernment ex- envision a dialogue's taking place in local government

cellence criteria with those of Peters and Waterman organizations around these questions.

and identifies special public sector conditions that

make excellence attainment difficult. One common The pursuit of local government excellence is an excit
thread runs through all of the criteria for excellence. In ing journey with a most rewarding destination. We
 
one was, or another, each criterion deals with people. A have provided a road map and some driving tips.

human'dimension in each supports the total concept of Happy motoring!

excellence. There is also a distinct relationship among

the criteria. Action orientation, for example, influences
 
autonomy and entrepreneurship. On the other hand,

closeness to citizens is not possible without employee

orientation.
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PM Interviews
 
ICMA Outstanding Management
 

Innovators on Excellence
 
-Thomas W. Fletcher
 

The Center for Excellence In Local Government
 
Palo Alto, California
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ne of the strong themes that runs through In Search of Excellence is that 
excellent organizations need to be innovative and encourage productive 
risk-taking. Based on this theory, we interviewed nine managers and for

mer managers who had received the ICMA Outstanding Management 
Innovator Award. We asked them to respond to four questions: 
1. How can excellence in local government be achieved? 
2. What are some of the actions you have taken to promote excellence in your 
own organization? 
3. As an Outstanding Management Innovator, you have a reputation for risk
taking and innovation. How do you encourage isk-taking and innovation 
within your organization? 
4. What is the role of the elected official in promoting excellence in public 
organizations? 
The results of these interviews appear here. 
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John Dever, City Manager, Long
Beach, California 

1. Be a community that is progressive and moving-
culturally,physically, economically. 

Cause things to happen. 

Be creative. 

2. Instituted system of rotating management people. 

Helped get them out of a parochial frame of mind. 


Improved internal communications. 


Permit managers to grow. 


3. Performance evaluation-identifyrisks that employ-

ees are going to try and then evaluate them later. 


Don't punish risk-takers if they fail but reward them if 

they succeed. 
Encourage employees to take risks. 

4. Recognize when quality work is being done. 

Participate in the process. 

Wayne Wedin, Consultant, La Habra, 
California 

1. Put together an attitude on staff that is inquiring, 

committed, and excited.
 

You can teach technical skills, but you must set the 

environment for excitement. 


2. Set the example-set the pace. 

Provide leadership and direction. 

Give people the chance to stretch, to expand their 

minds, as well as the right to fail, but also provide a 

professional safety net. 


3. Protect my people-support them. 


Share power, but be responsible. 


4. Protect the city manager. 


Have a sense of vision. 


Don't be discouraged. 


Take risks. 


B. Gale Wilson, City Manager, 
Fairfield, California 

. Develop an organization with values and tradition. 

Hire and develop motivated people and give them lati-

tude and freedom. 


Be proactive, not reactive. 


Anticipate long-term effects of actions. 


Don't sell out the future by giving in to today's pressure 

for the quick fix. 


Manage the volatile issues so you can do your work. 

Don't drain the organization. 


2. Develop a cadre of department heads to collectively 
manage the organization, 
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Develop strong loyalty and allegiance to the organiza.
tion's goals and objectives, especially by managerialand supervisory employees. 

Promote stability by buffeting the organization from po
litical winds that blow. 

Provide flexibility in budgeting-permit wide range of 
decision ability by department heads. 
3. Teach employees correct principles and let them 
govern themselves.
 

Provide a relaxed and loose style but retain bottom-line
 
responsibility.
 

Develop high trust levels.
 

Use brainstorming.
 

Give wide latitude for decision-making.
 

Be liberal on praise and short on criticism.
 

Reward the winners.
 
4. Provide strong policy leadership and organizational
stability.
 

Avoid interfering in matters that are administrative in
 
nature.
 
Have an open mind and be willing to take risks.
 

Have tolerance for error and reward for success.
 

Maintain high mutual trust between council and staff.
 

Revan A. F. Tranter,Executive
Director, Association of Bay Area
 
Governments
 

1. It's a two-way aspect-the degree of involvement 
both up and down. It must be both internal and exter
nal. But you can do too much, to the detriment of good 
governance.
2. Have a series of retreats for management groups for 

problem-solving. We had one on the Peters book that
 
involved everyone.
 

Concentrate on implementation, not just good theory.
 

3. Give a long lead and freedom to people. 

Recruit innovative people and then nourish them.
 

Have tolerance.
 

4.Give along lead to management. 
Prevent rigidity in policy. 

Merritt Stierheim, County Manager, 
Dade County, Florida 
1. It doesn't come from blind allegiance to change and 

innovation. 

Stimulate the desire to improve but be aware of the 
political and organizational restraints to change. 

Timing and willingness to take risks are vital to the 
process. 

An organization and a community can be moved only 
so fast. 
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To excel, one must understand the nature of power. 
Recognizing how transitory it is represents a major part 
of the art o excellence. 

Cteating the environment for change and the climate 
for participation are essential. 
Task accomplishment and ego satisfaction constitute 
the real reward. 

2. Create a climate for participation. 

Have an effective plan for staff development. Encour-
age risk-taking. Force decisions down to the lowest 
practical level. 

Always back up staff. 

Provide recognition and rewards for good work. 

Promote good personal and professional development. 

3. Surround myself with people who are analytical and 
can tell me when Im wrong. 

Challenge people to innovate, 

4. Participate with management in policy develop-

ment.
 

Recognize a'd reward excellence from the staff. 

David A. Griffin, City Manager, 

Piano, Texas 


1. The citizens are satisfied and city government is an
exciting and fun place to work. 

2. Four or five years ago. we started a productivity pro
gram, a nontraditional program-no stop watches, no 
units of measurement. It's based on the assumption 
that 99 percent of the employees want to be part of 
something successful and that the people on the line, 
providing service, know most about how to do it. 
Sometimes one person, more often a team, from my of-
fice will visit a department and interview workers first, 
then supervisors, then on up the line, soliciting ideas 
about productivity and quality of work life. A report is 
written on the findings and negotiated with the depart-
ment head and then reviewed with me. We are quick to 
implement the OWL items. The important thing to re-
member is that the benefit to the organization is in the 
peopie who work in it. They feel a part of something. 
"You cared enough to ask me." 

We do a lot of "self-talk," how luck,' we are to work for 
Piano city government. I attend all'new city employee 
orientations. We talk it up. Also, we have a very sparse 
staff-limited staff numbers. I insulate the employees 
from city council, let them do their jobs. 

3. 1don't really know what works. You need to de

velop an exciting environment. We have fun. We have 

an Outstanding Achievement Award program-10 per-
cent of the winner's salary. Have decentralized awards 
programs run by departments. People need a chance to 
be recognized. Use spontaneous awards. Ice storms this 
year were many and severe. A lot of people worked 
ard and long hours. We drew t'p a list, and each one 

will get a ball cap with "Piano Storm Trooper" printed 
on it. 

4. City council needs to be the bellwether of the com-
munity. Members have the important role of 
encouraging and promoting citizen involvement, the 
more the merrier. Citizens who are involved with city 

government can see how good we are. They become 
our best promoters. 

William A. Bassett, City Manager,
Mankato, Minnesota 

1. Provide quality service to citizens with equity and
 

economy.
 

2. Involvement is the key to excellence. Involve em
ployees in setting goals and objectives.
 
Move out of city hall and involve the citizens in the
 

neighborhoods.
 

3. Establish an environment where errors are forgiven,where there is an acceptable level of failure. 
Peoe ee to be rewad e fsti tre c 

People need to be rewarded for sticking their necks 
out. 
4. The council must demand excellence and then be 

willing to support the good tries of the organization. 

Sometimes this means taking the political heat. 

Arthur A. (Don) Mendonsa, City 

Manager, Savannah, Georgia 

i. Provide the services required by the citizens at the 
desired level with equity and optimum productivity. 

2. We have standards of excellence. 
We emphasize effectiveness and equity. 

We instill in our department heads the value that it is 
important to know what is being accomplished. 
We support innovation. 

We hold people accountable. 
3. We have a basic philosophy in Savannah city gov
3 . We a e wiloohylin th waywe 
erinent. We are willing to challenge the way we 
provide service. We are always asking "Why?" 
4. Want to provide quality service as the norm. 

Provide support and security to the manager to try new 
ideas. 

Maynard W. Dils, City Manager,
Westerville, Ohio 

1. Deliver service in a competent manner. 
2. Stay close to the citizen. 

Spend 80 percent of my time making employees feel 

responsible. 
Get out of the office a lot. 

3. Hold weekly staff meetings to keep people informed.
 
Encourage informal communication.
 
A local motto says: "Westerville is kno,,vn for its per.
 
sonal touch." I encourage that way of thinking and
 
doing business.
 

4. Have no hidden agendas.
 

Believe in building trust between the council and the 
staff and between the council and the community. 
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Taking Action
 
To Promote Excellence
 

George P Barbour,Jr.
 
The Center for Excellence In Local Government
 

Palo Alto, California
 

t was Woody Allen who said "Eighty percent of success is showing up." Inaction and in
ertia have become synonymous with lethargic, bloated organizations. For many, "not 
showing up" is the easiest way of not taking action at all. 

However, with excellent public organizations, taking 
action is a hallmark of their excellence. During the ear-
liest stages of our work, we found that managers 
wanted to discuss what they were doing to promote ex-
cellence. Furthermore, they wanted to find out what 
others were doing. They were also eager to find out 
what worked and what didn't. 

Taking a page out of In Search of Excellence, we real-
ized that after developing the eight local government 
criteria, we needed co be more action oriented. With a 
"bias for action," we set about describing each criterion from an action orientation. We asked this basic 
question: If a manager wanted to improve the organiza-

tion's performance in any one of the eight criteria, 

what could he or she do to promote excellence? 


We found out that the experiences of local govern-
ments are replete with examples of what can be and is 
being done to promote excellence in local government. 

Just as many of the eight criteria are interrelated and 
support each other, many of the programs and pro-
cesses to promote excellence apply or contribute to 
more than one criterion. The examples in this article 
have been collected from various sources and from theexperiences of many managers. None of the examples 

are complete action plans. They are tips or suggestions 
on what might be done based on the experiences of 
others. The reader still must adapt the suggestions to 
the local environment. Since experimentation is one of 
the hallmarks of a bias for action, managers should be 
encouraged to "above all, try something." 

Basically, we found two types of actions under each cri- 
terion. First, we included one or more examples of 
internal processes such as team-building exercises or 
brainstorming that can be used by an organization to 
promote improved performance in a specific criterion. 
The other examples include a variety of programs and 
techniques that exemplify a specific criterion, such as 
the use of citizen surveys as a way of staying close to 
the citizen. Both internal and external techniques 
should be tried, 
1. Action M 

Action-oriented public organizations are constantly tun-

ing in to the environment around them, identifying 

problems, quickly diagnosing solutions, and taking ac-

tion. 


The action components of aciion orientation are:
 

" Environmental tuning/early warning 

" Problem solving 

* Evaluation/adjustment. 

Under environmental tuning or early warning, we 
found such techniques as management by walking 
around (MBWA), using windshield surveys while driv. 
ing around town, working in the field periodically at a 
public contact job, touring the community on a regular 
basis, holding regular staff meetings, and promoting in
formal contacts. 

Beaten paths are for beaten men. 
beate me n

I-Eric JohI,i 

In problem solving, the use of ad hoc groups was high 
on everyone's list. Many managers felt that bringing the 

ight people together to solve a problem was a highly
effective way of using the talent within an organization. 
Chunking, the art of breaking a problem down into 
smaller pieces, is highly effective. Brainstorming and 
force field analysis were also mentioned. 
Evaluation and adjustment are required in an action

oriented government. This fits in with the motto, "Do
 
it, fix it, try it!" Once action is taken, if it doesn't quite
 
produce the desired results, fix it up and try again.
 

We found such simple techniques as tickler systems forhelping keep track of actions taken, monthly reminder 

calendars, and report-back requirements easy to use
 
and highly effective.
 
2. Closne to citizens 

Excellent public organizations establish and maintain a 
variety of close linkages to the people being served. 
The attitude of employees at all levels of the organiza
tions is "each of us is the city/county/etc." 

The action components of being close to citizens are: 
e Effective ways of listening to citizens 
* Effective ways of informing citizens 
e Effective ways of involving citizens 
e Employee/staff training. 

There are many ways of listening to citizens, such as 
citizen surveys, community needs assessments,pst 
card evaluations of services, city telephone hot lines, 
and organized service request systems. Conversely, in
forming citizens is equally important. Using videotaped 
annual reports, cable TV, activity calendars, civic cen
ter information desks, "town hall" meetings, and 
training seminars for volunteers are just a few examples. 

Citizen participation in meaningful involvements such 
as citizen planning committees, advisory boards, and 
task forces, as well as recognizing such involvement 
with awards and special events, are important. As In 
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Search of Excellence points out, "Customer relations 
will mirror employee relations." Training employees in 
listening and response skills and keeping them in-
formed will make it easier to keep the public informed, 

3. Autonomy and entrepreneurship 

Public organizations that promote autonomy and entre-

preneurship create an environment for thinking up and 
doing new things. They reward creativity and innova
tion. Their motto is "Thou shalt not kill a new idea." 

The action components of autonomy and entrepreneur-
ship are: 

* Incentives to take risk 
* Support for new ideas 
* Informaltommunication/independent work groups. 

Employee incentive systens don't have to be grand to 
be effective. On any given weekend in this country, 
thousands of people are running hundreds of miles for 
tee shirts and ribbons. Local government employees 
are no different. Small awards programs and personal 
notes of appreciation work equally well. Supporting 
new ideas by putting up some money is one way to 
capitalize on employee creativity. The use of an internalruetfor proposal (RFP) is one way. Emlye sub 
request fmission 

providing adequate resources for employee develop
ment. Job assistance programs, wellness and physical 
fitness, intercity personnel loans, and opportunities to 
grow are important. 

Having fun seems to be an essential ingredient in a 
deeply committed employee orientation. Picnics, sports 
events, get-togethers, awards, and ceremonies are prev
alent in excellent public organizations. 

5. Values 

Public organizations that are value driven exhibit a 
clear image to the public. Employees know and believe 
in the values. Policy makers and managers transmit 
and act on the articulated values. In excellent organiza
tions, the managers' role is to "manage the values of 
the organization." 

The action components of a value-driven system are: 

o Established organizational values
 
o Managers communicating values
 
o Value-driven decisions.
 
People find it hard to follow a blank banner. The values
 

of the organization and the manager must be established. Some communities look to the development of 
statements as a way of articulating community 

mit ideas for funding. If they are selected, they are values. Managerial and organizational values can begiven the time and resources and their depatmnt isvlusMagealndoaiztoavlesanb 
resources andoer diertent i 

given the resources to cover their job whic ormtare inforced periodically through newsletters, articles in 
working on the new idea. MBWA is one way of promot- bulletins, or an annual city manager's message to the 
ing informal communications. The use of qualityognztn.Teuefmtosadslashsis 

given thetimend their communicated to new employees at orientation and re

circles is another technique of getting the right people organization. The use of mottoes and slogans has its 
to work on saolving a problem 

4. Employee or-entatfon 
Public organizations with a strong, effective employee 
orientation are characterized by an intensive and perva-
sive treatment of workers as adults and humans worthy 
of respect and dignity. As In Search of Excellence points 
out, the sheer number of people programs in excellent 
organizations is staggering. 

Behold the turtle. He makes progress
only when he sticks his neck out. 

James 

James Br.ani Conant 

The action components of employee orientation are: 

" Intense and varied two-way communication 
" Performance accountability 
" Employee development 
* Recognition hoopla and benefits. 

City newsletters and bulletins, suggestion boxes, speak- 
back columns in employee newspapers, and 
information get-togethers all support the notion of get-
ting information out and back. Employee orientation 
also means holding people accountable, setting perfor-
mance objectives, routinely evaluating work, and 

place. All of this is useless if organizational decisions
don't flow from the values, however. One way to en
sure that decisions are related to values is to establish 
performance targets linked to organizational values. 
The most important technique nevertheless boils down 
to "putting your money where your mouth is." Manag
ers must act on their values to be effective custodians 
of the organization's values. 

6. Mission, goals, and competence 

The public organization that exhibits this criterion 
places a high value on competence and closely moni
tors its mission and goals in light of the changing 
environment. 

The action components of this criterion are: 

e Established mission 
0 Goals, objectives, and strategic planning process 
o Standards of performance.
 
This criterion flows from the previous one on values.
 

Employing such techniques as strategic planning, goal 
and objective setting, zero base budgeting, and target 
budgeting allows the organization to be continuously 
aware of how well it is performing and of the intended 
impacts of its services. These organizations change as 
needs change. The constant in this criterion is compe
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tent performance. Developing work standards, training 
employees to perform well, and holding the organiza-
tion accountable are important. 

7. Structure 

Public organizations that pay attention to structure as 
an excellence criterion have firm central direction on 
key issues, with freedom and control down to the low
est organizational level and simplicity as the organiza-
tional norm. Making an organization work has 
everything to do %kithkeeping things understandable.., 
and that means keeping things simple. 
The action components of structure are: 

* Organizational form 

* Freedom and control. 


Streamlining, integration of services, consolidation, 

combining duties, and analyzing the size and makeup 

of support staff all contribute to a healthy, lean struc-

ture. Equally important is providing the freedom to 

innovate and the central direction or control to hold 

people accountable. Management by objectives, team 

management, quality circles, work target incentives, 

and flexible work space and hours are used to accom-

plish this. 


8. Political relatonMps 

Local governments that strive for excellence in this cat-
egory have a regular two-way process for communicat-
ing with their environment, and, in spite of change, 
they have a stable political process where there is mu-
tual respect among management, policy makers, and 
advisory bodies. 

The action components of political relationships are: 

" Effective policy-making process 
" Effective two-way communication with the environ-
ment 
a Effective support system for policy makers, 
Effective policy-making prcesses used by local govern-Effetiv poicy-akig sedby lcalgovrn-poceses 

ments include council retreats, annual review of goals 

and objectives, and annual city manager evaluation, 


Staying in touch with the environment calls for both 
formal and informal contacts-citizen and user sur-
veys, informal meetings and gatherings, citizen advisory 
boards, and working groups. The concept of MBWA ap-
plies equally well to policy makers as it does to 
managers and employees, 

Orientation programs, elected and board training ses-

sions, and information support are key to keeping
 
political relationships at an excellent level. 


We began this article with a quote from Woody Allen 
about showing up. The whole thrust of these actions 
that promote excellence is to try something; out of a lot 
of tries will come success. Just as the executive from 
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Cadbury's was quoted in In Search of Excellence:
 
"Ready, Fire, Aim!" Now is the time to load up and try
 
one or more of these ideas.
 

ICMA Pursues Training Program
in Excellence 
The ICMA Training Institute, in cooperation with The 
Center for Excellence in Local Government, is under
taking a comprehensive program to help local govern
ment managers do something about excellence in 
their organizations. The program includes regional 
workshops and a training package that will help man
agers examine the concept of management excellence 
and develop specific strategies to improve overall 
performance and service delivery. 

This spring, the Training Institute is sponsoring a
 
series of one-day regional workshops designed to in
troduce managers to the principles of excellence that
 
have been developed by The Center for Excellence in
 
Local Government. At the workshops, participants
 
will examine and discuss concepts of and criteri" for
 
excellence in local government, assess levels of excel
lence in their own organizations using a survey instru
ment, and develop action plans based on what they

learn at the workshop. The spring schedule so far
 
includes workshops in Chicagoon April 6, Arlington,
 
Texas, on April 13, .and Portland,Oregon, on May 4.
 
Additional sessions are being explored in Denver,
 
Colorado; Hartford, Connecticut; and possibly Califor
nia.
 
The training package is designed to pursue in depth
 

what the workshops introduce. It offers information
 
and detailed training designs that local government
 
managers can use to carry out an excellence program
 
with their department heads. The package includes a
 
handbook on excellence in local government that
 
explains the eight criteria and provides examples of
 
"excellent" actions local governments have taken to
carry out each criterion, A supplemental leader's 
gu t ea genr al leser's
 

guide provides a general training design for group

sessions on excellence and specific guidelines for 
training sessions on each of the criteria. The materials 
were designed to provide a format for examining 
excellence in a local government organization with
out the need for an outside trainer or consultant. Each 
package also includes handouts that can easily be 
converted to transparencies for use at group sessions 
and a copy of the Survey of Organizational Excellence
that provides a foundation for self-analysis. 

This complete package is scheduled for publication in 
late April. For further information about ICMA's 
Training Program in Excellence, contact the ICMA 
Training Institute at 1120 G Street, N.W., Washington, 
D.C. 20005. 
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Commentary
 
Members of ICMA were asked to submit their reactions to the book, In Search of Excellence. 

They commented on how the principlespresentedin the book can be applied to local gov
ernments in generaland to their own jurisdictions.Some members also included their own 

definition of excellence in localgovernment. 

From Kansas City to Portland 
The statement that appears here is a direct result of the ICMA conference in Kansas City. It was presented, with a copy of 
In Search of Excellence, to each member of the Fortland,Maine, City Council. 

In Search of Excellence 

Earlier this year, a book was published, entitled In Search of Excellence, which dealt with "lessons from Amei ica's 
best-run private corporations." I had the opportunity to listen to the author of this book, Thomas J. Peters, at the an
nual International City Management Confercnce. The ideas contained in this book are so straightforward yet 
inspiring that I believe they havea special application for our own organization. During the past several weeks, the de
partment heads and I have been discussing, debating, and reflecting upon In Search of Excellence. I wish to share 
with you the ideas and materials which have emerged from In Search of Excellence. 

Portland-Your City Works for You
 
Organization Values
 
The city of Portland is a large, diverse organization responsible for delivering essential public services to its citi
zens. As employees of the city, we are committed to a set of shared values which enable us to individually and
 
collectively meet the public service needs of our community.
 

I. A Commitment to Portland. Portland is a very, very special community-"The beautiful city by the sea." Collec
tively, our organization is the single most important factor in determining the present and future qualfty of our
 
community.
 

2. A Commitment to Public Service. Individually and collectively, we are vested with the "public's trust." We have
 
chosen public service and are proud of the excellent work performed by the city of Portland.
 

3. A Commitment to Being the Best. We believe that the public expects and deserves the best possible public ser
vices and we are committed to meeting their expectations.
 

4. A Commitment to Progressive Changes. We are committed to progressive change and reject the notion that "city
 
hall" simply maintains the status quo.
 

5. A Commitment to Our Employees. Individually and collectively, our employees must be able to enjoy an excit
ing, challenging, and fulfilling work environment.
 

Management Philosophy 
The public at large, and all of our own employees, need to understand the management philosophy that guides 
our organization. We must be committed to the following principles: 

I. The most important function of management is to believe in, and then act upon, the shared values of our or
ganization.
 

2. Our customers, the public, deserve the best. Our attitude toward them must be positive and responsive. 

3. We believe in our employees' commitment to deliver quality public services, and we must provide our employ
ees with the support and means necessary to deliver their products.
 

4. We believe that the goals of the organization can best be achieved by tapping the talents within our organiza
tion and allowing our employees to actively participate in the decision-making processes. 

5. We believe that our success is dependent upon organizational tiamwork, and we reject all forms of "turf build
ing" and the "we, them" syndrome.
 

6. We are committed to excelleni planning, which is responsive to our changing environment. 

7. For our employees, we must establish clear expectations and provide honest and constructive evaluations. 
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8. We hold leadership positions within the community and the organization &indmust exercise that leadership to 
enhance our shared values and our organizational goals. 

What has all this meant to our organization? First and foremost, it has allowed my department heads and me to 
clearly articulate some basic ideas that we strongly believe form the fabric of our organization. In addition, we 
have had a good time practicing what we have articulated. Our organization has shown much more MBWA (man
agement by walking around), a new spirit of teamwork and cooperation, increased appreciation and recognition 
of the individual accomplishments of our 1,100 employees, and a professional enthusiasm that shows great pride 
in our accomplishments and determination to continue our progressive approach to delivering public services. 

Finally, we are also having fun discovering the creativity, humor, and commitment throughout our organization. 
For example, we are now rotating our weekly department 'iead meetings throughout the organization. How many 
city managers have had the opportunity to discuss "excellence" while meeting with their department heads in 
jail? Yes, in jail! The police chief hosted the latest meeting and had us experience what it is like to be behind bars. 
Fortunately, the prisoners were most obliging and prepared an "excellent" breakfast for all of us. 

City managements are rich and alive with diversity and commitment-In Search of Excellence can help us as 
managers see the incredible strengths within our organizations. 

Searching In Alexandria 
Thomas Peters' presentation at the 

1983 ICMA conference sparked the 
idea of having a special seminar for 
Alexandria's city administrators on 
the themes in In Search of Excel-
lence. George P.Barbour, Jr., and 
George Sipel of PMC Consultants, 
Palo Alto, California, subsequently 
led a one-day workshop with our 
key staff, which was a success and is 
leading to various management ef-
forts to improve the "excellence" of 
Alexandria's management. 

The hours allotted were divided 
almost equally between focused 
discussion on the key concepts of 
the book and issue identification by 
the 41 persons who attended. After 
a review of the book, five small 
groups worked on specific action 
recommendations that are now 
being pursued. 

One of the groups highlighted the 
problems created by weakness in 
the city government's dissemination 
of official organizational goals. This 
group suggested a series of ap
proaches to addressing this need, 
from simple publication and distri
bution of approved city goals to all 
employees to a possible round table 
discussion between the city council 
and senior staff on key issues con
cerning goal determination. 
Another group identified the need 
to strengthen employee orientations 
to the responsibilities and activities 
of various other departments. This 
group felt that the city is not always 
effective in addressing the commu-
nity's complex issues because many 
employees are not fully knowledge-
able on resources and capabilities 
of departments other than their 
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own, which they could use in re-
sponding to particular issues. 

Closeness to the citizen or customer 
was the focus of concern of another 
of the subcommittces. This group 
felt that many new citizens are not 
fully aware of their obligations (in-
cluding tax obligations) when they 
first move to the city. The suggested 

action plan involved a variety of 
public information approaches to 
get more information to the citizens 
more effectively. The group also 
considered lengthening the time pe-
riod for citizens to file for personal 
property taxes with the city. 

Staff motivation was the theme of 
one of the small groups, which rec-
ommended strategies for providing 
employee recognition for outstand-
ing performance. The staff 
underscored the need for creative 

PROPOSED EXCELLENCE 

X 

-Stephen T. P-one,, 
City Manager

Portland, Maine 

mechanisms and award systems as 
aternatives to the traditional meth
ods used in the past. Some of the 
specific ideas included lump sum 
cash payments, tine off from work, 
tuition paymenis for desired train
ing programs, nd other techniques
the city has rt previously used in 
this manner 

Another group dealt with the sensi
tive issue of the relationship 
between the city council and the se
nior staff. Their concern is that staff 
members are sometimes viewed as 
adversaries, when in fact they are 
attempting to advise city council on 
key issues and are attempting to fol
low through on objectives of the 
elected officials. This group uqder
scored the need to have additional 
time for top staff to meet with coun
cil in some type of retreat setting to 
define an agenda of key issues and 
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problems that need to be discussed 
in order for the legislative/adminis-
trati.e processes to move forward 
more effectively. This group re-
flected the feeling that senior 
administrative staff members are 
not ppreciated, and that their role 
is to "work all day and explain all 
night" at council meetings. 

InSearch ofExcellence serves as 

a good platform for raising basic 
organizational issues and questions. 

'
As reflected in Alexandria's semi- I ICampbell, 

edy.Fire.Aim. 
-Executive at Cadburv'sIto 

nar, it deals with basic issues of 
concern to all organizations, 
whether public or private. It is a 
stimulating book, which is subject 
to -,smany differing interpretations 
as th Bible, and creates a founda-
tion for lic!v discussions when 
being applied to the local govern-
ment setting. The brilliance of In 
Search of Excellence is that it leads 
local government administrators to 
the factors contributing to excel-
lence but requires the individual to 
determine what is relevant to any 

particular organization. 


Alexandria has successfully used the 
book to launch a series of manage-
ment efforts designed to clarify and 
strengthen basic organizational 
goals. Also, it can establish a setting 

r candid exchange of viewpoints 

among key staff. As one senior staff 

member commented, many prob-

lems and issues identified in the 

seminar are often overlooked be-

cause top staff are not encouraged 

to come forward with their collec-
tire ideas, in Search of Excellence is 

one device for encouraging this 

kind vexchange, 


The evaluation scores of the pro-
gram were quite strong, with 37 of 
the 41 persons giving it a score of 4 
to 6 on a scale of 0 to 6, with 6 be-
ing the highest score. Alexandria 
has created a small group that will 
be working with the five major 
groups and their specific proposals. 
I was pleased with the outcome of 
the seminar and strongly recom-
mend it to other local government 
adminisinat:ors. We are following up 
the important ideas that came from 
the semina-. In addition, we hope 
to institute an ongoing program 
that will bring senior staff together
periodically to discuss major man-
agement books in an informal 
late-afternoon setting. 


Alexandria local government is sim-
ilar to all other local governments 
and periodically needs to bring for-
ward stimulating ideas and 
suggestions. in Search of Excellence 
is a very useful device that can 
serve this objective. 

-Douglas Harman
City Manager 

Alexandria, Virginia 

California Mission 
Statement 
I found the book In Search of Excel

lence to be an exciting introduction
the subject of organizational cul

ture. The book describes a number 
of ways of building an organia-
tional culture, reinforcing it, and 
utilizing it to enhance productivity 
and morale. The city of Campbell, 
through workshops based on the 
text, developed an organizational 
mission statement that was adopted 

by the city council and has since of these dcuments.been integrated into various orga-both 
nizational publications like the 
employee handbook. The statement 
reads as follows: 

City of Campbell Minion 

Statement 
The city of Campbell is primarily 
responsible for maintaining a 
safe, pleasant environment 
within the community by provid-
ing effective governance and the 
efficient delivery of public ser-
vices, 

In the process of providing rep-

resentative a n mentte 

city identifies and .nticipates
concerns, problems, and oppor-

tunities and takes actions to 

address them. The city govern-

ment also provides a catalyst for 
the involvement of residents, 

businesses, and organizations in 

the development and mainte
nance of a well-integrated 

community. 

Tv 

The city delivers critical public 

services in an efficient, profes-
sional, and timely manner. 
The city is responsible for the 
preservation of communityphys-
ical and aesthetic assets, and for 
the efficient management and 
equitable allocation of commu-
nity fiscal resources, 

Essential to accomplishing the 
objectives outlined above is the 
selection, training, motivation,
and retention of highly qualified 
men and women as city employ-
ees.l 


My definition of excellence in local 
government begins with every 
employee's having a clear under
standing of the organization's 
mission and his or her role in 
accomplishing organizational objcc
tives. The "excellent" city is one 
that provides effective governance 
and efficient public services in a 
manner that reflects community 
values. 

-Edward G. Schilling 
City ManagerCalifornia 

New Worlds of Excellence 
In October 1979, the ICMA Coin
mittee on Future Horizons 
published a r'port entitled "New 
Worlds of Ser,ce." One year later, 
Larry Rutter produced for the com
mittee a book entitled The Essential 
Compniunitv:Local Government in 
the Year 2000. 

I'd encoure all ICMA members to 
personally believe that the work of 
the Committee on Future Horizons 
offers more relevant adice on 

management excellence than Peters 
and Waterman's In Search of Excel. 
lence. It's too bad that the 

promotional efforts behind Peters 
able to the committee's work 
prots. 
products. 
Peters and Waterman identify eight 
characteristics of successfully man
aged companies. The "New Worlds 
of Service" report identifies many 
of the same characteristics. I've 
taken the liberty to categorize their 
ideas into three general areas:idainotregerlras
 

Mission-Successfully managed
cities have a clear mission. The 
mission statement is a simple one: 
Representative democracy is the 
cornerstone of their existence. 

involvement-Successfullv man
aged cities involve their citizens in 
decision making and recognize 
their employees for superior effort. 
Their "customers" are wise con
sumers. They are even allowed to 
do for themselves what they have 
come to expect from the city. 
Leadership-Successfully managed 
cities have leaders who are skilled 
in listening-they ask the correct 
questions and don't always have all 
the answers. Their leaders are com
fortable with change and can tell 
the difference between valuable and 
inferior technological applications.
Moseiortt hylad by being 
M od. 

n n i 
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Will Rogers once said, "We should 
be glad we don't get all the govern-
ment we pay for"' Excellence in 
local government, as in any other 
business, is a great buy. Cities that 
are clear about their mission, in-
volve their citizens, promote and 
reward employee efforts, effectively 
determine which services to pro-
vide, and are able to use technology 
appropriately will meet the test of 
excellence. We just won't sell asmany books! 

-Paul A. L.Anspery 
City Administrative Officer 

San Luis Obispo, California 

Orem, Utah, Is Convinced 
The characteristics of excellent 
companies discussed by Thomas J. 
Peters and Robert H. Waterman, 
Jr., in In Search of Excellence have 
helped the execitic staff of the city 
of Orem to better articulate the val-
ues and goals of the orvanization. 
Manv of the characteristics can be 
applied directly to municipalities or 
to any or-gi-.zaion regardless of its 
size or purpose. This applicability 
evolves from the overriding theme 
that organizations consist of people,
and people excel when values are 
upheld and employees are recog-
nized as the most signific ,nt 

resource of the organization, 


About four months ago, the execu-
tive staff of t!e city of Orem 
decided to investigate in detail the 
eight characteristics discussed in 
the book. Copi-s of InSearch of Ex. 
cellence were distributed to city
councilmembers, the execuiive 

staff, and division managers. Copies 

were also made available in various 

locaiions for other employees to
readread. 

Each characteristic of excellent 
companies was discussed in a two- 
part format in executive staff and 
department staff meetings. The first 
discussion was centered around de-
fining the characteristic and gaining 
an understanding of its application 
as described by Peters and Water-
man. The s,,;ond discussion 
focused on applying the characteris-
tic in the city of Orem. Members of 
the executive staff took turns lead-
ing meetings on the various topics. 
The result was a citywide emphasis 
on incorporating excellence into 
the city organization. 
Some employees were initially 

skeptical of top management's com-
mitment to implement some of the 
programs discussed in the book.Commitment, however, was strong 

and had an impact throughout the 
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organization. Evidence ol its ettect 
included the development of teams 
to review such topics as a citywide
smoking policy, an employee 

You can only be as good 
as you dare to be bad; 
-as right as you dare to 

be wrong. 
-Anonnous 

pparking policy, the bid processprocedure, and the development 

review process. Authority and 
accountability for purchasing
decisions were increased for 
department heads and division 
managers. An environment condu-
cive to the development and 
success of "champions" in the or-
ganization was reemphasized. Other 
methods of promoting creativity 
within prescribed boundaries were 
also implemented. 

Reactions to the various applica-
tions of InSearch of Excellence 
were very favorable. Patrol officers 
in the public safety department pre-
sented the city manager with a cap
decorated with an "In Search of Ex-
cellence" logo. A division manager
distributed badges that read "We 
Care About Our People" in a de-

artment staff meeting. Teams 

began organizing to address city-

wide and department policies or 

procedures they felt could be im-

proved. 


The process the city went through 
to study and implement characteris-
tics of excellent companies has 
proved to be very healthy for the or-
ganization. Top management has a 
much broader base from which it 
can establish the operational philos-opy o th cit an aricuatetaskophy of the city arid articulate 

values to be incorporated in the or-
ganization. 

-Stewart Taylor 
Assistant to the City Manager 

Orem, Utah 

Spelling It Out In Eugene, 

InSearch of Excellence has had 'a 

major impact on the Eugene city 

government. Several activities are 

'underway to implement some of 
the key suggestions. We are particu-
larly intrigued by-those portions of 
the book that deal with staying
close to the customer, a bias for ac
tion, organizational values, anddefining excellence, 

The principles of the book have 
been applied to this organization insome of the following ways: 

0 Each department head has been 

asked, as a pan of his or her pe.rtor
mance evaluation, to be prepared 
to: (i) define what excellence 
means for that operation, and (2) 
compare that department statisti
call, with other comparable cities 
in the Pacific Northwest. Our intent 
is to move the organization to a po
sition where exceilence is defined 
and understood by employees, be. 
comes part of our-organizational
culture, and is measured and monitored. 

e A dramatic improvement in cus
tomer service has been the 
principal value as we reorganize 
our information and development 
assistance functions. Over an ap
proximate two-year period, the city
will merge functions from six de
partments into a one-stop center, 
which will provide substantial 
changes in the way customers are 
serviced by the city. The center will 
handle everthing from dog licenses
 
hadle eert fo dglee 
to parking permits to building per

p 
* Perhaps the most comprehensive,
long-term change is the city's effort 
to develop an organizational values 
statement. This is an attempt to put
into writing an overall goal and 
working philosophy for the city gov
eminent, and it seeks to describe an 
organization that not only delivers
services and products effectively,

but also is a stimulating and re
warding place for people to work.
 
The values statement began over a
 
Te ale tatemeten oea 
team.Indiscussing future goals, the
 

dcin ft a te group decided it first had to describe the kind of organization it
hoie the kind o becon it 

hoped the city would become. After 
extensive review by an employee
force, a draft values statementhas been passed on to all rity em
h 
ptrees andt a series of meetings 
wit the city manager and depart
ment heads is being held 
throughout the city organization. 
The large group meetings will be 
followed by small group meetings 
in every department to gather feed
back and make recommended 
changes to the draft. The desired 
product is a set of values that em
ployees believe in and seek to carry 
out. Already some departments are 
using it as a checkpoint for their de
partmental mission statements. 
Inshort,InSearch of Excellence
 

has had a marked effect on the city
of Eugene and appears to be one of 
the most significant books written
 
about organizations in some time. 

-Dave Whitlow 
Assistant City Manager 

Eugene, Oregon 
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Excellence Is Not a Given 
I thought the book In Search of Ex-
cellence was outstanding. We have 
used it extensivelyin our city.The 
reader must be cautioned, however, 
that the book does not help us, es-
pecially those of us in local 
government, define an actual stan-
dard of excellence. 

This is because the eight conditions 
of excellence outlined in the book 
are "inputs." They aremenconditionstat x-whoe eistncema 
whose existence may mean that ex-
cellence exists and av help make 
an organization excellent. However, 
just because a city has each of these 
conditions does not necessarily 
mean that it is an excellent organi-
zation. 

The real question then becomes: 
What is an excellent organization? 
For free enterprise, profit is as-
sumed to be a major, though not 
sole, criterion. In local government, 
we face a different problem. Not 

-
having the ability to gauge satisfac-
tion based on total sales in a 
competitive market, we may choose 
to define excellence as "public sat-
isfaction." Even with the most 
sophisticated survey techniques, 
however, should we defer the defi-
nition of excellence to the public 
alone? If a police department in a 
city wath a high crime rate never-
theless has a high level of public 
confidence, is it an excellent depart-
ment? Or is apolice department in 
a city with a low crime rate and a 
low level of public confidence an 
inferior department? If the public 
thinks it's good, is it good? 

The larger question, in ademoc-
racy, is: Is it impertinent to suggest 
that another standard of excellence, 
which might differ from "what the 
people say," might be more or 
equally valid? I think not. Our 
council/manager form of govern-
ment is especially conducive to 
reconciling this natural conflict be-
tween "doing what the people 
want" (the elected representatives' 
natural instinct) and "doing what 
the people need" (the manager's 
natural instinct). The attempt to 
reconcile these two powerful and 
opposite perspectives produces the 
creative tension of our work.I 
would suggest that, similarly, there 
are two standards of excellence for 
local government: Public satisfac-
tion and objective management 
criteria. Sometimes, just as in the 
tug of war between what the people 
want and what the people need, 
these standards will produce the 
same rating. At other times, they 
will not. Both are important. 

Is 

I am concerned, as we move into 
the communications era with vastly 
improved ability to measure what 
the people want, that the balance 
may be shifted to the "want" side of 
the equation unless we managers 
begin to be more definitive about 
what constitutes an excellent local 
government product or organiza-
tion. Since what the people want 

and what the people need cannot 

always be the same, we simp!y must 
improve our ability to define stan-dards of excellence in providing the 
p expl e.d i i 
people wha...... need. 

The point . argument is not to 

discredit the imiportance of in 

Search of Excellence for city gov
ernment. The book has been 

extremely helpful to me and my 

staion,atreelyhepu to rmpase y 
staff. Rather, it is to reemphasizeimpar 
that a great deal remains to be done 
to establish criteria for an excellen 
local government. In the example
concerning the police departments, 

the manager's answer is that in nei-
necessarily an excellent or an infe-ther case is the police department 

rior department. Public opinion is 
helpful, but somewhere in the back 
of our minds we are thinking that 
there isa standard other than pub-
lic opinion to measure the 
excellence of our work. If we are 
truly professionals, we must do a 
better job defining what that stan-
dard is. 

-Norman R.King 
City Manager 

Palm Springs, California 

... Even In the Silicon 
Valley
The city of San Jose management 
team has been working with the val-
ues and ideas from In Search of 
Excellence for the past six months. 
Although it ranks high in compe-
tence and sophistication, as you 
would expect from the city that is 
the capital of the Silicon Valley, we 
know that management effective-
ness requires constant attention and 
self-renewal. 

In Search of Excellence, the first 
popular work in several decades to 
focus on institutional values beyond 
mere numbers, has been a superb 
device for training. This isparticu-
larly important in a large institution 
where one person cannot know all 
of the members. In a large organi
zation especially, the values of the 
institution must be articulated in or
der to provide guideposts for the 
actions of the people in it. 

I believe strongly that In Search of 
Excellence identifies values needed 
in the public sector. To test this no
tion, we allocated time at our fall 
executive staff planning conference 
to discuss the book. Reactions con
firmed that its message was relevant 
to the public sector, and this led to 
a later series of management semi
nars for the rest of the city's 
management team. 

We followed up by sending all 360
 
managers a series of news articles 
summarizing the eight excellence 
principles, and we used these arti
cles as the basis for discussion at 
four afternoon meetings. 

We sen ing alli360 

The management seminars were
 
designed to open up communica
tions and stimulate discussion 

in
formaton. Great care was exercised 
to mix people with others they
 

p ople it othesandhany 

But above all try]something.Uomething. 

-FDR 

techniques were used to encourage 
mingling. The 90 managers at each 
seminar were seated in small 
groups with individuals from differ
ent departments. An extremely 
positive reaction ensued. Partici
pants felt that this opportunity to 
meet people and interact was as 
beneficial as the discussion of the 
workshop topics. 
The conferences yielded more than 
1,000 comments and suggestions,

ranging from specific action items 
like "Get a receptionist for the 
lobby" to rhetorical remarks such 
as "More recognition -fewer put
downs." All of the input was 
summarized into alist of about 150 
items and returned to the depart
ments for discussion. This 
condensed version served to give a 
general sense of the expressed con
cerns but really wasn't in a form 
that inspired action. Yet it was vital 
to provide feedback to the partici
pants and to let all know that 
change in organizational habits, atti
tudes, and practices was possible. 

We have taken this formal process 
one step further by defining aspe
cific action plan to address the 
main process issues that were 
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raised at the executive retreat and 
the management seminars: 

* Employee involvement and rec-
ognition 
* Communications 

" Trust and a sense of belonging. 

Increasing employee recognition 
and involvement, trying to "accen- 
tuate the positive," was clearly the 
overriding concern. Our action 
plan includes several ideas, the first 
of which is to establish the concept 
of anlnagement improvement com-
mittees These ad hoc groups willbe created by the city manager to 
address specific issues or proce-
bedcreated bhecit m e tthe 
dures identified by members of the 
management team as needing atten
tion. They will be the vehicle for 
managers to affect organizational 
concerns that had been previously
"someone else's problem." 

A second proposed action to en-courage employee recognition is to 
curageplel rognitin io 
each department. General guide-
lines will be provided, but 
innovation will be encourged. The 
best programs can be considered 
for citywide use, and the creating 

departments could be rewarded 
with additional funding the follow-
ing year. 

This formal effort to create a cli-
mate of openness and dynamism 
has been augmented with a host of 
functions designed to recreate the 
sense of family that once existed 
among the city work force. I went 
to all the departments' Christmas 
parties and sponsored several social 
activities to get the ball rolling. 
Plans are in the mill now for addi-
tional events, 

Department heads have followed 
this lead by testing new activities to 
increase employee involvement and 
their personal accessibility. The per-
sonnel department, for exzmple, 
has started a health and fitness club. 
The planning department isexperi-
menting with aform of quality 
circles, and the information systems 
department is facilitating a noon-
time computer users club. 

In Search o Excellence and, more 
important, the values identified by it 
have provided a frame of reference 
that has been enormously helpful. 

---Gerald E.Newfarmer 
City Manager 

San Jose, California 
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Lessons in Louisiana 
in Shreveport, we have recently be-

gun a new training program for 
mid-level supervisors. One of the 
training sessions discusses "The Su-
pervisor and the Changing 
Environment." As co-instructor of 
that session, I use In Search of Ex-
cellence to provide examples of 
ways to initiate productive changes 
as well as how to react to the 
changes occurring in the supervi-
sor's world. 

Be not afraid ofgoing
slowly. Be afraid only of 
standing still. 

-Cinese proverb 

The points I emphasize from In 

Search of Excellence are: 


e Don't stud), problems to death. 
We'd rather a supervisor take ac-
tion than be afraid to do so. 
* Reward risk-takers and tolerate 

small failures. We try to encourage 

our supervisors to find ways to ex-

periment on a low-risk basis and 

allow their employees h,- r-me 

freedom. 


* Keep things simple, particularly
when making a change. It's better 
to solve some of aproblem than to 

spend too long perfecting agrand 
solution that no one can under-
stand or implement. 
* Encourage the creative people in 
your organization, even if it means 
listening to a few off-the-wall sug-
gestions. 

e Finally, don't let things get so bu-
reaucratic that only the procedures 
get done. Put another way, it's more
important to fix the streets than it is 
to have a procedure telling us how 
we fix streets. 

I've found the examples given in 
the book to be extremely useful in 
our training program, because they 
describe companies with which our 
supervisors are familiar. When I 
can make a point by citing the evo-
lution of McDonald's (as a result of 
their willingness to try new things, 
even when some of them don't 
work out), it's much more effective 
than a dry textbook example. 

-Tom Dark 
Assistant City Administrative Officer 

Shreveport, Louisiana 

Excellence Its Own 
Reward in Chicago 
In Search of Excellence isan excit
ing book. Reading it inspired me to 
implement in my own govern
mental unit some of the ideas that 
authors Peters and Waterman be. 
lieve are basic to the success of the 
excellent companies cited in their 
research. As a tax administrator for 
the city of Chicago, I manage astaff 
of auditors who review financial 
records to determine if local busi
nesses are paying the appropriate 
taxes. It is with this group that I 
have tried to develop a working 
environment that reflects some of 

attributes highlighted in the 
book. 

Specifically. I have attempted to fo
cus on the individual auditor as a 
valuable, trusted employee who is 
essential to the success of the city's
audit program. In doing so, I haveinitiated monthly staf meetingsiiitdmnhysafmeig 
where the performance of the audi
tor, both individually and in a 
group, isreviewed and iscompared
with annual objectives and the prior
year's accomplishments. Regular
staff meetings foster communica
tions and head off the potential
complaint that auditors working in
the field are the last to learn about 
new developments. Monthly meet

ings also serve to reinforce audit 
objectives and provide a forum to 
praise individual achievement in 
reaching these objectives. 
Second, I have established an audi
tor recognition program designed 
to single out each month the audi

tor who has excelled in performing 
audit-related duties. The recipient 
of the award is given a certificate of 
recognition, which isprominently 
displayed in the office for one 
month. He or she also receives one 
day of leave that can be used as a 
vacation day. The award enables 
management to clearly reinforce 
exceptional performance, which is 
often difficult to do in a personnel 
system where "merit" salary in
creases are often given to outstand
ing and mediocre employees alike. 

In addition, I have diligently tried 
to listen to the auditors' suggestions 
on how their jobs could be im
proved and then made every effort 
to promptly implement their ideas. 
This is done on the premise, em
phasized in the book, that the 
employee knows the most about his 
or her work. Implementing the au
ditors' ideas has frequently 
increased the quality and quantity 
of the audits performed. 
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All of these efforts have paid off. In- iztions. A number of these 
dividual productivity, as measured charactenstics already exist in our
by the amount of tax liability identi- city, but I would suggest that by
fled per auditor, increased 72 keeping this list in mind during the 
percent in 1983. While the elements group process, we can measure our
described were not the sole reasons own competence and our own abil-
for the improvement, they helped ity against these yardsticks.
promote an environment character-
ized by trust and appreciation for a First of all, I find that effective orga
job well done, which contributed to nizations have, as a major principle,
the better performance. the delegation of authority and 

responsibility to line and staff man-Consequently, I would urge all gov- agers who have a bias for action-
emnment managrr-- to read In that is. with getting on with the
Search ofEx - e and take time tasks at hand. People have the auto implement .im their own thoritv to make decisions and to 
units some of the factors that have implement them within their 
been highly successful in the pri- subcomponents of the organization.
vate sector. In doing so, I believe 
the administrator would realize that The second characteristic is some-
a consistent investment in time to- what a corollary of the first.
ward the employee would reap Effective organizations spread deci-
excellent rewards. sion making around by providingautonomy and a sense of entrepre-

-John G. Whales' neurship-to the leaders and inno-
Manager, Tax Administration vators within departments and 

Chicago, Illinois divisions. That is possible because 
of the trust and integrity that are in-Reorranzing In Virginia herent in this type of management 

Beach approach, which suggests that each 
employee is an individual capable

(Editor'sNote: Although not men- of making contributions to the over-
tioned by name, In Search of all task. 
Excellence formed the basis for the 
organizational development strategy Effective organizations have a mis-
presented in this message to Vir- sion and subobjectives that are well 
ginia Beach city administrators.) understood by each manager. Exec-utive responsibility essentially
Improving the efficiency and the ef- ensures that the organization's cul-
fectiveness of our Virginia Beach tural themes are constantly being
Sovernment involves many different reemphasized. Department and divi-

ctors. We need to be Pble to antic- sion responsibilities ensure that

ipate and influence change that is these cultural themes are placed

occurring around us, both in the 
 into effect through the specific ob-

environment and internally. The jectives set for each budget unit. 

new buzz word for this is strategic 

planning. Once we assess this Effective organizations operate with
change, we need to make informed, a lean staff, which encourages a
intelligent recommendations about sense of challenge and enthusiasm

policy to the city council. As cun- from each of the employees. I 

cil decides on issues, we need to firmly believe that one of the major

develop programs to properly im- sins of public administration is ac-

plement council policy. We need to ceptance of the adage "fat is 

attract, absorb, and retain the re- beautiful." Clearly, mass does not 

sources necessary to efficiently and do the work-brain and muscle do.
 
effectively carry out our responsibil- t is much better to understaff than
ities. Also, we need to continuously to overstaff, and we must constantly
manage those resources, to be able ask ourselves: What is the smallest

to do budget forecasting, financial number of people we need to ac-
management, and productivityiam- complish this purpose? 

provement. Finally, we need to Effective organizations do more
establish a process to evaluate our than just have a commitment to em-

current ictivities to help guide our ployee development-they put that

future action. Specifically, we need commitment into practice every

to look at the system and to suggest day. That is, they accept the fact

where changes might be necessary that their human resources com-

in our policies, our practices, our prise the most critical aspect of 

procedures, and our structure in or- productivity improvement and orgader to enhance our capacity as an nizational effectiveness. 
organization. 

Effective organizations also set upCertain characteristics typify effec- systems to monitor, reward, or contive public and private organ

rect individual behavior; that is,bN 
setting very specific organizational
objectives and establishing monitor
ing systems, the, collect the data to 
determine whether tasks are being
performed effectively, which allows 
managers to praise good behavior 
and to correct poor behavior. 

Finally, effective organizations are 
generally charactenzed by an open
ness and informality that belies theintensity the organization feels for 
its basic values. 

I have spoken quite a bit about ba
sic values. What are some of the 
basic values I see in the city of Vir
ginia Beach? Clearly, the first basic 
value is a belief in the specialness of 
this organization. I believe that ev
ery employee wants to feel part of 
an effective, efficient organization,and each employee wants to feel 
special in his or her performance 
within that organization. 

The second major value of this or
ganization is professionalism, which 
has a number of subcomponents. It 
regards the recruitment and retain
ing of good people and is free of 
partisan political activity and based 
strictly on merit and performance.
Professionalism means affirming
the dignity and worth of the ser
vices rendered by local government
and maintaining constructive, cre
ative, and practical attitudes toward 
accomplishment of those goals set 
by city council. A professional man
ager can make a commitment to 
the Holy Grail of the public interest: 
that is, to serving the best interests 
of all the people of the city of Vir
ginia Beach. 

A third basic value that I have seen
 
in my years on the job ispride in
 
performance-the fact that we con
sider ourselves special in Virginia

Beach and believe that no other or
ganization can conduct itself in a
 
better fashion than we can.
 

In order to further develop our or
ganization, to enhance capacity,

and to more nearly represent the
 
ideals of performance that I have
 
delineated, I would hope that this
group process upon which we areembarking will not only result in 
concrete recommendations on in
ternal structure, but also lead to a 
process by which we continuously
address our capacity to perform our 
tasks in the most effcient and effec
tive manner. 

-Thomas H. Muehlenbeck 
City Manager

Virginia Beach, Virginia 
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Excellence in Texas 
Excellence in public management 
-- especially city management-is 
sometimes perceived to mean re-
locating to major metropolitan 
communities with large staffs, em- 
ployment contracts, special fringe 

nefits, awards from professional 
associations, graduate degrees, and 
so on. Not enough consideration is 

en to the quality of the job per-

rmed by the public manager in 
the community for the local citizens 
who are the local government's cus. 
tomers for public goods and 
services. Nor does anyone ask "Did
that public manager properly main-
tain the infrastructure?" or "Did he 
provide proper services to the wa-
ter/sewer customers?" or "Did he 
respond to citizen complaints?" 
These customer-related questions 
should be the issues raised by 
elected officials seeking to employ a 
public manager or by other profes-
sional public managers in 
evaluating a fellow manager. 

This point about customer satisfac-
tion is an emphasis of the book In 
Search of Excellence, which causes 
me to conclude that the book has 
much applicability to local govern-
ment. I say this in spite of the 
inherent differences between pri-
vate business and government. (For 
example, a public official is re-
stricted by open meeting and 
records laws, bidding requirements, 
the nature of public goods and ser-
vices, and the lack of a financial 
bottom line.) 

Some comments in the book that 

should be remembered by public 

managers when reviewing their 

concept of public management in-

clude: 

Management's job is not a brain 
game in the sterile ivory tower, but 
rather "it is the shaping of values 
and reinforcing through coaching 
and evangelism in the field-with 
the worker and in support of the 
cherished product." 
There is too much emphasis on 

planning while ignoring the prod-
uct or people, because planning is a 
welcome respite from operating 
problems, it is intellectually more 
rewarding, and does not carry the 
pressures that operations entil.... 

Excellent companies do what they 
do best and avoid diversificationbe-
cause diversification dilutes quality. 
How can an electronics executive 
talk about quality in a consumers 
goods busines? 

Public Management/April 1984 

These comments caused me to 
question some of my management
premises, which I learned either in 
school or through experience. For 
example, I have usually emphasized 
quantitative analysis with black and 
white facts, and tried to wait until 
all the facts were in before making 
a decision. This is the time-provn 
method of management,prov
safe and conservative and gives the 
manager documentation for propos-

als (which means it is also 
politically safe). Perhaps, however, 
the time has arrived for more man-
agement by feel and sensitivity to 
-the community and decision mak-
ing based upon experience instead 
of just "hard, cold, analytical facts." 
The objective of such sensitivity 
management might be to stream-
line the decision-making process, to 
make the local government more 
responsive, and to make the local 
government management apparatus 
fit in more naturally with the com-
munity's life style. Of course, this 
approach will require longevity on 
the job (how else can you get to 
know your community?) and a self-
confidence in your performance 
(which is difficult to find when you 
have an unfriendly council ques-
tioning your every action or 
constant criticism from citizen 
groups or the news media). 
Also, I believe I have fallen into the 
trap of always wanting more plan-
ning because, as mentioned in the 
book, it is easier to handle and 
manage than operational problems, 
customer complaints, and day-to-

day decision-making. In other 
words, analytical facts and planning 
can become nothing more than "se-
curity blankets" that preclude a 
manager from taking quick action,
making an innovative change, or 
just making a change. 

On the positive side, the book de-
scribed some ideas I have practiced 
in local government: 
* I have always thought it impor.'" 
tant for city managers to visit line 
crews working on water and sewer 

systems, repairing streets, mowing 
parks, or operating water or waste-
water treatment plants. This 
experience provides the manager 
with a feel for the organization and 

also provides the employees with a 
sense of satisfaction (especially if 
the manager understands their op-
erations and establishes credibility 
for knowledge of the operations). In 
fact, graduate programs in public 
administration might consider in-
ternships in line operations, 

providing student managers a per
spective they might never share 
again. 

1have emphasized the point that 
the citizens are the city's customers 
and should be treated accordingly 

I 

-iespecially in such services as util
ities, golf courses, and airports, in 
which user fees are paid for the ser
vice and the customer is easily

identified.
 

* I have always tried to hold the 
line on what services cities should 
provide (that is, avoid diversifica
tion), because I firmly believe that 
basic public services are inherently 
a city's proper function. Once a cit, 
assumes responsibility for another' 
service, it faces some of the same 
diversification problems identified 
in the book. 

As far as what constitutes excel
lence in local government, I believe 
that excellence in local government 
cannot accurately be identified by, 
parameters or indicators estab
ished by the state or federal 

government, consultants, or profes
sional groups such as ICMA. 
Excellence on the local level is best 
determined by the consumer of lo
cal governmental services, the local 
citizen. For example, one city might 
consider 28'-wide streets as accept
able, while another city might
demand 40' streets as the only ac
ceptable width. Likewise, a traffic 
flow on Main Street of 30,000 vehi
cles per day may be acceptable in 
one city, while only 15,000 vehicles 
are allowed in another. All the ex

pert advice and facts to the contrary 
notwithstanding, the public man
ager had best address the problems 
identified by the city according to 
its particular perception or there 
wil be no excellence in that com
munity!
 

As the AT&T executive points out in 
the book, there is a nice distinction 
between broad-based service stan
dards and "customer focus," which 
acknowledges that every individual 
perceives service in his or her own 
terms. Excellent companies recog
nize this individual perception of 
service, and I would recommend 
ik local governments dothat excellent 

-James Thurmond 
City Manager 
Uvalde, Texas 

Editor's Note: Due to the over
whelming response from ICMA 
members on "Excellence in Public 
Management," this commentary
will be continued in the May issue 
of Public Management. 
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PEOPLE: Situational Leadership
 

"Situational Leadership," by Kenneth Blanchard and Paul Hersey.
 

"Situational Leadership Revisited," by Kenneth Blanchard.
 



Paul Hersey and Ken Blanchard's
 

Situational 
Leadership 

Over the last few dCcades, people inthe field of man-
agement have been involved in a search for-a "best" style
of leadership. Yet, the evidence from research clearly
indicates that there is no singic all-purpose lc-,Jvihip
style. Successful leaders arc those who can adapt their 
behavior to meet the demands of their own uniquc 
situation. 

k"SITUATIONAL LEADERSHIP THEORY 
'A situational leadership theory hclpful to maniagers in 

.__djagnosing the demands oftheir situation has been devel-
oped as a result ofextensive research. This theory isbased 

-on the amount of direction (task behavior) and the 
amount of socio-emotional support (relationship be
havior) a leader must provide given the situation and "the 
level of maturity" of the follower or group. 

*Task Behavior and Relationship Behavior 
The recognition oftask and relationship as two critical 

dimensions of a leader's behavior has been an important 
part of management research over. the last several dec-
ades. These two dimensions have'been labeled various 
things ranging from "autocratic" and "democratic," to 
'employee-oriented" and "production-oriented." 

For some time, it was believed that task and relation-
.ship were eitherlor styles of leadership and, therefore, 
could be shown as a continuum, moving from very
authoritarian leader behavior (task) at one end to very 
democratic leader behavior (relationship) at the other. 

In more recent years, the idea that task and relationship 
were cither/or leadership styles has been dispelled. In
particular, extensive leadership studies at Ohio State 
University questioned this assumption and proved it 
wrong.

By spending time actually observing the behavior ofleaders in a wide variety of situations, the Ohio State staff 
found that they could classify most of the activities of 
leaders into two distinct and different behavioral 
categories or dimensions. They named these two dimcn-
sions "Initiating Structure" (task behavior) and "Consid-
eration" (relationship behavior). Definitions of these two 
dimensions follow: 

Task belavior is the extent to which a leader engages in 
•one-way comun ication by explaining vhlat each fbI-
lower is to do as 1 'Cll as when, where, and how tasks are 
to be accomplished. Relationship behavior is the extent to 
which a leader engages in two-way communication by
providing socio-emotional support, "psychological 
strokes." and facilitating behaviors. 

In the leadership studies mentioned, the Ohio State
staff found that leadership styles tended to vaty consid-
erably. The behavior orsome leaders was characterized 
mainly by directing activities for their followers in terms 
of task accomplishment, while other leaders concen-

tratcd onl providing socio-emotiona] support in terms of 
pcrsonal relationships between themselves and their fol
lowers. Still other leaders had styles characterized by
both task and relationship behavior. There were evc; 
some leaders whose bchavior tended to provide little task 
or relationship for their followers. No dominant style 
appeared. Instead, various combinations were evident.Thus, it was determined that task and relationship are not 
cither/or leadership styles. Instead, these patterns ot" 
leader behavior canl be plotted on two separate and 
distinct axes as shown in Figure I. 
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FIGURE 1 Four basic leader behavior styles.
 

Since research in the past several decades has clearly
supported the contention that there is no "best" style
of leadership, any of the four basic styles shown in Fig
ure I may be effective or ineffective depending on the 
situation. 

Situational Leadership The6ry is based upon an inter
play mong (1)the amount ofdirection (task behavior) a 
leader gives. (2) the amount ofsocio-emotional support
(relationship behavior) a leader provides, and (3) the 
"maturity" level that followers exhibit on a specific
task, function, or objective that the leader is attempt
ing to accomplish through the individual or group 
(follower(s)). 

LEVEL OF MATURITY 
Maturity is defined in Situational Leadership Theory as 

the capacity to 'set high but attainable goals
(achicvement-motivation), willingness and ability to 
take responsibility, and edu'cation and/or experience of 



all individual or a group. These i'ariables ifniatilytU)le cons'ideredo) in relatiotn 	 shotildta sp'ifirtask to' ict- rilornic-d. ! HighThat is to say. an individual or a group is 	 High Taskot anaturc or Relationsp I
immaturc in any total sense. People tend to have varying 	

ad 
Low Task Idegrcs oflnaturity depending ol the specific task, func-	

I R High
I Ition, or objective that a leader is attempting to ac-


complish through their efforts. 
•
 

Thus, a sales representative may be very mature in theway he or she approaches sales calls hut may not demoni-	
X3 S2Wstrate the same degree of maturity in developing and S4

writing customer proposals. As a result, it may be quite Yappropriate for this individual's manager to provide little 	 Sl01 Vz
direction and help onl sales call activities; yet provide agreat deal 	 0of direction and close supervision over theindividual's proposal writing activity. 
Te Basic Concept 

h 	 LOW igh TaskRelaionshipAccording to Situational Leadership Theory, as the 	 ILow Task 
and 4. 

Relationshiplevel ofmaturity of the follower continmes to increase inB
.terms ofaccomplishing a specific task, the leader should 
 (LOW) - TASK BEHAVIOR (HIGH)begin to reduce task behavior and increase relationship
*behavior. This should be the case until thle individual or 

I,
 
follower begins to move into HIGH MOtDERATE
an above avcrage level of 	 LOWM4 M3 M2 E1 
maturity, it becomes appropriate for the leader to decrease not only task behavior but relationship behavior FIGURE 2 Situational Leadership Theory.as well. Now the follower is not only mature in terms of
the performance of the task but also is psychologically maturity 
canmature. 	 be provided for determining appropriaileadership style by dividing the maturity continuum IitSince the follower can provide his or her own four levels"strokes" and reinforcement, 	 of maturity. Lowa great deal of socio-	 level4 of task relevarnmaturity are referred to as maturity level MI;emotional support from the leader is no longe'r necessary. 	 low t,

People 	 moderateat this maturity level see a reduction 	 as maturity level M2; moderate to highof close 	 a
supervision and an inicrease in delegation by the leader as 

maturity level M3; and high levels oftask relevant matur.
ity as maturity level M4.a positive indication of trust and confidence. Thus, Situational Leadership Theory focuses on the appropriatenessor effectiveness ofleadership styles according to the taskrelevant maturity of the 	 APPLICATIONfollower(s). This cycle can beillustrated by a"bell-shaped curve superimposed upon the 

What does the bell-shaped clirv;e in the style-of-leader
four leadership quadrants, as shown in Figure 2. 	

portion of the model'mcan? It means that as the maturitylevel of one's followers develops along the maturity
Style of leader vs. continuumMaturity of followers 	 from immaturestyle. of leadership moves 

to mature, the appropriate
Figure 2 attempts to portray the relation between task 

accordingly along the cur
vilinear function.relevant maturity and the appropriate leadership styles to
be used as the follower moves from immaturity to matur-
ity. As indicated, the reader should keep in mind that the 
Determining Appropriate Style

figure represents two different phenomena. The appro- use 
To 

in 
determine what leadership style is appropriate topriate leadership style (style of leader) for given levels of 
a given situation,'one must first determine thematurity ievcfollower maturity is porrrayed by a curvilinear function 	

ofrthe follower in relation to a specific task
in the four leadership quadrants. The maturity level of 

that the leader is attempting to accomplish through the
the individual -or group follower's efforts. Once this maturity level is identified,being supervised (natturityfollowers) is depicted below the leadership 'model 

of the appropriate leadership style can be determined by
continmi as a constructing a right angle (90 ° ranging from immature to mature. 	 angle) from the point oni

In referring to the leadership styles in the model, 
ile conjinum tl-at identifies the maturity level of thewewill use the f61lowing shorthand designations: (1) high 
follower to a point where it intersects on the curvilinearfunction in the style of leader portion ofthe model. Thetask-low relationshiip will be referred to as leader be- quadrant in which that intersection takes place suggestshavior style SI; (2) high task-high relationship behavior the appropriate style toas leader behavior style S2; (3) high relationship-low task 	 situation with 

be used by the leader in that 
behavior 	 a follower of that maturity level. Letas leader behavior style S3; and 	 us
relationship-low task behavior as style S4. 

(4) low lookatanexampleinFigure3. 
In terms of follower maturity, not simply a 

Suppose a manager has determined that a subordinate'sit isquestion of being mature or immature but a question of 	
maturity level in terms ofadministrative paper work islow. Using Situational Leadership Theorydegree.' As can be seen in Figdre 2. some benchmarks of 	 she wouldplace an X on the maturity continuum as shown in Figure 



I 

3 (above MI). Once the manager had decided that she
wanted to influence the subordinate's behavior in this 
area, the manager could detcriine the appropriate initial
style to use by constructing a right angle from the X
drawn on the maturity continuum to a point where it
intersects the bcll-shaped curve(dcsignated in Figure3 by
0). Since the interscction occurs in the SI quadrant, it issuggested that when working.with this subordinate wvo 
demonstrates MI 'maturity on this particular task, the manager should use an SI style (high task-low relation-
ship behavior). If one follows this technique for deter-
mining the appropriate leadership style for all four of the 
maturity levels, it will become clear that the fourity designations (MI, M2, M3, M4) correspond to themnatur-H 
four leadership behavior designations (SM, s3, 4);M2, 


behavior edsstlthat is, n at .S2S3one-wayurny needthat is,MI maturity needs SI style, M2 Maturity needs 
S2style, etc.

In this example, when we say low relationship be-havior, we do not mean that the manager is not friendly 
or personable to the subordinate. We merely suggest that
the manager, in supervising the subordinate's handling of
administrative paper work, should spend more tinie 
directing the person in what to do arid how, when, and 
vhere to do it, than providing socio-emotional support

and reinforcement. Increased relationship behavior 
should occur when the subordinate begins to demon-
strate the ability to handle necessary administrative paper
work. At that point, a movement froni.Style I to Style 2
would be appropriate. 
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M4 to theM3 M2 X"M1 1"'ader's expectations of good performance. This is a0 behavior modification concept. For example, ifa leaderFIGURE 3 Determining an Appropriate Leadership Style. 

Thus, Situational Leadership Theory contends that in
working with people who are low in maturity (Ml) interms of accomplishing a specific task, a high task/low
relationship style (SI) has the highest probability ofsuccess; in dealing with people who are oflow to moder-
te maturity (M2), a moderate structure and socio-

emnotional style (S2) appears to be most appropriate; 

while in working with people who are of moleratct,,
high maturity (M3) in terms ofaccomplishinig a sp'cifIc
task. a high relationship/low task style (S3) has ti:c
highest probability of success: and finally, a low
relationship/low task style (S4) has the highest proba
bility of success in working with people of high task 
rclevant maturity (M4).

While it isimportant to keep in mind the definitions of'
 
task and relationship behavior given earlier, 
the labeling
of the four styles of Situational Leadership 'Theory, as
 
in Figure 4. on the following page, is sometimes useful
 
for quick diagnostic judgments.
 

High task/Iou' relatioship leader behai'ior (SI) is referred
 
to as "telling" because this style is 
 characterized by


communication in which the leader defines the'
roles of followers and tells them what, how,-when, and
 

where to do varioushtasks. 
Hig taskeih relauionshipIehaiior (S2)"is efered t w.


selling" because with this style most of the directionips
still provided by the leader. He or she also attempts
through two-way conmunication and socio-eiotio.il 
support to get the follower(s) psychologically to buy into 
decisions that have to be made. 

High relationship/low task behavior (S3) is called "par
ticipating" because with this style the leader 
 and fol
lower(s) now share in decision making through two-wa y
communication and much facilitating behavior from tfic
leader since the follower(s) have the ability and knowledge to do the task. 

Low relationshipl/ow task behavior (S4) is libeled "dele
gating" because the style involves letting follower(s)
"run their own show." The leader delegates since the 
follower(s) are high in maturity, being both willing and 
able to take responsibility for directing their own be-

In attcnapdig So in',)rov: the maturity of followershave not taken much responsibility in the past, a 

leader must be careful not to increase socio.-emotional 

(relationship beh;ivior) too rapidly. If this isthe followers may view the leader as becoming a 
"soft touch." Thus the leader must develop followers 
slowly using a littleless task behavior and a little morerelationship behavior as followers mature. When an indi
vidual's performance is low, one cannot expect drastic 

overnight. For more desirable behavior to beobtained, aleader must reward as quickly as possible the 
slightest appropriate behavior exhibited by the individual
in the'desired direction arid continue this process as theindividual's behavior comes closer and closer 

wants to improve the maturity level of a follower so this 
follower will assume significantly more responsibility,
the leader's best bet initially is to reduce a little of the
direction (task behavior) by giving the follower an opportunity to assume sonic increased responsibility. Ifthis
responsibility iswell handled, the leader should icinforcethis behavior with increases in relationship behavior. 
This is a two step process: first, reduction in direction,
and if adequate performance follows; second, increase in 
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T ake another example of ateacher who was highlymotivated and competent (M4) and therefore could be 
left 	6n his own. Suppose he is promoted to principal.
While it may have been appropriate to leave him alone 
(S4) as a'tcacher, now that he is a principal, a task forwhich he has little experience, it may be appropriate forhis supervisor to changestyles by first providing more 
socio-emotional support and then increasing the direc
tion and supervision ofhis activities (Style 4 to Style 3 toStyle 2). This high task-high relatior 

through Style 3 tot Style 4 would be appropriate. Starting
off using the same leadership style that was successfulhe was a teacher may now prove ineffectiveit is inappropriate for the needs of th4 situation. 

in summary, effective leaders must know their staffs 
well enough to met their everchanging abilities and
demands upon then. It should be reniembercd that over 
tine followers as individuals and as groups develop their'
Own patterns of behavior and ways of operatiing, i.e. 
norms, customs and mores. While a leader may use a 
specific style for the work group as agroup, that leader 
may quite often have to behave differently with individual followers because they are.at different levels ofniatur
it In either case, vhethcr working witha group or an 
individual, changes in leadership style from SI to S2, S3,MATUFITYFO LOWE (S)cannotbe rev'olutionary but must be evolutionary: grad-MATURITY'OF 	 and 54, .ust be gradual! This process by its very nature 

FIGURE 4 Situational Leadershiip
iuaoaLi •and 

socio-emotional support as rcinforccment. This process
should continue until the.follower is assuming significantresponsibility and performing as an individual ofmoder-
ate maturity. This does not mean that the individual's 
work will have less direction, but the direction will now 
be internally imposed by the follower rather than xt,-
naly imiposed by the leader. When this process occurs,followers are not only able to provide their own direction 
for many of the activities in which they engage, but also 
begin to be able to provide their own satisfactioo. for
interpersonal and emotional needs. At this stage follow
ers are positively reinforced for accomplishments by the
leader not looking over their shoulder and by the leader 
leaving them more and more on their own. It is not that
there is less mutual trust and friendship (in fact, there is 
more) but it takes less direct effort on the leader's part to 
prove it with mature followers. 

Although this theory seems to suggest a basic style for
different leveis of maturity it is not quite that simple.
When followers begin to behave less maturely, for whatever reason, i.e. crisis at home, change in work technol
ogy, etc., it becomes appropriate and nec ssary for lead
ers to adjust their behavior backward t rough the bell 
shaped curve to meet the present*maturity level of the 
followers. For example, take a subordinate who is pres
ently Working well without much supervision. Suppose,
suddenly, a fanily crisis begins to affect this person's
performance on the job. In this situation, it might very
well be appropriate for the manager to increase nmoderately
both direction and support until the subordinate regains 
composure. 

ual 	developmental changes, a result of planned growththe creation of mutual trust and respect. 
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SITUATIONAL LEADERSHIP REVISITED 
Kenneth H. Blanchard 

The acceptance of Situational Leadership as a practical, easy to understand approach to managing and motivating people has bccnwidespread over the last decade. The concept of Situational Leadership was first described by Paul Hersey and Kcrncth "1m,.,as "Life Cycle, Theory of Leadership"l, in 
a jd

1969; the most extensive presentation of the concept has been the Hersevy,3lanchardtext, Management of OrganizationalBehavior: Utili"ing Human Resources.2 now in its 4th edition. What f'bllo()s is adescription of Ken Blanchard's latest thinking3 about Situational Lcadcrship which he and colleagues from Blanchard Trainint,and Development, Inc. (BTD) are using in their work with managers throughout the world. 

LEADERSHIP AND LEADERSHIP STYLE 
Any time you try to influence the behavior of another person you arc engaging in an act of leadership. Therefore.leadershipisaiinfluenceprocess. If you are interested in developing your staft and building motivational chmates which result in high levels olproductivity in the short and long run, then you need to be concerned about your leadership style. Leadershipstyle is the pattern ofbehaviors you use when you are trying to influence the behavior of others as perceived by them. While vourperception of your ownbehavior and its impact on others is interesting and useful, it is not very meaningful unless we compare it with theperceptionsofthosc 

you are trying to influence. 
For years, when people talked about leadership style, they identified two extremes - autocratic (directive) and democratic (supportive). Autocratic leadership was seen Ps based on position power and the use of authority, while democratic leadership was associatedwith personal power and follower participation in problem-solving and decision-making processes. Tannenbaum and Schmidt. intheir classic Harvard Business Review article "How to Choose a Leadership Pattern," 4 argued that these two leadership styles autocratic and democratic  were either/or styles of leadership and therefore fell along a continuum from very authoritarian leaderbehavior at one end to very democratic leader behavior at the other end. 

SITUATIONAL LEADERSHIP
 
Further research 5
 , however, showed that leadership styles tend to vary considerably from situation to situation, and that it is nothelpful to think of leadership style as an either/or continuum. While the behavior ofsome leaders is characterized mainly by directingactivities for their followers in terms of task accomplishment (directive behavior), other leaders concentrate on providing socioemotional support in terms of personal relationships between themselves and their followers (supportive behavior). In other situations, various combinations of directive and supportive behavior are evident. Thus, it was determined that directive and supportiveleader behaviors are not either/or leadership styles. Instead, these patterns of leader behavior can be plotted on two separate and 

distinct axes as shown in Figure I. 
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Figure 1. The Four Basic Leadership Styles 

Each of the four leadership styles dep;-ted in Figure I represent different combinations of directive and supportive leaderbehavior. 6 These combinations differ on three dimensions: I ) the amount of direction the leader provides, 2) the amount of supportand encouragement the leader pit,,iilo. and 3) the amount of follower involvement in decision-making. 



Directive and Supportive Leader Behaviors 

DIRECTIVE BEHAVIOR is defined as: 

The extent to which a leader engages in one-way communication; spells out the follower(s) role and tells the follower(s) what 
to do,where to do it, when to do it, how to do it,and closely supervises performance. 

SUPPORTIVE BEHAVIOR is defined as: 

The extent to which a leader engages in two-way communication, listens, provides support and encouragement, facilitate,
interaction, and involves the follower in decision-making. 

In Style I, a leader is high on direction, low on support. He or she provides specific instructions (roles and goals) for the 1ollom Cr(s.)
and closely supervises task accomplishment. When using a Style 2,the leader ik high on both direction and support. tic or shc
explains decisions and solicits suggestions from the follower(s), but continues to direct task accomplishment. Style 3 leader hefiat, ,1
is characterized by high supportive and low directive behavior. The leader makes decisions together with the follo\Aer(.,, Iand support,
their efforts in task accomplishment. In Style 4, a leader provides low support and Tirection. He or she turns over decisions and 
responsibility for implementation to the follower(s). 

Leadership Behavior as Problem-Solving/Decision-Making Styles 

As defined earlier, leadership style is the pattern of behaviors you use when you are trying to influence the behaviors of
others asperceived b' those otherpeople. Since the basic behaviors that subordinates respond to in assessing your leadership style
is the type of problem-solving and decision-making process you use with respect to them, each of the four leadership styles can be 
identified with a problem-solving and decision-making process as illustrated in Figure 2. 
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Figure 2. The Four Basic Leadership Styles as Types of 
Problem-solving and Decision-making Processes 

High directive/low-supportive leader behavior (S I ) is referred to as 'T"e/ling" because this style is characterized by one-%%a\
communication. The leader defines the roles of followers and tells them what, how, when and where to do various tasks. Problem
solving and decision-making are initiated solely by the manager. Solutions and decisions are announced, and implementation i 
LIosely supervised by the leader. 

High-directive/high-supportive behavior (S2) is referred to as "Consuling"7because in using this style the manager still pi %id., 
a great deal of direction and makes most of the decisions, but by increasing the amount of two-way communication and su .-ortI c
behavior, he or she attempts to hear the followers' feelings about decisions as well as their ideas and suggestions. While supp.)rt is 
increased, control over decision-making remains with the manager. 

High-supportive, low-directive leader behavior (S3) is called "Participating"because the locus of control over problem-solving
and decision-making shifts significantly. Witt. the use of Style 3, the leader and follower(s) share in problem-solving and
decision-making. Two-way communication is ;,1creased; and the manager's role is to actively listen and facilitate problem-solvin,.
decision-making on the part of the follower. This is appropriate since the follower(s) have the ability and knowledge to do the task 

Low-supportive, low-directive leader behavior (S4) is labeled "Delegating" because the manager discusses the problem %ith
subordinate(s) until joint agreement is achieved on problem definition and then the decision-making proc.: s is totally delegated to th.
follower. Now it is the subordinate who has significant control for deciding how tasks are to be accompl.shed. The follower(s) are
allowed to "run their own show" because they have both the ability and confidence to take responsibility for directing their 
own behavior. 
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No One "Best" Leadership Style 

Once it was generally agreed that there were four basic leadership styles characterized by varying degrees ofdirecti ve and SuppMrtt\ .behavior, some writers 8 argued that there was "one best" style - one which maximized both productivity and human satisfactionand growth and development in all situations. However, further research in the last several decades has clearly supported the,contention that there is no best leadership style: successful leaders are able to adapt their .t y/c to fli the siullion. 9' 

While the need for a situational approach to leadership might make sense, it is not very helpful to practicing managers, who ha\ eto make leadership decisions every day. If "it all depends on the situation," they want to know when to use which sl'rc. 
A number ofsituational variables influence which leadership style will be appropriate in what situationl including time.job dcma1ndJ'organizational climate, and superiors', associates' (peers), and subordinates' skills and expectations. While all these factors andundoubtedly others impact, the effeciveness of a particular style, if practicing managers had to examine al thie sttuationailvariables suggested by theorists before deciding what style to use, they would be immobilized. That is why Hersev and BIa.char

based their Situational Leadership approach around the key factor that the) found to have the greatest impact on what Icachdcr'.hIstyles you use in what situations - the follower(s). In particular, it was found that the amount of direction or support that a lead.:should provide depends on the development level10 that the follower(s) exhibits on a specific task, function, or objective that thc
leader ;- attempting to accomplish through the individual or group. 

Development Level 

In this article development level is defined as the abilit' and willingness of follower(s) to perform a particular task withoutsupervision. Ability is a function of knowledge or skill which can be gained from education, training, and/or experience. Willingness
is a function of confidence and motivation. 

It is important when thinking about someone's development level to remember that people are not "fully-developed" or "underdeveloped." In other words, development is not a global cc Twept, it is a task specific concept. That is to say that people tend to be atdifferent levels of development depending on the specific task, function, or objective that they are assigned. 
For example, let's say that an engineer might be highly developed STYLE OF LEA DER
 

(able and willing) to handle the technical aspects of a job, but has I
not demonstrated the same degree of development when it comes 
 I Low Directive ,,,4'JCO High Suportive
 
to working with his/her budget. As a result, it may be quite appro- , DIetv A, grSprtv
cc V - 0
 

rate for the engineer's manager to provide little direction or sup-

Frt (S4-delegating) on a technical problem, but provide a great 

0 
>S3 

_ S2 
deal of direction or close supervision over the engineer's budget X I aq ': 
and expense activities. Thus, Situational Leadership focuses on
the appropriateness or effectiveness of leadership styles according Si 
to the task-relevant development level of the follower(s). This I.- - - (( " 
relationship is illustrated in Figure 3. 0

By dividing the development level continuum below the leader- Low SupportiveL) High, Directive 

ship model into four levels: Low (Dl), low to moderate (D2), V Low,Directve LOA Sunoo'tive
moderate to high (D3), high (D4), some bench marks of devel- loW... DIRECTIVE BEHAVIOR - -,,
opment level are provided. Each of these development levels ,c,,, M.;o:IT IOl io.suggest a different combination of ability and willingness as D4 D3 D2 D1 
indicated below: 

Development Level of Follower(s) 

Figure 3. Situational Leadership 
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Figure 3 also attempts to portray th relationship between development level and the appropriate leadership styles to be used 
as the follower(s) moves from developing to developed. 
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"Telling" is for low development level. People who are both unable and unwilling (DI) to take responsibility to do somethincare notcompetent orconfident. In many cases, their unwillingness is a result of theirinsecurit'r oralack ofexperie'lCeregarding the necessary task. Thus, orknzowlhd',a directive style (S I) that provides clear, specific direction and close supervision has thhighest probability of being effective. Again, this style is called "telling" because it is characterized by the leader defining rolcand tefling people what, how, when, and where to do various tasks. 
"Consulting isfor low to moderate development. People who are unable but willing (D2) to take responsibility arc confidcn t 1,lack skills. Thus, a "consulting" style (S2) that provides directive behavior (because of their lack of ability) but also slt-ppu-tl,,Lbehavior to reinforce willingness and enthusiasm appears to be most appropriate with individuals at this development le\ cistyle is called "consulting" Ihh,because most of the direction is still provided by the leader, yet, through two-way communications. aricexplanation, the leader involves the follower by seeking suggestions and answering questions. This two-was
maintain communication
a high level of motivation helpon the part of the follower, while keeping responsibility for and control over decisio;i-makin.

with the leader. 

"Participating "isfor moderate to high development level. People of this development level are able but unwillig (F3)I to c..assigned task. Their unwillingness is often a function of lack of confidence or insecutritv. However, if they are confident but un% ilhin.their reluctance to perform is more of a motivational problem than a confidence problem. In either case, the leader need to open ul"communication through two-way communication and active listening and to support the follower's effort to use the ability he ofshe already has. Thus, a supportive non-directive "participating" style (S3) has the highest probability of being effecti e kithindividuals at this development level. This style is called "participating" because the leader or follower share in decision-mkin gwith the key roles of the leader being listening and facilitating. 
"'Delegating"isfor high development. People at this develoment level are both able and willing or confident (D4) to take responsibility. Thus, a low profile "delegating" style (S4) that would provide little direction and support, has the highest probability otbeing effective with individuals at this development level. Even though the leader may still identify the problem, the responsibility for:arrying out plans is given to those experienced followers. They are permitted to run the show and decide on :';,how, when, andAhere. At the time, they are psychologically mature, therefore do not need above average amounts of two-way communication or;upportive behavior. 

INCREASING PERFORMANCE CAPACITY 

Situational Leadership as described to this point, is helpful for a practicing manager trying to determine what leadership styll Io use with follower(s) in a particular situation, on a particular task. Yet, suppose younexperienced person with good results 
arc using a directive style (S I) with an-

upervision all the time with this person on this task? Obviously the answer11 is no. Style I is too time-consuming a style to usethe time. Therefore, your goal should be to help followers increase their willingness and ability to independently accomplish the 

the job is getting done. Would you want to continue to provide this direction and close 

asks assigned to them, so that gradually you can begin to use less time-consuming styles (S3 and S4) and still get high quality results. 
As managers, we have two choices with the people that work for us. First, we can hire a winner - that is a person who nasic ability and motivation to perform at a desired level with little supervision (D4). Winners are easy to supervise; all they need tonow is what are the goals, objectives, and timelines; and then they can be left on their own to do the job. 
Since winners are hard to find and cost money, most managers are left with the second alternative - hire potential winners and thenain them to be winners. In fact, unless managers realize and accept the training function in their jobs, they will be continual]\ustrated and confused about why their subordinates are not performing well. This frustration often forces managers into the mostidely used leadership style which we refer to as "leave alone  zap". They hire someone to assume certain responsibilities; tell that.rson what do (S 1); and then "leave them alone" (an ineffective S4) and assume good performance will follow. Unless the person-legated to is a winner (D4), that assumption would prove false. When unacceptable performance occurs, or the person doesimething wrong or does not live up to the manager's expectations the frustrated manager moves quickly to a punitive S 1style and!mands to know why things are not getting done, the "zap." This change in leadership styles can leave managers frustrated andllowers confused and often angry. 

To avoid the ill effects of the "leave alone  zap" leadership style and to insure productive and s itisfied employees, managersed to learn how to increase the performance capacities of their subordinates. There are five steps to training winners: 
Tell the person(s) what you want them to do. You can't manage, unless your followers understand what they are being asked todo - what their responsibilities or areas of accountability are. 
Show the person(s) what you want them to do. Once people know what their responsibilities are, they need to know what goodperformance looks like. What are their performance standards.
Show and tell are both directive behaviors. Thus, training a potential (D I-D2) winner usually starts with an S I "telling"leadership style. Since the person(s) do not know how to perform the desired task without direction and supervision, decisionmaking and problem-solving are controlled by the leader. 
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3. Let them try. Once the person(s) know what to do and the expected level ofperformance, now the manager must take a risk andlet them try to perform on their own. When you do that, you are essentially cutting back on directive behavior as you are turningover responsibility for doing the task to the follower. The risk here isthat the follower might fail so you don't want to turn overtoo much responsibility too soon. Make the risk reasonable. Let the person cut his or her teeth on something where failure %kill 
not be devasttin,. 

4. 	Observeperformance.When you let afollowei(s) try to do something, do not go to a"delegating" Style 4 and leave them alone
That sets up the "leave alone  zap" leadership style. Since we know that style isnot helpful in terms of productivity or satisla&tion. we want to avoid it. Therefore, after you let the person(s) try to do what you want them to do, stick around and observeperformance. A basic component of a telling SI style isclose supervision  which means frequently monitoring performance 
5. Manage the consequences. The main reason to closely supervise or monitor performance is to manage the consequences. A 

consequence is merely anything that follows behavior. There are three basic consequences: 
it. Apositive consequence or reinforcer - anything that follows performance that tends to increase the probabilty of that 

behavior occurring again, i.e., a praising or promotion. 

b. A negative consequ.nce or punisher  anything that follows performance that tends to decrease the probability of that
behavior occurring again, 'e., a reprimand or demotion. 

c. A neutralconsequence or no response. Unless a person is doing something that isintrinsically valuable, (they would do itregardless of feedback from others) no response to good perfromance will gradually decrease the frequency of that 
behavior occuring again. 

As you can see, the only consequence that tends to increase the
 
probability of a behavior scurring again isa positive consequence. STYLE OF LEADER

Thus we feel that the key to developing people is to catch them 
 High Supportive High Directive

doingsomething right.If Most managers seem to be best at catch-
 L- ctv ----Hh Supportive

ing their people doing something wrong. You also need to Lr 
remember that in the beginning with people you are training to 0 
be winners, you should try to catch them doing something > 
approximately right not exactly right. Exactly right is made up X: 

wof a whole series of approximately rights as the little steps indi- W _
cate in Figure 4. 	 t R 

As Figure 4 ;uggests, when you let a person try to do something cc 
after "show anc.tell", you are cutting back on directive behavior. 0a
And then, when you ohserve that person doing something right De 
(or in the beginning, approximately right), you should recognize wrt 
the accomplishment by increasing your supportive behavior. The 'Ltow DIrectIve Low SuBVOrhIve
little steps moving up the bell-shaped curve suggest that this HDIRECTIVE BEHAVIOR c-He,gradual reduction in directive behavior and increase in supportive D4 Dbehavior should continue until the individual or group reaches 1, 

-

D4 D3 D2 D1 a moderate level of development (D2). As the person begins to Development Level of Follower(s)
move to higher levels of development (D3 and D4). it becomes
appropriate for you to decrease not only directive behavior, but Figure 4. Increasing Performance Potential
supportive behavior as well. Now the person is not only developed
in terms of his/her ability to do the task, but is also able to provide
his or her own reinforcement. This does not mean that the
individual's work will have less structure, but the structure will now be internally imposed by the person rather than externalhimposed by the manager. At this stage, individuals are positively reinforced for their own accomplishments when they are gi\ ciincreased responsibility and left more and more on their own. It is riot that there is less mutual trust and respect (in fact, there i.more), but it takes less effort on the manager's part to prove it with a fully developed person. 12 

More than praisings and other supportive behaviors, involvement in problem-solving and decision-making communicates to thespeople that you see them as confident, capable, responsible, trustworthy and reliable individuals. These are messages that peopl.like to hear; they provide positive feedback that builds confidence, motivation and willingness. 

On the other hand, if you continue to direct and closely supervise people for long periods of time, you are sending y'i;ubordinates different messages. Probably, you don't see them as confident, capable, responsible, trustworthy or reliable. Thes,inderlying messages, in turn, affect performance. Thus, the developmental aspect of Situational Leadership and the need t(,radually shift from external control of direction and support to internal control is crucial for developing and increasing t),
)erformance capacity of people. 
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In developing winners, the factor that triggers 
a change in leadership style is perfortmance. Improvements 
 in per lotmotivate forward shifts in leadership style along the bell-shaped curve from SI to S2, S2 to
the importance of performance you must remember one 
S3. and S3 to S4. In thinking abe.
thing: high levels of perlbrmance can be obtained when any ol theleadership styles are used appropriately. That is to say, an inexperienced person can perform 

,)t;' 
at as high a level as an experience,person ifdirected and closely supervised by a manager. The question is: at what cost? The cost is time and energy for the nian:ct.:both important management resources. Therefore, we feel that the highest performance level is achieved when follower, c:a:perform at a desired level with little or no supervision. 

Stopping Regression 
Just as improvements in performance motivate forward shifts in style along the curve, decreases in performance requitr a ,ho,backward in leadership style along the bell-shaped curve from S4 to S3, S3 to S2, and S2 to SI. In other words, whenes era t'ol],s cIbegins to perform at a lower level, for whatever reason (i.e.. crisis at home. change in work. technology, etc.), it becomes approplai.t.and necessary for amanager to adjust his/her behavior to respond to the present development level of the person ., eF()IC .1.allsubordinate who is presently working well on his own. Suppose that suddenly a family crisis begins to aflect this per son's pC! :':,'W.on the job. In this situation, it might be very appropriate for the manager to moderately increase both support and e' vn
until the subordinate regains composure.
 

Take another example of aperson in an individual contributor position who is highly motivated and competent (D4) and :U-:1.,c:,can be left on his/her own. Suppose this person is promoted to a supervisory position. While it may have been appropriatct,.the person alone (S4) as an individual contributor, now that he/she is asupervisor, a task for which he/she has little eXper e l. 
h.,: 

I?certainly appropriate for the manager to change styles by initially providing more socio-emotional support and then increai - ,.amount ofdirection and supervision provided (Style 4 to Style 3 to Style 2). This high-directive high-supportive style should co:::...until the person is able to grasp all of his/her new responsibilities. At that time, movement from Style 2 to Style 3 and esen:u:i:,.to Style 4 would be appropriate if performance continues to improve. Using the same leadership style that was successful %kiht.sperson as an individual contributor may prove devastating because it is inappropriate for the need of his situation. 

SUMMARYIn summary, effective managers 
know their staff members well enough to flexibly manage everchanging demands upon their
organizations. As responsibilities and tasks are assigned to individuals or groups, developmental level must be assessed. The managershould then vary his/her leadership style in response to the individual's need for external direction and/or support. It should beremembered that over time subordinates and subordinate groups develop their own patterns of behavior and ways of operating, i.e..norms, customs, traditions and mores. While a manager may use a specific style for the work group as agroup, that manager mayquite often have to behave differently with individual subordinates because they are at different levels of development. Whetherworking with a group or an individual changes in maioagement style forward from SI to S2, S3, and S4, and backward from S4 to S 3.S2 and S1, must be gradual. It is this shifting forward and backward in style that makes Situational Leadership a truly developmental
model for both managers and subordinates.
 

FOOTNOTES 
'Paul Hersey and Kenneth H. Blanchard. "Life Cycle Theory of Leadership," Training and Development Journal, May 1969.2Horsey and Blanchard. Management of OrganizationalBehavior: UtilizingHuman Resources, 4th edition (Englewood Cliffs, N.J.: Prentice-Hall Inc.. 1982)3
 Situational Leadership as presented in this article has been updated and refined through discussions with practicing managers and long-term colleagues Fred Finch.
Doug Forsyth. and Drea Zigarmi.4 Robert Tannenbaum and Warren H. Schmidt. "How 
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to Choose a Leadership Pattern." Harvard Business Review, March-April 1957.Roger M. Stogdill and Alvin E. Coons, eds. Leader Behavior: Its Description and Measurement. Research Monograph No. 88 (Columbus, Ohio. Bureau olBusiness Research, The Ohio State University. 1957).

6Horsey and Blanchard in Management ofOrganizational Behavior used the terms "task "and "relationship"Ken Blanchard now uses the ternis to describe the two basic leadership style dimensions'"directive'" ;lrud 'Srepl0.liV" I' cCAIsC IVCwe i1nid Ihe no m rc descriptive and easicr fo r praclitioners odcniif y wiiih
7The "Consulting" style (S2) in Management ofOrganizational B'haioris called "Selling."

practicing managers felt it better described Style 2 and 
The change fron "Selling" to 'Consuliig" k.as a,dc .1gaiie, .,.
'lrmrilated sonic of the negative crrrutatiins o1sr'"S lhig 
" 8Examples often cited of the "one best" approach are Robert R. Blake and Jane S. Mouton. The Managerial Grid (I louston, Texas- Gull Puhlishling I )t4):Douglas McGregor, The Human Side of Enterprise (New York: McGraw- Hill Book Company. 1960).9Examples or the "no one bcst" approach are Fred E. Fielder. A The'ory of LeaderslipA. K. Korman."'Consideration', 'Initiating Structure', and Organizational Criteria 

"ff'ctiveiteaa (New York. McGrw.Hill ook Cor'anii . Ye,- A Review," Personnel Psy-chology: A Journal of Applied Res"17ch,
No. 4 (Winter 1966) and William .Reddin. Managerial Effectiveness (New York: McGraw-Hill Book Company, 
X I
 

1970),tO"Development level" has been changed from the original use of "Maturity level" for two reasons.most people. And, secondly, it was fell that the real contribution that Situational 
First, the word "maturity" has negatise connoatio:s ILeadership makes is that it is a dynamic developmental model thai he!;.managers to understand not only how to manage people effectivel) today but how to "grow them" up so they can eventually manage themselvesI ]"Catching People Doing Things Right" is a major theme of Kecneli Bleatichard and Spencer Johnson's new bok 77e One AhMute Manogo (Ne% ) ,,
William Morrow and Company. 1982). This book is fast becoming a major bestseller.
2This gradual developmental process of(l ) providing direction. (2) reducing the amount of direction and supervision. and (3) after adequate performanecc loll,(.increasing support is known as "positively reinforcing successive approximations " The person most identified with this concept over the years is B F SkencFor his classic work in this area see Skinner, B. F. Science and Human Behavior (New York: The MacMillan Company. 1953). 
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Chapter3 
Performance Planning 

"IfI had only known," Jake Barnes said to his wife the evening after his 
performance appraisal. Jake's appraisal had not been what he expected.
When he went to meet with his boss to review his first year as bank 
branch manager, he felt satisfied with the job he had done. Things were 
under control. Turnover was down; his schedule for part-time tellers 
had substantially reduced the length of the rush hour line; with sched
ules organized, he had time to work with customers and solve problems.

Then at his appraisal interview he learned what his boss thought. She 
was happy with the new organization and praised Jake's skill in working
with people. Everything he was proud of she admired-then came the 
"buts": He hadn't given high enough priority to marketing, his branch 
had one of the lowest increases in deposits in the region, his reports to 
her had been sparse, and he hadn't contributed eno*ugh at regional
branch manager meetings. All this added up to an average rating for 
Jake. But Jake's problem was not that he didn't want to do what was 
required. Nor was it that he couldn't do it. It was that nobody ever told 
him what was required. 

Studies show that only about one-fourth of all employees know what 
they will be evaluated on before the evaluation takes place. If they are
going to respond positively to appraisals, employees need to know what 
yardstick is being used to measure them. Telling them what was right 
or wrong after the fact seems careless or, even worse, manipulative.
You are told the rules after you've lost the game. No fair. 

There is a lot of talk about making performance appraisal objective.
This is a goal worth pursuing and many improvements have been made 
in that direction. For many jobs, however, total objectivity seems far
fetched. How do you objectively measure the output of cancer re
searchers? Do you count the number of journal articles they publish?
On the other hand, most jobs can be defined well enough that the
criteria for judging performance can be stated clearly, even if the per-

Taken frcmi: Performance, Planning & Appraisal, Patricia ltng, tj-Graw-Hill Book Ccpany, New York, 1984, pages 20-44. 
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21 Performance Planning 

formance cannot be measured objectively. The first step to really fair, 
believable performance appraisal is to define the job and the criteria by 
which we will judge performance. 

Organizations as well as individuals will benefit from planning
work more carefully and defining what is meant by good performance 
-not just making performance appraisal more reliable, but deciding
what we really mean by productivity increase. Vague criteria not 
only harm employees, they hurt company performance. Some people 
don't contribute they because haven'twhat should we defined 
carefully what's needed; we can tell them about it after the fact, but 
the firm's dollars will have already been paid out for below standard 
performance. 

As you will see when we discuss the legal aspects of performance 
appraisal, courts have challenged the lack of specific, valid criteria for 
making personnel decisions. To satisfy the need for validity, appraisal 
must be based on job-related criteria. Planning is the first step in devel
oping such criteria. These legal requirements also make good business 
sense since having valid criteria means there is less room for error in 
managerial judgments. This increased accuracy shotild lead to better 
decisions as well as to more useful and believable feedback for em
ployees. 

At today's pace jobs are likely to change frequently. We can no longer 
tell a new employee, "Here are your duties," and go for several years
without redefining the job. To keep pace with technology, gain produc
tivity, and remain competitive, we have to redefine expectations from 
time to time. Performance planning affords us a systematic way of 
reviewing the viability of jobs and making adjustments before we fall 
too far behind. 

More and more organizations emphasize planning, so even if we 
don't plan now, our managements are likely to demand it of us in the 
future. For you, the "future" may be now. You may already have to 
write plans for yourself and your people. You may moan, but think of 
the benefits: 

* When we discuss goals with employees and they agree to meet 
them, those agreements become promises. Most people try 
harder if they've promised something. 

*There will be fewer mistakes because employees will be given 
proper direction. 

*We will have taken the time to think through what resources 
employees need to get the job done. 



2 Chapter Three 

Basing performance appraisal on a plan, we turn appraisal into a 
process rather than an event. This process differs from old-fashioned 
rating systems most obviously in the amount of communication it re
quires between boss and subordinate. There is also room in the plan for 
personal goals as well as for work objectives and performance improve
ments. At performance planning time the manager and employee dis
cuss and agree on the goals, duties, and standards for the employee's 
performance and set objectives for the work period. 

How to Make a Performance Plan 
According to the textbooks the first part of planning is to make the plans 
of the individual mesh with the plans of the company. Here's how it's 
supposed to work: Top management makes a plan for the organization, 
setting the direction of the company and deciding specific goals for the 
next period. Strategic plans are usually drawn up on a five-year-basis, 
and annual plans are based on the strategic plan. These plans are sup
posed to be specific and to ensure the prosperity of the company. 
Sometimes they actually do; sometimes they are poorly drawn and not 
very useful; sometimes they don't exist. 

If your company is one that plans carefully, you probably have a 
corporate plan, a division plan, or the like. About 80 percent of the 
nation's largest corporations do set objectives, but the goals that these 
companies set are often financial and don't describe what is to be 
achieved to realize those financial goals. This goal setting is left up to 
department heads and managers, who sometimes complain about doing
the planning. But it is their job. Every textbook says that managers plan, 
lead, organize, and control. 

Goal setting as an organizationwide activity is also taking hold in 
many smaller firms and government agencies. Schools, hospitals and 
other organizations are beginning to see the virtues of careful planning. 
Chances are, then, that you will have some overall plan to use as the 
basis for your own group's plan. Needless to say, before you plan for or 
with your subordinates, you have to plan for yourself. If your organiza
tion doesn't plan formally, you may take an opportunity to ask your boss 
to work with you on your group's overall plan, pushing a little manage
ment development up the line as it were. 

There is no plan unless it's written down. Unwritten plans, even if 
they are discussed, are amorphous and vague. Six or twelve months 
later people can't remember what they agreed to do, or they find out 
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too late that they had different interpretations of what they committed 
themselves to do. So your first step is to write a plan for your group.
Working with your boss, if possible, integrate your plan with the plans 
of the organization. You may want to get your own employees involved,
perhaps in a group meeting. (How to do a thorough job of corporate 
planning is a subject for another book. The real subject here is planning 
the work of your subordinates.) 

Once you have a plan for your group, you will use it as the basis for 
the individual's plan. Each employee will contribute to certain of the 
overall objectives. Some objectives will "belong" to only one employee.
You begin an individual's plan by deciding which of the group's objec
tives the employee will work on. 

I am about to suggest (very strongly) that you get your employees 
involved in planning their own work. But first some words of caution 
concerning your style as a manager. If your managerial style is more 
traditional, if you are more likely to make the decisions yourself, to tell 
people what's needed, and not to ask their opinions, then suddenly
asking them to participate in planning may come as a shock. It may 
even make them suspicious of your intentions. If this is your style, you
have two choices: one is to do most of the planning yourself; the other 
is,of course, to change your style. 

If you do most of the planning yourself, your employees will be much 
less likely to accept enthusiastically your goals for them. You will also 
miss out on the value of their thinking and experience. But you will still 
benefit from having a written plan. They will understand clearly what 
isexpected of them, they will spend their time working on what you 
think is important, and you will have criteria by which to judge their 
performance at appraisal time. 

If you decide to change your style, you won't be able to do that 
overnight. But you can use the performance planning and appraisal 
process to begin to interact more with your employees, to show that you 
respect their knowledge and ideas. If you make a gradual transition to 
a different style of management, you may reap bonus benefits of more 
harmony and dedication on the part of your people. 

Getting Your Employees Involved 

To set realistic goals, it is essential that you get your employees in
volved, that you sit down with each person to concentrate on individual 
contribution. Experienced employees will be able to do this practically
without guidance. Newer employees will need more input from you to 
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formulate realistic goals and objectives. In either case it is better to plan 
with the employee. If you say, "Here's the job and here's how to do it," 
your employee will salute and say, "Yes." But that "yes" may not mean 
enthusiastic commitment. If you encourage open discussion, if you 
show you respect the person's intelligence and creativity, you are more 
likely to get cooperation. An employee who is involved will be less likely 
to feel resentful of work assigned, to see it as a punishment for past 
failures, or to feel singled out for extra work. 

Ifyou get the employee involved, you are more likely to base the plan 
on real job conditions. In the day-to-day crush it is easy to miss the small 
changes that take place in lead times or the capabilities of people in 
other departments who must contribute to the effort. 46 

This employee involvement does not mean you forfeit your responsi
bility for planning and controlling the work of your group. Even though 
the employee may come up with the bulk of the objectives, may be able 
to plan the activities needed to achieve the goals, may correctly set 
priorities, and may even write up the plan, your role as a manager will 
be to guide the process and to approve the final result. Managers who 
lack confidence sometimes feel uncomfortable with this, preferring to 
be more directive, bu as you develop your skill in managing, you will 
feel more comfortable sharing these tasks. 

Once you get the employee involved, you must make sure that the 
person is prepared to do a good job of planning. It makes no sense to 
ask for opinions if the employee has no information on which to base 
an opinion. When you set up the planning meeting, give your employee 
as much informatica as is practical-goals and objectives set by manage
ment above your level, the job description, information about coming 
business conditions, new products or services coming down the line, 
budgets, and so forth. Later in this chapter you will get a checklist qf 
information to cover. 

When you meet with your employee keep the discussion open. Don't 
try to structure it too much. You want to foster creativity on both sides. 
Many managers and groups find a brainstorming session is useful to 
elicit ideas about goals and how to accomplish them. Learn this tech
nique. Remember that the key issue in fostering creativity is to suspend 
critical judgment and to keep asking for more ideas; then sort out the 
usable from the impractical. Use the checklists at the end of this chapter 
to judge whether a goal should be accepted, then go on to identify when 
it should be done and what resources are needed. 

At the end of the meeting either you or your employee will write up 
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the plan. The written document will confirm what both of you have 
agreed to do. Accepting the written agreement will be an outward sign 
of your mutual commitment to the goals, objectives, and timetables. 

The Need for Specicity 

Vague statements about what will be achieved are not goals or objec
tives. They are just vague statements. A manager of a supermarket may 
think improving customer relations is a good goal, but it is only a place 
to start the planning. Once she knows that that's the general direction, 
the real objective setting begins. What does it mean to improve cus
tomer relations? Does she want to reduce the number of customer 
complaints to no more than ten a week? Does she want to reduce 
waiting time on line to no more than 15 minutes at peak hours? If she 
tells her assistant managers to improve customer relations and leaves 
it at that, there will be trouble. 

When discussing this subject in management training programs, I 
frequently play this game: I write on the chart paper, "Considerable 
progress will be made on the XYZ project in the next month." I ask one 
participant to play the role of the subordinate and one to play the role 
of the manager. Both secretly write the percentage of the project they 
think will be completed. Then they show what they have written to the 
group. To the "worker," "considerable progress" usually means about 
15 percent, sometimes as high as 25 percent, but to the "boss" it's never 
less than 50 percent and usually about 80 or 90 percent. The gap 
between these expectations may be the source of later problems, not 
only with performance appraisal but with accomplishing work that 
must be done. 

Let's return to the example of the supermarket for an illustration of 
what might happen. If on hearing that the manager wants to improve 
customer relations, the assistant manager starts to spend considerable 
amounts of time greeting and being friendly with customers, he may 
have less time for training cashiers or making an efficient restocking 
schedule. Customer complaints about items missing from the shelves 
might increase and waiting time at rush hour might also increase. The 
subordinate will have spent time trying to meet his boss's objective, but 
the boss. will see the situation deteriorating instead of improving. 

Vague goals are practically useless. A good goal is specific, measur
able, has a time limit, is realisticand challenging. A good performance 
plan contains such goals supported by action plans (the steps to be taken 
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to achieve the goal) and a milestone chart (a list of interim deadlines and 
dates for follow-up meetings, and so on). The plan may even spell out 
exactly what authority the subordinate has to carry out the goal, what 
decisions the employee can make, how much money and other re
sources are available. The more complete the plan, the more likely it 
is to be achieved. And remember, if you don't write down the plan, it 
doesn't exist. 

The Elements of a Good Plan 
Let's go through each of the elements of a good plan. 

Speciflc 

This means the objective will state the work to be accomplished in 
terms that the boss and subordinate can both understand. When abso
lute specificity is impossible, you can at least set a range to guide your 
actions-between 10 and 15 percent, under $25,000, and so forth. 
Sometimes you will have to be arbitrarily specific. Guessing is okay if 
you can't do any better. As you work toward the goal, you will gain 
greater accuracy for the next time. If you have been vague, you won't 
learn as much. 

Measurable 

This means that the goal is quantified in some way. If you can write a 
goal that can be measured, you should. Many jobs lend themselves to 
this kind of scrutiny, but some don't, notably managerial and research 
work. In some instances, you may have to give up this criterion. But 
don't give it up too easily. Many managers find it difficult to write 
measurable goals because they haven't measured their group's perfor
mance. They can't say how many customer complaints a week would 
be an improvement, because they don't know how many they get now. 
It's something to think about. If measures depend on conditions, in
clude the conditions as part of your plan. Then you can test your as
sumptions later on. 

Time Limited 

"Measurable" may be difficult to explain but "time limited" is easy. Put 
a time limit on every goal. Without a time limit a goal is a wish or a 
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fantasy. "Someday" is what people say-"Someday we'll get the north
west region better organized," or "Someday I'm going to learn to give 
a decent speech," or "Someday my prince will come." If you put a date 
on it you're halfway to making it a goal. 

Realistic 

Some people tend to set goals beyond their reach. Your employees may
do this because they want to impress you or because they don't have 
arealistic sense of their own limitations or the limitations of the job. You 
have to be careful of wishful thinking too. In an effort to get the most 
out of their employees, some managers set goals that are just too much 
for their people to handle; some managers even think this is a good idea. 
They feel it maximizes effort. It doesn't. Most people, when faced with 
a clearly unattainable goal, get discouraged and depressed and don't try
at all. When it comes to goals, there's a buzz word for realistic: "doable," 
and it's a good one. 

Challenging 

We want realistic goals, but they shoudn't be too easy. "Ho hum" work 
doesn't excite people. Some managers and employees are tempted to 
set only easy goals so they will rever have to admit that they didn't 
achieve them. This is true especially when they know they will have to 
file the plan with the boss's boss or the personnel department, when 
later decisions will be made on the basis of whether the goals are 
achieved, and especially when people might get fed for not meeting
standards. But it is important for us to challenge ourselves and our 
subordinates. The "stretch" in the goal is essential if we want our people
to reach new heights. Achieving a challenging goal is one of the most 
satisfying things a human being can do. This is real job satisfaction. If 
you are afraid someone else will punish your people for not achieving
challenging goals, don't show your plan to anyone outside your own 
group. 

Challenging goals are frequently the least easily defined. Often they 
are challenging because they break new ground, but for that very 
reason it is often difficult to make them specific and measurable. Espe
cially in work like research, the truly innovative work is often the
hardest to describe thoroughly ahead of time and the most difficult to 
evaluate. Unless we balance specificity and realism with real challenge
and innovations, we will stagnate. 
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The better you understand your people, the better you will be able 
to guide them to the right balance between realistic and challenging 
goals. New employees, those who have had recent failures, or those who 
lack confidence should start with a little less challenge. Later they can 
build confidence from their successes and take on more. Confident, 
experienced people should be given their "wings." (Perhaps with a 
manager's safety net to make sure that no disaster occurs.) 

Working Out the Plan 
With these criteria as a background, let's turn our attention to actually 
drawing up the plan. Here are the action steps: 

1. Begin with corporate or department goals. 
2. Look at the employee's job. 
3. Look at the employee's strengths and limits. 
4. Consider the environment in which the employee will work. 
5. Consider what managerial support the employee will need. 
6. Draw up action plans. 

Throughout this process your bywords will be to set your people up 
to succeed. If they do, you will too. So you will start with broad areas 
and limit them to what is manageable but still challenging, always 
keeping an eye on the priorities, making sure that you devote yourself 
to work that has a real payoff for the organization. Avoid the routine 
busywork that doesn't profit the company or the department in any 
substantial way. 

I am going to describe these procedures, assuming that unless you
have a good reason to leave your employee out of the process you will 
be doing these steps together. 

Examine the goals of the organization. Imagine ways your employee 
can contribute directly to those goals. For instance, if the corporate goal
is to increase sales by 17 percent, a district sales manager might have 
as a goal to increase sales in the territory by a like amount. 

Another area to explore is how the employee can contribute indi
rectly to the organization's goals. Projects that improve administrative 
efficiency fall under this category. For instance, as a contribution to the 
sales increase goal, a computer systems analyst may cut down the firm's 
order processing time by two days. This doesn't directly increase sales, 
but faster order processing may give the firm a competitive edge and 
therefore indirectly affect sales. 
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Next take a look at the employee's job itself. Use the job description 
or last year's objectives and plan the ongoing or routine work that must 
be accomplished. The temptation will be to do this first and look at the 
organizational goals later on with the notion that we really ask our
selves, "After completing the routine work, what special projects can 
this employee undertake?" The fact is that the routine work may not 
be critical to the realization of the organization's goals. Concentrating 
on routine work involves us hi the bureaucratic insanity found in so 
many places (where the clerk is filling out a request to have a light bulb 
changed, ard the customers are walking out of the store because of the 
lack of attention). Current needs must take precedence over things 
we've always done and haven't recently evaluated. 

The list of objectives or duties should be long and inclusive. Up to this 
point, you need to write down anything you can think of without regard 
to how possible it is. In other words, you brainstorm first. Then go over 
the list and assign priorities based on the value of the activities. I use 
the simple A-B-C method: Mark essential work A, important but not 
essential work B, and relatively unimportant work C. These designa
tions will be useful as you begin to prune the list because of time, 
resource, and skill restraints. When you make tradeoffs, you will want 
to eliminate the C work first. In trying for the best plan, start from a 
broad range of options, then cut back. 

Now you need to consider the capabilities of the employee. If the 
person is experienced and capable, you will have no trouble with this. 
Skilled and capable people can usually do it for themselves. New people
need more guidance. Here the axiom about setting your employees up 
to succeed becomes essential. In considering the capabilities of new 
people, rely heavily on what they did on their previous jobs. Limit the 
amount of work, but don't give them busywork. The first days on a new 
job are times of high motivation for people. You cannot create that kind 
of motivation, but you can destroy it by not putting it to good use. The 
new employee still needs to have a little stretch. Make the objectives
shorter term. People who have had recent failures also need the same 
kind of special consideration. Concentrate on the employee's strengths 
in choosing among the possible objectives. 

For each objective, ask what new skills and knowledge a person
would need to perform the work and compare these needs with what 
skills and knowledge the employee has or can develop either on the job 
as the work progresses or through training. The skills can be technical,
communicational, analytical--anything down to how to operate a new 
piece of equipment. Filling in gaps in knowledge or skill can become 
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part of the employee's personal growth objectives. If the gap is too
broad to be filled readily, you may have to modify the objectives or
assign them to someone else. Filling the gap may also lead to things for 
your own "to-do" list: work you will have to do because the employee
cannot or, more likely, coaching to help the employee learn to do the 
work. 

When you consider your employee's capabilities, don't let your own
attitudes get too much in the way. Managers and supervisors are often
susceptible to psychological projection. If they are confident, they can
be overly optimistic about what their people can do or how confident 
their people are. The opposite is also true. Timid managers may be
overly cautious in evaluating the capabilities of their people. In avoid
ing risks of failure, they pass up opportunities for real success. 

The balance here is tricky. It's like teaching a kid to ride a bike. If you
let go too sunrm, the kid will fall and perhaps get hurt. If you hold on too
tight, the kid will never learn to ride the bike. If there is no risk, there 
is no real gain. 

Next, consider the environment in which the employee will work.
Projects may fall (and so may people) not only because of internal 
failings but also because of external problems. Support systems may not
function as they should and this will mean failure because of things
outside your employee's control. So once you have a tentative set of
objectives with priorities, you have to start to think about what the 
employee needs to do the work. There will be certain things that you
will have to make sure the employee has: money, staff, equipment.
These are normally part of the budgeting process, and most managers
don't have any trouble thinking about them. One thing they do often
forget though is the issue of authority to match the responsibility. The
people who complain most often that they don't have enough authority 
are first-line supervisors. Vithout sufficient leeway in making and exe
cuting decisions, employees cannot perform to their fullest. Anticipate
what spending or decision-making authority your employee needs and 
write it into the plan. If an employee is not ready to accept the author
ity, if you don't trust an employee's judgment on certain points, then
neither is the person read), to take responsibility for the work. You can 
either give the person the training needed to accept the authority, or 
you can retain responsibility for the work. f you hang on to all the
authority, it's not fair to hold the employee responsible.

Another factor to consider is: What support from others will the 
person need, either within or outside your group? If such support is 
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needed you may have to arrange for your employee to get full cooper
ation. Sometimes this means you have to inform other employees of the
requirement (make it part of their objectives); you may have to negoti
ate with other managers for the support your employee needs. Con
sider the knowledge and skills of those who will support your
employee's work. If there are deficiencies, you will have to either get
them corrected (when members of your own staff are involved) or
adjust your idea of what's possible (when the knowledge and skill gaps
lie outside your area of control). 

Consider the political climate in which your employee will be work
ing. Will everyone be cooperative? Are there sensitive issues? Are those 
whose cooperation is needed likely to be generous with their help or 
will they hold back because they see themselves in competition with 
the person who needs their aid? Again, your employee may need spe
cial preparation to deal with the political realities or you may need to 
lower your expectations because of the political climate. 

Next think through any changes that may affect the work. You may
need contingency plans for likely changes. Consider all the possible
obstacles, but don't overdo it, especially with new people. You want 
them to be realistic about the path they take; you don't want the fu
ture to look too full of quicksand and alligators. They'll decide not to go. 

One Last Look 

Now you need to go over the whole plan once more to make sure that 
it meets the criteria set at the beginning. Is it specific, are the outcomes 
measurable (if that is possible), do you have time limits set, and is the 
amount of work you have planned possible in the time allotted? Are the 
goals realistic and still challenging? Most of all, is the job meaningful for 
the organization and for the employee?

At this point you are making one last check. This is important, but 
don't do it with a fine-tooth comb. Especially if your employee has had 
asubstantial role in formulating the plan, you don't want to get so picky
that you give the impression that you disapprove. A good craftsman 
knows when to call the job done. 

This last overview should include contingency planning. Consider 
the possible ill effects of succeeding, the possible downstream effects of 
the work. This is especially true for project work where your employee
isinstituting change. Say what you will do to avoid, prevent, or comhpen
sate for these ill effects. 
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Next make up your own plan based on the support you will be giving 
your employee. Plan for interim meetings to go over progress. Some 
managers like to do this at regular intervals, say monthly or quarterly. 
Some review when a milestone has been reached. Some ask for written 
reports which they then discuss. We will cover the subject of these 
interim meetings more thoroughly in the next chapter. 

When you arrange for distribution of reports, be sure that your em
ployees will receive directly any reports that deal with their work. 
Workers on the line should receive productivity and reject reports. All 
too often reports go only to managers. You need to know how your 
people are doing but so do the people themselves. 

The last step of the planning is to draw up action plans. Here is where 
you will certainly want your employee to be involved. For each objec
tive you will want a schedule of things the person will do to reach the 
goal. The result of the six steps to the planning process will be a written 
document that will guide your employee and later be the basis of the 
performance appraisal. You will eventually appraise how well your 
employee carried out the plan. 

Setting Performance 
Improvement and Personal Growth Goals 
Part of any employee's action plan should be some personal develop
ment.These objectives can be improvement of some skill or work habit, 
or they can be preparation for a next career step. Here it is best for you 
to guide, but not dictate to, the person. If there is a problem with the 
employee's performance, you might want to suggest a solution as a 
personal growth goal. The best way to begin is to point out the issue. 
Be careful not to make your remark sound like an attack; state the issue 
in work-related terms and in the most positive way. You can say, "Bob, 
you are lazy and are squandering your talent. You'd better start making 
better use of your time if you hope to get ahead around here." Or you 
can say, "Bob, I think it's time you started reaping the full benefit of 
your talents. I know there is more you can contribute. Perhaps there 
is a way we can help you make better use of your time." The second 
approach may not work every time, but the first one is almost guaran
teed to draw a defensive response. 

One way to handle personal growth objectives is to build them into 
the regular work plan; perhaps this is the best way. In other words, 
you and your employee set a work goal that will accomplish a task 
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that needs doing, but will also give the employee the opportunity to de
velop some knowledge or skill. For instance, if you have a person
who is reluctant to speak up at meetings and this is blocking
future career steps or causing problems with the work, you can make 
sure the person has a project that requires reporting at meetings and 
give the person some training or counseling to overcome the prob
lem. 

Limit the number of performance improvement goals. You don't 
want people to spend most of their time on performance improvement
instead of accomplishing the work. And no one can make a great many
changes or learn several new skills all at once. 

Make performance improvement goals changes in behavior-not 
changes in personality. Employers have no right to tell a person what 
kind of personality to have. Besides, changing someone's personality is 
not an easy thing. Some trained psychotherapists say it is impossible. If 
you have ever tried to change any aspect of your own personality, you
know what this means. And you know it never works when other peo
ple decide you should change. 

Changing behavior that is related to actual job requirements is a 
different matter. Such a change is a possible and legitimate perfor
mance improvement goal. You may not be able to force an earthy 
person to try to be elegant, but you can stop a manager from making
romantic overtures to the staff. 

When it comes to helping the employee prepare for future career 
steps, act cautiously. There are two possible pitfalls. One is that your 
encouragement will seem like a promise of a promotion. The other is 
that you will wind up making the person's career decisions. Encourage
the employee to set goals-long-range and short-range-but also en
courage the person to keep career options open. It's good to have 
goals, but if they are too rigid, the employee can become locked into 
one idea and not be able to recognize and take advantage of unforeseen 
opportunities. 

Thinking about career goals is hard when things are not going well. 
If the employee has not been performing well, you really can't bring
yourself to discuss career steps. It may be, however, that if you suggest
performance improvement goals in the context of the person's present
job and as a prerequisite for advancement, you may turn on motivation 
that had been dormant. 

It isalso difficult to discuss advancement when the organization is not 
doing well. If the present situation is bad, we tend to think there will 
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be no career opportunities soon. But our employees still need goals and 
future rewards for good performance. As the "baby-boom" babies hit 
their career stride, we will see an increase in competition for middle 
and top management positions. At this writing, it looks as if we will 
never be able to deliver on the implied promise of an upwardly mobile 
career for everyone. We will have to learn ways to challenge people 
even if we carulot give them a promotion every couple of years or an 
express ticket to the executive suite. We also need to develop ways of 
rewarding people apart from the normal big raise or big promotion 
syndrome. 

Developing Standards of Performance 

Once you and your employee have committed to specific, measurable 
goals that are within the employee's capabilities, turn your attention to 
standards of performance. This is really your job and your decision. 
Some managers involve their employees in discussing what those mea
sures will be, but it is up to you, the boss, to make the final decision. 
Certainly, if you get your employees' opinions on this, you will have the 
benefit of their thinking on a topic they really know quite a bit about. 
And they are more likely to regard standards developed with their 
input as fair. 

Developing performance standards is where managers who want to
"get tough" can do so. High standards, provided they are fair and 
applied equally to all, actually seem to be the best. As is possible with 
putting some challenge in the work plan, we can bring out the motiva
tion of our people by challenging them to meet high standards. 

For some work, it is easy to set measures of performance. If you are 
managing a production line that makes alarm clocks, you can use the 
reject rate as a measure of performance. You can set a range: x number 
of rejects is unacceptable, y is average, z is good, and so on. This sort 
of thing is much more difficult with staff work and may be impossible 
with managerial work. Some people go too far trying to measure per
formance and lose sight of the mission of their group. As a training 
consultant I have seen management and professional development de
partments in large corporations measure their performance by the 
number of "person-days" of training. In other words, they get "points" 
for the amount of time the employees spend in training sessions without 
regard to the quality of the sessions. Does the fact that a manager sits 
in a conference room for three days at a program on presentation skills 
necessarily mean that his next speech will be a better one? Not accord
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ing to me. There are useful measures of performance for most jobs. We 
have to make sure we don't adopt the facile ones just to save the time
it would take to develop the more useful ones. 

For managerial and professional employees you may have to develop
a combination ofobjective measures of per.ormance (like turnover rate 
or number of court cases argued) and soyae subjective standards. If you
are going to subjectively evaluate your employee's performance, that
is,base an evaluation on how you fee! things are going, then you should 
describe as clearly as possible what you like and dislike, what you will
observe, and how you are likely to react to these observations. This is 
not ideal, of course, but when more objective measures are impossible,
this may be the only way. As long as your measures or way of judging
performance are not mysterious, as long as you bring them out in the 
open, you should be able to maintain an atmosphere of fairness and 
cooperation. 

If you are going to claim to pay employees for performance, you will
have to find some way of relating your measures of performance to
salary. Some organizations do this directly by having a system (either
numerical or some other type) that dictates percentage of raise. For
instance, some companies that use a management by objective (MBO)
system relate salary to the meeting of objectives. Here is a basic con
tinuum: 

* Exceeds Most
 
" Exceeds Some
 
* Meets All 
* Meets Most 
* Meets Some 

The basic rating, Meets All, means a person has met all the perfor
mance objectives; it corresponds to an average rating. It is impossible 
to get a higher rating unless the person's performance is at least at this
level. Those who do not are rated Meets Most or Meets Some. (These
ratings are considered okay if a person is new, the job has recently
changed drastically, or there are other mitigating circumstances. But
employees cannot get these ratings more than once without jeopardiz
ing their positions.) Above the Meets All category are Exceeds Some
and Exceeds Most. Of course, it's also possible for an extraordinary 
person to exceed all objectives or to meet no objectives. The former
hardly ever happens if the objectives are set with the proper amount
of stretch; promotions or extraordinary raises may be given in
such cases. The latter, the Meets None performer, may be on the 
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way out. Certainly, the manager would need to take serious steps to 
correct the problem-either the person is in the wrong job, the 
planning was entirely inept, or the, employee has some serious 
personal problem. 

Some organizations use a I to 5 rating scale. If your organization does, 
it is best to explain to your employees how you will arrive at the rating 
based on whether they meet or exceed the performance plan. 

Whatever the overall rating system will be (ifone must be arrived at), 
make sure your employees know what it is. You may sabotage all your 
efforts at productive performance planning and appraisal if a connec
tion between performance and salary increase is promised but not 
there. 

How Often to Plan 
How often you will go through the planning, appraisal, and replanning 
cycle will depend on the nature of the employee's work, the amount of 
experience the person has, how confident the employee is, and whether 
the person's performance has been bad, good, or indifferent. Most man
agers work through the cycle at least once a year, but you may have to 
do it more frequently for some people. 

A person who is working on projects of relatively short duration or 
one who works in an area where it is hard to predict even near-future 
demands will need to have appraisal and replanning more frequently, 
perhaps once a calendar quarter until things settle down. (Of course, 
you would not take salary action so frequently. We are talking here 
about planning and sticking to our guns about where the emphasis 
needs to be-on planning and control rather than on administration.) 

A new person, especially one new to the company, will need more 
frequent planning sessions and more frequent interim follow-up. More 
experienced people will still need attention, but not as frequently. 

A person who lacks confidence will need more frequent planning and 
follow-up sessions. This is sometimes a function of the person being new 
on the job, or a need for more support and encouragement may be just 
a part of the person's personality. 

Employees whose work has not been satisfactory will also need fre
quent planning and counseling. If you are trying to improve the per
son's performance you may want to plan and review as often as once 
a month until the person is on track. More about this later when we 
discuss performance problems. Again, don't forget to give attention to 
your average and high performers as well. 
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In deciding how often to plan and review work, consider any special 
temporary needs your employee might have. For instance, when the 
work situation is pressured because of some problem outside the em
ployee's control-unusually high volume, new methods or systems be
ing installed, or complex technical problems-the extra support gained
from frequent planning and review will be very helpful. Unusual pres
sures outside of work also make a difference. Family problems and 
health problems may mean your support is needed to see the employee 
through. 

Regardless of what company policy may say about how frequently
salaries are reviewed, you will want to gear the timing of your planning
and performance appraisals to the needs of your people and your opera
tion. 

Your Attitude 
Whether or not your employees are enthusiastic about the plan you
make together will depend on many things, not the least of which is 
your own attitude toward the work. When you, aas manager, are 
energetic and positive, when you project an image of commitment and 
diligence, that enthusiasm can be contagious. Your people will see you
not only as their manager but as one whose attitudes and actions have 
been rewarded by the organization. What they see you do, the image 
you project, will seem to them to be what is required. If you work hard, 
if you are enthusiastic, if you create an atmosphere of fairness and 
commitment, if you seem to enjoy your work and care whether they
enjoy theirs, they will respond with their own enthusiasm and commit
ment. 

There isn't much else to say on this issue, but please don't believe that 
because it doesn't take up too much space it isn't very important. It is 
critical. You may do everything by this and every other book and still 
get it all wrong. If you can't show enthusiasm because you don't feel it 
for your own job, learn what's wrong and deal with it. If you just don't 
like management, go into another field. A chemist who doesn't like 
being a chemist affects only herself. A manager who is indifferent drains 
energy from the entire group. 

Potential Problems 
In thinking about undertaking any activity it's best to know where the 
pitfalls are. With performance planning and appraisal there are many. 
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The major one for planning is that there is a tendency to avoid it 
altogether. There are a great many excuses for not planning. People
who avoid planning also find it very convenient to avoid appraising. 
And if they haven't planned I don't blame them for not appraising. 
Without a plan to use as a yardstick, it isn't possible to appraise perfor
mance. As my friend Rick Piper once described it, that game is, "Shoot 
the gun first; then we'll hold up the target." Without planning, appraisal
degenerates into character assessment, which makes most managers 
nervous and most employees defensive. The issue is that we must plan, 
but we often avoid doing it. Why? For a ton of reasons. 

First of all, the planning and appraisal cycle is usually an idea intro
duced by the personnel department. Regardless of its level of compe
tency, personnel (or, as it is now widely known, human resources) is not 
a function that always commands a great deal of respect in an organiza
tion. If performance planning and appraisal is seen as "just another 
personnel department program," managers and employees may pre
judge it as being useless and not bother to try it. 

People also avoid planning because they prefer to avoid the commit
ment it implies. If you write a plan, you feel you have to stick to it, and 
any aimless wandering around has to stop. I guess planning is not for 
lazy people. But I also believe that most people are not lazy. They work 
hard. Frequently their accomplishments are paltry compared with 
their efforts, and they feel frustrated. Planning can help solve this prob
lem and make you feel more satisfied with"your work. By planning we 
also make sure our organizations get their money's worth. We may pay
people more than they are worth to us, and they may feel they are-paid 
too little. At this writing, the American business community is scream
ing its head off about productivity, but individual managers still seem 
reluctant to define what productivity means. 

Those definitions, I must admit, can become political footballs. If you
write a plan, it can be scrutinized; your boss can disagree with it Ur 
accept it as a promise to accomplish everything you wrote down. Since 
a first attempt at planning isn't likely to be all that accurate, you may
feel a little apprehensive about doing it if your boss is likely to be harsh 
when it comes to evaluating the plan. But don't give up on planning.
Make a plan, and if the political climate in your organization doesn't 
foster the idea, just don't show it to anybody. 

Another pitfall is to make plans that are so vague as to be useless. This 
may also be the result of the political atmosphere. If a plan is required
but the organization somehow makes us fear planning, we may write 
a plan that is so vague it means nothing. If you're going to do that and 
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call it planning, you might as well not bother. It's just a waste of time. 
Some managers don't go far enough; others go too far. They push

their people to agree to unrealistic goals. Or they themselves believe 
that more can be accomplished than is possible. This is a problem
particularly for very ambitious managers. They want more from their 
people than their people are willing or able to give. They confuse 
leadership and challenge with coercion. 

Managers who are themselves extraordinarily talented may make the 
mistake of setting unrealistic goals. First-line supervisors who have re
cently done their subordinates' job use what they perceive to have
been their own level of performance as the standard for the work of 
their subordinates. This is dangerous for two reasons. First of all, the
supervisor's level of contribution may have been extraordinary, beyond
the reach of the average worker. Second, and perhaps more likely, the 
supervisor may not remember correctly what it was like to do the job, 
may not have an objective perception of what his own performance was
like, or the conditions may have changed enough to make the job
substantially different. One thing certainly has changed: the present

incumbents have a different, new, and inexperienced supervisor.
 

Planning Group Work 
Where the work will be done through team effort-several people
working in concert to produce the product or effect-it is best to carry
out the planning in group meetings. You use the same techniques and
checklists developed for planning one-on-one; you just do it in a group
setting. This can be a time-consuming process, especially if the group
has not worked or planned together before. You will need to be careful 
to keep the meeting on track and to keep the group focused on the 
issues. But the extra time you spend will be worthwhile in the long run 
because your people will have an opportunity to work out ahead of time 
any difficulties they anticipate. It is especially useful in helping people
avoid conflict as they work together. Group planning sessions allow
them to work out what responsibility belongs to what person. This 
keeps the territorial issues to a minimum later on. 

There are some side benefits to group planning. It fosters a feeling
for the team, something we all know helps generate energy and en
thusiasm. And it helps people develop their communication and group
problem-solving skills. 

Be careful that group planning doesn't turn into a gripe session. You
will have to keep people from going off on "woe-is-us" tangents. The 
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griping will most likely come up when you begin to go over the possible
obstacles to getting the work done. Employees may begin to name 
human obstacles or problems with corporate policy, or another depart
ment's way of doing business. A certain amount of ventilation on these 
issues is actually good. Let them get the gripes off their chests. You will 
also learn about issues they face. You may have to go to bat for them 
to change a policy or negotiate better cooperation from other areas. 
But, you have to keep the lid on crybabyism. Keep asking questions like,
"What can we do about that?" "If we can't change it, how can we get
around that problem?" "How can we change our plan so that we set a
goal we can accomplish despite the problem?" By raising these issues 
you will keep people thinking about the plan and how to make it
workable. Your questions will also help them focus on actions they can 
take to solve their own problems instead of sitting around feeling bad
because no one ever volunteered answers to questions they never 
asked. 

Summary 

" The first step to performance appraisal is to define the job and the
criteria by which we will judge performance. 

" Benefits of performance planning:
" Employees are more likely to be committed to the work. 
* Employees will take fewer false steps ifwe set a clear course before
hand.
 

" Employees will have the support and resources they need to get the 
job done. 

" How to plan:
* Always write your plans; don't Just think about them. 
• Begin with overall organization or department goals.
* Get your employees involved in the planning of their own work. 
" Set goals and plans based on overall organization objectives.
* Add work described in the employee's job description.
* Modify plan based on employee's strengths and limits. 
* Modify plan based on limits imposed by the environment in which 

the employee will work. 
* Make detailed action plan, including actions manager will take to 

support the employee's work.
 
wBrainstorming may help you and your employees 
 broaden your

thinking about what work to include in the plan. 



" First, list everything you can think of regardless of whether it is 
practical. 

" After you have listed all your ideas, prune the list to those that are 
most productive. 

a Benefits of employee involvement in planning:
• Their knowledge and perspective will make the plan more realistic. 
"They are more likely to commit to the plan with enthusiasm. 
" They are less likely to resent being assigned certain tasks if they

know why they are doing them and how they fit into the largeir
picture. 

a Criteria for a good plan: 
" Specific 
" Measurable 
" Time-limited 
" Realistic 
" Challenging 

wWork plans should include not only objectives but also action plans
and statements about the limits of an employee's authority. 

n Don't forget to make your own action plan about what you must do 
to support the work and your follow-up dates. 

* Include personal growth objectives in the plan. These can be: 
• Performance improvement goals 
" Career-related goals
 

w Set performance improvement goals that:
 
* Relate to the work 
"Are built into the regulr_ .€ork plan, if possible 
" Represent changes in behavior not personality 

s Career goals should be: 
"The employee's own 
"Flexible 
" Both long-range and short-range 

a Set standards of performance high and apply them fairly and equally 
to all employees. 

a Relate overall standards of performance to salary. A possible system 
is: 

* Exceeds Most 
• Exceeds Some
 
"Meets All
 
• Meets Most
 
"Meets Some
 

w Your own enthusiasm for the plan sets the tone for the employee's 
response. 
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Checklist 1
 
Prepare the Employee to Plan
 

* Provide copies of organization or department goals. 
* Ask the person to review the job description. 
* Share information about future business conditions: 

Economic forecasts 
Sales forecasts 
Planned changes in product line, organization, o,staffing 

- If the budgets for the year have already been approved, share the 
budget as it affects the individual's work. 

Checklist 2 
What About the SpecialEmployee? 

New Employees 
•Go a little light on challenge.
 
- Give tem productive work right away.
 
* Make objectives shorter term. 
* Concentrate on known skills and knowledge, things they've done 

in past assignments. 

PoorPerformers 
* Accent realistic goals. 
* Concentrate on their strengths. 
* Plan more frequently. 
* Plan for performance improvement over a reasonable period of 

time. 

Timid Employees 
" Accent realism in goals.
 
" Gi.,.-them plenty of encouragement.
 
" Plan more frequently.
 

Experienced,Confident Performers 
* Co high on challenge. 
* Allow them to evaluate their own capabilities. 
* Plan less frequently.
 
- Give more authority.
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Checklist3 
Is the Plan a Good One? 

Forthe Employee 
- Can the person reasonably be expected to do the work? 

Have there been previous successes with similar work? 
- Can the worker learn the required skills or gain the needed knowl.

edge and keep up with the workload? Consider knowledge of the company, its products, its customers, and the employee's cowork
ers, as well as skills and techntical information. : 
What experiences, courses, coaching, and counseling will the employee need during the learning period? 

* Will the plan sustain the interest and enthusiasm of the employee?
• Will the employee need support from you or others to complete the 

Work? 

What arrangementz can you make to remove potential obstacles? 
What limits do you want to put on the employee's authority to carry 
out the work? 

In Your Environment 
• Is there time to do the whole plan?
• Are there sufficient resources-people, equipment-to get the job

done? 
* What are the budgetary limits within which the work must be 

done?
 
" What difficulties will your employee 
encounter because of organization, work rules, personalities or experience levels of customers 

or coworkers? 

What can you do to remove such difficulties? 
What warnings and information will help your employee succeed 

despite the difficulties? 

" What political issues impinge on the employee's work? 

Can the person handle these issues? 
Should you become involved in parts of the work? 

" What changes in or outside the organization are likely to affect thework? Consider the economy, laws or rules, organization, personnel, product line, technology. Will priorities change? 
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What contingency plans do you need to mak- for uncertainties? 

What are the downstream effects of the work the employee will be 
doing? 

Can any potential problems be avoided by adjusting the plan or
better preparing people for the changes that will occur as a 
result of the planned work? 
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MBWA 
(Managing by 
Walking Around) 
Tom Peters Nancy Austin 

A Blinding Flash
 
Of the Obvious
 

"What's new?"
 
Nothing in particular.
 
"Then why read it?" 
Because doing it isn't as easy as it sounds.
 
"Like what?"
 
Wandering around, for instance.
 
"What's so tough about that?"
 
Have you tried it?
 
"I haven't had the time."
 
Thal's what's so tough about it.
 
"What else is so tough?"
 
Listening to customers.
 
"You are right on that one; it is hard."
 
Glad to see you agree.
 
"Darn right. They just don't understand what we're trying to tell them."
 
Yeah, that's why listening is so hard.
 

And on it goes. It's now been four years since In Search ofExcellence was 
written, and six since the research for it was begun. All involved have 
learned a lot, and yet we've learned nothing. We've learned nothing in 
that (1) there is nothing new under the sun, and (2) it was "all" covered 
in In Search of Excellence: customers, innovation, people. 

From the book A Passion for Excellence. Copyright © 1985 by Thomas J. Peters 
and Nancy K. Austin, and reprinted with permiss-in of Random House, Inc. 
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But here's the issue. The highest praise we have received came from 
a colleague at the end of the third day of a four-day seminar for small-business 
presidents in late 1983. All were sitting around, working on a carafe of 
young white wine, and he blurted out, "You know what these three days 
amount to, so far? A blinding flash of the obvious." Right on! Nothing new 
under the sun, nothing new in In Search of Excellence, and nothing new 
since. Giving everyone in the organization the space to innovate, at least 
a little bit. Answering the phones and otherwise behaving with common 
courtesy toward customers. Making things that work. Listening to custom
ers and asking them for their ideas. Then acting on them. Listening to 
your people and asking them for their ideas. Then acting on them. Wander
ing around: with customers, your people, suppliers. Paying attention to 
piide, tlUlti, eIILutatI i wid pijnl[ initlid I',vv, 

It's common sense, isn't it? But then another good friend says, "Iguess 
the obvious must not be so obvious, or more would practice it." That's 
right, too: we've often said, only half facetiously, that IBM's only magic 
is that IBM's people are the lone players in a quarter-trillion-dollar industry 
who bother to answer the phones consistently. That Disney seems to be 
the sole player in its big industry that has figured out how to keep a theme 
park sparkling clean. It turns out that the obvious is not so obvious-and 
it's a hell of a lot harder to do than we ever imagined! 

The Simple Scheme-Many accused In Search of Excellence of over
simplifying. After hundreds of post-In Search of Excellence seminars we 
have reached the opposite conclusion: In Search ofExcellence didn't simplify 
enough!
 

In the private or public sector, in big business or small, we observe 
that there are only two ways to create and sustain superior performance 
over the long haul. First, take exceptional care of your customers (for 
chicken, jet engines, education, health care, or baseball) via superior serv
ice and superior quality. Second, constantly innovate. That's it. There are 
no alternatives in achieving long-term superior performance, or sustaining 
strategic competitive advantage, as the business strategists call it. 

Obviously, the two courses of action do not constitute all that's needed. 
Sound financial controls are essential. Those without them fail, period. 
Solid planning is not a luxury but a necessity. Moreover, business can be 
temporarily or permanently set back by external forces, such as an over
valued dollar or the loss of access to natural resources. Nonetheless, these 
other factors are seldom, if ever, the basis for lasting distinction. That is, 
financial control is vital, but one does not sell financial control, one sells 
a quality service or product. The lemonade stand, the lemonade, selling 
and servicing efforts must precede the accountant who adds up the pile 
of pennies at the end of the day. One seldom sustains superior performance 
through mere access to natural resources; one sustains it through innova
tion in resource exploration techniques and subsequent market develop
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ment. One is battered by an overvalued dollar, but one sustains performance by adding enough value to the product so that it is profitably salabledespite international monetary variability. Likewise, inthe school, efficientmanagement of the budget is vital; yet a great school is never characterizedby the remark, "It has a good budget." The superb school is superb onlyby virtue of its success indeveloping its ultimate customer: the student.It turns out that neither superior customer service nor constant innovation-the two sustaining edges of excellence-is built upon genius in theexecutive suite, sleight-of-hand techniques or mystical strategic moves ona game board that allow one to gain a five- or ten-year advantage overone's competitors. Both are built, instead, on a bedrock of listening, trustand respect for the dignity and the creative potential of each person inthe organization. Thus, customer courtesy means courtesy from the accounting department, from the purchasing department and the engineers,as well as from the sales people. Quality, too, is an all-hands operation.It means quality in all parts of the organization. The winners stun us notby their cleverness, but by the fact that each and every tiny aspect of the
business is just a touch better than the norm.

So that is our model: care of customers, constant innovation, turned-onpeople. Yet one thing is missing, one element that connects all the others.It was a shadow over the pages of In Search ofExcellence, but was seldomlabeled, as many subsequently pointed out. It is leadership. Leadership
means vision, cheerleading, enthusiasm, love, trust, verve, passion, obsession, consistency, the 
use of symbols, paying attention as illustrated bythe content of one's calendar, out-and-out drama (and the management
thereof), creating at allheroes levels, coaching, effectively wanderingaround, and numerous other things. Leadership must be present at alllevels of the organization. It depends on a million little things done withobsession, consistency and care, but all of those million little things addup to nothing if the trust, vision and basic belief are not there. It seems 
obvious, doesn't it? 

-%%
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The Adaptive Organization-A regular criticism of In Search of 
focused internally (i.e., on management), andExcellence was that it was 

did not take into account changes and discontinuities foisted upon the 

organization by the outside world. It was a bum rap! 

Our "defense" is that the management practices we describe are aimed 

at ensuring that the organization is always externally focused, always 

sensing change and nascent change before it sneaks up. 

True, people and leadership appear to be "internal" variables. And the 

hastiest glance at Akron, Pittsburgh, or Detroit suggests that many of 

America's past greats have come upon desperate straits because of an 

excessive internal focus. Internal politics, complacency driven by bigness 

and a "Members only" mentality led to severe problems and hundreds of 

thousands of permanently los: jobs. 

Yet the two other variables we focus upon, customers and innovation, 

are external. Obsessive pursuit of the customer and constant innovation 

mean adaptation. To pursue the customer and to pursue innovation are to 

be in constant commerce with the outside world, listening and thus adapting. 

But it's even better than that. As our in-depth look at people and leader

ship will suggest, even these two "internal" variables can be sources of 

constant adaptation. If you are asking for practical innovation from every

one-receptionist as well as designer-you are turning every employee 
guess where the bestinto an outward-focused, adaptive sensor. And 

sources of competitive analysis and assesment often lie: with the men or 

the line who know what their friendwomen on the loading dock or on 
Mary Jo, who works for the bank down the street, just got in the way of 

a new aid for check processing. 
And leadership can be adaptive, too. The brand we propose has a simple 

To "wander," withbase of MBWA (Managing By Wandering Around). 
owncustomers (at least 25 percent of the time) and vendors and our 

people, is to be in touch with the first vibrations of the new. It turns out 

a day laU atvi alway" Tr'A:.that hard-data-driven information isuhuagly 

The surviving organization is the adaptive organization. The adaptive 

organization is one that is in touch with the outside world via living data. 

that you would expect (customers and 
All four of our variables-two 

novel (people and leadership)-are focusedareinnovation) and two that 

on sensing charge and adapting to it, not via great leaps and genius paper 

plans, but via constant contact with and reaction to people on the part of 

every person in the organization. 
Raise the issue of marketing and the discussion soon becomes technical; 

no living, breathing customers and their whims intrude upon the heated 

but wholly sterile debate. Shift to innovation and the same thing is true. 

Hour after hour of chatter about "technology ramps" and changing demo

graphics ensue; nothing so trivial as the way we continuously dampen the 

spirit of would-be champions through our questioning routines is raised. 
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Talk of people and productivity and, again, often as not, the language is
sterile and depersonalized. Labor intransigence is lamented. Trust and
simple listening are never mentioned. 

The topic of MBWA is at once about common sense, leadership, cus
tomers, innovation and people. Simple wandering-listening, empathizing,
staying in touch-is an ideal starting point. Under the deceptively simple
heading of MBWA lie the concepts that bring our whole scheme into clear 
relief. 

MBWA: The Technology 
of the Obvious 

We were pretty good geologists when we went down there. We found out weweren't nearly as good-as we thought we were .... From the Brazos River east to
the Mississippi... We saw bays and estuaries, channels and deltas and bars, lagoons,
swamps, growth faults, salt domes .... We jumped in the water and felt with our toes 
the sand of a transgressive overlap.
 

-John 
 Masters, president, Canadian Hunter Exploration, Ltd. 
The greatest problem American business faces is getting the b-ss back to work
watching his customer and his product. Too many bosses are involved with long-range
planning meetings. They are too busy playing golf, often to the point that they nolonger know what the customer is saying, how he is being treated. They are not 
on the production floor long enough to know how the product is being manufactured 
or how the buyers are stocring the stores. As a result, we have set ourselves up
for a terrific pratfal. 

-Stanley Marcus, former chairman, Neiman-Marcus 
(as reported in the Knoxville News-Sentinel, May 27, 1984) 

Get into the community and find out what their problems are. That's the best politics. 
-The late Senator George Aiken of Vermont, in 1974, 

on his success at the talot box
In our work with groups of all sorts we have commented time and time 
again that we can make a strong case, which boils down to this: the number 
one managerial productivity problem in America is, quite simply, managers
who are out of touch with their people and out of touch with their customers.
And the alternative, "being in touch," doesn't come via computer printouts 
or the endless stream of overhead transparencies viewed in ten thousand
darkened meeting rooms stretching across the continent. Being in touch 
means tangible, visceral ways of being informed. It means a remarkably
successful thirty-year veteran geologist/entrepeneur sinking his toes in
the sand of a transgressive overlap, instead of totally depending on a
computer's interpretation of sophisticated geophysical tools.

In In Search of Excellence, Managing by Wandering Around rated a
subtitle in "ABias for Action," the first of eight chapters on the attributes
of excellent companies. We know it as the technology of the obvious, themethod by which leadership becomes effective in any wel-run school,
hospital, bank, single-store operation or industrial enterprise. 
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MBWA: With Customers 
To listen is just that: to listen. Apple's Lisa computer (not a great commer
cial success, but the machine that spawned the wildly successful Macintosh) 
was noted for a breakthrough in the "user friendliness" of its operating 
system software (marked by the "mouse" and a revolutionary reduction 
in customer learning time). The developer of much of this software was 
John Couch, a prototypical engineer, with a Ph.D in computer science 
from Berkeley, among other degrees. We asked John once about the 
genesis of his thinking. He was quick to reply: "I b.cught my dad a computer 
outlet. I worked in it, for the full two years of the project, at least one 
and often two days a weekend, doing a fuU shift on the floor, incognito. I 
learned about the fears and frustrations of the average first-time user and 
the more sophisticated one firsthand. I believe it was the single most 
significant source of what we came up with." Being in touch means just 
that-being in touch. Somehow. It usually has little to do with statistical 
surveys -Couch's experience didn't, certainly. But it is valid. Currently
Apple prides itself on having gotter, its entire executive staff (the senior 
off,:ers) to volunteer for a regular stint of listening in on the toll-free 800 
customer call-in number. Whenever an executive participates, she or he 
gets a commemorative Listening Certificate-with a gold star attached if 
the executive has the guts to actually answerone or more phone calls. 

"DailyDose of Reality" 

Three mornings a week, all executives of Castle find a 5" x 7"yellow sheet of 
paper on their desks. The ile: "Daily Dose of Reality." Below is the name and 
phone number of a customer who bought a new piece of equipment from them (they
make hospital sterilizers, surgical equipment) about six weeks before. (Better yet
the phone number is for the person who actually uses the equipment.) The routine 
is stated in full in an internal memo: 'We will simply be asking ou~r customers ifthey 
are satisfied with our product."

The objective is threefold: "to let our customers know they are important to 
us." "uncover problems before they become major irritants," and "give management 
a daily reminderof where the real world is-with our field reps and our customers." 

"Naive" customer listening. Raw impressions. They are not substitutes 
for computer printouts-but there are no substitutes for them either. 
Consider this analysis (in 1983) of the source of many of GM's problems 
by a Sloan student at Stanford from General Motors:* 

* Stanford's and MIT's business schools run year-long programs (e.g., the Stanford Sloan 
Program) for about forty superfast-trackers, principally from big corpo;ations and federal 
agencies. The programs were started with seed money from the Alfred P. Sloan Foundation; 
the student's company nominates and supports the student. 
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They [executives] drive down the highway outside Detroit. All the car company 
employees and supphers are virtually required to buy American cars. He looks to 
his left, looks to his right. "Everybody's still driving American cars" registers at 
some level. Then he pulls into the company garage. His car is gone over from stem 
to stern for the next ten hours. When he leaves work he gets in, it starts like a 
charm: "And the damn things do work." All the tons of market research data that 
we have don't make up for the lack of feel. If even one of the companies or even 
one car-producing division had moved to California, they would have learned the 
bitter truth: Californians just don't like American cars anymore. These odd names-
Honda, Toyota, Nissan-are all over the highways out here. Even 1,and Iconsider 
myself pretty darned enlightened, didn't really "feel it" in the most important sense
until I moved out to Palo Alto. I started subconsciously counting Japanese cars at 
intersections. I was incredulous. I'd tell my colleagues about it, back home. They
didn't fathom what I was saying, as I hadn't before Icame out here and lived it for 
myself. 

If customer listening is the watchword, it should also be opportunistic.
The president of Levi Strauss USA had a cal, purely social, from a retailer 
who happened to be in San Francisco (the company's headquarters city).
The man sat down and started to pour out his heart about some of the 
difficulties he had dealing with Levi Strauss (this was during the late 1970's 
when the jeans craze led the company to fall behind insatisfying the demand 
for their product). To the Levi executive's credit, he cut the retailer off 
early in the discussion, invited him--begged him-to stick around for 
three or four hours, called in the video cameras and all of the marketing
people who were in the headquarters building at the time. Everyone
trooped over to the nearest auditorium, and while the audience sat in rapt
attention and the video tape spun, this fellow unloaded and answered 
questions for a full four hours. A host of copies of the tapes was made, 
and sent throughout the system.

Now, Apple and Levi Strauss are among the most systematic collectors 
of market data. Yet none of these examples ;7 very systematic. But, again,
each is valid. Here's another, again from a senior executive at Levi Strauss: 
"We've begun to correct some serious problems, particularly inthe service
to-retailers area, over the last couple of yei:rs [1983-84]. At the heart of 
it for me was a commitment I made, following an almost accidental first 
experience, to spend one Saturday a month on the sales floor of one of 
our major chain customers, one of my 'executive accounts.' I asked them 
if they would let me sell blue jeans one weel:end. They were delighted.
It was quite an eye-opener for me-to sell our own, to watch people
decide to buy other people's jeans. We haven't burned the market research 
data, but I'll tell you it's a different view." 

Campbell Soup Chairman Gordon McGovern hasn't burned the computer
printouts either, to be sure. But he is going to even greater extremes 
than Levi Strauss to get in touch. It's a keystone to his effort to innovate 
based upon listening. Busincss Week (December 24, 1984) reports: 

McGovern recently convened his directors in the back room of a supermarket for 
a board meeting. after which they roamed the store aisles probing shoppers for 
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comments about Campbell's products. He regularly dispatches company executives 
to the kitchens of some 300 acrosswomen the country, to see how meals areprepared. And he insists that his managers do their own grocery shopping.

McGovern himself can be found every Saturday in his neighborhood supermarket,
stocking the family larder. "Gordon's made it his business i ,be out inthe marketplace,
getting to know his customers, whoever they may be," says Allen Bildner, president
of Kings Super Markets Inc. in West Caldwell, N.J. With the entire food industry
scrambling to meet America's changing tastes, McGovern's determination is the keyto his dream of transforming Campbell into the the nation's most market-sensitive
food company-almost an about-face for the once-cautious food processor. 

Wandering with "Customers": Urban Government 
Mayor Wdliam Donald Schaefer of Baltimore has wandered with his constituentsfor years. Maintaining a feel for his city has long been at the top of his list of priorities.

Richard Ben Cramer reported in Esquire (October 1984):
"I'm not plc.iqvrl with this." hr.'r] sroldl'r thrm [m4!mherq of , cahint] many 

times. "That is NOT... GOOD... ENOUGH." 
PEOPLE, he'd write ott his easel. Ile picked the easel thing up a few years

ago, thougf.: it might get the message across For greater weight, he'd write:
PEE-PULL. Or: WHAT IF YOU LIVED THERE? He wanted the cabinet to
have a fee! for the citizens they governed.

Sometimes he'd decide the problem was they just couldn't goddam see. He'd
be riding around like he does on weekends, with his driver and Lcop riding
shotgun, and he'd see the potholes, and broken streetlights, cave,]-in trash cans,dirt)' parks, housing viol;itinis, .laihidoned cirs. crooked traffi, signs, dead trees. a missing bus stop, trash at the curb. ""'hat are the bastards doing with the
money?" he'd mutter aloud in the Buick. Then he'd get out his pen and his
Mayor's Action Memos and tear into the thing:

Get the g---m trash off East Lombard Street....
 
Broken pavement at 1700 Carey for TWO MONTHS....
 
Abandoned car at 2900 Remington. Why?

Then the memos would be on 
their desks Monday morning, and the trash,

the pothole, the abandoned car had better be gone when he drove by again.
How'd it get there in the first place?

One time he popped them an Action memo: There is an abandoned car... but
I'm not telling you where it is." City crews ran around like hungry gerbils for a
week. Must have towed five hundred cars. 

That was NOT.. .GOOD... ENOUGH: Schaefer called in his cabinet, the best
municipal government in America. The mayor held two fingt rs up, and he poked
them at his own glittery eyes.

"Do you know what these are? Do you? These are eyes." The mayor was
jabbing at his face now. They thought he might hurt himself.

"IGOT TWO. AND YOU GOT TWO." Then he grabbed a cabinet member
and started menacing him with the fingers in the eyes. The cabinet guy's head 
was burrowing between his shoulders. 

"So how come my eyes can see and a smart young fella like you can't see a 
damn thing, huh? HOW COME?" 

But today it's worse. He won't look at them. He is staring down at the table.
His head, in his hands, rocks back and forth in sorrow. At his shoulder is the 
easel with the single woid he'd written: 

ERR-JEN-C. 
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Bugging Customers-Let's pick up on the phrase "They [customers] 
were delighted [that the Levi's e: ecutive wanted to visit]." Often a rebuttal 
to our persistent suggestions for customer MBWA is that "customers 
don't want to be bothered," "customers don't want some damn vice pres
ident calling once a week to say 'How are you' (we actually got this 
comment from the vice president of a phone company in one session). But 
our experience on such MBWA's is crystal clear: customers are, simply, 
always delighted by the attention. 

Joe Baute, the president of Markem (a Keene, New Hampshire, maker 
of packaging and labeling products), described a new and highly effective 
twist to the company's annual top-management retreat in 1984: "The focus 
of the meeting was customers' concerns. We needed data, and decided 
to do something novel: Each attendee, at some point in the two weeks 
preceding the meeting, was to spend one full day with a customer, checking 
out his [the customer's] perception of us. Half our people thought it would 
be a waste. Several were certain the customers would feel imposed upon.
To the contrary, without exception the customers loved it!And this even 
though we avoided the 'happy customer' problem-visiting only those 
most likely to tell us we were doing fine-by dividing the pile of candidates 
into good customers, bad customers and average customers. The debate 
at the meeting was informed by live impressions, for the first time in 
memory. Just about all agreed that it was the best meeting we've had. 
And follow-up has been terrific-and concrete." 

An executive of AMP, the remarkably profitable ($1.5 billion inrevenues) 
Harrisburg, Pennsylvania, makers of electrical connectors, tells a similar 
story. He brought in a dozen tough customers (and three or four AMP 
people: "We wanted 'them' to far outnumber 'us,' because the purpose 
was for us to be outnumbered, not for us to tell them why things were 
this way or that") for an intense weekend discussion. Again, several of 
his colleagues had argued that the customers wouldn't want to waste time 
on such an activity; and again, his experience was the converse: "To a 
man, they were flattered at the attention, and delighted to spend the time. 
You can't believe how much we learned." 

After speaking to a bunch of hospital administrators, Tom had an inter
view with a new, local Cable TV group, this one specializing in communi
cations with hospitals. As he walked toward the makeshift studio that had 
been set up in the auditorium, a fellow from the TV company grabbed him 
and started pumping his hand. It turned out that he was the marketing 
guy. His story: "I loved your book [In Search of Excellence]. The chapter 
on the customer in particular. As soon as I read it, I went out and started 
to call our customers, asking the major ones how they liked our program
ming. They told me! Boy did I get an earful." 

"Naive Listening"-"Naive Listening" is a term we ran across when 
talking with the chairman of Allergan, a highly profitable Irvine, California, 
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subsidiary of SmithKline Beckman. About $100 million of the company's 
$200 million in revenues comes from a product family of ointments and 
the like aimed at helping contact-lens users. Chairman Gavin Herbert de
scribed the breakthrough that led to development of the product: "I've 
repeatedly argued that reading the data and talking to the ophthalmologists 
is not enough. In the pharmaceutical industry we're overwhelmed by data. 
All the prescription information comes in by the bushel, rapidly and neatly 
summarized. We have more than you need. But we miss the basic cus
tomer. I've always insisted that our people stay in touch with the users, 
the patients. In the process of talking with contact-lens wearers, we kept 
coming across, in one form or another, the same problem: 'itchy-scratchy 
eyes.' Now you know and I know that no ophthalmologist, after twenty 
yr-ars of professional training is going to write down as his diagnosis 'itchy
scratchy eyes.' It's just not professional language. Yet it was the problem. 
We started working on coming up with something to deal with itchy
scratchy eyes. That, plain and simple, was the genesis of this immensely 
successful product line." (We find it interesting that the company was 
founded by the current chairman's father, a practicing pharmacist. The 
family, in fact, lived right over '.he pharmacy, and the current chairman 
put in his time behind the counter too. Time and again we discover that 
the hands-on companies are led by people who got their start in hands-on jobs.) 

"Black Box" versus South Bronx 

The Wall Street Journal(December 12, 1984) reports: 
Westinghouse recently sent 30 hourly workers who produced siubw.y generating 
equipment to New York to appraise their workmanship on the city's transit 
system, and underscore the need for reliability. "There's a difference between 
putting wires into a black box and riding the product through the South Bronx," 
contends Jack Geikier, general manager of Westinghouse's transportation busi
ness unit near Pittsburgh. Westinghouse workers say they see a big change inman
agement's attitudes. "When Ijoined in1968, just the notion that you went to see what 
you made was enough to send shivers up management's spine," recalls Harry Stauffer, 
a draftsman. Still, attempts to instill more pride-in-product at the workshop level 
won't necessarily land a contract. Westinghouse just lost a major streetcar contract 
in its hometown of Pittsburgh to a West Gernian consortium. Nonetheless, 
asserts Westinghouse's Mr. Geikler, every little bit counts. "We see it as a 
survival issue. Ifwe don't do these things, we're not going to make it." 

Milliken and Company, the textile people, have taken the "na'ive" idea 
and are turning it into a strategic passion. Naive listening is the source of 
literally scores of programs. They include getting first-line people from 
Milliken factories in touch with first-line people in customers' factories. It 

(KL. IiI'1. "th,4I1. is I tink.'11ol1s t,411 itr'1hXi*%" %i*v to sell. (As a aiend 
at Northrop says, "Manufacturers are a helluva lot more redible to other 
manufacturers than the sales people.") Second, both have clearer notions 
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of the practical problems involved in the use of the product. Milliken is
also opening a "customer listening college." (Apple, to get its message
through, is spending a huge sum developing a "retailer's college," to teach
the Apple way and Apple advantages to the retailing channel.)

Other parts of the Milliken strategy include an internship inmanufacturing
for all salespeople; a "stand-in-the-customer's-shoes" training program; a 
program to bring the customer to life (via videotapes of customers using
Miliken products, etc.) for the service people-those in the PBX room
answering the phones or on the loading dock; * sales training for all senior 
management (going through a not too shortened form of the normal sales
training program); training all Milliken people to understand customer
manufacturing operations (in which so many of Milliken's products are
used); inviting customers to come to the Milliken premises and present ahistory of their company's culture to Milliken people (including hourly
people, so that all hands can get a "feel" for major customers): developing
joint problem-solving teams with customers that include a hea,,y represen
tation of hourly people from boith Milliken and the customer's operations;
having customers visit the specific factory at which their product will be
made (and parading them tlrough the factory so that factory, people can see live customers);t showing visiting customers a film of the history of
the Milliken Company (to give them a feel for what Milliken is all about in 
a tangible way). Milliken is also introducing extensive and detailed customer 
surveys through which Milliken is responsive to them, and inwhich every
thing from phone courtesy through billing is included. 

Of course, the heart of the matter ismind-set. Chairman Roger Miliken
spends 80 percent of his time on the issue. That's right: eighty! An impor
tant customer on a visit finds him, once again, lecturing at the Milliken 
*•Thisis an extension of the whole MBWA idea. MBWA has become, for us, shorthand
 
for "bringing business-customers. suppliers, etc.-to life," 
 somehow, for all hands. A
Texas bank is following the Milliken lead. 
 Here are both the logic and the technique: abank doesn't "lend money"; rather, it lends money so that others can productively employit-e.g., build factories, restaurants. The bank's innovative progra"l involved bringing the 
customer to life for the operations people (check processors, mnagement informationsystems people, et al.) by shooting live footage (often beefed up by a brief interview with
the customer) to all those distant from day-to-day contact with customers. The program, 
an officer reports, has been "a roaring success." 
tCustomer visits to plants is one of the debated issues. Some staunchly argue that it's"not right"-i.e., "they" will steal "our" secrets. We think they're more likely worried
about a potential embarrassment: "They'll see our dirty plants!" None we know who arewholeheartedly committed to customers visiting plants have found any cause for alarm.
All view it as an unadulterated plus. A Campbell Soup executive, who had spent his careerin sales, was transferred to Pepperid,.. Farm manufacturing years ago. He said, "We were
experiencing some quality problems. My first step was to invite our distributors [customers]
into the plants. First, I wanted theni to be joint problem solvers with us. Second, I wanted
oui plant people to understand that there were real customers out there. Some of them 
literally threw rolls at us. It worked, and fast." 



20 TOM PETERS & NANCY AUSTIN 

Customer Service Center inSpartanburg, South Carolina. "Who's minding
the store while you and Tom [Milliken President Malone) are doing this?" 
the customer asks, somewhat incredulous. Roger doesn't answer directly. 
Instead he says simply, "But what could be more inportant for me than 
to spend time with customers?" Roger Milliken is practicing customer 
MBWA with a vengeance. As he does, so does the company. As one 
Milliken manager, heavily involved in the new process, puts it: "A cus
tomer's problem is almost always solvable. It's up to us to see it as an 
opportunity. Put simply, the vendor who solves it gets the season's busi
ness." (He adds, to the na'lve point: "We must constantly guard against 
the pitfall of being too knowledgeable.") 

Really Naive Listening 
In February 1984 Tom spent four days with Milliken's 450 principal officers at 

their annual top-management retreat. The sole subject was getting closer to the 
customer-with Tom's connivance, not just listening, but "naive listening." About 
a month after the meeting was over, he received a letter from the marketing director 
(let's get it straight-marketingdirector, not a born-again accountant or lawyer) of 
the division that manufactures carpets for institutions such as schools aid hospitals.
In it he described how he is repositioning his product line, focusing on new features,
adding some new products. The reason: right after the February meeting and making
his commitment to "naive listening," he had gone out and worked two weeks, on 
the swing shift, in a customer's hospital. As he said, "Getting cose to the customer 
is a winner!! [his emphasis]. I just got back from my second week working in a 
major hospital as part of the housekeeping staff. What an experience... to actually
maintain your products (and competitive products) in the environment where they 
are used. Plus, it gave me an opportunity to do a lot of naive listening while at this 
hospital. I worked the second shift (3:00 P.m. until midnight) and actually let .ed 
carpeting as well as hard-surface floors. I operated all the machinery they used daiy, 
l1111 l11UCCld lw, KJIIIIC hII11X Il1114l ICllA)hVVl' i19 lIII l 14h' ll11 our cumftoinerp face
daily. I cleaned every stain from blood to urine, plus a few that I cannot even spell.

To be honest, I was 
stiff and sore and worn out at the end of the two weeks, but
 
I plan to do it again at least every six months. What did I learn? [At this point he
 
goes on for about half a page talking about the features that really had come through

in the "naive" setting in which he had placed himself.] Now I can put together my

trade advertising as well as my entire merchandising program based directly upon

the needs of my customers as I observed them. No more SWAG (Scientific Wild
 
Ass Guess) on what the market needs. I'm learning-from new-product introduction
 
to maintenance of existing products-exactly what our health care customers require.

We can now design products and programs that have a differential advantage for
 
our customers plis get a fair profit for Milliken .... I guess ifwe Aill just follow the
 
Golden Rule-'Do unto others as you would have them do 
unto you' -we will
 
become more efficient in our dealings with all people, including our customers!! I
 
know I'm on the road to answering 'Where's the beef?' for the health care market."
 

What a great story! There's only one nagging problem: How come stories such
 
aF this don't describe what everyone does naturally? Shouldn't it be like falling off
 
a iog, especially for the mirketing guy, to go out 7.nd spend two weeks at a major
 
customer site, working the swing shift?
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A Few (More) Ways to Keep in Touch-Oxford Software is a fine 
company, profitable, growing fast, with a solid outpouring of new products.
At a celebration-a three-day meeting for all hands-of a recent success 
a secondary objective was to keep people from getting complacent. The 
chairman began the meeting with a speech. It included just one overhead 
transparency: a reproduction of a letter from a disgruntled (good, big)
customer, telling the chairman that he thought Oxford had slipped of late, 
was resting on its laurels. Just one letter. Yet it had a tru:y galvanizing
effect. When you eyeball it, see that the guy took the time to write, it's 
somehow different-very different. The picture is worth just anot 
thousand words, but more like a million. 

Likewise, at People Express there's a highly visible bulletin board in 
each facility, located where almost everyone must pass by. Good-news 
customer letters are flaunted on the left side; the right side displays
bad-news letters. Of course, the company systematically collects data on 
customer satisfaction-any sensible organization must. But the visible 
display of the real, unabridged words of the customer, on his or her 
letterhead, is compelling far beyond the numbers. It is life in a way that 
dry statistics can never be. 

Test Flying 
GE's ahicraft engine pioneer, Gerhard Neumann, is a longtime practitioner of 

customer MBWA. Here is his description from his book Herman the German (Mor
row, 1984) of the unique approach he took, while a member of General Claire 
Chennault's World War II Flying Tigers, to improve the reliability of engine repairs:

I asked my squadron mechanics to "volunteer," if this was suggested by me,
to test-fly in the single-seat fighter plane whose repair they had just completed.
The pilot would sit on the crew chiefs lap; neither would be able to sit on a 
parachute because the cockpit's canopy not big enough. I had done thiswas 
myself several times with my tall squadron comnL,nder, Major Robert Costello,
sitting on my lap to identidf engine problems which showed up only at altitudes 
of 20,000 feet or higher. The pilots were enthusiastic about my plan. Consequent 
improvement in quality of vorkmanship was dramatic. Way past dinnertime, the
airfield looked as if it were invaded by glowworms: the twknkling came from 
flashlights mechanica used to check-once more-the tightness of pipes or con
nections they had made, in case I might suggest that they "volunteer" to ride in 
their planes the next day. 

Magazine publisher James E. Burger reports the following in Travelhost 
(September 11, 1983): 

Recently Ihad occasion to visit the national headquarters at Frito-Lay. They produce, 
among other things, Lays Potato Chips. In their national headquarters they have a
large bowl of potato chips, and every one of those chips is perfect. They are literally 
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hand-picked. They are not broken, burned 
or chipped. They are the finest potatochips that Frito-Lay manufactures. I found this very interesting, to find such perfectpotato chips. They brought a point home to me: that this was theirbusiness. [Einphasisours! They had brought together the very best that they could do. And becausethey did, people visiting their national headquarters would have an opportunity tosample the very best of their production. With that in mind, we started doing thesame thing. Iasked to have the finest magazines that we produce sent to our officeeach week. And the instructions were that these magazines were our potato chips.I didn't want the burnt ones, or the chipped ones, or the broken ones. I onlywanted the ones that were the finest. At first, I was a little shocked. What I wasshocked abou: was that the finest potato chips, the finest magazines, that we wereproducing weye a little burnt and a little chipped. They didn't compare at all to thefine hand-selected potato chips that I had seen at the national headquarters at

Frito-Lay. 

Amen. Touch. Feel. Taste. 

MBWA with Customers: Some Questions-and Things to Do Now 
" Do you regularly call your own company and competitors with a simplerequest (e. g., on product information)? What are differences inresponse,in detail-days to answer, completeness of answer, courtesy, etc.?Have five people do this with different requests and compare notes.(Less systematically, just make a habit of calling in to your companyonce every couple of weeks to judge responsiveness. A variation onthis theme is to dummy up some stationery and, by letter, make asimple request of your-company and competitors.)" Do you have an 800 toll-free call-in number (even if you are a small

company)? If not, why not?" Must do: Call a minimum of three customers per week from a list offifty or so good, bad and indifferent customers. And get a list of majorsales made and lost in the last three weeks. Call one recently gainedand one recently lost customer. Ask why it happened. (Have five to tencoleagues -preferably from different functions-repeat this exercisesome week, and use the results as the basis for a half-day meeting.)" Former Marks & Spencer Chairman Marcus Sieff had a simple ritual,reported by Walter Goldsmith and David Clutterbuck in The WinningStreak (Weidenfeld and Nicolson, Random House and the Tom PetersGroup, 1985). Every Saturday at about 5:00 P.M., for years on end, hewould call the heads of four or five stores, chosen randomly, and askhow the day had gone. Likewise, each week, call three of your operationsthat deal directly with customers (sales branches, service offices, retailstores) and ask how the day's business has gone." Do you bring customers to life (via video, visits, etc.) for the off-linedepartments- MIS, accounting, personnel? Do you have members ofthe off-line functions make occasional (but regular) customer visits, work on the retail floor, etc.? 
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" Do you conduct occasional intensive customer debriefings (Ala Markem,AMP, Milliken) where customers are "called in" (invited in) for multiday
"How are we doing for you?" sessions?

• Do you have set routines and visit patterns which are aimed at the"nalve" part of listening? (E.g., let the customer speak first at debriefings, Ala Milliken; visit ultimate users rather than intermediaries, A]a
Aflergan?)

" Do senior managers (and all managers) work in selected customer operations (in a regular job) on a quarterly basis? Do "technical experts"(R&D people, brand managers, designers) regularly visit and work inselected customer operations?
" Are customers regularly invited tn visit virtually all facilities? Are peoplefrom all customer functions (e.g., manufacturers) invited to visit? Arethere regular routines for debriefing (i.e., listening to) customers on

these visits?" Do visitations -ours to customers, customers' to us-go all the way
down to the hourly level? And are they regular?
 

Supplier as "Customer"-It 
seems that one of the half-dozen traitsthat we hear exemplify Japanese management (incontrast to managementin the United States) is the long-term, almost familial relations betweensuppliers and producers. But there's no Japanese magic about it; it canhappen in the United States-and does in many of the best companies.Again, our friends at Miliken are leading the way, doing viriually all thethings we mentioned in connection with customers with their vendors aswell, including swapping visits among hourly people from vendor organizations and Milliken organizations, and bringing vendor people into the MiUliken operations to learn about things that the Milliken quality-improvement 
teams are doing.*

Miliken isn't alone. When Tom was in Sweden in 1982, he attended ameetfig that included a presentation by Marcus Sieff of Marks & Spencer.Sieff commented on the exceptional family relationships that the company
maintains with its suppliers. Tom expected the usual litany about a battalion
of quality-control people, 
 a tough legal-contracts section and the like.Instead Lord Sieff said, almost as an aside, "Well, of course, I and eachof my [top 25 or so] executives make it a hard-and-fast point to visit aminimum of forty suppliers a year." Wow! So it isn't so niysterious afteral. (Or is it? That's a lot of time and determination.) 

*And again, the most common rejoinder we get on this point is "You're giving awayyour secrets to a potential competitor." Nonsense. The competitor-potential or other
that various

wise-usually knows what you're up to. Besides, this kind of logic assumessegments of the channel are mortal enemies-and that assumption has gotten a good manyof us into a mess. Both the vendors and the Miliken people benefit immensely from thisexchange process, and the risks are minimal. 
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There's a tough side to the M&S equation as well. They simply demand 
that their suppliers live up to their high standards. Walter Goldsmith and 
David Clutterbuck again, in The WinningStreak: 

M&S maintains a team of inspectors who visit suppliers' premises, ensuring that 
quality levels are maintained and making suggestions for improvements. It calculates 
that aone per cent reduction in faulty merchadise more than pays for all the support 
services it provides suppliers, ircluding substantial help inareas of employee welfare. 
M&S reasons that good working conditions are aprerequisite for high-quality produc
tion. It lays particular stress on canteens, morale and hygiene, and provides free 
courses for suppliers on a whole range of employee welfare issues. A regular news
letter keeps supplers up to date on developments that inight improve quality directly 
or through employee motivation. 

"All our long-term suppliers are very profitable," claims Sieff, suggesting that that 
is a result of adopting M&S-style management. 

Suppliers who do not fall in line, fall out. A large meat supplier, for example, had 
very poor working conditions for its employees. "Our business with them was 
increasing considerably. But they had appalling canteens and lavatories and some of 
the walls were running with damp. I said I would give them three months to put it 
right. When I came back thert. was no improvement. They said, 'You'll never stop 
doing business with us.' One month later we gave them two weeks' notice." 

Only a couple of weeks after we met Marcus Sieff we visited Northrop, 
where we were doing some consulting, and where our friend Mary Elkin 
runs the purchasing organization. He's done a remarkable job of changing 
vendor-producer relationships for the better in the course of the past two 
or three years. We sat down to chat with him about it a bit, and mentioned 
Lord Sieffs comment about visits. Now, Mary's an animated fellow, and 
he leaped up halfway through our description: "That's it! That's it!" Yes, 
it was. !t turned out to be exactly what Marv had been doing. He stated 
that over the past two years, in a program that departed remarkab!y from 
the company's previous adversarial relationship with vendors, he had vis
ited over 150 suppliers. Equally important, his visits weren't thinly dis
guised opportunities to take whacks at the suppliers. They were open
ended, with no set agenda. He asked them to make a presentation on 
their company's history, their strategy, their work force, their quality 
programs: "It was just a chance to get acquainted, to learn about them, 
to show interest (which I desperately had) in them as a whole." It's a 
program that he's kept up, and gotten others of his own people thoroughly 
involved in as well. It's been a long first step toward reversing decades 
of adversarial and negative relationships, where the only senior contact 
came in the heat of battle and in response to pressing problems. And it 
came none too soon, because the quality programs that Northrop is having 
shoved down its throat by the Air Force are now requiring Mary to turn 
up the heat on his vendors. The groundwork, however, has been clearly
and expensively (in terms of time)-laid by his visits. Now all of them are 
in a position to work together. 
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Domino's Pizza Distribution Company (Domino's ingredients and equip
ment supplier) just says "Thanks." They regularly stage Vendor Appreci
ation Days. Ahorde of Domino's people will descend on a Wisconsin cheese 
maker or a California olive grower and shower the supplier with time and 
attention. Distribution executive Jeff Smith can't imagine it any other way.
"They're part of the family, aren't they," he says, with surprise that anyone
could conceive of a different position on the issue. (Interestingly, family 
relations with vendors are an explicit part of Domino's Distribution state
ment of its mission. Now, that is rare. But why not?)

That's really about the extent of the supplier-MBWA magic. Wandering 
around. Keeping in touch. Replacing theoretically adversarial relationships
with garden-variety humanness, doing so at all levels of both organizations.
And taking time to say thanks in more than a perfunctory fashion. 

MBWA with Suppliers: Some Questions-andThings to Do Now 

* Do people with functions other than purchasing (e.g., manufacturing, 
marketing) regularly visit vendors? Do vendors regularly visit all your
facilities-factories or operations areas, etc. ? Does your chief purchas
ing officer spend 25 to 35 percent or more of his or her time with 
vendors at their locations dealing with other than brushfire problems? 

" Pick three good (and long) and three rocky vendor relationships. Study
them. Have an executive team select one good and one bad per person
and visit with each for one to one and a half days. Ask the vendors how 
you are doing as people to sell to. Return and spend a full day analyzing 
the data. What do they perceive it's like to do business with you? What 
are the ten things that irritate them most about your practices? Can you 
fix three of the ten in the next sixty days? 

* To what extent are vendors "part of the family"? Are they (small and 
large) regularly invited to strategy sessions, company celebrations (for
mal and informal)? If so, who is invited-just the person who sells to 
you, or members of the vendor's factory, Quality Control department 
(after all, your success depends on the vendor's QC people)? Is there 
any air of "can't share this with them because it's too confidential"? Do 
company newsletters, bulletins (annual reports, even) tell stories about 
vendors, vendor facilities, company-vendor joint-problem-solving suc
cesses?
 

* To what extent are you part of the vendor's "family"? Do your hourly 
or first-line shop supervisors attend vendor functions? Ever? Regularly?
If not, have you ever asked for an invitation for your down-the-line 
people? 

" Do you and vendors have numerous, ongoing joint-problem-solving 
teams that involve hourly people from both sides? If not, why not? 

* 	More generally, check around with people invarious functions, at various 
levels. Develop a five-minute questioning routine about vendor relations 
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both in general and in specific terms. What does your little, nonsystema
tic survey suggest about the role of suppliers in your company? Are 
they seen as cherished, full-fledged members? Or as necessary 
nuisances? 

MBWA: Innovation
 

PepsiCo was a sleepy company 
a dozen years ago. Now it's aggresive.
But while it spends extravagantly to get Michael Jackson on the tube as 
an advertiser for Pepsi-Cola in the ceaseless battle against Coke, it places
its real bets on development of the likes of La Petite Boulangerie, a bakery
chain with six stores in the San Francisco area that is expected to run to 
three thousand s'ores, nationwide, just five years from now. Growing new 
or small businesses is the PepsiCo technique. Its subsidiary Frito-Lay was 
a fine company with a large share. Yet in the mid-seventies it really began
to take off. Changes in the size of the bag, a huge variety of new flavors-in 
short, innovation-marked the new Frito-Lay. 

What's the magic of the PepsiCo transformation? Much of it stems from 
a form of MBWA, we'd contend. In particular, the unique form practiced
by PepsiCo's former chief operating officer, Andy Pearson. He was on 
the road a lot-probably 40 percent of his time. Much of that time was 
spent visiting subsidiaries. When he did so, the routine was standard. He 
igonored the executive suite at first, and headed for the office of the most 
recently hired members of the brand management staff. "WhaL 3 up?
What've you got going in the test market? How're they reacting to the 
new umpty-ump flavor?" And so on. Implicit (pretty explicit, come to think 
of it) was the message that something had better be going on. Un&," Ids 
and Chairman Don Kendall's stewardship the company toc. v" like a 
jackrabbit. (They did the job so well that in 1981 Coca-Cola promoted the 
dynamic Roberto Goizuetta to chairman just to keep pace.)

To innovate is to pay attention to innovation. At Hewlett-Packard, each 
engineer leaves the project he or she is working with out or, ":he bench." 
Other engineers-including "retired" Bill Hewlett, who according to the 
old pros was always around and about-take a lo,K at it, play with it, 
comment on it. More significant, even, is the tone set. Everybody leaves 
a device out. Everybody gets into the act and !lays with everybody else's 
toys. (And you had darn well better be working on a toy, one that's fun 
enough and new enough to interest your ceaselessly wandering-and 
vociferously judgmental- peers.) 
MBWA: Problem Solving, a Subset of Innovation-The Rockwell 
International engineer had a dubious distinction. He had been in charge of 
a large share of the space shuttle's m;sbehaving tiles (the ones that popped
off during the stress of reentry in the troubled early days of the shuttles).
After a discussion about MBWA a couple of years back, he came up to us 
and said, "I never had a label for it before. But that's it." The story he 
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related was of the obvious-yet not so obvious -variety. It went this 
way: "Every Monday, it seemed, it would be the same. Another problem 
had arisen over the weekend. Another foul-up. And then the invariant 
ritual would begin. Twenty-four hours would pass. I'd arrive the next 
morning. Like clockwork, a fifty-page report would be lying prominently 
on my desk, from one of the engineering groups. The thrust of it was 
always the same: 'It ain't our fault. Two other engineering groups screwed 
up.' And then another iwenty-four hours would pass. The next day's desk 
fare was also predictable: two more reports, this time numbering ahundred 
pages each, from the two offended groups [from the previous day] rebutting
the accusations and blaming others, including (especially) the first group.
We just didn't seem to get anywhere. Finally I had an idea. I started one 
Friday afternoon. I brought all the top people involved in the program to 
a cramped, sweaty conference room near my place. These people were 
from all over. It didn't matter where. After that, every week, on Friday 
afternoon, we'd sit there and thrash around, from early afternoon until the 
wee small hours if necessary. We'd go over every problem. We'd figure 
out what the heck it was each of us was going to do inthe next seventy-two 
to ninety-six hours. We'd review where we'd been in the last ninety-six. 
It was just as simple as that. You know, it's a fact of human nature: you 
can bullshit people to a fare-thee-well with a two-hundred-page report,
and you car pull the wool over their eyes pretty well with a twenty-five-page 
one. But it's damn hard, on a Friday afternoon, to do either when you're 
far away from home and the cigarette smoke has reached the 'can't-quite
breathe' level. It's real hard to sign up for an objective and then come 
back to that smoke-filled room like clockwork next Friday and report that 
you couldn't make it to the guy sitting four feet away across the table to 
whom you made the promise. Truth andi honesty win out in such a setting
with remarkable regul;,.- And that was our routine. Every Friday after
noon. And the things that began to occur! In a period of about ten weeks 
we made more progi,.s- ia.we had in the prior eighteen months." 

Now, that's problem solving! No matrix reporting relations. No 16,000
bubble PERT charts. Smoke-filled room MBWA, instead. 

MBWA: Innovation-Some Questions and Things to Do Now 

* Given that concrete experiments are essentia! to innovation, how-spe
cifically-does your daily routine reflect your desire to constantly test 
and try new things? Are you constantly, like Pearson or the HP people, 
out on the floor (of the lab, design rooms, MIS coders' space) asking 
"What's gone on in the last twenty-four (or forty-eight) hours?" (GE's 
Gerhard Neumann and Lockheed's Kelly Johnson never let more than 
twenty-four hours pass without thorough "Whdt have you tried that's 
interesting?" probes of all hands.) 
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0 	Select two projects that are badly delayed, two that are on or ahead of 
schedule. (Alternatively, select two or three project managers who 
always seem to bring ajob in on time, two or three who don't.) Analyze 
the information swapping and getting-the-people-together-for-problem
solving routines. Are there any parallels to the Rockwell story? If so, 
dig alayer deeper: look for fifteen to twenty-five ancillary "trivial" factors 
that enhance the problem-solving setting (e.g., physical setting, time 
of day, duration of meetings, record keeping re promises made). How 
commonplace is the use of the devices you unearthed? If rare, can you 
induce more widespread use-e. g., by writing up or otherwise commu
nicating these "problem-solving success stories"? 

MBWA with Customers (yes, again): Innovation Source par Excel
lence-Listening/naive listening. The studies continue to pour in. There 
are now over eighty that we have unearthed including those reviewed for 
In Search of Excellence. Virtually ali of them say the same thing: the lion's 
share of new ideas comes from the users. (3M adds an important twist: 
a substantial share of their ideas come in response to the complaints of 
users. 3M sees the complaint per se as an unparalleled opportunity!) The 
Milliken people discovered that in virtually every division 50 percent or 
more of their product ideas came from users. And this was before they 
developed conscious, proactive "naive listening" programs. 

The power of listening: it borders on the bizarre. General Electric has 
radically increased its share of market in the railroad locomotive business 
against a tough competitor-the $80 billion General Motors Corporation. 
In 1980 customers were concerned that GM would achieve amonopolistic 
position. By 1984 they were again worried about amonopolistic position; 
only now GE was the worry. At the base of it was a division general 
manager hell-bent upon improving performance. He spurred amarketer 
to take on a semi-bootleg project with three engineers quietly borrowed 
from another operation. They hit the road, doing something that hadn't 
been done in a decade, taking, naively, with principal customers. They 
held workshops on customer premises. Walls were lined with butcher 
paper, and lists of desired features were divvied op: these are the features 
that we at GE will try to provide; this is what you the customer can best 
do. Out of it came the New Series Design, and then the remarkable 
new-order growth. The program was so successful that it has now allowed 
GE to invest over a , uarter billion dollars in a new, highly automated 
factory in depressed Erie, Pennsylvania. 

Wher: you hear such stories you ought to be a bit skeptical. We were. 
But we did the best we could to check the information out, and it appeared 
to be valid. Then Tom had a unique opportunity to confirm it. He spoke 
at a luncheon meeting of San Francisco Bay Area business leaders spon
sored by the chairman of the Stanford Board of Trustees. One present 
was Ben Biaggini, then chairman of the Southern Pacific Company. After 
relating this analysis, Tom turned to Ben, for the SP Ra.lroad had been 
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one of the companies that GE had purportedly "operated upon," and asked,"is there any truth to this?" To his great dismay, Ben replied, deadpan,"Not a bit." Tom recovered and asked, "OK, what is the story?" Bengrinned, and paused for a second, then he proceeded: "To tell you thetruth, Tom, it had been a lot longer than ten years since anybody had 
bothered to ask." 

This theme rings especially true for the technology-based industries,where technical arrogance and a "This product will sell itself" mentalitydominate many companies-and bring more than a few to their knees.Fred Cox, chairman of successful Emulex, a computer industry player,says, "So many lose because they come to 'own the market.' They start
to tell the customer what he wants." In computers, Wang has the topgrowth rate (sales and profits) among the big, higher-end players. Their
secret? For the most part it's better listening to the ultimate user. SandraKurtzig's ASK Computer, which makes software systems primarily formanufacturers, has gone from $0t-,$100 million inno time flat. Almost all agreeon the reason. ASK is well named: They ask and listen-and then adapta product to the customer's needs. Digital Switch is a Dallas-based starin telecommunications switch gear. MCI chose it as a major supplicr overNorthern Telecom when both Digital Switch and MCI were small. Thereason, according to one close observer: "NT [Northern Telecom] toldMCI what they could have. Digital Switch asked MCI what they wanted."

3M is so committed to the idea of customer listening for innovation that
they've made it their corporate theme/logo. * 
A Few (More) Tricks of the Trade-In many companies the bestsource of ideas is the sales force. Yet so few really listen to their salesforce. The common wisdom is that "the sales force rolls over and playsdead in the face of every customer whim." To some extent, of course,
that's true: that is what the salesman gets paid for, up to a point. 
 ButChairman Bill Keefer of Warner Electric Brake and Clutch, running a higly
profitable, $175 million company providing specialty industrial devices (such
as clutches for Xerox machines), sees it differently. He knows that hisfuture lies in the development of a large string of new, customer-induced,

niche-oriented products (shades of 3M). And he knows that the-peoplemost likely to hear what's needed are his salespeople. So he has a boringroutine. Each salesperson makes a monthly call report. Not so novel. A.part of each call report, there is a requirement to submit the "best threepotential product (new or line extension) ideas heard about on a customer
premise." Now, this is a bit unusual. But the real novelty? The chairman 
0 Sometimes our friends explicitly test our credibility when it comes to 3M. The president
of a small bank had an idea for an adhesive to keep pothole plugs frcm popping ou, in theextreme cid. Having read about 3M's listening proclivity in In Seach of Excellence, hecalled them and rapidly got through to a 3M technology executive. Aweek later, the fellowcalled our banker friend back to report that they were working on his idea. His comment 
to us, "By God, they really do listen." 



30 TOM PETERS & NANCY AUSTIN 

spends almost a full Sunday each month reading those ninety reports.
Furthermore, he has an unfailing routine of penning personal notes on 
thirty or forty of the individual suggestions- notes to people in engineering
and man-facturing requesting concrete follow-up within, ausually, five
or ten-day period. 

So much of the business of retailing seems to have come to focus on 
the centralized distribution function, the centralized computer-aided buying
function. But there are exceptions. Mervyn's is the shining star in Dayton
Hudson's crown; it has a fine buying organization. Now, buyers these days
(like package-goods brand managers) are typical of the hotshot, fast-track
ing young men and women who don't have time for the boring task of 
learning the job on the retail floor. Merv%"n's, te some extent, is no excep
tion. Most of its new buyers didn't start on the retail floor. But Mervyn's 
stays ahead of its competitors by effectively remerchandising its entire 
billion-dollar-plus operation once a week; what Mervyn's does once a week 
most of its major competitors can barely do in a quarter of a year.

Then the people at Mervyn's take a vital next step. They keep in 
touch-tangible, visible touch. There's a process called Weekly Store 
Check. The fleet-of-foot merchandising is accomplished by getting their 
top hundred or so merchants and executives together once a week to redo 
things (i.e., create the Ad Supplement). The), proceed on the basis of lots 
of written feedback, lots of data telling them how the s:uff they pushed
last week is selling this week. They have trend-line analyses from them
selves and from their competitors' operations, too. But equally significant,
they see it: that same cast of a hundred-executive vice presidents,
merchants, buyers-troops together as a group through a single store for 
a full four hours once a week. They ask questions: "Does this set of things
that we put next to that set of things actually make sense when you see 
it in the store's live format?" "What does it feel like?" 

MB WA: The Real-World Loop 
MBWA means, among other things, not treating the innovator-designer/buyer/

brand manager/product engineer- hke a one-dimensional (and weird) being with no
interest in the world Out There. Mervyn's gets all the innovators (buyers in this 
instance) out into the stores-weekly. 3M insists that all their R&D types make
reguJar sales calls. But one doesn't have to go that far. At aseminar with a software 
company the usual issue arose: The sales types thought the primna donna software
designers were flakes, not interested in the real world. We probed a bit deeper,
and discovered that given the salespersons' assumption that "all software designers
are flakes,'" they did infact treat the designers like flakes. Adesigner pleaded: "How
do you expect me to be excited about the marketi:ig end? You never give us any
information on it-no sales data at all, no customer information except major glitches,
in conjunction with which you simply run around calling us a bunch of 'impractical
nerd assholes."' It turns out that this sad tale is an all tox common one. The sales 
types (or the president, who vowed to fix the problem instantly in this case-and 
did) act out their negative assumptions; thus the "far out" types are not brought

into the real-world loop, and they become farther out as a result, with predictable
 
effects on innovation. 
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Customers and Innovation:Sonie Questions-and Things to Do Now 

" 	 Look at your last ten new products/services. What were the sources 
of the ideas? Look at key competitors' last ten new products/services. 
What were the sources of the ideas? (Our experience shows that 50 
percent at least will come from customers, even ifyou aren'thying hard 
to tap this source. Does your evidence match this?) Have the customer
generated ideas led to faster (and more profitable) product development? 

" 	Are all customers "hounded" for new ideas in all settings? 
" Is there a specific and regular mechanism for salespersons to solicit 

customers' ideas? If so, is there a specific mechanism aimed at making 
sure that design/marketing/engineering/manufacturing pay attention to 
these ideas? Do nonsale functions (markethig, manufacturing or oper
ations, accounting) specifically (alone or as part of a team) solicit cus
tomer ideas? 

* 	Consider giving an award (sales, marketing, engineering) for "best idea 
garnered from a customer this month." Consider sales (marketing, en
gineering) contests focused on unearthing new ideas from customers. 
Consider adding manufacturers/operations people to this crusade (which 
must start by letting them visit the customers). 

* 	Do you treat your designer/buyer types as well-rounded business 
people? Are they brought into the loop-the store, the factory, the 
customer's premises-in a way that makes them team members rather 
than the oddball "creative type"? If the answer is yes, then be specfic: 
List 10 ways (or examples within the last 90 days) you've made the 
designers et al. part of the team. 

" 	Are the "idea" people (engineers, brand managers, marketers, buyers) 
forced to visit customers or sales-floor operations regularly? Monthly? 
How about weekly? 

MBWA: People 

Phil Staley has turned aroune an old Ford plant in Edison, New Jersey. 
Every day he wandered the floor. And then he did more: He started 
barbecuing steaks for his people at one end of the plant. Then he wore 
or less formalized it: he opened-on the floor-a shop of sorts, Staley's 
Steakhouse. He hangs out there a few hours a day, grilling steak, talking 
to 	people, listening. 

Jimmy Treybig, Tandem Computer founder, ib'nks it's important to get 
people together. So he does. Everybody. Once a week. At every Tandem 
facility, from Santa Clara to Singapore, there is a "beer bust" once a week. 
No one is required to attend. But anyone can. And most do. Many say 
that more business is done in those couple of hours than during the rest 
of the week combined. The leader in the gene-splicing business, Genen
tech, a South San Francisco company, practices the same routine. Once 
a week. All hands. Free beer. (Free oysters the week that we were lucky 
enough to attend.) 
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We chat with executive after executive (and many nonexecutives). Theybrag: "Well, we get all our people together once a year. It's a big deal.It's an effort, but it's well worth it." Treybig wouldn't understand that;the Genentech people wouldn't understand it; Phil Staley wouldn't understand it. Hewlett-Packard insists that every division get all hands together,in a common setting, no less than once every two weeks. It's done. Thecost-enormous. At least by some measures. It takes a lot of time, anda lot of energy. But how gcod are you? No better than your people andtheir commitment and participation in the business, as full partners, andas business people. The fact that you get them all together to sharewhatever-results, experiences, recent small successes and the like-atleast once every couple of weeks seems to us to be a small price indeedto pay for that commitment and sense of teamwork and family. The "returnon investment" is probably far and away the bezt of any program in theorganization. Ask Victor Kiam: he started condu.'ting regular all-hands
meetings and sharing rituals as part of hi turnaround program at Remington(the razor people) a couple of years back. He says it's the best investment
he ever made. And if you don't believe him, ask his people.

There are, of course, numerous variations on this theme. Each servesto illustrate the imagination that can be applied to this underthought-about 
area of staying in touch. For instance, People Express has built an internalTV network, WPEX. A daily news show is taped (all "broadcasters" areregular employees-e.g., a pilot just finishing a flight) and transmitted toall the system's locations earl)' the next day. Stock price, customer complaints and praise, and a hundred and one other activities are reported,
and, we hear, avidly watched upon receipt. But here's our favorite (partiallybecause it suggests that we all have the same problems). George Lucas,of LucasFilm (Star Wars, etc.) is just like youa and us! His office peoplefight with his field people, and so on. Lucas has few rules, but one is this:on any LucasFilm softball team, there shall be no more than one personfrom any one department. Genius! When do you find out that people arehuman, not narrow-minded "functional bigots," as a colleague calls them?
Much more likely over a postgame keg of beer than in a committee meeting. 

Boldness! 
Most give lip service to getting people together. ASK, HP, Genentech, Dana andPeople Express put their time (and money) where others put only their mouths,
bringing hundreds or thousands together, from far and near, weekly or monthly.
S.C. Johnson & Son (Johnson's Wax, etc.), the superb Racine, Wisconsin, company


joins the list of the bold. Late in 1984, Chairman Sam Johnson observed that his
British subsidiary apparently felt estranged from the Johnson "family feeling" he socherished. To rectify the situation, he chartered a 747 and flew all five-hundredemployees of the British subsidiary to the United States for a full week! Three days
were spnt touring U.S. factories and attending a lavish gala in Racine put on by
the U.S. work for ce; two more days were devoted to sightseeing inNew York City.
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M1BTWA: People-Some Q-,estions, and Things to Do Now 

" 	How much time do you devote to walking the floor? Be specific: Collect 
some data for about twenty-five managers-all functions, all levels. 
How big is the variation? What's the low end: 5 percent? 10 percent? 
Are you surprised by the pattern? 

" Wandering is a habit that starts close to home (i.e., the next office). 
Are the doors open or closed? Or, better yet, do you even have doors? 
Two examples: An officer in a mid-sized company has a favorite routine. 
Whenever he takes charge of anew area, he always begins by personally 
removing his door from his office. The message is clear. Another col
league one-ups him: he always moves his desk-again, personally-out 
into the secretarial bullpen area. More generally, do physical spaces 
enhance or thwart wandering? (At the highest level of generality, Mars, 
Inc., for instance, physically attaches all administrative facilities to manu
facturing plants.) 

• What is the frequency of "all hands" meetings? Why? Could you do 
more? We urge you to attend an all-hands session at Dana, Milliken, 
HP, Tandem or Genentech, for instance, ifyou can. "Seeing is believing" 
is probably uniquely applicable to this one. 

* Can you readily list ten devices, h la LucasFilm, for forcing warring 
tribes into informal contact? Ifyt-s, can you list ten more-and put them 
into practice? This is a constant battle; there are never enough. 

MBWA: The Technology of Leadership 

MBWA: the technology of the obvious. It is being intouch, with customerE, 
suppliers, your people. It facilitates innovation, and makes possible the 
teaching of values to every member of an organization. Listening, facilitat
ing, and teaching and reinforcing values. What is this except leadership? 
Thus MBWA is the technology of leadership. Leading (a school, a small 
business, or a Fortune 100 company) is primarily paying attcntion, and 
that the masters of the use of attention are also not ordy master users of 
symbols, of drama, but master storytellers and myth builders. All this can 
be accomplished only through means that are visible, tangible. The story 
of the senior manager's ten-minute visit with a neophyte salesman-in 
the field, inhis territory-is relayed inminutes around a system spanning 
six thousand miles. Its effectiveness is many times that of the formal 
pronouncement, which is viewed by most as written by a committee of 
staffers. 

The Smell of MB 'A 

Is wandering encouraged or discouraged in your organization? (Look deeply at 
tis. The implicit is more important than the explicit.) Do you give lip service to 
foster wandering, but then get angry and impatient when people take you at your 
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word and are out of their offices-when you want something now? Bob Waterman 
reports a conversation with a long-time Arco executive about inveterate wanderer 
chairman Bob Anderson: "If Bob would call you from the field, and if you happened 
to be in, you could detect noticeable disappointment inhis voice." Sam Walton of 
Wal-Mart, too, shows ire when people are in their offices: and aP&G manufacturer 
reports, "The worst chewing, out I got inmy career came very early inmy managerial 
days, when a visiting Cincinnati exec wandered by one morning and caught me in 
my office. He gav. me hell and then sonic." These reports are exceptions. More 
common is a young brand manager we chatted with. We asked him if he got out to 
ride with salesmen once a month or so. His reply? "Once a month?! You're kidding. 
If we're not in the office, period, and ready to jump, with data in hand, on asplit-second 
notice, we're in trouble. MBVA around here means bathroom breaks at most." His 
company's record, we'd add, is nothing to write home about. So, collect good data 
on this. By hook or by crook, get feedback you trust (especially from some entry 
level types): What is "OK" and "not OK" re wandering-how/how early is the 
message learned? What, direct and indirect, are the reinforcement devices? 

Here are eight ways to fix the "smell." if it discourages wandering: 

" 	Publicize the fact that you are out wandering 5t017 of the time, and that your 
colleagues are, too (if you and they are). 

" Be meticulous in having meetings inother's offices'spaces rather than yours. 
" Evaluate managers inpart-and directly-on the basis of their people's assessment 

of how well'how frequently they are in touch. 
" Fire a supervisor who doesn't know all his people's first and last names. (McPher

son at Dana did this once; this fellow had been in the slot a half dozen years.) 
* 	 Hold meetings ar I reviews in the field (itgives afurther signal that out-of-the-office 

is the norm). 
" An especially tough one: When you're harried and need sonic information badly, 

and only Ms. X has it, and you discover upon calling that she's out on a field 
visit-don't call her in the field and tell her to rush back and get the answer. Wait! 

* 	 Start randomly popping into offices and asking the inhabi:ants why thfyaren't out. 
0 	 If, say, you're a manufacturing boss, make sure you have a second office on the 

shop floor. If you're an R&D V.P., make sure you have asecond (non-headquarters) 
office in a lab. (S. I. Newhouse, who created the Newhouse publishing empire, 
never had an office or a secretary. ie spent 10091 of his time in his subsidiaries, 
roaming in unanounced and seconding an unimposing office to use for the day.) 

MBWA pervades every level of the effective organization of every 
sort-which is to say that leaders exist at every level. 
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USING FEEDBACK TO IMPROVE PERFORMANCE AND ENHANCE MOTIVATION
 

by 

James A. McCaffery
 

"You know, you got to take the bones with the gravy", said the manager.
 

"Uh, I am not sure..., ah, 'the bones 
with the gravy'?", stammered the
 
subordinate in this 
simulated feedback situation 
during the Manageent

Skills Course workshop.
 

"Yup," said the manager with a certain kind of finality, "you just got 
to
 
take the bones with the gravy."
 

The subordinate, with furrowed brow and puzzled look, said, "Ah, okay."
 

At first, 
when asked what this meant, observors said that if this 'ere a
real situation, the "subordinate" 
would have "gotten the message". When
 
pressed, however, people were 
unable to be specific, and decided that maybe
the feedback 
was not that effective after 
all. Indeed, the "subordinate"
 
in the situation said he really did not understand what was meant, and had
 
no idea what action 
to take as a result of the conversation. Although the

words were of interest because of 
their somewhat mystical tone, the
 
"feedback" had been of little practical value.
 

An unusual situation? Perhaps. Taking "the bones with the 
gravy" does
have a memorable ring to 
it, but the question might be asked -- in
general, how well do managers let subordinates know on an ongoing basis how 
well or how poorly they are doing? 

Not very well, and not very often, our experience suggests.
 

The results of this paucity of effectiv" feedback are serious and negative.

People who work in organi[atc1;s often do not 
know how others in the
organization regard 
their work. People continue unknowingly to perform

work functions in ways that important others regard as 
"bad". Staff

development suffers, 
since one's positive performance and negative habits
 
are 
not identified. The motivational power of 
positive feedback is
 
severely constrained when pci)ple do not 
provide it.
 

When feedback is provided, it is 
otten done under stress, in a crisis, 
or

after a mistake, and it is 
given in these circumstances in abrasive and
less than helpful ways. In a worse case scenerio, someone gets reassigned
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to a less desirable position or 
even fired for something that no one has
 
ever seriously talked to the person about, 
and the person quite legiti
mately asks, "Why wasn't I e-'er told this before".
 

Results like these are important, and affect every corner of organizational

life. 
 They seriously inhibit production, and they have a powerful - If 
sometimes indirect - impact on morale and turnover.
 

Before 
looking in depth at feedback as a management tool, we need to be
 
clear about the way the term feedback is being used in this article. 
Feedback means letting someone know on a timely and ongoing basis how they
 
are performing, and it includes making positive or negative observations 
(or both). 
 Used this way, feedback is meant to be given independent of any

formal performance review process.
 

Although effective feedback should 
also be a part of that process, a
 
manager who limIts feedback to performance appraisal time is seriously

underutilizing it as a management tool. The 
premise of this article is 
that managers should be skillful enough to make feedback a normal and
natural and non-threatening part of everyday organizational life. And the 
climate should be such thAt the feedback is not just between managers and 
subordinates, but between peers on a work team, or between people who must
 
work together even though they work for different divisions.
 

FEEDBACK -- ABUSED AND MISUSED
 

Through consulting and management development programs, we come in contact
 
each year with thousands of managers at 
all levels and from a variety of
 
management contexts. The evidence 
from this work -- which involves
 
watching managers 
 at work in real situations, as well as drawing
observations from workshops -- increasingly suggests that most managers 
give and receive feedback ineffectively.
 

There is ample data to support this conclusion. Perhaps most powerful 
because it is so universal - is the failure of managers in training

workshops to carry out simulated feedback conversations effectively even
 
when the conditions have been set 
up for success. Before each skill
 
practice simulation, guidelines for giving 
and receiving feedback are
 
reviewed, a model feedback discussion is viewed and debriefed (participants
 
are often being quite skillful about critiquing the model session), and
 
individuals are given time to prepare for their own 
skill practice. Yet,

when it is time for skill practice, the managers often carry out the
 
conversation ineffectively, and many are way off the mark.
 

One might say, "yes, but this is a workshop, participants are nervous, it
 
is not a real situation", and so on. 
 There is some truth in this.
 
However, if people are good at something, if they do it well on a regular

basis on the job, they will generally do it well In a workshop setting.

The only difference may be some initial nervousness which is quickly
 
overcome.
 

In addition, participants 
 often make comments like the following

afterwords: "This is difficult"; "I don't do this 
very often"; "This is
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harder than it looks"; "This takes a lot of thought". Comments like these
 
tend to indicate that giving feedback is not 
an activity that managers know
 
well and are fluent with.
 

There is an Interesting experiment which provides another 
source of
 
interesting data about feedback. 
 Ask a group of managers -- at about the 
same organizational level -- if they are satisfied with the quality and 
quantity of feedback they give to subordinates. Then ask how many of them 
are satisfied with the quality and quantity of feedback from their
 
managers. Invariably, 75% raise their hand 
in response to the first
 
question, and often less than 20% raise their hand after the second 
question. 
When we have asked that question of different levels of managers

in the same organization, the response pattern has been the same.
 

This, of course, suggests someone is lying.
 

When this response pattern is pointed out 
to these same groups, there is a
 
shock of recognition, followed by rueful laughter, and then most admit that
 
they probably don't do it as well as they would like to think.
 

As an addition to this exercise, we 
have asked how many feel they receive
 
sufficient positive feedback. Usually only about 1 or 2 of twenty respond

positively to this question. 
 More interestingly, when the question is
 
asked, people generally respond with bursts of laughter. They seem to find
 
it to be a strange question, as if receiving positive feedback is 
as likely

to happen as finding a toaster that actually works for more than one month.
 

This workshop data is supported by consulting work done within organi
zations. Organizational survey work and other forms of data gathering
unearth a consistant pattern within most work places -- people at all 
levels feel they do not receive sufficient feedback. At best, some people 
say that they "definitely hear when something really goes wrong".

Unfortunately, that is often done in 
a threatening and abrasive manner (as

in "You idiot, you screwed this up. Fix it immediately"). This kind of
 
feedback might result in the fixing of 
a short term problem, but generally
 
results in the growth of long term ill-will.
 

FEEDBACK -- AN UNNATURAL ACT
 

Somehow this data 
about feedback seems surprising. After all, there has
 
been a good deal of emphasis on feedback over the past 20 years, at least
 
within the HRD profession. 
 There have been many articles published, there
 
are workshops on performance feedback, and there 
is much stress placed in
 
management training 
on the more formal performance appraisal processes.
Feedback had become part of every manager's tool kit -- or it seemedso 

anyway.
 

Why hasn't this turned out 
to be true? The answer to this question is
 
unclear, although it is interesting to speculate. When managers are asked
 
about the lack of feedback effectiveness, they provide certain typical
 
responses. "There is not enough time 
to do it right," is one reason
 
managers assert they don't do 
it. Another reason given is that the
 
organization culture does not support people using feedback as a management 
tool. A third reason is given as "Good people know how they are doing, 
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they do not need to be told by others". An interesting response to why

people do not give more positive feedback is that "it will be seen 
as
 
insincere".
 

Comments like these are interesting, but they do not fully explain why many
 
managers choose not to engage in the activity of giving feedback. We think 
there are two general reasons for that -- first, giving feedback is almost
 
an unnatural act and, related closely to the first, most people lack the
 
skills to give feedback effectively.
 

Feedback is unnatural because -- at least in the U.S. -- we have learned 
through our cultural upbringing some rather ineffective ways of telling

others how we view their performance. When people do not perform up to our
 
expectations, we either learn to yell at them, or scold them, or we learn
 
to suffer in silence and complain behind their backs to others. 
 When some
one does something good, we often do not tell them because "they might get

a big head" or because it would embarrass them. These cultural patterns,

learned in childhood, stick with us as adults, and form the basis for
 
ineffective feedback patterns in organizations.
 

As a corollary to this "unnaturalness", most people do not have the skills
 
to 
give feedback to others effectively. As indicated above, feedback
 
skills are not culturally natural; in fact, bad feedback habits are drilled
 
into our consciousness. Effective feedback skills are 
not normally learned
 
in college or business school, and although many management training events 
include some training in the feedback area, it appears that it is not 
sufficient to result in changed behavior in this area.
 

In addition to giving feedback, we have noticed that most people are not 
good at receiving feedback. People often get 
defensive and try to
"explain" away the reasons 
behind their actions. They do not listen well,
 
or attack the messenger. All of these responses are likely to result in
 
the giver being less likely to take the time to give people feedback in the
 
future.
 

This situation can be changed by trying 
to modify AID's cultural climate
 
around feedback. 
 We have adapted and developed some guidelines for giving

and receiving feedback which have been tested and 
changed over the last
 
three years with 
a wide variety of managers. These guidelines are simple

and practical, and they work.
 

GUIDELINES FOR GIVING FEEDBACK
 

The "giving feedback" guidelines have been adapted from some original ones
 
published 
by NTL many years ago. Because the original NTL feedback
 
guidelines appeared to be aimed 
more at maximizing the use of feedback in
 
personal growth groups or in other non-organizational settings, 
some
 
changes and additions have had 
to be made to them so they would fit
 
organizational contexts.
 

These changes evolved as 
a result of years of work with real managers and
 
individual contributors who were trying to improve their 
use of feedback in
 
their own 3rganizations. 
We have coached and listened to managers in those
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situations, and we have revised and refined the guidelines to the point
 
where they are extremely effective for use within organizations.
 

Before we turn to the guidelines, there are some Important principles that
 
need 	to be recalled. "Feedback" is a way of helping another person under
stand the impact of his or her behavior on others. It helps an individual
 
keep 	 his or her behavior "on target" and thus better achieves his or her 
goals. Feedback can be positive (some assume it is only the "bad news") or
 
negative, or both.
 

Feedback is more effective when the following criteria are used:
 

1. 	 Make specific statements; support general statements with specific 
examples. Specificity provides to the receiver an exactness which is
 
valuable for both positive behavior ("exactly what did I do right" or

"what should I be sure to continue doing") and negative behavior 
("what precisely should I change).
 

To be told that "you did well on that project" may be satisfying to 
both 	parties, but it is not nearly as effective as saying "you came in 
on time and under budget on that project". The latter statement makes
 
it clear exactly what the feedback giver sees as positive in the
 
receiver's performance. To be told that "you dominate meetings" will
 
probably not be useful unless it is followed up by specifics. "For
 
example, yesterday when we were in the personnel meeting trying to
 
decide whether or not to hire Pat, you talked so much I stopped
 
listening; you may have said good things later in the meeting, but I
 
did not hear them."
 

2. 	 Use descriptive rather than judgmental language. By avoiding
 
judgmental language, it reduces the need for the individual to respond 
defensively. For example, regardless of merit, saying that some 
action was "terrible" or "stupid" or "utterly inappropriate" generally 
evokes anger, return accusations or passive-aggressive behavior in the
 
listener. The feedback message rarely gets through this kind of
 
communicative clutter.
 

On the other hand, describing one person's impact on the performance
 
of another makes it easier for the receiver to understand the meaning
 
and importance of the feedback. Also, it tends to focus the
 
discussion on behavior and not personal characteristics. People are
 
more open to listening about the results of their behavior than they
 
are about the worth of their person. An example is the following:
 
"When you get angry and use abrasive language, it causes me not to
 
want to tell you the truth -- so I just tell you what I think you want
 
to hear". In this example, the results of the person's behavior are
 
made clear.
 

3. 	 It is direct, clear and to the point. No matter how well motivated
 
one might be, certain actions -- "beating around the bush", using lots
 
of modifiers, talking in general terms in hopes that the person will 
"get the message" -- create misunderstanding and discomfort. The
 
point is to communicate directly, not leave someone guessing.
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4. It is directed toward behavior which 
the receiver can do something

about. Frustration is only increased when a person is reminded of
shortcoming over which he 
or she has no control.
 

5. It is solicited rather than imposed. 
 Feedback is mo;t useful when the
receiver asks for feedback in specific areas. This is an ideal that
is not always possible to achieve in organizations. If someone' sperformance is having negative Impact, then it is the responsibility
of others to provide feedback. The best thing possible Is to create
 
an environment within 
which people feel comfortable soliciting

feedback, since that does indeed increase its effectiveness.
 

6. It is well-timed. In general, feedback is most useful 
at the earliest
opportunity after the given behavior (depending, of course, on the
person's readiness to hear it, 
support available from others, etc.).
We are talking here about reasonable time periods -- the same day, a
 
day later, within 
a week, maybe even within a month.
 

However, when it goes longer than a month, people generally end uparguing about history, about what really happened. Moreover, badlytimed feedback also lends itself to the comment, "well, if that was so
important, then why did you wait all this time to tell me". Feedback
given in small pieces -- "chewable chunks" -- in a timely manner is
much easier and more effective than saving things up for the "righttime". The more natural and ongoing the process 
is, the better it
 
will be for all.
 

7. It takes into account the needs of both the receiver and giver of
feedback. 
 Feedback can be destructive when it 
serves only one's ownl
needs and fails to consider the needs of the person on the receivingend. This Is especially true when the giver is angry and wants to"unload" on the receiver. There may be a certain psychological

satisfaction for one of the parties in this instance, but it generally
results in ineffective feedback and a strained relationship. 

8. It is well-planned. It takes time to plan for a feedback conference
 
-- what to say, in what order, how much -- all need careful thought.
If, however, feedback is given on a more regular basis, then feedback 
conferences will be much easier.
 

HELPING OTHERS GIVE FEEDBACK
 

Feedback from another person is one important source of data which helpstell how one person's actions are affecting others. Even if one "disagrees" with the feedback, it is important to hear it clearly and under
stand it. 

Feedback tells one person how another person sees his or her actions andgives one the choice of trying to change behavior. People act on theirperceptions of another's actions; one may be coming across in unintended 
ways, and not know it. Feedback gives one knowledge of one's impactothers; onsuch knowledge Is invaluable for individual performance in
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organizations. There is probably nothing worse than being ineffective In 
ways that are clear to others but not 
clear or available to the Individual.
 
As such, people who are 
interested in enhancing their performance should do
 
everything possible to make It easier for others to give them feedback.
 

Yet, giving feedback is sometimes difficult; it Is especially difficult if
 
one is trying to get feedback from a subordinate. The following guidelines

make it easier for others to give useful feedback. Keep in mind that these
 
guidelines are meant to be used for both positive and 	 negative feedback. 
It is often as hard (or harder) for people 
to hear positive feedback as it
 
is for them to hear negative feedback.
 

1. 	Solicit feedback in clear and specific areas. It is always easier to 
give feedback if one is asked. It Is made even easier when a specific

question is asked -- "Could you let me know what you think of my 
current speed and quality of turning out widgets?" Ask clarifying
questions in order to understand the feedback. 

2. 	 Make it a point to understand the feedback; paraphrase major points;
ask clarifying questions. Active listening helps insure that real 
understanding has happened. It also helps the giver know that the 
receiver is indeed interested and trying hard to understand. 

3. Help the giver use 
the 	criteria for giving useful feedback. For ex
ample, if the feedback is too general, one asks "Could you give me 	 a 
specific example of what you mean?".
 

4. 	Avoid making it more difficult for the giver of feedback than it al
ready is. Reacting defensively or angrily, or arguing with negative 
feedback, or saying, "oh it was nothing, anyone could have done as 
well" in response to 
positive feedback are all ways of turning off the
 
feedback spigot.
 

5. 	Avoid explanations of "why I did that," unless asked. This particular
guideline is perhaps the most important one, yet It is the one that 
most people have trouble with. "Why not tell them", they ask, "so they
 
can understand your reasons?" Unfortunately, in almost all cases,
explaining one's actions comes across as 
being defensive and often ends
 
up 	 in an argument. This then results in the giver beginning to back 
off, think "hey, this simply is not worth the trouble", and will 
discourage the from to effectiveperson trying provide feedback in the 
future. This will not discourage the person from seeing negative

behavior or assessing another person's performance; it simply means the 
person will not provide feedback.
 

Even when asked, explanations should be given reluctantly. Often 
explanations "muddy the waters" and take the emphasis away from
 
understanding the behavior and its impact. If personone has Just 
interrupted another person 5 times in a short time period, the reasons 
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for the interrupter's behavior are not very important (unless the
 
person is undergoing some kind of medical attack); the 	 impact oil the 
other person and on performance is what matters.
 

6. 	Show appreciation for the effort it took for the other person to give 
_you feedback. Saying "thank you" or "I am grateful for the effort you
took to tell me" is a clear message that one appreciates receiving 
feedback, whether or not agreement is reached. This action Invites 
feedback in the future. In some ways, feedback is like a gift, because 
one has to care enough to give it; if the signals are wrong, one simply 
will not provide the "gift". 

7. 	With key points, the receiver should say what he or she intends to do 
as a result of the feedback. This may be "thanks, I need to think 
about it" or "Let me check it out with others" or "That makes sense, 
I"l1 try in the future to ......... If one just listens -- even politely 
-- and walks away, it may give a message that the receiver does not 
take what the giver said very seriously (of course, that is the case In 
some instances!). 

8. 	Remember that feedback is one person's perceptions of another's
 
actions, not universal truth. Keeping this in mind helps one be less 
defensive about feedback. Check it out with others to determine the 
presence of patterns of behavior. If two or three people provide
 
similiar feedback, there may be a pattern reflected which needs to be 
considered.
 

These guidelines for giving and receiving feedback work. If all people in
 
a particular work setting understand and use the guidelines, the feedback 
will be extremely useful and become an integral part of the every day work
 
situation. The more people that 
are skilled in giving feedback at whatever
 
levels, the 
better. That is, of course, why we recommend that the
 
guidelines be "installed" on a system wide basis. If, however, even one
 
person in a feedback situation uses the guidelines, the effectiveness of 
the 	feedback will still be very high.
 

It is vital for general managers to understand that increasing the level of
 
feedback skills within organizations enhances performance and produces
better results. We are not stressing the importance of feedback because It 
is "nice to do" or because it will make the workplace more humane -
although it indeed may have those effects. Getting people to talk with 
each other routinely about performance in a more acceptable, clear and 
precise way simply increases work output. 

If people learn how they are doing from different sources (in addition to
 
themselves), they will work to correct their deficiencies and capitalize on
 
their strengths. Everyone will reduce the amount of unproductive time they

spend complaining to others about the performance of a third party. In
dividuals will feel that organizational managers value high quality per
formance and communicate about it in ways that give everyone a chance to 
perform at their optimum levels. Everyone wins.
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This, of course, sounds easier than it is. Practically speaking, how can
 
you as a manager increase feedback skills within your office or Mission?
 

MAKING FEEDBACK A MORE EFFECTIVE TOOL IN YOUR MISSION OR OFFICE
 

You ce:' begin by finding the others in your office who have attended either 
Lhe Senlor Management Course or the Management Skills Course. Get them
 
together, and discuss how you might 
work towards improving the use of
 
feedback with everyone in the office or Mission. 
 Work 	to support each
 
other as role models to implement this change. There are several specific
 
actions that can be taken:
 

" 	 As a manager, you can publish the feedback guidelines throughout 
your Mission or office at all levels so that everybody is aware of 
the "rules of the game". This will also indicate that feedback is 
a two way process, and that everybody bears responsibillty for the 
success or failure of 
the feedback process. It establishes
 
standards for everyday talk about performance to which all have 
access.
 

O 	 You can run (or arrange for) focused training sessions so people 
can get practice at both giving and receiving feedback. Everyone
should be included in the sessions. They can be short (2 or 3 
hours) and be totally skill focused. A trainer or skilled manager
 
can explain the guidelines and perhaps model an effective feedback
 
conversation. Then, people can be divided into groups of three to
 
practice giving and receiving feedback given typical situations 
that might exist in the Agency or your Mission or office. The 
third person is an observer, and gives feedback about how well the 
guidelines are followed.
 

This is much the same structure that is used currently in both the 
AID Senior Management Course and Management Skills Course. For 
practice, the cases used during those courses could also be used. 

o 	 Once everyone is reasonably clear about the guidelines, you as a 
manager should than reinforce the act of giving feedback. People
should be encouraged to try, even If they feel they will not get 
it "exactly right". After all, if it is not exactly correct, the
 
receiver can ask questions which will get the conversation back on
 
target.
 

o 	 You can serve as a role model for using feedback effectively. As 
a manager who understands and uses the guidelines serves . 

" 	 Take some time to give unsolicited, "no-strings-attached", clear, 
specific positive feedback. This will have a powerful impact on 
people. It will also help set a clear and well-listened to 
example of how to give feedback.
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o In terms of receiving feedback, 
you can make a visible contri
bution by asking for it, and expressing appreciation when it is 
received.
 

Each one of these suggestions for action are seemingly small; yet they will 
add up to create incremental -- but significant -- change. This will have
the effect of changing the norms about feedback in your Mission or Office
(and eventually within the Agency). Since everybody "knows the rules", 
they can help one another be effective with feedback.
 

This will make feedback more a part of everyday life. As was mentioned 
early, the impact of feedback is optimized when it a normal, routine part

of the work environment. If it is rarely given, or only given at EER time,

feedback becomes strained and imbued with a sense of 
trauma which makes it

almost impossible to do well. When given in small, "chewable chunks" in a 
timely fashion, it is much easier to do and much more 
effective.
 

THE MOTIVATING POWER OF AUTHENTIC POSITIVE FEEDBACK
 

There is one of
aspect feedback 
that deserves a special note. Pusitive
 
feedback by itself, when authentic, is a supurb tool to motivate people.
And it is a tool that is grossly underused. People do not provide

sufficient positive feedback; 
it is often used to soften the blow of
 
negative feedback, as a way to pave the 
 way for the "bad news".
 
Organizational life has conditioned us to see positive feedback that way.
Yet, when no-strings-attached positive feedback is given, the results are 
immediately clear.
 

In one of our management seminars, 
there is an exercise where we ask
 
everybody -- after they have been working together intensively in small 
teams for a sufficent time period 
-- to go around the table and give
 
everyone positive feedback. No negative feedback allowed. After 
much
 
nervousness and laughter, people begin to 
 give each other positive

feedback. Even grizzled veterans with 30 years 
 of organizational

experience begin to participate 
 (some almost develop a hernia).

Immediately, the sound level in the room goes up, the energy level
increases noticeably, and the teams become very focused. When asked how

that exercise was, people invariably comment by saying "wonderful" or
"energizing" or "it 
really charged me 
up to get on with the work".
 

There is much that goes on every day that 
is positive. We all should make
 
it a 
point to give one or two people some positive feedback each day,

without any negative feedback attached to it. That is 
not to say we should
 
ignore the negative; rather it is 
to point out that a great number of
 
positive 
things often get no communicative notice. 
 Or we develop a

communication pattern wherein we only give positive feedback as 
a precursor
 
to the "other sho falling".
 

Yet, in an age when we are trying to locate the magic formula of 
motivation, the power that communicating positive feedback has for
motivating people is manifest. It is simple to do, and it does not cost
 
anything. It is a waste not to use it.
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time, an irritant, or a hased producer of training ductCd by a single individual Who consults nobody.Pbarrier to the achievement films for industry. Cur- A great many more are resolved by a letter, a memo),
of an organization's oh- rently, the company is . cll,or si mple Collv esaItill lct\vccn two
 
jectives? The ansvr lies producing a film (featuring peole Ct 

I 


in the fact, as the autlor ohn Clecse of Monty ple s net i m e f ive n t i id )
xv 

says, that "all Sorts of Python) on the suhject pie separately is more effective a pitductive than
 
human crosscurrcnts can of meetings, and this ; half-hour meeting with them all together.
 
sweep the discussin off article springs from the
 
course, and errors of psy- research Mr. lay did for Certainly a great many meetings waste great deal
 
chology and technique on that proiect. lie has also tf 
 cvCryonc's time aitd ',CCm10 be held for lhistorical
 
the chairman's part can written many TV doco- rather than practical rcaison)s. 
 111any1long-establishcd

defeat its purposes." This mentaries, such c(inl inittecs littl e tha ilmen to
as a re nore Isi a dead 
article oIfcrs guidelines Ro,al Fimil', and problems. It wott!d prbabl-v save no end of maln
oin how to right things that authtorcd several boks, agerialI tillc if every cinlnlittCC had to discuss its 
gti wrong in meetings. Fle includitig 0 Itntdiscssin civer''' , ~,,.own dissol Ition once a'1year, atnd pot tip tlcase. ifdiscussion Covers tie Ahchiavclli (Ilolt,toe i~iui~i~,:t ilit, in - itfl itS LIL tCf l ;I tl rtN C V 11 1tlS1triL 	 01iit felt it shotild continue for atnother twvelve nioniths.
 
functions Of a meeting, the hart & \Vinstot, 1f68). I is rell i t did nothing else, it \tttiId at
 
d istin c tion s in e 	 e th e l t i d l s e , ni cl d a t ;iza nd 	 rcilli nf ti le it 
type of meetings, ways IY)raoio'~ 	 least refocuts the inds of the cmtittee membersto be Robwrt 0sloirn. 
define the objectives, 	 on their purptosCs and objectives.
 
making prcpa ratiiins, the
 
chairman's role, and ways 
 But having said that, and granting liat "referring
 
to conduct a meeting that 
 the llllttC to a COlllnlittC" carIl' 'Ctt device for di Inut
will achieve its objectives. ing authority, difftusing responsibility, and delaying
 

decisions, I caintot dIcny that Ineetinigs fultfill a
 
deep hmat I Man is species. II every
need. a social 
organi-2ation aid every huinatM cIlture tif which we 
have t'CCid, pple comie tigCtheCr ilt sial grotips 
at regular and frequteniI t intervals, and in larger "t:ib
al" ga therings frim time to tieic. If t h'C arC no 
meetings in the places VhCrC they Nvi'k, pcoilCe's 
attachlnien t to the organ izations they viirk for will 
be small, aId they will meet in regulIar forial or 
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informlal gatherings in associations, societies, teamlis, 

clubs, or pubs when work is over. 


tor , mo 
positive thanl illst a lci."acy fromlour prim itive hlu nt-
Ing.past. Fromll tim elto) ti m eis tec hlflo)n i'll-tiac 

This Ileed ilcct il, is clcmrly soilcthlll 11101-

, ~file o)t 

Otd ec upC l ,"isi(I' of the CXCCu~i\'C Whoome 11)With 
never lavs his h( m c who controls his whole 
operation froml aii all-clcmo ic, multichannel, 
naliC ,!lhC.-O ptiC vid eC)dis play d reaM1 Co n"s)lCrowMVd 

II inhi lvin k,,,mMuy I1M MagC r W ho hM s ever 

hadILM Anlak 17i I , w ork gre ets th is vision
to an oiY;!, 
w ith it smilc that So~on sit)tchiCs into) l y; nVI. 

Thre isa world of science fiction, mied :,world of 
hubsn reality; hn those who lovfin the 
OT hisMIe relity m % thatc t iseld toethi mry 

pacc-to-cc ti st Atime still performtcItnic-tieg s 
tions that will tiiken oniever b over by telepiones, 
telerinters,Xlea x cvsas,tape rcotders, tlevisio 
monitors, ofrany ot alr instruments oftcclologicnl 
tihe inforgntion r anytiOn eon:CV0 	 tig 

that Ileetings will always pcrform better than inv
 
of tile miore recent communictionl devices:
 

I
 
III the simlplst and ]]ost basic aNY, mieting dcw n 

fill'lS the 91r011p,
tile tC ;.1ll, Or the ullit. T hose prcsc'nt 
belong to it; those absent do not. Everyone is able 
to) look around and perceive the whole giotp mid 
scnIsc the collective idCnltity' (fM IMI 11C Or She fOr-mls 
if part. W e all lknow w ho wec,ire -wh ether w e are 
oil the bo aird of U niverlS lIntcr ntio)nal, ill the ov e
seaIsSAleS LdCI rM11 o f FICXit l1C, 111C., m e m b erhC1C ntI ;I of 
the school nm ingenic cit conim itte, ()n the East 
Hampton football tem, o- in Section No. 2 of" Ph
too ti,Comgpany B. 

riorld 
2 
Aieetieg isthe guCp oere the gr t revises, up

es, ill adds to whait knows aEve roe. ivry 
group crat s its own pol of shared no gitone, Cx
p trincc,iudgment, mid folklore. But the pool con
siswho theOf Universlndivinls invexperience 
Ordisckssea rIS' goMr--.C., tosstvings whichevery 

in"dividIal l101vWs that ;111 the o)thICrs know, loo(. This10 1lvot only nlps Aslme t loriiis to, dti thcir iobs 
h-toreti oolligelt oilso gretly ito. scs thetly, 


ttediately 
At this p)int, ita othe ti a I I t:men ofu perietcety ) IS d rsi 
ing of meetings if C look at tile six ain functions h V toi 1 

clear to it tiwsbirS. it g r totItEes 
I lCai fl left tplttttlgti tnslid onUld 

adeeptliCit t vIda Istsider. 

-2V'"
 

STheed isdwrlicicyimiiltnit,f Afi nll Itil icfitiFunctions of a thoseing 	 lldws tt wrroup 	them. The that all Sl Ci;ll nuances ant! 

Wider iiliCtis aireliyrief ttC lhe Will ( imy
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But this pool needs constant refreshing and re- And just ;Isthe decision of any team is hi ndi og on 
plenishing, and occasionally the removal of ilpti- all the memhe'rs, so the decisions of a mtInig of 
rites. So tile Simple bisi ness of CxChangiilg in foia- pCopile higher LIupinan orIanization carry a greater 
tioll anid ideas that mIChlCrs ILave acquLiired sCpa- au tllirity thaII any decision bV a Si ,glC exec:uti'e. 
ratlCy ir"ill smaller grOtI ps sinIlce tile last fleeting is It is ill 1illr Iarle to challenCg a decisioll Of the 
an importait contribttion to the strenlgth (f the hoard than Of tile chief execLitive acting on his own. 
grotip.1yv ijLiestion intg and cOiiinlti "il newu con- The Iccisiu l-malilg aIthori tv of a meCCtilng is (if 
tributions, the grotp performs an ilmportant "diges- special importalicc for long-terl policies and pro-
Live'" prlocess that extracts Iile aIld dis-what's vauab cedo res. 
cards the rest. 

Sime cthologists call this capacity to share kilowl- In the world i f management, a mecthig is very
edge anL experience atiilC a gromp'"tile social ifteil the Olly Occasion where the teami Or grot p 
Iliuld," concCiving it as a siilgle Illiild dispersed actLally exists and works as a grOLIp, aild the olly 
aini0i1g a inilinber of skulls. TlC\y rcCognizc t hat this time whCn tile StlC'visI', illnagr, or executive is
''socia Illinlid" has a special creative power, tio. A actual ly perceived as tile leader of tile tcanil, rather 
,group ot peoplC icctilg togCthcr+ cail iftcI prOducC tlan as rhe official to whllO inLlividtals Icport. In 
hetter ideas, plans, anId decishons tllan can a single sIle i ils the le'aLlCr iliOes go1ide1his teaM th rou'l 
individuial, ira ilmler of ildividuLiais, each working his pCrsonal presiCnCe-n0t jLst tile leader of a pit 
alonc. The inICCtillg Can of coutrsC also pIlOdtICC worsc gifll g or Col lstlci'i team, bLt ;als(
the clef in tile 
(Ll)Iplits (r 1101iC at all, if it is a bal imeetilg. lh()tcil and tie maitre tile restaukitchein d'ltel iil 

ranl, 0r tile stpCrvisor ina dCpartmCnt stiire. But ill 
I liwvcr, when tile ci inbihned experience, kin wl- larJgC adl in istirative healIqutiaers, tile da ily or wCCk
cdgc, Lidgulnt, aLithuority, and imaginatiiin of a lalf l meetil g is Often the onIl time whllen the leader
 
di zcn pcplc arc riuglt to earm il issues, a great isCvCr pcecived to be glilidilg a tCainl rather tIlai
 
il1lny plans aindl deeisiois aire iinlpriivcL l .lidsilill- doingl a iob.
 
timcs transformIlCd. The iliriginal idea tllat 0ie pCrsoi
 
linght Iave Cione tip witll siugl is tested, ainpl ifild, 6
 
refilled, aIl I\ t aild discissioll A llC'tillg is aislattlS Mrl1. Itis 10 gOI io preteild
sha pci] ;IrtgUilleil 1g 

(wll o Oil p'Oplc a:sSolle SIirtof clleill- that pCoIplC are illt o1 shSliilId niOt hei
iften acts Coleeriltd with
 
ical stinltilalt to hetter perfirlmnee), until 
itsat- thcir status relative tothe utilerlcnh Igotilp.IlCiIrs in 

isfiCs tflrllOrc rCLiiriCl lts alld iwercIoIllls ll ny It is iist ailthcr pairt of htll iliM ttirc tll t wc havC
 
illrc obiections than it i uild illits original form. to live with. Itis a IlOt insignificant fact that the 

wirl order me1cans (ilhierarcly )ir pecking order; 
3 (hI fMilinstrLictioil 0iieorllll;lld; all] (c)stability aml1] 
A mecting helps every ildividtlil LiiderstaILI otll the way things Migh9t to he, as ill "ptIt yiiur affairs 
the collective aim of tile grolup and tile way ill illORIi," 01' "lw aild order." All thiree deitlhins 
which his Own ;il] evcrvonceelse's work can coin- are., asIects i ftile samiet idea, whiChl is i ivisibic. 
trihLitc to tile gr-Olp'S succcss. 

Since a ilecting is sii Often the inly tilc whell 
4 IllCInlerS get the find tIlCir relativechInCC to mlitl 
A mcti ng creates ill Al present a colillitnlnt to standing, tile' "arenafi"tincti is inevitable. When 
tile d'cisiOis itmakes and the Obiectivcs it PtlrStmCS. aIgloup1', isilev, Ias ICader, iriscion piiseIn leCW iif 
0ner SomeItthin,[. haMs hCelL dcCided, cvcil ifvitl nirig- peitil likeliep!1;artllitll t IlCis wli Afre in coillieti
mnall y arlgud .gainst it,your ilclibcrsllip in tle tiiin fln piroiilotioii aid whO di iit w ik iila siilglc
grotip eltails Ohligtlathii accept the decision. t;calll tile mCCtin.g, 'ar hCillviiir' is likel,an ti olltsidC 
The ilt':ativc isto Iivc tile gro1p, but in piactice toifitu ii(';_ lgcly, CvCi t( tile p(inlt of dOllinat
this i:."2ry rarely a lili nlai of significamcc. Rcal ing tile procecdings. Iiiiwvcvr, itwill il'ildiy signify 
iippi)sitili to LlccisiOils within Oiganiz;ItioIls usually withl allig-Cstahlisllcd grollp tilat ICCtis regiuarly. 
consists Oifone part disa;lrcclmlct with the Lccisiiii 
to nine pa rts resentnll ait bing cionsIltctl hu;It 
foreC the decision. FIr IllOSt pcoilc nil lliSt issIs, I)Cspitc tile fact that a iliceting cln perform all iif 
it is cilOLigh to know that their views were hlird the foregoilg ialin fLiunetions, tlcr'C isnluguaraitce 
aniLi considerel. They my regret that they werc llOt that it Will Lii Sio ill ainy givcnl sittiatiiil. It is All too 
followed, but tlley accept tile iitltCi rine. possible thlat any single llecti ll ify be a wastea if 
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time, an irritant, or a barrier to the achievement of 
the organization's objectives. 

What sort of meeting? 

Q 7
While ly purpose in this article is to show the 
critical points at which most meetings go wrong, 
and to indicate ways of putting them right, I must 
first draw some important distinctions in the size 
and type of neetings that we are dealing with. 

Meetings can be graded by size into three broad 
categories: (1) the assembly-loo or more people 

-who' are expected to do little more than listen to 
the main speaker or speakers; (2) the council-4o or

JJ 	 5o people who are basically there to listen to the 
main speaker or speakers btt who calncome i with 
qListions or comments and who may be aski to 
contribute something on their own accoun1t; and (3) 
the committee-up toio (or at the most 12) people, 
all of whom more or less speak o i tequal footing 
under the guidance and control of a chairman. 

We are concerned in this article only with the 
"commllittee" meeting, though it may be described 
as a colmaittee, a subcommittee, a study group, a 
project team, a working party, a board, or by any 
of dozens of other titles. It is by far the most eom
moll neeting all over the world, and canl perhaps 
be traced back to the primitive huntilng band through 
which otur species evolved. Beyonld dIoubt it Coll
stitutes the bulk of the I I million meetings that

_1el 	 so it has been calculated-take place every day in 
the United States. 

Apart from the distinction of size, there are certain 
considerations regarding the t''e of meeting that 
profoundly affect its nature. For instance: 

Frequenclv-A daily neeting is different from a week
ly one, and a weekly 1eeting from a nmnthly one. 

Irregular, ad ioc, quarterly, and annual meetings 
_ 1. ,J are differelint again . 0 the whole , the fre tIeCY of 

-~meetings defines-or perhlaps evenl determlines-the 
degree of unity of the gr 

Conlposif ion-Do the members wvork together onl 
the sane project, such as the n rsi i and ancillary 

. .staff on the saie ward of a hospital' )o they work 
" . on different but parallel tasks, like a neting of tile 

1 ,, 
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company's plant managers or regional sales nian- to be successful. Operational imperatives usually
agers? Or are they a diverse group-strangers to each ensure that it is brief, and the participants' experi
other, perhaps-united Only by the meeting itself ence of working side by side ensures that commu
and by a common interest in 	 realizing its objectives? nication is good. 

AMotivation-Do the menbers have a common oh- The other two types are a different matter. In these 
jective in their work, like a football team? Or do meetings aill sorts of human crosscurrents can sweep
they to some exteit have a competitive working the discussion off course, and errors of psychology
relationship, like managers of subsidiary coinlpanics and techniqlue on tile cai rnlan 's part canii defeat its 
at a leeting with tile chief executive, or the heads purposes. Moreover, these meetings ire likely to 
of research, productiol, and larkCtin, discussing bring together the more senior people anId to pro
filnlnce allocatio n f r the coming ycar? Or does the dcie decisions that profoundly affect the efficiency,
desire for succcss throIgh the meeting itself tllify prosperity, and even survival of the whole organiza
them, like a neighborhood action gro p or a new tion. It is, therefore, toward these higher-level meet
product design committee? ings that the lessons of this article are primarily 

diirected. 
I)Lcision proc',Ys-llmv does tile meeting group ul
timately reach its dCcisions? By a general consensus, 
"the feeling of the meeting''? By a majority vote? 
Or are the decisions left entirely to the chairman 
himself, after he has listened to the facts, opinions,
andliSCLISSiseetinglIS. 	 Before thed 

Kinds of meetings The most ilpmrtant qLIuestion you should ask is: 
"What is this meeting intended to achieve?" You 

The experienced niecting-goer will recognize that, can ask it in different ways-"What would be the 
althouh,l there seem to be five quite differenit ineth- likely consequCnces of not hoILling it,' it is" When 

OtIs Oif anialvzi ng a meeting, in practice there is a Over, hov shall I jutlge whether it was 
 a success or 
tertLeLlcy for certa inikinds Of meetings to sort them- a failire?"'-hut in less you have a very clear require
selves otit into one of three categories. Consider: ment from the meeting, there is a gliave danger that 

it will be a waste of everyone's time. 
The dailv t ctin-, where people work together oi
 
the sa me project vith a com mon objective alnd
 
reach decisions informally by general agreement. Defining the objective
 

The we'klsl' o)mI tlonilv tmtrin,, where menellrs You have already looked at tile six main functiois 
work on differCn t but parallel projects and where that all meetings perftorm, but if you are trying to 
there is ;Icertaini competitive element and a greater Ise a Ineeting toi achieve definite objectives, there 
lilkelih0Od that tile chairman will make tile final are illpractice only certain types of objectives it 
decision himself, can really achieve. Every item on tile agenda can be 

placed in onC of the following four categories, or
The irregular. jccasional, or ",pecial pn icct" lt'ct- divided ill into sections that fall into one or more 
ing, conlip(ised of people whose nornal work does oif them: 
not briig them into contaict aiid whose work has 
little or no relatioinship to the others'. They are I 
uniteL (Iilly by the proiCect tile ineetilng exists ti hfomat ive-digestiv,-Oliviously, it is a waste of 
promote and 1nactiva ted lIV tile desire that the project titile for the meeting to give Ott IIrely factual inshoIIl succCeCl. Though actual votiig is ttnconi nioni, formatioi that would be better circulated in a docti
every mnenlibr effectively has a veto. 	 nieit. But if the informnation slidIilLl be heaird frol 

a particular person, or if it needs Some clarifica
tion and comment to make sense of it, or if it has

Of these three kinds of meeting, it is the first- deep implications for the nietiliebrs if the meeting,
tile workface type-that is proiably the most c(ni- then it is perfectly proper to introduce ai item onto 
mon. It is also, oddly enough, the one most likely the agenda that requires n conclsioii, decision, or 
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tribUtors' importance is their knowledge and ideas 
here their contribution is the responsibility for im 
plementing the plan. The fact that they and their 
subordinates are a ffcoted by it makes their contribu

tion especially significant. 

It is of COurse possible to allocate these executive 
responsibilities without a meeting, by separate in
dividual briefings, but several considerations often 
make a meeting lesirablC: 

First, it enables the members ;as a gron P tO find the 
best way of achieving the objectives. 

:. .Second, it enables each member to i nderstand atId 

action from the meeting; it is enough, simply, that 
the meeting should receive and discuss a report. 

The "informative-digestive" function inlId udes prog-
ress reports-to keep the group up to date on the 
current status of projects it is responsible for or that 
affict its (el iberat ions-and review of completed 
projects in order to come to a collective judgment 
and to see what can be learned from them for the 
next time. 

2 
(;oistrtucti''-origiitittie--Tlbis"What shall we dto,?" 
functioti embraces all items that requ[ire something 
new to be devised, such as a new pl icy, a new 
strategy, a new sales target, a tnew product, a new 
marketing plan, a new procedure, and so forth. This 
sort of discussion asks peOplh to contribute their 
knowledge, experience, judgment, and ideas. ()b-
viously, the platn will probably be inadequLte unoless 
all relevant parties are present and pitching in. 

3 
Lxeclit'vc rcy',l.sihilitic's-TFhis is thle " low shall 
we do it,"' function, which coimes after it has been 
decided what the members are goin g to do; at this 
point, executive responsibilities for the different 
comlponlents of the task haxe to be distributed around 
the table. Whereas in the second functin the c(to-

influence tile way in which his Own joll fits in with 
the jobs of the Others and with the collective task. 

Third, if the meeting is discussi nl, tile i inmplemen ta
tion of a decision taken at a higher level, securing 
the group's consent may be Of prime importance. If 
so, the fact that the group has the opporttity to 
formtulate the detailed action plan itself mnav be the 
decisive factor in securing its agreement, because 
ill that case tile final dtccisi(m belogs, as it were,; 
to the gromlp. Everyone is comtmitted to what the 
group decides and is c01 ectivelyv rcspolsible for the 
fin1al shape Of tile pO ject, as well as iodividuailllv 
answerable for his own part ill it. Ideally, this sort 
of agcnda item starts with a policy, and ends with 
an action plan. 

1 
LcgisO(Itivc frainexwvrlk: Above and around all con
siderations of "What to do" and "low to d1o it," 
there is a framrework-a departmental or divisioial 
organization-and a system of rules, toutines, and 
pricedu res within a1d through which all the activity 
takes place. Changing this framework and intro
ducing a new Organization r)-new proced ures cit n 
be deeply disturbing to committee metube rs and a 
threat to their statis and hmg-tcrm security. Yet 
leaving it unclanmged can stop the rgatnization from 
adalptiog to a cla t, ing world. At whatever level this 
cha tige happens, it in ust have the So lprt of all the 
perceived leadcrs wlnIsC grOIIIPs are affcted 1y it. 

The kcy l'adCrs fr this legislative function must 
collectively make mr comfiroo the decision; if there 
is any inportant dissent, it is vry datllgemus to 
eoh)se the liscmsshito tidl maikdtli tlccisoo by tie
tree. The glllp Icaders caI nit cxpcct qttuick dcci
sions if they are setking it chanlge the organiiatiol 
fralework and MoutinCs that peIople haCve gixlm, tip 
with. Tbhus they moust be prepa rCd to leave these 
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items unresolved for further discussion and con
sultation. As Francis Bacon put it-and it has never
 
been put hettcr-"Counsels to which time hllth not
 
been clled, time will not ratify."
 

Making preparationsL 

The four different functiolns jlust discussed may of 
course be performed by i single meeting, as the I
 
grou p proceeds through the agenlda. Con1sequenCtly,
 
it may he a useful exercise for the cha irman to go
 
thouLgh the agendl, writi ig beside cach item which
 
fulctioln it is intendedIto fulfill. This exercise helps
 
clIlrifv wha1t is expected from the discussiol a11 

helps focus ol which pc(ple to bring in and what
 

LIue st i oIIst o ask t h e m .
 4) 

People

Tihe vilue ,and success oft i c(ninlitte nmeeting.' are •.............
 

seriously thrcatened if too many people are present.
 
Bletween .1 and 7 is gelerallly ideal, io is toler;hle,
 
and 12 is the outside limit. So the chlirman should
 
do cvcrythi ng he ca n to keep i1n2bers down, Coil

0istnit with the need to inrvite evcrv''O1e with ;ai1 
Illiport'lait contribution to make. 

Papers 
The lelder maV haMve to Ilave otut peo)pie who Cxpect The agenda is by far the most important piece (f 
to c inic )r wh have alwiys cltic. For this iob lie paper. Properly drawn up, it has i power of speeding 
maV niCed tact; but since people generally preserve alld cla rifying a meeting that very few people under
a fictionl thit they ,re overworked alreldy md dis- stand Or llarn1ess. The main fault is to make it tin
like serving Imi committees, it Is 1 hIrd necessarily brief a nd vig.e. Fol tile phrasenot usualv exa;inple, 
to secure their conisein t to stay iway. ''developilnent budget" tells no)b)dy' very inuchl, 

whceras the ()tiger explanation "To discuss the pro-
If the ICalcr secs n way oft ettiig the nmeeting posit l for reCictio(n of the i076 1()77 dCvelopinlelt 
dO)wl to i llama gJbe siZe, he at'ry the following budlget nOw that the iitioductioti of mir new prod
devices: (al the ;ilgeCl tL see whether eveCr- uIt is beCtiCpostpoiled" helps jill coil liitttee inein-
Mlie has toi be plscelit fIr every iten (lie liv he hcrs t form some views Or even iust to look t,) 
able to structure the aigeltnda so that sole people call facts ind figuics ili advnce. 
leave at half tilnc id Itihcrs can arrive1 ; (hi ask 
himself whether he doCesn't rellye two separate, [hus the leader should not be afrid o)f a log 
stii;ller nicetings rithcr thin One big olnc and (el algetlida, provided that the lIctlih is tile result of his 
determinietw whether (Inc or tw(i groups caill c askcd ana lyzirg and dLfillin tIg cich itCin mo1-re closely, 
to thrasll sollc (f the topics Out ill advalice S) that rather ihiall of his addin llmor0e itentis thati the nicet
o)nly One of tiem miiceds to cOt)c ill with its pro- ng call ric',soiablv colnsiderl ill the timc allowed. 1Ic 
pOslIls. should try to iIclude, very briefly, some iidicatioi 

(If the reioSll for cach topic to be discussed. If One 
Remenmiber, tol)), that a few words with iamember oIl itei is (If spccill ii ist tI lie grotup, it is Oftetn 
the dly before at mCeetin.g can ilciease the value (f i goOd idia t( sinl, it Oti for special mCiltioll ill 
the nleetin itself, cither by ensttrir g that an iin- it cove ri i im te. 

o(rtiult point is raised thait coies better frlol the 
floor thiain from the chiir (Ir by preventing ;t tic- Ti lcadet shIuld ;ist)Ibeir iln itlild the ustHIl (IC
wasting discussio)n (If a subiect thlt iceed 110t be vice of he;ding eich item1l ''For itforiization, '''l.lr 
toLchiCd (in it ill. discussioil," Or "For decisioi'" sol that those It the 

iectin ig are trying tI get to.know where they 



l 

And finally, the chairman should not circulate the 
agenda too far in aIdvanCe, since the less org;Inlied 
menbers will forget it or lose it. Tvo or three days 
is about right-uii less the Sti pportiIg papers are vo-
luminous. 


Otiher 'paper' t'tI,,idi'hlitio: The order of items on 
the a)gelda is iminporta nt. So tine aspects are obvilos-
the items that neLd iurgent dCcisiol havc to ci tie 
before those that Can wait till neXt timc. ELually, 
the leader docs n(ot discuss tile budgLet for the re-
equiplcnt program bcfore discussing whether to put 
the reequipietllt toif until inext year. But SomeIC as-
pects are not so obvious. Conlsidcr: 

-] 

The early part of Imeeting tends to be more lively 
and creative than the Cnd o)f it, so if an item needs 
mental energy, bright ideas, atrid clear heads, it naV 
be better to put it high up oil the list. Fitaily, if 
there is ()e item Oofgrtt intcrc'st and coicerti to 
everyvne, it intv be a go()d idea to hold it Iback fol 
a while and get somC other lsCtl w(r]k dLne first. 
Then the star itemi can bC intr(od ned too carry tile 
meeting over thei attcltioi lag that sets in after the 
first ISto 20 minutes Of the inccting. 

Sme itcls lnite the ilectitig illa cotmnil frOlt 
while others divide tile neb crsone fromt another,. 
The leader mav want to start with unitv bcfore 
entering into division, mr he iav pre'fCr tile' other 
way ;iroutnd. Tile p)int is to be la\VJr (dftile colice 
and to make it citI IslyLV, because it is apt too ImI.ke 
a (ifferteite to the whole atosphere of tile meet-
ing. It is almlst alwaVs a ideaIto o()od fitd a ulifv 

ing item with which to cld the ulccmtlg. 


A coimmon faolt is too dwell tOW lg triviaI buthoo MI 

urgent itenis, to the CxCluisiol of stlbjects of futila 
mental importailcc whose sigtifiicance is hlog-tclll 
rather thanl ilItiedilte. This tail be tCeinCItd h\ 
putltilg (ol tile agetld the tite At wliCh discuissiorI 
Of tile ilportatilt bu)lg-teril issue will bcgit---aId 
by sticking to it. 

Very f'w business meetings achicvc atnything tOf 
value after two hoIurs, ind ili hour arid ithalf is 
elIoLigh titme to allocate foortstlst ptirpI)ses. 

F] 

It is ;agootood too tile finishilng litte 0f
)ftili idea Pitt a 
Ihleetillg Oil tile l dentIaits well Istile starti'ilg tile. 

1] 
If meetings have a tendLncy to go on1 tOO long, the 
chairman shou ld arrange to start them one hour 
before lunch or one hour before the end of work. 
(;conrally, itemis that oight to be kept brief can be 
introduced ten m inu tes from ,afixed end point.
 

1 
The practice of ci reCLting baekgrotIid or prO )Osal 
papcrs along with the minutes is, in priiciplc, I 
good (ie. It noit only saves litme, but it as I)hclps 
in formulatitig useful qLestios LIndconsideritio)ns 
illadvInCe. Bit the Whole idea is sab)tagcd once 
the papers get too long; they should bc blict or pro
vide a short sit tnmarv. It they ae circIlated, oh
viouslv the chairman a h s to icild them, or at least 
must n(ot be caught tot having read them. 

((.)n chairman, more noted for his ettlinlg than
 
his coIscieltiottsriess, is said to hilVe spent ,o st
oIs beforc each tuctitglli, goilng through all the pa
pCrs he hadi not ,cad with a thick red pen, maiking
 
lines adILI qLestiol MArkS illtile mna14ii at rallndMLlO,
 
aid Imakintg sure these were accidentally miade vis
ible to tile leting while the subject was bcitg dis
 
cussed.)
 

If paipcrs are pr)odceCd illthe m1etillg for discLIssiotl,
 
they should Obvioouslv be brief amd simple, since
 
everVoule has too read tiletim. ItisaISulpreelC folly too
 
btilg a grolup of people tgetlCl too rCILd six pages
 
(of closclv printcd sheets to thcmsclves. Tile extep
tioll is CeLtainl kinIds (ofil;tlci;ll and statistical papers
 

IvhsfIinti)n is to suppo)rtIaN)d illustrate verbal
 
p)oitts aisrcLetoCccc doh)cumnlts ralther thal to be
 
swillowed whoIC: thCsC ar,)tCll Io)fetler tabled at
 
tile Iceting. 

i
 
All item11s shlild be th()ught of atll th()ught ;b(otit 
ill advancC if tley' arC to lie UsCftilly disetSSCd. List
ing "Ativ Otler Itlsiless" ol the agcilila is In itivita
tioi to wasi tnc. Tiis dots nt abslutely preclude
tleh chailiiin's ailtlotiltcilari xlaXt a;,Cnda ittil at 
a itceting if s()intllilg realV utigcnt iiInLitiforeseetn 
cro)ps tip )r is sliggL,tt'dil too) 1ulbY ;ItC111tb i,pr()
videcd it fa irl\' sinmpl Mid raigliltt(orwrda. Noris atil 
diOcs it prcCitidC lis iiviLig tiieC fMr geCltcral till
slrumtlred disCtissiori iflr tile cls of1tie nieCtilng. 

I] 
The chairianl, ill gOillg tllr()uiglh tile Agetul items 
il tla Vitee, CAt tIscfutlly illsert his Oli brif IlotCs 

01f points lie wants toilie S it:re are ill t lllitted Iroill 

1 .V 
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the discussion. A brief marginal scribble of "How 
much notice." or "Standby arrangements? or what
ever is all that is necessary. 

The chairman's job 

Let's say that you have jiust been appointed chair
illill Of the coinmitteC. You tell everyone that itis 
a borc r r a chore. You also tell them that you have 
ben appointed "for my sins." But the point is that 
you tell them. There is no getting away from it: 
some sort of heonor Or glory attaches to the chair
llaln's role. Almost everyone is illsollc way pleased 
and ptrlO.ld to be made chairman of something. And 
th.t is three quarters of the trouble. 

Master or servant? 

~ ici r a ppoli timen t as Comnmittee chiai rmnia takes
I-oplc in different ways. Some seize the opportunity 

to impose their will oil a group that they see thei
selves licensed to dnmimtc.Their chairmanship is 
aha ra nguc, interspersed with demanrods for group1.-
Irmcellilt. 

Others arc more like scortmasters, for whom the . o 
collective activity of the grotp is satisfaction 
ctlogh, with in icCd f, r achievtnent. Their chair
manship is in, rmlike tile end less stki lg arid ficl
ing oifa campf1ire that is not cooking anything. 

Arid there arC the inscure or lazy chairmen who 
hook tothe mccting for reissutance and support in
 
their inCfLctivetles andI inactivity, sO that they can 

spea th Isp)onsibility' their indIcisivenelssre for 
ann trigH Clie TheV on eVe.IV cxpreswhlt)C .,1tol p. sCiZe 
sio i oftdisagrCunCilrt 01 d(ibt ;Isa justiiCltionl for 

BillUt 11ctiffatI i who do nOI go to th scC - l 

CXtrcnIL"', s-till fCL'l lin J'.trlldC .,+JiCLc_'_r)1lI',h tlncLSCCnILCc f
 

(ifthe it iidtrl , plCe theleadin oto 1thirtat 

of thle tale fotilte firsIt The iig is no0 Siii:rime"I. felX (hV. 

shardi'L by thle , tlIhe Irember(1s of thc niecti rig. - > 6( b( 'L 

It is tlie chi irni ii's sel f-i ridlulglicc tht i,the great-
Cst single barrier to the success of a mtc ting. Hhis 
fir t duty, then, is to be aware f the tcrn ptatitIn ard 

http:ptrlO.ld


52 1larvard Business tevicw 	 March-Apid 1976 

of the dangers of yielding to it. The clearest of the
 
danger signals is hcaring himself talking a lot dii r

igldiscussionl. 

O)ne of tile est chirilmen I have ever served uinder
 
makes it a rule to restrict her interventions to a
 
single sentence, Or at most two. She forbids herself
 
ever to co)ntribute a paragraph to a m1lecting she is
 
chairin.g. It is a harSh rule, but yoMu wOuld be hard
 
puLt to finld l regular attenlder o)f her meetings (Or
 
anyone else's) wh() thought it was a bad one.
 
There is, in fact, oily one legitimate smrce of plea

sure il chairmn1shilp, and that is pleasure in the 5
 
achievenltS ()fthe meCtilng-fAld to be legitimate,i 02
 
it must be shared by all thtosc present. Meetings are
 
JIA' s'r\' for all sots ,ifbasic and primitive human
 
reasons, but thcv are nl.'lfwi l only if they arc seen
 
ly all present to be getting silmwhe re-aild some
where thev know they cotUld not have gotten to
indlividually. C-

If the chairman is to make sure that the meeting
 
achieves valiable obiectives, he will be more ec-
Cf 

tive seeing himself as the servant of the group rather
 
than as its master. His role then becomes that of
 
assisting tile group toward the best conclusion or this item and on to the next one, rather than by
 
decisioln in the niost cticien t fnIlnncr pI)ssibI: to resorting to pulling ranK.
 
interpret aMd clarifv; to move tile disCtIssion for
ward; and to bring it to a resolution that everyone There are many polite ways the chairman can in
understands and as tile will of tile (icate a slight impatience even when somleone else
acccpts abeing 
nieeting, even if the ilndividtals do itt)t necessarily is speaking--by lcming forward, fixing his eyes on 
agree with it. tile speaker, tensing his muscles, raising his eye

bro)ws, Or ntodding briCfly to show the p)int is taken. 
Iis trtie sourcec of authority with the menbers is Anrd ws'hen re'plVin g mi-commenting, the chiirmanii
the strength of his perceived conmitment to their 	 tai il icat, 1y the speed, brevity, and finality of his 
combined )bicctive and his skill and efficiencV in intonation that "we have to m)ve on." C'velsely, 
hClpingI and guiding them to its achievement. Coln- he cart reward the sort of contribution lie is seeking 
trol and discipline then becoet1 n()t the act of iun- by the opp)site expressions and intonations, sh)w
p)sing his will on tile grtip kit (f imp)sing the ing that there is plenty of time for that sort of idea, 
gro)up's will on any iindividll who is in danger of and encouraiging the speaker to dCvehlop tile p)int. 
diverting Or delLVin,g the pr()gress tif the discussion 
and so frin rcaliLing the oibjective. 	 After a few meetings, ill present readily understand 

this itoiltverbl lalnguglec (ofchairilanship. It is the 
(ncC tile mem rs realie that thie leader is il- chairiiai's chief ilstruInelIt (ofeducaiting tle gu()pf) 
polled by his coinnlitiilt it their common ()I)- into the geiieral type (f "meting behavior" that lie 
icctivc, it d().'S lt take great frcc (ifpersonality is l(oking fou. I c ISstill tic '-crv;int of tile group,
for hint to Cotitrl the miLctilg. In1deed, a sense of( but like t hircd Imllitlill guide, lie is -he )le wol) 
tIlrlelncy and a clear de'sire to realh the best (:()I)- knows t ilt'dCsilatiolln, the r()tlt,tile wather signs, 
clusion As quickly as<p are t 1uch l tilthe otl ,' ifsibl tA ll(oie' ti lne the eyl'w ill tike. SO ie Sulgg Cests, 
effective di'sciplinarv inistrItilcnt tlin, a big gelvc. that the lneinlirS walk a bit faster, they take hisi 
The efCCtive Clhaillil can then li()Il tile discussiotn advice. 
to tile p)int Ibvindicaiting thait there is 110 time to 
ptrsue iaiprticular idea inow, that tIlercis it time This role of servant rather than master is often 
for o)og speeches, thalt tile groip has to get tlri()ugh obsctured ill large orgatnizatiois ly the fact that 
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the chairnan is frequently the li!1e manager of the A subjct is ratisCd, people say what they think, and 
menmbers: this does not, however, chlage the cality fin;lly a dCcisi(ll is reached, or the discussion is 
of the role of chairman. The point is easier to see termimated. There is some tin th in this. Morcover, 
in, say, i nCighh)lh)od ,ction .roulp. The ltUstion it would Ke a nitakv it)try and tiC CvCiV discussio)n 
in that case is, Simply, '"Through which pcris(on's of CvCy itCmI dolwn to a single ilitiltalle forilat. 
ch irina shi p d(o we coIIlCctivClNy have the hest 
Chance (t getting the children's pI:lvglrtid huilt"', NeverithelCss, there' is at logical order to i gir)up dis

ctussiol), anid while thlCe c;_an he iCiS(ons r nlot fi-
Illowt-vcr, 0inC spcciil prili ispNtdS 1 hlv thisdetini- lowing it, there is n) itlitific;tioln or int being 
tiol (of ilt cilirlmn's rlc, aextreellly of fIewand it hls J11 aar;lfe it. Ill pricticC, very disuisioin ll 
interesting aln.swefr. The luCstioll is: Ilw Call the inhihited,iand I11,a11N. art." CXpCdited. Iw A consciois 
chairnlin colliitic his rol with the r lt i CInem- idlhcrence to tilhfollowing stigles, which follow ex
her ldVocatilng one side It a11 llnLtiiilicit etly the Sllle p;Ittl'n aIS at visit to the dollctor: 

The ailn"Iswer ConiCs froll sme tIliCurstilng studies',; h ' "What 'co'i,, to) I' thi' tlmnIlh.'. Tlic i'.soul for all 
rcsCirclers Who) sat ill on hundire'ds] Lt meentings itel on tLisially theof to cing i linc'ting ;igc'nda is like 
find otlt hoM tlhey work. Their consncisus finding is sillptollm wc go to ihe doctol with:' "I kccp getting 
thait l)St Of ilC flectlive. discuissiols hlvC, il fIct, this piin il my hack" is illogous I "SalCs hilve 
two lecdls: nile_ tle call at "'all,' or ''sc,'' risen ill (iCrllllallhut fallci ill Iaiclcc.'" In hoth 
lciidr; the llhc l ' itk," m "or'pric,", lcndcr. Css it is clCar tlil snitiing is wrongl[ and thilt 

sotnCtllilg Otl.ght to he iInC ih)put it right. ilt uniiil
 
RegardlCS of wihthCr lCildrshilis in fact a singlc the visit to tihe the mL'tingl of thle
doctor, Or ]Eurll
or a1dual futnctioln, for ll ptipo1<;cfsCS it i cIn ]ito eail Cillllllilte
1.glu iliall-kctiig , that is ihotit all we 
;a\' that tlile chiaiiian's hcst ic,is thitlof socill raILly know. 
ScatLCIr. If he wants Pi tictular point he' trlvto 

adv1ciitcd, Ilitiis tns thalt it is SillicMnCi Cls Who) ''/w /n , thl/'n . ot'". lhc doctor will
 
lCaLd of1f tihe ti. k lisctissi(ii, aid ie hllds bc'k st;art With A casC historV 
 oft ill the relevatill ick
tiltil 1titCIel Later ili tiettinICiit. iIt indeCd ild ficts, andI oC gLit so) will the colInilittec discussion. 
clilng li f ty his ViCw thioi hiciring tihe dis A solid h isis of sIareL-l and igrccd-Lon tiicts is the 
cutissIl, blt Cv.ii if he dos not it Is ultch easicr het' foMIlitioll to huiild nixV dCcision in, nt i set 

,
ll supo ill els,.tfor llinltoshow fo ne ', point oft prtriiCiim qLuestins, will IhClp estthlisll it. nli cX
lIte il tile discission, afte listcniig to the Ifrgtl- aiplc, \Vheln did FrcIchl sle', stalrt to f1ll 11 I l;ivc
 
lmltits. [hCn, he ca aiell flvor of(i (4i1iuail SAlC SCHn las, FIlCi hid
Sli :iCin tilte C ri cxctleptinillI 
he prefc'rs. dcli\'Clv p hlcin, r less sales Cffort, Or wCaker 

idvcltisn,. I ave we lo'nt Iitl sli,if, (r ar Ltri 
The task ;advcatC Might IrC.ularlV he the chairllall' , cmetI)titols' sAlCs falliii. to()- If the asW'Is to) All 
scnCtlid-in1-cnilland, tir i diflcr, nl person 11might these qutinsi)iuS, and oriif,are tit csthiblishcd at1
 
id'ctile for different items on the agenda. ti snllic tlhe ' t,A lot of itCtlSiion mV he witd ]iltCr. 
st hicets, thc clhirn iiniight well he ihe task ad-
Vocilte hilSClf, Cspeciilly if tlhy do) "''uX',II \'oii iiwt "''Iloi invllvC In'tmvin ilt' (,It(l The doetti: 
colntlict within the grilp. The ilitlit oiiit is will thCn oIIluic a physical 'xNiiiiilt.tioll to lilid 
tlt tlc chlairinani haJs to kIep li: "Socil' lidership'' out ho llwte patintl is now. 'lhe ct'tuiittC, too, 
ev'; if it meillans sacrificing his "task lcadcrship.' will wxil to know how things satimd at tilts iilllit. 
IlowCvCu, if the dt sigLitctl tisk Il v)caic iSsts ill Is <ctiln leing taklC I( liig-icni llrdcis slhow 
chainpiniing I cacase thoigh two ort thr-cc filccl- sim irctd 7 \'hi the "the ire ltItLi figtilrc<C \Vliht 
ings, lC risks I)uildin4lup qlitC ;iIi of ;iit;i.o(I- is the Ulilett stock psiiiolti 7 Ihmvlotuch llmllcy is 
nif to hii among the (tllei l1tniiihrs. Lhvcl so, this l eft ii dlie advcrtising hiitdgct
iltagol ist harillMs tihe golup le-'ssICY ' imig direlctd 
;itthe "task l dlcer"than ;attile ''socil ICla er.' ''Yiit, <,i' to iit'' Ic,/ , a I)i,'."\\'hcli ilh thfcts 

illae Utai iv, ra ; I ACsahliiIh-d, V(1 n i 1 dtgiiki . 
di Ctot' may en d( qIickly, hll tHa is teCMi to his 

btructure of discussion isilt Of CXpClience, aid practice. IIe is, in flac, 
raidtly 'litiiin, all the tnpo',i!hIc or Lii ticLd 

It may sceun that there is no right way or wring Cxplainatuions ut i lie leave lii itself wi tl i l i lilt. 
way to struictulr' at colilliitteC mCCtinl LiscLssiol. The coliitilittce, too) will lidi:a itd clitilimate 
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variety of diagnoses until it homes in on the most 
probable-for example, the company's recent en-
ergetic and highly successful advertising campaign 
in Germany plus new packaging by the market 
leader in France. 

"Takc tiis room!l to the, driiggist." Again, the doctor 
is likely i,)take a slhortcut that a committee meeting 
may he wise to iwVoid. The doctor comes out vith a 
single lprescription, and the comm ittee, too, may 
agree quickly on a sinogle course of action, 

But if the course is not so clear, it is better to take 
this step in two stages: (a1l costruct a series of op
tiolns-do not, at first, reject any suggestions ontright 
hut try to ;elect anrd conbiine the prmisinig elenetiis 
from all of them in tila nomil er of thotigh t-ouLt, 
coherent, and sensible soggestions are on the table; 
and (b)only whenv (ti have generated these options 
do you start to choose ;rnttug them. Then yli 
can discuss anod decide whether to pick the course 
based oii repackagitig lad point-of-salc promotioi, 
or the one based oi acdvertisinig and a price ctit, or 
the oie that bides its timeinad s;aves the moncy for 
heavier new-proctict pro)m(otion next year. 

If the item is at alI coolmplex or especially sign ificant, 
it is important for the chairman not only to have 

the proposed course of the discussion in bis nw 
head, but also to announce it so that everyoI 
knows. A good idea is to write the headings on an 
easel pad with a felt pen. This saves much of ihe 
time wasting and confusion that reSult when people 
raise items in the w.vrong place because they were 
not privy to the chairnan's secret that the right 
place was coming up later on in the discussion. 

Conducting the meeting 

Just as the driver of a car has two tasks, to follow 
his route and to manage his vehicle, so the chair
man's job can be divided into two corresponding 
tasks, dealing with the subject and dealing with the 
people. 

Dealing with the subject 

The essence of this task is to follow the structurcq 
of discussion as just described in the previous see
tion. This, in turn, entails listening carefully and 
keeping the meeting pointed toward the objective. 

At the start of the disctIssion of any item, the chair
man should make it clear where the meeting should 
try to get to by tie end. Arc the inemlcrs h t ing 
to make a clear decisim or firm recinniendation? 
Is it a prel i niinary deliberation to give the members 
something to go away with and thinik abouit? Are 
they looking for a variety of Clitfreuilt liines to he 
purstIed oti tside the meeting-" I)o they have to all
prove the proposal, or inerely note it.' 

The chalirmian may give them a choice: "Ifwe can 
agree oiia course of action, that's fiue. If not, we'll 
have to set up a working partv to report and recoin
mend befo re ncxt tnlt(0 th's mecting." 

Thie c irna i slId i Ctrlitltl he inmeik 'tire 
hers tinderstald tihe isscue ad why they arccdis-
Ctussing it. ()ften it will be obviotis, or else they, may 
have been througl it beft re. If nlt, then he tr 
someone lie haS brictCcI before the meeting shMnlolti 
give a short iictrodUctio(n, with stile iilication 04 
the reason the item is Oil the agenda; the sit(try sO 
far; the present position; what needs to be estab
lIishel, resol vetd, -(seClI;or pr1t) atcd Some indicCatioll of 
liles of inqCIuiry or courses of action that have been 
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suggested or explored, as well as arguments on both 
sides of the issue. 

If the discussion is at all likely to be long or corn-
plex, the chairman should propose to the meeting 
a structure for it with headings (written up if neces-
sary), as I stated at the end of the section on' "St rue-
tore of discussion." H1e should listen carefully in 
case people jump too far ahead (e.g., start proposing 
a coourse of action before the meeting has agreed 
On tile cause (Of the trouble), or go back Over Old 
grounud, or start repeating points that have been 
made earlier. He has to head discussion off sterile 
or irrelevant areas very quickly (e.g., the rights and 
wrongs of past decisions that it is too late to change, 
Or distant prospects that are too remote to affect 
present actions. 

It is the chairman's responsibility to prevent mis-
understanding and confusion. If he does not follow 
an argument or understalnd a reference, he should 
seek clarification from the speaker. If he thinks two 
people are using the same word with different mean-
ings, he should intervene (e.g., one member using 
promotion to mean point-of-sale advertising only, 
and amn ther also ineltuding metlia publicity). 

He may also have to clarify by asking people for 
facts or experience that perhaps intl uCce their view 
but are not known to others in the meeting. And he 
should be On the lookolt for points where an in)-
terin soin ma ry wooUId be helpftIul. This device fre-
LtiCfltIVy takes only a few seconds, and acts like a 

life belt to some of the members who are getting 
oit of their depth. 

Sometimes a meeting will have to discuss a idraft 
document. If there are fail]ts in it, the members 
should agree on what the fatits are and the chair-
man shotilId delegate someone to prodtice a new 
draft later. The grotip shotId never try to redraft 
around the table, 

Perhaps one of the most common faults of chair-
ma nship is the failure to terminate the discussion 
early enough. Sometimes chairmen do not reali:e 
that the meeting has effectively reached an agree-
men t, and coInsetlLently they let the disctission go 
on for another few ininutes, getting nowhere at all. 
Even more often, they are not quick Cnotigh to close 
a disCtission before agreement has been reached. 

A disctission shoultd be closetL orce it has becomC 
clear that (a) more facts are required before further 
progress can be made, (hI disctission has revealed 

that tile meeting needs the views of people not 
present, (c) members need more time to think about 
the subject and perhaps discuss it with co!lcagues, 
(d events are changing and likely to alter or clarify 
the basis Of the decision quite SoOn, (el there is not 
going to be enough time at this meeting to go over 
the subjcct properly, or (f) it is becoming clear that 
two or three of the members can settle this outside 
tile meeting withlout taking Up the time oIfthe rest. 
The fact that the decision is difficult, likely to be 
dispouted, or going to be uilnwelcome to somebody, 
however, is not a reasn for postponement. 

At the end of the discussion of each agenda item, 
the chairman should give a brief anL clear summary 
of what has been agreed oi. This can act as the 
dictation of the actual minutes. It serves not merely 
to put the item on record, btit also to help people
realize that something worthwhile has been 
achieved. It also answers the qustion "Where did 
all that get us,'" If the summary involves action by 
a member of the meeting, he should be asked to 
confirm his acceptance of the undertaking. 

Dealing with the people 

There is only one way to ensure that a meeting 
starts on time, and that is to start icon time. Late
comers who find that the meeting has begun without 
them soon learn the lesson. The alternative is that 
the prompt and punctual members will so,n realize 
that a meeting never starts tin til ten inin utes after 
the advertised time, and they will also learn the 
lesson. 

Ptinctual ity at future meetings can be wonderfully 
reinfirced by the practice of listing late arrivals (and 
early departures) in the mtinutes. Its ostensible antd 
perfectly proper purpose is to call the latecomer's 
attention to the fact that he was absent when a 
decision was reached. Its side effect, however, is to 
tell everyone on the circulation list that he was 
late, and people Lo not want that sort of informa
tion aboot themselves ptl lished too frequently. 

There is a growing voltIme of work on the signifi
canec of seating positions and their effect on group 
behavior and relationships. Not all the findings are 
generally agreed on. \'hat does seem true is that: 

Having members sit face to face across a table facil
itates opposition, conflict, and disagreement, thotgh 
of cotirse it does not tourn allies into enemies. But 
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it does suggest that the chairman should think about 
whom he seats opposite himself. 
[] 

Sitting side by side makes disagreements and con-
frontation harder. This in turn suggests that the 
chairman can exploit the friendship-value of the 
seats next to him. 
[] 

There is a "dead man's corner" on the chairman's 
right, especially if a number of people are seated 
in line along from him (it does not apply if he is 
alone at the head of the table), 
F1 
As a general rule, proximity to the chairman is a 
sign of honor and favor. This is most marked when 
he is at the head of a long, narrow table. The greater 
the distance, the lower the rank-just as the lower-
status positions were "below the salt" at medieval 
refectories. 

Control the garrulous 
In most meetings Someone takes a long time to say 
very little. As chairman, your sense of urgency 
should help indicate to him the need for brevity, 
You can also suggest that if he is going to take a long 
time it might he better for him to write a paper. If 
it is urgent to stop him in full flight, there is a useful 
devicC of picking on a phrase (it really doesn't mat-
ter what phrase) as he utters it as an excuse for cut
ting in and offering it to someone else: "Inevitable 
decline-that's very interesting. George, (to You agree 
that the decline is inevitable" 

Draw out the silent 
In any properly IriI meeting, as simple arithmetic 
will show, most of the people will be silent most of 
the time. Silence can indicate general agreement, or 
no important contributioli to make, or the need 
to wait and hear more before saying anything, or 
tMo good a Ilunch, and none of these need worry you. 
But there are two kinds of silence you Must break: 

I 
The silence of diffidericC. Someone rMay have a va! 
able contribution to make but be strfficiently Fer-
vons about its possible reception to keep it to himi-
self. It is important that when you draw out such 
a contribut rn, you should express interest and 
pleasure (tlourgh not necessarily agreement) to cn-
courage further contributions of that sort. 
2 
The silence of hostility. This is not hostility to ideas, 
but to You as the chairman, to the meeting, arid to 
the process by which decisions are being reached. 

This sort of total detachment from the whole pro
ceedings is usually the symaptoma of Some feeling o 
affront. If you probe it, you will usually find that 
there is something bursting to come out, and that it 
is better out than in. 

Protect the weak 
Junior members of the meeting may provoke the 
disagreement of their seniors, which is perfectly 
reasonable. But if the disagreement escalates to the 
point of suggesting that they have no right to con
tribute, the meeting is weakened. So you may have 
to tlke pains to commend their contribution for its 
usefulss, as a pre-emptive measure. You can rein
force this action by taking a written note of a point 
they make (always a plus fur a member of a meeting) 
alrd by referring to it aga in later in the discussion 
(a double-plus). 

Encourage the clash of ideas 
Bit, at the same time, discouIrage the clash of per
sonalitics. A good meeting is not a series of dialogues 
between individual members and the chairman. Iln
stead, it is a crossflow Of discussion and debate, with 
the chairman occasionallV guiding, mediating, prob
ing, stimulating, and su mma riziing, but mostly let
ting the others thrash ideas otIt. H-towever, the meet
ing mtust be a contention of idleiL, not people. 

If two people are starting to get heated, widen the 
disctIssion by asking a question of a neutral meme
her of the meeting, preferably a question that re
quires a purely factual answer. 

Watch out for the suggestion-squashing reflex 
Students Of meetings have redtrced everything that 
can be said into questions, answers, positive reac
tions, and negative reactions. Otlestionls can rilly 
seek, and answers only supply, three types of re
sponse: iriformatior, Opiiioll, aid suggestion. 

In almost every mdlern (orgaiiZatiori, it is the stIg
gestiorns that contain the seeds of fuItutire success. 
AIthough very few suggestions will ever lead to any
thing, almost all of them riced to be giveu every 
chance. The trouble is that stIggestiorns are ritrch 
easier to ridicIle than facts or opinioins. If people 
feel that rnakirig a stIggesti(m -','ill theprovoke 
negative reaction of heinrg ahrughed at or squaslied, 

¢they will soon sto p. And if t i;,ic '.nV stattrs-jos
tling going on at the meeting, it is all too easy to tlse 
the occasion of someone's making a suggestion as 
the opportunity to take him down a peg. It is all 
too easy and a formlra to ensure sterile meetings. 

.. 
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The answer is for you to take special notice and 	 spent with appointment diaries at the end, especial
show special warnth when anyone makes a sug- ly if it is a gathering of five or more members, can
gcstion, and to discourage as sharply as yOU can the save hours of secretarial telephoning later. 
squashing-reflex. This can often he achieved by rc
quiring the squasher to produce a better suggestion
 
on the spot. Few suggestions can stand up to squash- Following the meeting

ing in their pristine state: your reflex most be to 
pick out the best part of one and get the other corn- Your secretary may take the minutes (or better still,
inittee members to help build it into something that one of the members), but the minutes are your re
might work. 	 sponsibility. They can be very brief, but they should 

includle these facts: 
Come to the most senior people last
 
Obviously, this cannot be a rule, but once someone 
 El 
of high authority has pronounced on a topic, the The time and (late of the meeting, where it was 
less senior members are likely to be inhibited. If held, and who chaired it. 
you work up the pecking order instead of down it, L1 
you are apt to get a wider spread of views and ideas. Naies of all present and apologies for absence. 
But the itnirs who start it off should only be asked [1
for contributions within their peisonal experience All agenda item (and other items) discussed and al
and competence. ("Peter, you were at the Frankffurt decisions reached. If action was agreed on, recrrd
Exhibitin-what reactions did y{ou pick Up there'") (and underline) the name of the person respon,ible 

for the assignment.
Close on a note of achievement []
Even if the final item is left unresolved, yOU can The time at which the meeting ended (important,
refer to an earlier item that was well resolved as because it may be signifirant later to know whether 
you close the meeting and thank the group. 1.1e discussion lasted 15 minutes or 6 hours). 

El
If the meeting is not a regular one, fix the time and The date, time, and place of the next committee 
place of the next one before dispersing. A little time meeting. 
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DEFINITIONS AND CHARACTERISTICS OF HIGH PERFORMING SYSTEMS
 

Peter B. Vaill
 
George Washington University
 

An "'excellent human system" - a high performing system presents one at the
 
out~et with a profound conceptual problem: how does one define ex.Cellent?
 
YouL"high-performlng system" might be my "case of the compulsive pursuit of a
 
soc4ally useless objectlve".*** Or vice versa. There is no real escape from
 
this problem, for how we define "performance" and "excellence" depend on
 
values. As working rules of thumb, I have treated as high performing systems
 
those organizatlot,; or groups which meet one or more of the following criteria:
 

1. 	They are performing excellently against a known external standard. The
 
cleanest example is a team which does more of something in a given time
 
period, or does a set amount faster, than it is usually done, or than it
 
is done by the team's competitors.
 

2. 	They are performing excellently against what Is assumed to be their
 
potential level of performance.
 

3. 	They are performing excellently relative to where they were at some
 
earlier point in time, i.e., a developmental criterion.
 

4. 	They are judged qualitatively by informed observers to be doing
 
substantially better than other comparable systems.
 

5. 	They are doing whatever they do with significantly less resources than it
 
is assumed are needed to do what they do.
 

6. 	They are perceived as exemplars of the way to do whatever they do, and
 
thus become a source of ideas and inspiration for others, i.e.,.a style
 
criterion.
 

7. 	They are perceived to fulfill at a high level the ideals of the culture
 
within which they exist, i.e., they have "nobility".
 

8. 	They are the only organizations who have been able to do what they do at
 
all, even though it might seem that what they do is not that difficult-or
 
myste-ious a thing.
 

"** I once asked a student, who was insisting on an exact definition before
 
she could write her term paper, "If this were a course In Botany, and the
 
assignment was to describe a beautiful flower would you find that
 
Impossible?" This rhetorical question she did not find too helpful,
 
although I was pleased with it.
 



One 	of the delightful things about searching for high performing systems is
 
that one discovers a very large number of human systems which meet several of
 
these criteria. Even though the behavioral sciences don't know it excellence
 
is alive and well. Some such organizations are famous, glamorous, "trendy"

but others are very humble and insignificant, even drab. The criteria though,

lead one to discover many varieties of beauty in human relationships and many

forms of striving which a "tighter" set of criteria would overlook- Whether
 
doipg serious social 
research or just living in the world, these ca-iteria will
 
introduce one to extraordinary human phenomena.
 

The Characteristics of High Performing Systems
 

Here is what I have found out about high performing systems:
 

1. 	HPSs are clear on their broad purposes and on nearer-term objettives for
 
fulfilling these purposes. They know why they exist and what they are
 
trying to do. Members have pictures in their heads which are strikingly
 
congruent.
 

2. Commitment to these purposes is never perfunctory, although it is often
 
expressed laconically. Motivation as usually conceived is always high.

More important than energy level however, is energy focus. Motivation is

"peculiar" in the literal 
sense of that word: "Belonging exclusively to
 
one person or group; special; distinctive; different." (Outsiders find
 
motivation peculiar too In the more 
usual sense of "weird, eccentric".)

Energy is invested in particulars - in specific methods, tools, idea
 
systems, arrangements and styles.
 

In most HPSs, there will be some sense of its operation analogous to a
 
feeling of rhythm. One of the "peculiarities" of motivation which is
 
very important is the way members express their energy and commitment
 
through getting into a "groove" of some kind.
 

3. 	Teamwork in HPSs is focussed on 
the task. Social psychology's favorite
 
distinction between "task functions" and "group maintenance functions"
 
tends to dissolve. Members will have discovered those aspects of system

operations which require integrated actions and will have developed

behaviors and attitudes which fulfill these requirements.
 

Couples with the previous proposition about the focus of motivation, this
 
means that there is usually a strong conservatism evident in the HPS.
 
There are firm beliefs in a "right organizational form", and a noticeable
 
amount of effort is devoted to attaining and maintaining this form.
 
Theoretically, "form fellows function", but once members have found a
 
form that works, they cling to it.
 

4. 	Leadership in HPSs is strong and clear. It is unambivalent. There is no
 
question of the need for initiative nor of its appropriate source
 
(although it may not always be the same person). Leader style varies
 
widely from HPS to HPS, but is remarkably consistent within a given HPS.
 
Leader style is never conflicted: it does not swing between cool/warm,

close/distant, demanding/laissez faire. Leaders are experienced as
 
reliable and predictable.
 



5. 	HPSs are fertile sources of Inventions and new methods within the scope

of the task they have defined and within the form they have chosen. HPSs
 
are relatively conservative about new methods and inventions which take
 
them outside the task boundaries and structural forms they have
 
traditionally practiced. "They do not tamper with 
a good thing".
 

6.. 	HPSs are clearly bounded from their environments and a considerable
 
; 	 amount of energy, particularly on the part of leaders, is usually devoted 

to maintaining these boundaries. Bounding occurs in terms of-firm, even 
if unofficial, memDership rules; in terms of methods (technologies)

employed; in terms of times and time durations in which the system is
"on"; and in terms of the spaces the system occupies when it is
 
operating. There will be a strong consciousness of "we are different" in
 
the HPS and these ongoing bounding efforts is one of the ways this
 
consciousness displays itself most clearly.
 

7. 	Proposition (6) leads to another consistent finding and that 
is that HPSs
 
are often seen as "a problem" by entities in their environment, even
 
entities which have a great deal of power over them. 
 HPSs avoid external
 
control. 
 They scrounge resources from the environment
 
non-apologetically. 
They produce what they want by their standards, not
 
what someone else wants. 
 Thus, they often frustrate environmental
 
entities, especially in bureaucratic settings. One can note continual
 
annoyance, even fury with HPSs. 
 People decide "they've got to be broken
 
up". Especially when an HPS is 
a sub-unit of a larger organizational, it
 
is thus a paradox: it fulfills the larger system's desires for high

performance, but the price is that it is relatively unmanageable.
 

8. 	Above all, HPSs are systems which have "Jelled", even though the
 
phenomenon is very difficult to talk about. 
 Neither mechanical nor
 
organic metaphors are usually adequate for describing the "fit" of the
 
various elements and practices of the system.
 

Frequently the elements of an HPS, when examined one at a time, do not
 
seem to qualify for membership; HPSs are often composed of castoffs and
 
rejects.
 

Beyond its concrete existence, the phenomenon of the HPS poses social
 
science with a profound conceptual challenge, namely, of learning to talk
 
about intense human interdependency in terms more descriptively accurate
 
than either physics of biology provide.
 



ELEMENTS OF TEAMWORK
 

The items listed below are some of the key elements in achieving group teamwork. Rate t.: 
group on each of the eight items by circling the appropriate number. 

A. How Clear are 	the Group Goals?
 

1. 2. 3. 4. 5.
 
No apparent Goal confusion, Average goal Goals mostly- Goals very
 

giials 	 uncertainty clarity clear clear
 
or conflict
 

B. How Much Trust and Openness in the Group?
 

1. 	 2. 
 3. 	 4. 
 5.
 
Distrust and 
 Little trust, A,,erage trust Considerable Remarkable
 
no openness some openness 
 and openness 	 trust and trust and
 

openness openness
 

C. How Empathetic are Group Members to Each Other?
 

I. 	 2. 3. 
 4. 5.
 
No empathy Little empathy 
 Average empathy Considerable Remarkable
 

empathy empathy
 

D. How Much Attention is Paid To Process and 
Content (The Way 	the Group is Workinz?
 

1. 2. 3. 4. 5. 
No attention to Little attention Some concern A fair balance Very concerned 
process or to process and with group between content with process 
content content process and and process content 

content
 

E. How are Group 	Leadership Needs Met?
 

1. 	 2. 3. 
 4. 5.
 
Not met, Leadership Some Leadership 
 Leadership needs
 
drifting concentrated in leadership functions 
 met creatively
 
content one person 
 sharing 	 distributed
 

F. How are Group 	Decisions Made?
 

1. 	 2. 
 3. 4. 5.
 
Unable to Made by a few-- By majority Attempts at Full
 
reach or by one person vote integrating participation
 
decisions 
 minority vote 	 and tested
 

consensus
 

G. How Well are Group Resources Utilized?
 

1. 	 2. 3. 
 4. 	 5.
 
One or two Several tried to Average use of Group resources Group resources
 
contributed contribute but group resources well used and 
 fully and
 

were discouraged encouraged 
 effectively used
 

H. How Much Do 	Members Feel They Belong to the Group?
 

1. 	 2. 3. 
 4. 5.
 
Members have Members not close About average Warm sense of 
 Strong sense
 
no sense of 
 but some friendly sense of belonging of belonging

belonging relations belonging 
 among members
 



TEAM BUILDING FROM A GESTALT PERSPECTIVE 

H. B. Karp 

Working together productively has been a concern of mankind for so long and in such 
varied contexts that it has become one of our identifying characteristics as a species. From 
the time the first mastodon was killed in a group hunt, we have been looking for more 
effective ways of combining individual human efforts in ordler to meet both organizational 
and individual needs. 

WHAT IS A TEAM? 

A team is a group of individuals who must work interdependently in order to attain their 
individual and organizational objectives. Teams can be differentiated fron other types of 
groups bw certain definable characteristics. According to Reillyv and Jones (1974), there are 
four essential elements: 

(1) The group must have atcharter or reason for working together; (2) mtmbewrs of the tzrouplt in he1t 
interdependent-they need each other's experience, ability, andi comniti ent in order to arrive at 
mutual goals; (3) group members must be committed to the idea that w i king together as a group leads to 
more effective decisions than working in isolation; (4) the group inust e accountalde as a functionin'z 
unit within a larger organizational context. (p. 227) 

The most obvious example ofa tean is an athletic team. The members have a purpose, 
which gives them an identity. Each player has a unique function (position) that must be 
integrated with that of the other members. The playvers are aware and supportive of the 
need for interdependent interaction, and the team usually operates within the framework of 
a larger organization (a league). 

Not all working groups, however, are teams, nor should they necessarily be. The 
faculty ofa department in a university is a good contrast to an athletic team. Although there 
is a reason to work together, and departmental faculty members do function as part of a 
larger organization, there is very little need for interdependent action, since nornally each 
member is totally responsible for the design, execution, and evaluation of his own work, 
i.e., his teaching and/or research. In this case, team building would have little or no 
relevance. (Recently, a professor jokingly described her department as "a bunch of scream
ing anarchists held together by a common parking lot.") 

Other examples of work groups that are not teams are committees, in which the 
purpose is representation, rather than interdependence; training groups, for which no 
charter exists; and "love puddles," in which the emphasis is on getting along well rather 
than on working together effectively. 

From a Gestalt point of view, there are several necessary assumptions concerning the 
nature of teams. The first assumption is that all the talent necessary to allow the team to be 
anything it wishes is already present within the group. The second is that everyone already 
knows what he or she wants to do; the prime focus is on how the members are stopping 
themselves from doing what they want. Third, the team's maximum potential for strength 
and effectiveness is limited only by the limitations each individual member sets on his or 
her potential. And, fourth, the work itself is potentially exciting. 
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TEAM EFFECTIVENESS 
Two perspectives can be applied to the question of how team eflectiveiiess is achie\kt-d: 
vertical (through leadership) and horizontal (through group dynamics). 

Leadership 
Much has been written and spoken advocating the particiipati'e leadership approach as 'he 
one best way to manage team development; currentl%, the participative approach is higily
favored in the business setting. Nevertheless, autocracy or any. other particular leacersh iipstyle is not precluded from being effective: one has onlv to look at the sports team to secthat this is true. It is highly unlikely that either the Green Ba\ Packers or a high school
football team would vote as a team, prior to each game, on what plays will be nin.

More important than the particular leadership styile tois the team leader's abilit\
combine individual efforts into group otutput, provide the necessary liaison between the
team and the total organization, and accomplish this in a manner consistent with the valut's 
of the team leader and other memlbers. 

Group Dynamics 
The very nature of teamwork depends on the effectiveness of the interaction among team
members. The concepts of contact, role, and values are elements of effective team interac
tion. 

Contact 
Good contact is based on authenticity among team members. It implies that each individual
is aware of his or her individuality and is willing to state views anti ideas clearly and] to 
support the principles of aivareness and conscious choice. 

Effective work teams are also characterized by relationships that are fairl\ relaxed butnot necessarily wann; i.e., members get along well enough to attain organizational ob.jec
tives. The norm can be stated: "You are free to be who you are, and I am free not to like you, 
as long as this does not detract from team effectiveness."
 

An environment that encourages the open 
 expression of disagreement its well asagreement accepts the reality that an individual may like some people more than others.
This is legitimate as long as openly stated preferences do not result in discriminatorv,
 
unfair, or task-destnrctive behavior.
 

Role 
Two elements, function and relationship, are combined in the concept, of role. Function isthe specific task each member is there to perform; relationship relates to the interaction
 
necessary to get the task completed-with whom each member must interact andi how the
 
interaction occurs.
 

In the well-finctioning team, role clarity is evident. The team's objectives are clear and

agreed upon, and each team 
member knows each member's unique contribution to those
objectives, thus eliminating any duplication of effort. Usually, the effective team is com
prised of individuals who have complementary, rather than similar, talents and approaches.
 

Values 
All decisions, whether made by individuals or by groups, are based on values. Three
specific values seem to identify good working teams: task effectiveness, dealing in the 
present, and conflict viewed as an asset. 
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" 	Task Effect i ic.s . The we ll-fiuictimuing grtup places a higli 'alie ill ta,,k e lti,
tiveness, with greater emphasis Oil (oing the right tlings, rtth r thai 0t1 (h4ili 
things right. This value implies that the team a]so foctuse, O)1the 1 r ei uld,.ective, 
result, rather than nIli on the team's (O3 going actiVity. 

* 	 Dealing in the Presni. The eflective team f. cuses oi "right here, right itow," an 
emphasis that allows a flexible response to changing conditions within the teamn 
itself and within the larger organ izatitn. Thc team call make mo re apprpriatt, 
decisions wheii it is ct icitrating o1 wihat is happening rather than why it is 
happening. 

" 	Conf7;.r t 'iewed ti., ,, A .'.j't. C;;,fiic't prwi.'. ; twtt verv necessary eh eiits to the 
effective work First, is prime of ill al.group. it the source energy systemsaii, 
second, it is the major source of creativity. Since conflict is abstlutely iilavoida
ble, in any case, an effective team's approach to dealigg with it is to ust, it rather than 
to 	 try to resolve, avoid. om suppress it. , Itre potential fir i nefft.tiveless amnd 

marginal performance exiL, in avOiding conflict thai in conflict itself. When conflict 
is seen as an asset, the preferred approach is to deal with it through collal uration. 

although competition or even compromise is not precluded, when called for by the 
situation (Karp. 1976). 

WHY TEAMS? 

Although establishing teams frequently in'ol-ves much hard work, the effort provides three
 
important factors to group effectiveness: synergy, interdependence, and a support hase.
 

Synergy 
What energy is to the individual, synergy is to grou!)s. The synergy of a group is always
 
potentially greater than the sum of the combined energies of its members. Thus, it is not
 
infrequent in laboratory exercises that a group effort results in a better performance than
 
that achieved by the group's most competent member (Nemiroff & Pasmore, 1975). When
 
team concepts are applied to group formation, the result is not only the effective use of
 
energy, but also the creation of new energy.
 

Interdependence 

Effective teams are made up of highly independent individuals who must combine their
 
separate efforts in order to produce an organizational result. The focus of the team effort is
 
on combining, rather than on coordinating, resources. Interdependence in today's organi
zations is a simple reality. Most products and services are too complex, and their respective
 
technologies too specialized, for any one individual to accomplish alone. The team concept
 
provides the necessary link to approach organizational objectives from a position of strength
 
and creativity.
 

Support Base 

It is no overstatement that the average adult spends most of his waking hours in a work
 
setting. It is also a reality that the individual carries all his or her needs with him or her at all
 
times, regardless of the location or situation. From this perspective, the quality of life must
 
be attended to in the work setting as much as in the home setting.
 

The team constructed along authentic lines has the potential to provide social and 
emotional support for its members, producing a more satisfying and work-productive 
environment. It is important to note that, in order for a group truly to function as a support 
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base, the group norms that emerge for any specific team must originate from within the 
team itself and not represent a set of'Is htOUlcis from the behavioral sciicnes, socialinstitutions, or other external sources. Sometimes, also, it is simply more flin t(; work witi 
sonieone el se thani to work alone. 

CONCLUSION 
Team construction is one of many viable organizatiomal approaches and structures. It is asituational alternative and not a matter of organizational dogima and clearly needs to bebased on conscious choice. Some questions can help determine whether teams are appro
priate in a particular organizational situation: Is there a need for interdependent work inorder to meet organizational objectives and, if so, to what extent? Can individual satishilc
tion or higher and better output be better attained through the combination of individtul
eflorts? If the responses to these questions are positive, team building would seem to be a 
good choice. 
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2
 
STAGES OF TAKING CHARGE
 

The learning and action that managers engage in to take 
charge can vary substalltially, as do the issues they face. Con
sider, for example, the following brief summaries of two suc
cessful cases. In one, the manager had been promoted from 
within, while in the other, lie had come from outside the indus
try. 

Tom Kane took charge of a $260 million industrial- and office
products division witli a mandate from corporate headquarters 
to improve margins, increase share of market, and grow the 
division to $400 million within three to five years. Before as
suming the division's presidency, Kane had been a group
officer in another part of the parent corporation but previously 
had spent twenty-five years in the division and knew its indus
try, products, and people well. As a result of his experience,
Kane had a fairly specific plan of what changes lie wanted to 
make once he took charge, and lie had discussed them with 
corporate staff in some detail before beginning the assignment.
Kane spent his first three mionths checking his prior assump
tions about people, problems, and the organization. Having
confirmed his assessments, Tom restructured the division from 
a functional to a geographic organization during his third 
month. This major reorganization involved a half dozen execu
tive changes. 

The results of the reorganization were almost immediate in 
terms of improved margins and coordination between manu
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facturing and sales. Kane did not anticipate the need to make 

any further changes and immersed himself in the process of 

making the changes work. After three or four months, how

ever, Kane and his top management group became increasingly 

aware of sales and distribution problems in the United States 

and Canada that had not been evident under the earlier func

tional structure. As Tom probe(] the causes of the problems he 

also became aware of the limitations of several of the senior 

executives who were managing the division's sizable domestic 

operations. Tlhough the), had been superior managers in the 

former functional structure, they seemed not to have the 

breadth or general management skills necessary to manage 

within the new structure. This raised questions about whether 

he had the right people in place to grow the division to $400 

million. 
Kane worked on both sets of issues for nearly eleven months 

before he felt he understood them well enough to develop an 

action plan. As a result of his effort, Tom implemented a major 

reassignment of his top management group (involving eleven 

related personnel actions) in his sixteenth month and then re

structured the division's domestic sales and marketing organi

zation in his seventeenth month. The following six months 

were largely devoted to "shaking down" the new domestic sales 

organization, consolidating the changes he had made, and get

ting the "tigers" he now had as general managers working with 

one another. After twenty-seven months on the job, Tom saw 

his efforts pay off: the division had its best first quarter ever. By 

his thirty-first month, Tom felt he had finally mastered the 

situation. The changes he had made during his first two years 

were paying off: share of r :arket was increasing rapidly and so 

were margins. Kane finally felt he had the structure and man

agement group in place to grow the division's revenues to $400 

million and he now turned his attention to divesting a product 

grouip which no longer fit in with the growth objectives of the 
division. 

When Chet Ferguson took charge of the $175 million ma

chine-tool division, his mandate was threefold: to stop the divi

sion's enormous losses; to create an organization that would l)e 
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viable for the long run; and to develop at least two candidates 
to succeed him as president within five years. Ferguson had no 
previous experience in the machine-tool industry but had more 
than twenty years' experience in sales and manufacturing man
agement, most recently as executive vice president for both 
functions in a $250 million precision parts division. 

Unlike Kane, Ferguson had little first-hand knowledge of the 
division's business and no prior assessment or diagnosis of its 
problems. So he spent most of his fii-st five months learning
about the division, its personnel, and problems. During this 
period, he reported being overwhelmed at times by the amount 
of learning needed to orient himself, let alone assess and diag
nose the situation. 

During this period, Ferguson also worked at assessing his 
managers and their capabilities, but his major efforts focused 
on improving production planning by instituting and running
weekly production meetings and implementing a number of 
improvements in planning and control systems, areas in which 
he had a great deal of expertise. 

His initial five-month period of orientation and evaluation 
culminated with the decision to transfer the marketing and 
engineering staffs of the largest product group to the division's 
central functional staffs. Ferguson made these changes in order 
to get better "visibility" into the product group's problems as 
well as to get more divisional control over it since the product 
group was the source of the division's biggest losses. The results 
of these structural changes were quickly evident in better pric
ing decisions and improved delivery schedules. 

During the next seven months, Ferguson made virtually no 
further changes. Instead, he continued to work at developing
strength in his management group and improving the divi
sion's management practices. The success of the changes he 
had made in his fifth month, however, led him to question
whether the division's structure should be changed fIrom a rela
tively decentralized product organization to a functional one. 
He struggled with this nuestion for nearly six months, engaged 
a consulting firm to study the problen, and finally concluded 
that a chanpe toi ... f1irTfch n-il Ir -. ,,|'-] ........ 
 11r6!. 
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Ferguson implemented the reorganization during his twelfth 

through fourteenth months-a major reorganization compara

ble to the one Kane, an industry insider, had implemented 

after only three months. Unlike Kane, however, it took Fer

guson more than ten months to consolidate the changes be

cause of unanticipated problems and the need to transfer and 

hire people for several new positions. By Ferguson's twenty

sixth month, the reorganization was full, shakei down and the 

division had finished a profitable year. Ferguson and his top 

management group then spent the next six months developing 

a new strategic plan. Ferguson now felt that he had finally "put 

the road map in place." No major changes were made during 

the next ten months, and the division was among the most 

profitable in the corporation. Ferguson was now actively iden

tifying potential successors. 

Learning and Action Stages 

Although these cases differ in many respects, Ferguson and 

Kane and ihe other managers studied went through a similar 

process of learning and action-taking. 
Two patterns stand out from the data when the taking

charge process is examined over time. The first is that taking 

charge can be a long process at upper and middle levels of 

management: from two to two and a half years for senior-level 

U.S. 	managers and even longer for some European and U.K. 
the two cases just cited illussenior-level managers. Second, as 

trate, is that the taking-charge process is not one of steadily 

increasing learning or action. Rather it consists of a series of 

stages in which the new manager's emphasis alternates between 

learning and action in what appears to be a sequentially pre

dictable fashion. 
I use "learning" and "action" in their broadest meanings. By 

learning, I mean the orientation work of figuring out a new 

assignment or situation as well as the assessment aiid diagnostic 

work of determining how to improve the organization's per

formance. By action, I mean both organizational and personnel 
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tion's performance; these range from corrective changes that
deal with only certain aspects of the organization to those that 
are sufficiently profound to reshape an organization.

Before discussing these stages in detail, I shall first describe 
them broadly. In the first stage, Taking Hold, which typically
lasts from three to six months, the new manager takes hold of
the assignment. There is a great deal of learning and action. 
The learning is mainly orientational and evaluati\,e, and the new manager focuses principally on problems that become ap
parent to him based on his past experience and what he learns
about the situation Curing his first three to five months. The
changes he makes, even if the)' are major, tend to be corrective;
they deal with problems he is able to identify and diagnose
early in his succession. By the end of this Taking-Hold period,
he understands the situation fairly well and has acted on those 
problems he understands. 

In the next stage, Immersion, the manager immerses himself
in running the organization in a more informed fashion. Dur
ing this time, which typically lasts from four to eleven months,
the manager makes very few changes. It is, however, a period
that is potentially very important for learning that is deeper
than the orientational and evaluative learning of the first stage.
When the new manager develops either a more detailed con
cept of how further to improve performance or, in many cases, 
a significant reconceptualization of how the organization's

structure and practices should be altered, the Immersion stage

is over.
 

The concept that develops from the Immersion stage pro
vides the impetus for the next stage, Reshapiig, which is typi
cally a period of intense change usually lasting from three to six
months. During this time, the new manager acts on the learn
ing of the previous stage. Most of the major structural changes
of the first three years in the cases I studied were made during
this stage. 

The taking-charge process then continues into a period of
Consolidation,in which the new manager and his group attempt
to consolidate the changes made in the Reshaping stage. Con
solidation typically lasts three to nine months. The learnina 
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early in this stage tends to be evaluative, focusing mainiy on the 

results of the major changes made in the earlier period. By the 

middle of this stage, the manager begins to make a number of 

corrective changes aimed at consolidating the directions imple

mented during the Reshaping stage. 
The completion of the taking-charge process is marked by a 

most of the mantransition into a Refinement stage, in which 

ager's additional learning is a consequence of dealing with the 

day-to-day problems of running the business rather than his 

the need to work on major underlyingnewness to the job or 
significant organizationalproblems. In the cases studied, no 

changes were made by the new managers thereafter, excelpt in 

one case where an acquisition was made at the forty-month 

period. Otherwise, the period from twenty-seven to forty-two 

months involved relatively minor organizational change. 

The Three-Wave Phenomenon 

The stage pattern is most visible in the timing and magnitude 

of the changes new managers make during their first three 

years on the job. When one plots organizational actions, such as 

personnel and structural changes, over time, the changes tend 

to cluster in three waves of action corresponding to the stages 
be seen quite clearly injust described. These three waves can 

Figure 2-1 which presents a plotting of the average number of 

organizational changes made each quarter for the first thirty

six months of taking charge. The organizational change mea

sure shown is a composite of both structural and personnel 

changes made per quarter, but the same three-wave pattern is 

found when the measure is disaggregated by either :tructural 
or personnel changes.' 

I have called this pattern the "three-wave" phenomenon be

cause it shows up consistently, regardless of how the activity 

data are disaggregated. Figure 2-2 breaks out the sample for 

different types of successions, including turnarounds, nonturn
arounds, insider successions, and outsider successions. 2 Again 
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Figure 2-1Average Number of Organizational Changes per Three-Month Period 
Following Succession* 
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"Averages based on change data from the successful cases in ihe longitudinal and historical studics. 

Figure 2-2Average Number of Organizational Changes per Six-Month Period
 
Following Succession, Categorized*
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"Averages based on change data from the successful cases in the longitudinal and historical studies. " Insider successions are those in which the new manager had five or more years' experience inthe 
new organization's industry. 
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The three-wave pattern also characterizes successions in 

which the new managers took over smoothly running and ef

would expect relatively littlefective organizations, where one 
or where whatever change was necessaryneed for change 

might be either consolidated in one wave or spread out more 

evenly over time. Finally the three-wave pattern shows up on a 

case-by-case basis with relatively few exceptions (the exceptions 

were cases in which only the first two major clusters of activity 

appeared). 
Case-by-case, the three waves generally peaked at between 3 

and 6 months, 15 and 20 months and 27 and 30 months. Typi

cally, the second wave was the largest and the third wave was, 

without exception, the smallest (see Appendix C for examples 

of plottings of this data on an individual basis). 

What accounts for this pervasive pattern? Why were the ma

jor changes made by the new managers invariably clustered in 

three waves of action? One can speculate that it takes time to 

plan and implement major changes under any circumstances, 

manager is also taking charge, and thereforelet alone while a 
will be separated. Or, perhapspeak-change periods always 

managers intuitively "pile up" the changes they want to make 

all at once to minimize organizationaland implement them 
disruption. Neither of these explanations, however, accounts 

for why there are typically three waves of change, not one, with 

the second wave usually the largest, and the third wave always 

the smallest; nor do they explain why half' the managers in the 
that their first wave of actionlongitudinal studies believed 

would take care of all of the major changes required and did not 

discern the need for further major change until later in the study. 

I also considered that these change patterns might in some 

way be related to annual budgeting and planning cycles. This 

might have been a viable explanation if all seventeen managers 

had taken charge of their assignments on January first or on 

the first day of their firm's fiscal year. Yet the successions began 

in almost every month of the year; only one manager began his 

assignment effective the beginning of his firm's reporting year. 

Thus budget and reporting cycles are also an inadequate expla
....; ,,I;,-;t,: ... r .. . . .; ... .. 
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Perhaps the three-wave phenomenon was an artifact of the 
research design itself, i.e., the very process of studying new 
managers on a scheduled basis (at the 3-, 6-, 12-, 18-, 30-, etc.
month periods) could have influenced the timing and mag
nitude of the changes they made. One could argue that the new 
managers might have used the periodic interviews as catalysts
for introspection and as occasions for organizing their. 
thoughts, which in turn mobilized them to take actions in pat
terns that reflected the periodicity. The result would be a more 
orderly and clustered pattern of action than normal. The prob
lem is, however, that although this explanation might apply to 
the longitudinal cases, in which I studied the new managers as 
they actually went about taking charge, it would not apply to 
the historical cases, which were'studied retrospectively. In those 
ten cases the data were gathered after the fact and there was no 
possibility of a researcher effect. Yet the same three-wave clus
tering was found in these cases as well, as shown in Figures 2-1 
and 2-2. 

Although I could speculate further, my interview and obser
vational data suggest that the three-wave pattern is closely re
lated to the way managers learn about their new situations and 
how they then act on that learning. The experience of follow
ing the longitudinal cases as they actually unfolded and of lis
tening to managers and their key subordinates describe what 
they were doing as the new managers took charge leads me to 
believe that the three waves are natural consequences of how 
new managers learn and act as they try to master a new sit
uation. 

Managers, as Argyris and Sch6n have demonstrated, learn 
from the results of their actions,' but the results of changes
made in complex organizations take time to play themselves 
out. Thus, it takes time for a manager to learn from the results 
of the changes he makes as he takes charge. Moreover, as I will 
show later, changes reconfigure the situation, opening u ) new 
opportunities for further learning and diagnosis at least until 
the manager has largely mastered the situation. Finally, the 
more familiar a manager becomes with a situation, the fewer 
onDortunities he has for .oinifir-.int ;nrrnrt.,I 1-,-,;,-r "l;
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is one explanation for why the wave pattern diminishes after 
twenty-seven to thirty months. 

Seen in these learning and action terms, the wave pattern 
corresponds to the stages I have described, as Figure 2-3 illus
trates. The first stage, Taking Hold, coincides with the first 
wave of change because it is a period in which the new manager 
is not only learning about the situation but applying what he 
knows from past experience to act on that learning when he 
makes corrective changes. 

Because the consequences of changes take time to appear, 
the second stage, Immersion, corresponds to the trough be
tween the first and second wave. This trough also occurs be
cause the new manager, having acted on what he felt needed to 
be changed, now immerses himself in managing the organiza
tion more knowledgeably. The relatively change-free Immer
sion period further provides an opportunity for deeper and 
more reflective leai ning than was possible in the first stage, 
because the manager is now better informed and able to see 

"underlying patterns. 
It is not surprising, then, that the deeper understanding that 

emerges from the Immersion stage typically yields a new con
ceptualization of the situation. This becomes the basis of the 
major changes made in the Reshaping stage, which coincides 
with the second and typically largest wave of change. 

Finally, the Consolidation stage reflects both the manager's 
assessment of changes made in the Reshaping stage and the 
actions he takes to correct and consolidate them. This stage 
corresponds to the small third wave and the trough before it.* 

Before proceeding to a more detailed description of the 
stages, I wish again to stress that the length of time individual 
managers spent in each of these stages varied greatly. The 

"It could be argued that the Consolidation stage comprises two parts. The first would 
be an assessment period corresponding to the trough between the second and third 
waves in which the new manager and his group review, analyze, and learn from the 
actions of the Reshaping stage. The second part of Consolidation couhl be concep
tualized as a period in which consolidating and corrective changes are made based on 
the assessmettlhilt ltr'eded it. This so' (Ind 1i:1l1 wotld c-rreItIm id in O 1 6ihi,4 w;ve. 
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Figure 2-3 
Organizational Change Activity and Corresponding Stages 

of Learning and Action 

.I 
_ _ 

Taking Immersion Reshaping ConsohiaionHold RefinementStage Stage Stage StageStage I I 

Time Since Succession 

stages are not defined by elapsed time; they are defined by
learning and action issues. 

Taking Hold 

I have called the first stage Taking Hold because it was during
this initial stage, typically lasting from three to six months, that
the new managers attempted to grasp the nature of their new
situations, understand what tasks and problems needed to be
dealt with, and assess their organization's capabilities. In sim
plest terms, the new managers tried to learn as much as they
could about their new assignments and act on those problems
they believed needed tackling.

The learning that occurs during this stage is principally orien
tational and evaluative and results in the new manager's devel
oping a cognitive map of his situation by the middle to the end 
of the period. By "cognitive map" I mean a mental model or
picture of the organization, its key actors, and the important
factors that affect its functioning and performance. . Manaters 
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promoted from within obviously begin with a better cognitive 
map, and their learning is acquired from the perspective of 

being the person in charge. For an outsider, especially one who 
comes from outside the organization's industry, developing a 
cognitive map of the situation requires a great deal of learning. 
If the new assignment is a major promotion or change, the niew 

manager may at times feel overwhelmed. 
In those cases where the new manager was an outsider to the 

organization, the orientational learning meant acquiring an 

understanding of the business, products, competition, cost 

structure, and so forth, as well as of how the organization itself 

worked. The orientational learning was especially demanding 

if the new manager came from another industry. For example, 
the new president of a computer products subsidiary, an indus
try outsider, described the task as being so large that "even 
locking myself up for four days to review strategic, financial, 

amarketing, and industry reports barely made (lent in it." 

Early in this stage he also saidihe needed several hours just to 
go through the morning mail, not only because the issues were 
new to him but because the computer industry's technical jar
gon and nomenclature were still foreign to him. Another man
ager in a similar situation voiced his exasperatio,. by simply 
saying "there aren't enough hours in the day." 

If the new manager had been promoted from within or was 
not an industry outsider, the orientational learning was usually 
less overwhelming and typically focused on unfamiliar aspects 
of the business. The new CEO of a $3. billion group who had 
spent his entire career in the operations end of the business 
began by systematically studying all of the group's strategy doc
uments, plans, and budgets. Then he shifted to the group's 
finances, an area he had not previously worked in but which he 
felt was critical since the group managed its own financing. As 
he put it, "You've got to keep the bankers away from your door 
or it's no use talking about strategy." With this as background 
he proceeded to focus intensely on the group's strategic and 
planning functions. All of these aspects of the organization, 
with which he had no in-depth exposure, were, lie felt, essential 
for him to master his new job as CEO. 
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The learning that occurs during the Taking-Hold stage is 
also evaluative. Much effort was devoted to assessing key sltbor
dinates, where the problems lay, and very important, one's 
priorities. This evaluative learning varied by situation, and in 
five of the turnarounds it also had a charged urgency: "how to 
stop the bleeding." 

For insiders already familiar with their organizations, )oth
the evaluative and orientational learning of the Taking-Hold
period typically did not involve as muclh "front-end" work as it 
did for outsiders. More often, the new manager consciously or 
tacitly tested his assumptions about the organization and its 
problems. 

For one new division president, described at the beginning of 
the chapter, who had over twenty-five years in his organization,
evaluative learning meant testing both his assumptions about 
key people and his prior assessment of the division's problems.
This occupied a large portion of his first three months and 
resulted in a number of conclusions, including the belief that 
one of his senior vice presidents (SVP) was "over his head." The
 
assessment was based on a 
number of meetings with the SVP 
and his subordinates, the man's previous five-year plan, com
plaints about "cliques" in his area, problems with other func
tions, and the man's insensitive treatment of two of the firm's 
major overseas distributors. The new president found the in
sensitive treatment particularly troublesome because it indi
cated he could not trust the man's judgment. Such testing of 
prior assumptions characterized most of the insider successions 
and typically took a variety of forms. 

The Taking-Hold stage also involves a great deal of action,
which typically peaked between three and six months. Nearly a 
third of all the structural and personnel changes made during
the first three years occurred during the first six-month period
(the percentage change data are presented in Appendix C,
Figure C-3). Although the stages do not neatly portion them
selves out into six-month periods case-by-case, this figure does 
give some indication of how much action took place in this 
period, since Taking Hold lasted only from three to six months 
in most of the cases. 
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Organizational changes made during this stage tend to be 

corrective: they address problems that either become apparent 

to the new manager as he develops his cognitive map or were 

already apparent to him before he took charge. To put it 

bluntly, the new manager "fixes" those problems he knows how 

to fix based on his past experience and what he has learned 

about the new situiation. 
The nature of these corrective actions obviously varies. In 

turnarounds they often involved immediate changes to deal 

with urgent problems, such as the introduction of a cost system, 

a reduction in the product line, or a change in reporting rela

tionships. The new manager may take these actions even if he 

has not yet had the time to do a strategic analysis or even 

develop an action agenda. The problem may be so urgent and 
onobvious to the new manager that he knows, based his past 

experience, that it must be acted on. In one turnaround, a new 

general manager of a $70 million consumer-products division 

knew by the end of the second week that the division needed a 

better cost system in manufacturing; by the end of the first 

month he realized that the product line had to be reduced if 

losses were to be stemmed. Although it took nearly five months 

before he had developed a complete strategy for turning tile 

division around, he understood that, based on his past experi

ence, both a cost system and a reduction in the product line 

were needed immediately. 
The corrective actions of the Taking-Hold period do not 

always involve immediate, short-term interventions. The CEO 

of the $3 billion group described earlier, who was also involved 

in a turnaround, approached this stage quite diffcrently. Hav

ing been promoted from within and having himself previously 

turned around the manufacturing part of the business, his ini

tial actions were not significant short-term corrections but were 

focused on product strategy and on establishing product policy 

committees and new product project teams. Although his ac

tions did not have the same "fix-it" quality of those taken in the 

general manager's turnaround, they were nonetheless correc

tive. They dealt with areas that the new CEO saw as lacking but 

critical to his group's success. 
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Not only does the nature of the corrective actions taken in 
this stage vary, depending on the situation, but so does the
magnitude, depending on the new manager's prior knowledge
and his perception of the need for change. Kane, the division
president with twenty-five years' prior experience described 
earlier, implemented a major reorganization of his division in
his third month in office. In contrast, the division presidents
who were outsiders to their division's industries, like Ferguson,
did not implement comparable organizational changes until
their second year in office, well beyond the Taking-Hold stage.
The difference lies in the first president's greater knowledge
of the division's operations and problems, and his conviction 
that the division needed to be restructured and that he knew 
how to do it. 

Most of the examples discussed so far have concerned succes
sions of division- or group-level general managers and have
therefore involved changes in organization structure and prod
uct policy. In successions of upper-level functional managers
and middle-level general managers, however, the corrective ac
tions of the Taking-Hold stage tended to involve less dramatic
 
changes and were focused 
more on systems and practices than 
on structure. Nonetheless, the same pattern of corrective ac
tions was found. 

In summary, the Taking-Hold period is one of intense learn
ing during which the new manager develops a cognitive map of
the new situation and takes corrective action on those problems
he understands and knows how to address, be they as im
mediate as cutting the product line or as far-reaching as con
ducting a strategic business analysis. Whatever the case, this 
stage involves some action and typically a flurry of it by the 
middle to the end of the stage. 

Immersion 

Although managers typically experienced the learning of this 
stage as being much less demanding than that of the Taking-
Hold stage, their interviews revealed that the Immersion stage 
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was a verj , important period of deeper learning and diagnosis. 
In the U.S. cases, the period lasted from four to eleven months. 

Unlike the Taking-Hold period, the Immersion stage in
volves relatively little organizational change activity (see Figure 
2-3). Only 6 percent of the structural and 9 percent of the 
personnel changes were made during the second six months, 
which generally coincided with the onset of this stage (see Ap
pendix C for a presentation of this data). This dramatic de
crease in organizational change from the first six months oc
curred partly )ecause the new manager had already taken 
action oil those issues he understood in the Taking-Hold pe
riod.
 

The second stage is named "Immersion" because during this 
period the new managers immersed themselves not only in 
running their organizations in a more informed fashion but in 
a process of less hectic and finer-grained learning than had 
been previously possible. The successful managers acquired 
this finer-grained understanding for two reasons. First, they 
now knew enough about the situation to be able to see subtleties 
that had escaped them earlier. Second, they had been at the 
new job long enough to develop a sufficient experience base to 
see patterns that had not been evident earlier. In five cases, the 
new managers fouLnd that despite changes they had made in the 
Taking-Hold stage, some of the same problems persisted, al
though perhaps manifested differently. Conversely, in seven 
cases, the new managers found that because certain changes 
made earlier did work, new problems became visible. These 
problems were not apparent earlier because the)' had been 
masked by difficulties that the Taking-Hold actions had ad
dressed. Moreover, some issues that new managers had only 
partially understood in their first three to six months became 
more concrete during the Immersion stage because their expe
rience base had grown, or simply because they had struggled 
with them longer. This pattern was evident in seven of the 
successful cases. 

To a great degree, the finer-grained and, in man)y cases, 
deeper and more reflective learning Df the Immersion stage is 

- ip -|r_ ta ~re.ec;I-l, - Ic"tlp W L' trnp i, thr kinr-i dlr Ill 
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one case, for instance, cost problems in mantufacturing per
sisted after the new manager of a $55 million construction
products division had made several major changes during tile
Taking-Hold stage. These changes included reorganizing
manufacturing by product lines (the division's two product
lines were quite different) and implenienting better control,
scheduling, and cost systems. Although these changes had 
made a visible difference, costs were still too high. The new 
manager and his subordinates continued to struggle with this
problem during the Immersion stage and, as their understand
ing of the situation deepened, they realized that many of the 
cost problems were rooted in the product's design, and ulti
mately in how the division's engineering group was structured. 
It took, however, six to eight months of exploration before this 
underlying cause becanie clear. 

Even when the changes made in the Taking-Hold stage did 
work, the Immersion stage still yielded potential further learn
ing. What occurred under these circumstances was that new 
probleins began to emerge which were not visible to the newmanager earlier because they were masked or over-shadowed 
by larger problems. For example, Kane, the division president
who had implemented a major reorganization of his division in
his third nonth, discovered a new set of problems during the
Immersion period that neither he nor his management team 
had seen earlier. The reorganization he had implemented in 
the Taking-Hold stage had changed the $260 million division

from a functional to 
a geographic structure, with a domestic
international split. This change significantly improved the divi
sion's responsiveness, productivity, and coordination among
functions within the United States and abroad. As the original
cross-functional problems began to diminish, however, a num
ber of new problems concerning the U.S. sales force's organiza
tion and its channels of distribution became visible. These 
problems were not obvious during the Taking-Hold stage be
cause they had been hidden by the more basic cross-functional 
problems existing under the old organization structure. When 
the reorganization alleviated these more basic problems, the
sales force and channels t)roblems were ree;alerl "FhP,r"k,-_ 
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lems did not magically stand up and announce themselves after 
athe reorganization, of course. They surfaced in large part as 

result of the better understanding that the new president and 

his group acquired as he continued to work at mastering the 

new assignment. This was a much more subtle, exploratory, 
and detailed kind of learning than had occurred during the 

Taking-Hold stage, despite the fact that the new president had 

over twenty-five years of experience in the division. 

I do not believe that this process of immersion and explora

tion happens by choice or design, although I suspect that how 

deeply it goes is influenced by the manager's desire to master 
manager has already acted on whathis assignment. The new 

ever problems were apparent in the Taking-Hold stage and lie 

now naturally begins to look more closely at issues that were 

either below the surface or not so obvious earlier. This deeper and 

more concrete understanding develops even when the mana

ger has made a detailed and thorough analysis of the situation 

in the Taking-Hold stage, because the fine-grained and more 

probing learning of the Immersion period is a natural out

growth of the interactions, prol)Iems, and conflicts that the new 
manage: has to deal with day-to-day. In the longitudinal stud

ies, the learning gained in this stage resulted in the new man

agers' developing a much better and deeper understanding of 

the basic issues and underlying problems. This was especially 
true for managers who were new to tihe organization or business. 

Interviews during this period often showed managers asking 

questions like: Is the basic structure right? Are our channels of 

distribution wrong? Why do we continue to have cost problems 

in manufacturing despite improvements in production and in

ventory control? Interviews also showed that during the Im

mersion stage the new manager questioned more sharply 

whether he had the right people in place. Typically, obvious 
competence problems had been treated in the Taking-Hold 
stage, but now the questions became more subtle. As will be 

discussed in chapter 4, the new manager began to know many 

key subordinates and their strengths and limitations better 

during the Immersion stage than had been possible in the 
'-'t;n'r_T111 1A Qt'I(T 
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Similarly, if in the Taking-Hold stage the manager had de
veloped some notions of changes that needed to be made but
that he felt uncertain about implementing, he typically ex
plored these questions further and in more depth during the
Immersion stage, in his own mind and in discussions with
others. I obser'ed this type of exploration in over half the 
cases. Interviews during this period suggested that the new 
manager selectively attended to details and events that miglht
clarify whether such changes would be useful and what prob
lems iemight expect in implementing them. 

In all of the longitudinal cases, the Immersion period cul
minated with the new manager developing either a different

conicept of what needed to be done than he had at the end of

the Taking-Hold stage, or a much more refined concept of vow

the organization could be made more effective. The analysis,

probing, discussion-in some cases, agonizing-of the Immner
sion stage results in a better understanding of the more 
basic
dynamics of the business, its people, and organization. The
 
concept that emerges from this stage (whether new or refined)

is not necessarily radical; however, in eight of the sev'enteen
 
cases, the revised concept had inplications for major changes

in strategy or organization or both. In most cases the result was
 
a sharper plan of action for improving the situation. 

Even in cases of experienced insiders who began their succes
sions with a sizable amount of understanding and insight into

their organizations and business, the Immersion stage still led
 
to a better, or at least a more detailed, concept of what needed 
to be done to improve the situation. For example, in the case of
the division president cited earlier, the concept that emerged
involved relatively detailed ideas of how the division's U.S. sales
and marketing functions ought to be reorganized as well as a
specific concept of how to reassign his top management team to
make the new organization structure he had implemented ear
lier work. Despite his obvious competence and intimate knowl
edge of the business, lie had simply needed, as lie put it, the
additional time and experience to figure out what was required
to implement his new strategy and structure effectively.

In summary, the Immersion stage is a period of relatively 
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little chan~ge activity, but of important continued learning. The 
nature of this learning is less intense than in the Taking-Hold 
stage, but is more fine-grained, more diagnostic, subtle, and, in 
most cases, more probing in nature. As a result of this better 
uniderstanding the manager's cognitive ma ) becomes fuller 
and more detailed, and he revises his concept of what needs to 
be done to effect further improvenents. 

Reshaping 

If the Immersion stage is characterized by relatively little 

change', the third stage, Reshaping, is the opposite. This is the 
period of the second major wave of action, which in most cases 
was the largest. Learning and diagnosis continues, but in a 
more diminished and routine fashion. I call this stage reshap
ing because the new manager's principal activities are now di
rected at reconfiguring one or more aspects of the organization 
to implement the concept developed during the Inmersion 
stage. He reshapes the organization to deal with the underlying 
issues he explored during the earlier stage. 

The Reshaping stage is similar to the Taking-Hold because it 
involves much organizational change. Over 32 percent of the 
management personnel changes and 30 percent of the struc

tural changes were made during this six-month period. (Again, 
the stages being described did not neatly portion themselves 
into six-month periods; nonetheless, after thirteen to eighteen 
months most of the managers had reached -cshaping.) 

By the time most managers reached this stage, they were 
eager to act on the added learning of the Immersion period. 
Indeed, the transition between the end of the Immersion stage 
and the beginning of the Reshaping stage usually involved a 
number of activities that paved the way for the changes of the 
Reshaping stage. In nine of the divisional and group succes
sions, this entailed using internal task forces, outside consul
tants, or both. The end of the transition into the Reshaping 
stage was often characterized by the new manager (and often 
his key subordinates) becoming increasingly impatient to "get 
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on with it." In one situation, the new president of a $650 million computer subsidiary had to fend off growing pressure
from two of his vice presidents while he commissioned several
intcrnal task forces to focus on the areas of intended change.
As he put it: 

The task force reports will take us to the point where there will be no surprises and a lot of added insights; the nice part of this is that everyone will know what needs to be done and they'll have ownership of the changes we need to make. If the obvious answer iswrong they'll flush it out. In the meantime, I have to convince these guys that the added time this is taking is worthI it. 

The changes made during the Reshaping stage often involve
organizational processes and are not limited to structural
changes alone. All of the general management successions had 
some element of structural change and, in most, major struc
tural changes. In two of the division president Successions,
these changes entailed reorganizing from a product to a func
tional structure. In middle-level successions, however, the 
scope of the structural changes was significantly less dramatic
than in the general manager or upper-level functional succes
sions. This is not surprising, for the discretion to make struc
tural or other major changes decreases as one goes down the
hierarchy, as does the scope of the operation to be reshaped.
More often, changes in functional successions involved proce
dures, practices, and in some cases, mission definitions. What
ever the situation, in all of the cases in which the new manager
lasted in the job longer than eighteen months, theic was some 
organizational change at this stage.

Reshaping veryis a busy period for the manager and his
direct reports, especially if major changes are being made. The 
case in which the U.S. marketing and sales units were beingreorganized at the sixteen-month point required many meet
ings, with the managers being affected to work out details ofrelocations and positional changes and with each of the district
sales forces to explain the changes. Key customers and dis
tributors also had to be called on. Although the actual changes 
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had been announced and published within a relatively short 

period, their implementation needed almost eight weeks of sus

tained activity by the new president, his new marketing VP, and 

his domestic sales manager. As would be expected, the learning 

and assessment of this stage is very intervention- and action

oriented, including searching for feedback on the sales re
onorganization's impact on key distributors, and its effects 

orders. 
The Reshaping stage ends when the new manager has imple

mented as much of the concept as circumstances allow, al

though interviews showed that several factors often prevented 

a complete implementation flomn occurring. The most preva

lent of these was the unavailability of a person or persons 

needed to fill key positions. 

Consolidation 

In the fourth stage, Consolidation, comes the third and final 
wave of action in the taking-charge process. Much of the new 
manager's learning and action now focuses on consolidating 
and following through on changes made during the Reshaping 
stage. The learning, assessment, and diagnosis of this stage 

tend to be evaluative: the new manager and his key subordi
nates now assess the consequences of tWe changes made in the 

earlier wave of action and typically take corrective measures 
based on that learning. 

The learning of this stage concerns two issues. The first is the 

time needed to implement full), and work out the details of 
many of the organizational or personnel changes initiated in 
the Reshaping period. Much Consolidation-stage learning fo
cuses on identifying follow-through problems and ways of im
plementing further changes to deal with them. 

In one division that had been reorganized from a product to 
a functional structure during the Reslhaping stage, the new 
president had deferred integrating the manufacturilig depart
ment of one of the former product groups into the divisional 
manufacturing function until after several other changes had 
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been made. Now that the major part of the reorganization had
been completed, he and his manufacturing v'ice president be
gan to look more closely at the implementation required to 
integrate this product group and how best to organize it. 

A second issue that arises during this stage is dealing with
unanticipated problems that result from the changes made 
during the Reshaping stage. In four of the successful cases, for 
example, much of the nonroutine activity of the new managers
during this stage was devoted to diagnosing these problelns,
learning about them, and correcting them. 

Finally, during Consolidation, those aspects of the concept
that could not be implemented in th,. Reshaping stage are dealt 
with as people or other resources become available. In another 
four cases this meant either waiting the necessary time to find 
and hire a person for an important position or transferring a 
manager already in the organization who could not be moved 
earlier. 

In summary, the Consolidation stage involves considerably
less organizational change than the Reshaping stage and con
siderably less incremental learning than the Taking-Hold and
Immersion stages. In the U.S. cases, the Consolidation period
varied from four to eight months in duration. This stage comes 
to an end when the new manager has consolidated and fol
lowed through all the changes initiated earlier. 

Refinement 

The final stage is Refinement, a period of relatively little or
ganizational change. The manager had by this point "taken
charge." In seven cases the new manager's actions and learning 
now focused either on refining operations or, in two other 
cases, looking for new opportunities in the marketplace or in 
new technology. In one of those situations this involved consid
ering potential acquisitions, and in the other it meant possibly
divesting part of the business. 

Refinement is the end of the taking-charge process. The 
manager can now no longer be considered "new." The man
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agers no longer felt new, nor were they seen or spoken of by 
their subordinates as being new. By now, managers had either 
established credibility and a power base or they had not; the) 
also had had enough time to shape their situations and be 

judged by the results of their actions. If the manager was still 

uncomfortable with his situation, it was typically because of 

pressing business problems such as a recession or mounting 

interest rates, rather than his newness to the job. 
Interviews during Refinement suggested this was a relatively 

calm period compared with the earlier stages. From this stage 
onward the manager's learning tended to be more slowly incre
mental and routine than it had been in the Taking-Hold, Im
mersion, Reshaping, and Consolidation stages. The calmness of 
this period can be destroyed by important developments in the 
economy, the marketplace, or technology. But whatever addi
tional learning and action these events lead to, they cannot be 
attrilbuted to the manager's newness. For better or worse, the 
manager has taken charge. 

The Stages in Overview 

From this description of these stages, it should be apparent that 
the nature and degree of both learning and action vary 

significantly as the new manager takes charge. Learning is 

orientational and evaluative in the Taking-Hold stage, but be

comes more reflective, probing and finer-grained in the In

mersion stage; it is distinctly intervention-oriented in the Re

shaping period and largely evaluative in the Consolidation 
stage. Table 2-1 summarizes the kinds of learning and action 
that characterize each stage. What this Table describes is a 
changing mix of learning and action over the course of a man
agement succession. In reality, all of the different kinds of 
learning and action can be found within every stage; however, 
the emphasis on each alters as the new manager proceeds to 
master the situation. 

The persistence of the three-wave pattern raises some inter
esting questions that will be explored in later chapters. It sug
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Tale 2-1
 
Learning a;,d Action by Stage
 

Taking Hold Immersion Reshaping Consolidation Refinement 

Type of Orientational, Exploratory, Intervention. Evaluative Routine 
learning evaluative reflective oriented 

Learning Cognitive Revised concept Short-term Evalhative Incremental 
outcomes 

Action 

map of new 
situation 

Corrective 

for change 

Maintenance and/ 

assessments 

Reshaping 

and corrective 
assessnients 

Corrective 

knowledge 

Maintenance 
outcomes actions or preparatory actions actions actions 

actions 

gests, for example, 1hat taking charge, as I have defined it, does 
not occur overnight. A new manager needs time to have an
impact on an organization, and changes take time to implement
in an informed and intelligent fashion. Equally important,
learning enough about a new situation to make changes that 
go beyond obvious problems requires not only the front-end 
work of the Taking-Hold stage but the deeper and finer
grained learning of the Immersion stage. 

Factors Affecting Length of Stages 

The duration of the stages varied from case to case. (Some 
sense of this variability can be seen by a comparison of the 
longitudinal cases shown in Appendix C.) One question the 
data raise is: What affects the duration of these stages on an 
individual-case basis? Generalizing from a study of seventeen 
successions is difficult, but it is possible, based on interview and 
observational data, to speculate about several factors that ap
pear to have an effect on the duration of stages in individual 
successions. These include important externalities (such as a 
recession), the manager's own learning and management styles,
the quality of his subordinates, and the norms of the larger
organization or parent corporation. 

It seems hardly accidental that the longest stage for each of 
the four presidents in the longitudinal studies coincided with 
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the onset of recession in his industry (see Appendix C, Figure 
C-4). One might expect quite the opposite-that such a major 
external crisis would have the effect of hastening the process, 
accelerating the new manager's learning and the speed to act 
on those organizational changes he felt were necessary to im
prove performance. In each case, however, the exigencies of 
the recession provided a number of immediate problems to be 
dealt vith: planning layoffs, reducing inventories and Cutting 
costs, and managing cash (and relations with corporate head
quarters) more carefully. These were very real problems that 
detracted from the principal learning and action activities of 
the stage in question, whether the reflective and preparatory 
work of the Immersion period or the less critical follow-up 
work of the Consolidation stage. 

Despite the apparent (and conveniently "chartable") effects 
of the recession on the length of certain stages in the longitudi
nal cases, interviews and observations suggest that the manager 
himself-how he learns and his management style-is likely to 
have a far more profound effect on how long it takes him 
to work through individual stages than do dramatic external
ities. 

I do not think it is a coincidence that managers who were 
described by subordinates as having strong, hands-on, inter
vening management styles typically had long Imnmersion pe
riods before getting to their second waves of actions. I suspect 
they became so captured by the details that it took them longer 
to do the reflective probing necessary to perform the deeper 
diagnostic work needed to reconceptualize the situation. 

Similarly, the interviews in the retrospective studies also sug
gest that the norms and culture of the larger organization or 
parent can influence the length of certain stages, particularly 
Immersion. In two successions, the new managers made a point 
of explaining that the main reason they took so much time 
before making major organizational or policy changes in their 
second waves of action was that it was the company's style not 
to make significant changes without first exploring all of the 
possibilities and touching all bases. It is not surprising then 
that. althoicrh both of these successions had relatively normal 
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Taking-Hold periods (of about six months each), tile) also had 
the longest Immersion periods of all of the successions studied. 

Two other factors can potentially affect the time a new man
ager takes to progress through these stages. One is the quality
of the subordinates in place when the new manager arrives. If 
they lack ability or background, this cannot help but extend the 
time needed to complete the process of taking charge. If the 
new manager concludes that key subordinates are sufficiently
hopeless to be terminated, he must then find replacements f'" 
them and this takes time, even when they are not searcied for 
on the open market and are transferred from other 1xMrts of tle 
parent organization. Ifthe manager decides to work with them 
to improve their performance, takes timethis also and will 
inevitably extend the length of the early stages.

Finally, external constraints in the form of corporate approv
als for changes in systems, procedures, personnel, and struc
ture also add time to the process, most typically in the Taking-
Hold and Immersion stages. 

Surprisingly, there are several factors that, based on the data,
do not seem to affect the length of the stages. I expected that 
turnarounds might have led to shorter Taking-Hold stages or 
longer Immersion periods. There is, however, no evidence in 
the successions I studied that suggests that turnarounds differ 
from the others in the amount of time spent in any of the 
stages. Similarly, managers promoted from within did not have 
shorter stages than those who were brought in from the out
side, although they did differ in other respects that will be 
described in the next chapter. 

Do Managers Make Changes for the Sake of Change? 

A final question which these stages raise is whether there is a 
tendency for new managers to make changes simply for the 
sake of change or because they believe that to get ahead they
must make changes? -lhe persistence of the three-wave phe
nomenon, even in successions in successful organizations, de
mands this question be asked or at leiwo :,rht,'e,.d ,I, . 
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is that managers do not make these changes for the sake of 
change or to promote their own careers. 

Although surely a way of leaving one's imprint on an organi
zation is to change it, I think there is a much simpler explana
tion of why new managers made changes. As the next chapter 
will show, the actions a new manager took and the areas in 
which he involved himself, especially during the Taking-Hold 
stage, were very much influenced by his previous experience, 
and to some degree by certain stylistic preferences. I think that 
the change phenomenon described in this chapter occurred 
because new managers brought insights, preferences, and 
strengths to their assignments different from those of their 
predecessors; therefore, they focused on different aspects of 
the situation. Even in organizations with "thick" cultures, a new 
manager brings to the assignment a different mix of experi
ence and managerial preferences than his predecessor. Indeed, 
one of the advantages of a change in management (if it is not 
done too frequently) is that a different set of eyes and ideas are 
brought to a situation. If the new manager is at all different 
from his predecessor and is at all performance-oriented, he is 
likely to see problems or patterns which his predecessor did 
not. I think this is especially true in general management suc
cessions where there is usually a larger range of issues to be 
addressed than in functional cases. 

Thus the new manager's exploration and probing is likely to 
result in at least some change. This explanation of the change 
phenomenon is also consistent with the marked decrease of 
change after the 27- to 30-month period (a period of calmness 
extending at least as far as the 42-month period, the latest date 
for which data were gathered). In a sense, the manager has not 
only mastered the situation b)' 27 to 30 months, he has used tip 
his newness. 

Notes 

1. See Appendix C for a description of these measures and how they were 
operaltionalized, as well as for disatigLregatecI pvesentations of the activity 
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2. 	 Insider successions were those in which the new manager had five or more 
years of experience in the industry of his new assignment.

3. 	 See Argyris (1976, 1982); Schdn (1983); Argyris and Sch6n (1974).
4. 	 This pattern is consistent with the Reflective Observation stage of Kolb and 

Rubin's (1974) Learning Cycle theory.
5. 	 I am using the term cognitive map here broadly to include such constructs 

as schema, social knowledge structure, script, frame, mental mode, repre
sentation. See Tolman (1951) for the basic definition of the tern. See also 
Gray, Bougon and Donnellon (1985) for a broader description of the 
construct as a relationship among other concepts including continuity,
proximity, contiguity, resemblance, implication, and causality (pp. 86 to 
87). 



4
 
THE ORGANIZATIONAL WORK
 

OF TAKING CHARGE
 

The last two chapters have described the stages new managers 
go through in taking charge and several factors that influence 
how they progress through these stages. In this chapter I will 
examine more closely the organizational work of taking charge, 
particularly as it affects the new manager's success in mastering 
the new assignment. 

By organizational work I mean the tasks in'olved in assess
ing, developing, and improving the organization. This is distin
guished from two other important aspccts of taking charge. 
One is the interpersonal, one-on-one work of building effective 
working relationships with individtual subordinates aid supe
riors (the topic of the next chapter), and the other is the busi
ness-analytic and strategic work of determining l)usiness needs 
which, although closely related to the organizational issues 
shall discuss, is beyond the scope of' this book. 

The organizational work of taking charge spans a range of 
activities, from learning how the new organization functions 
(who does what, how the structure and systems work, etc.) to 
.1ctually changing how the organization operates (for example, 
by introducing new systems or altei'ing reporting relation
ships). The work can be categorized o)r conceptualized in clif
ferent ways.' An analysis of' my own field dlata idcntified more 
than a dozen organizational tasks that new mn1,agers engalgc 

I 
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in during their first twenty-four to thirty months. Here I will 
focus on only three of the most important: 

Learmnig, assessment, and diagnosis is the cognitive work of tak
ing charge. It consists of learning about the organization, 
assessing it and its key people, and diagnosing the causes of 
organizational pro)lems as well as configuriig ways to im
prove the organization's effectiveness. 

SIVorking out shared expectations is the team-builling work of 
taking charge and consists of developing a cohesive and 
focused organization. An important aspect of this task is 
working through a shared set of expectations about priorities, 
goals, and standards with subordinates and superiors, and 
instilling them ill the organization. 

* Changing the orgaization to improve performance is the change 
work of taking charge. It involves making organizational 
changes aimed at improving per1ri-naice. 

I have chosen these org?_..zational tasks for two reasons. 
First, they are descriptive of a core set of activities that occupied 
most of the managers during their first twenty-four to thirty 
months on the job, regardless f&whether they were insiders or 
outsiders, in turnarounds or in normal successions. Second, 
they are the organizational activities that the successful lan
agers as a group lhandled most differently from those who 
failed. 

In practice, these tasks are not dealt with sequenltially, but 
more or less simultaneously over time. The exigencies of taking 
charge of a business unit or functiion and the realities of how 
managers learn and act do nct allow the new manager the 
luxury of working on them onie at a time. The tasks are, in 
general, fairly straightforvvard; how they are accomplished is 
moie variable. The new maniagers performed these activities in 
fairly individual ways depending on their backgrouiids and 
styles and the situations ithey faced. 

There are, however, several broad differences that distil
guished the successf'ul from the unsuccessf'tl managers. As a 

in. t he manatvers in the failed si ccessions tended to work inoro> 
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a more isolated and less interacti\c fashion than tile successful 
managers. Interviews with these faile(l managers, thleir subor
dinates and their superiors suggest a "Lone Ranger" aI)Proach. 
As a group tile), used such interactive velhicles as groul) meet
ings and prol)lem-f()cllsed task forces to a nuch lesser degree 
than the managers in the successful transit ions, and, as the last 
chapter rev'ealed, they were not as successf'ul in developing 
strong working relationships. 

The broad pattern characterizing Iow managers wlio failed 
handled the tasks contains several elements. TFheir assessments 
and diagnoses of their new sittuatiozns tendedl to )b more nar
rowly focused than those who succeeded, especially iluring the 
Taking- Hold stage, so that tley f'ailed to ac(ldress ii1nportailt 
organizational areas or priorities. TFhe nanagers involved 
fewer people in their assesslellts and diagnoses )fthe organ i
zation and its problems. They were also less effective iii work
ing through shared ,expectatioiis wit!h 1)0th their superiors and 
subordinates in thir first year on the job. All but )ne of tle 
managers who f'ailed also had difficulties in developing a cole
sive management group. As a result, the changes tley made, 
especially in the Taking-Hold stage, were less effective, either 
because the changes were based on partial or incorrect diag
noses of their new situations or because tle) were badly imple
mented by a management team which did not supl)ort the 
changes. 

Learnii.j, Assessment, and Diagnosis 

The cognitive work of learning about the organization, assess
ing it, and diagnosing organizational problens, is a particularly 
important part not only of the orientational and evaluative 
learning of the Taking-Hold stage, w'hen tile new manager is 
trying to grasp his situation, but of tile second stage, Iminer
sion, when he acquires a deeper and finer-grained understand
ing of it. 

The experienced and successful managers started this work 
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assignment. The learning, assessment, and diagnosis occur si

multaneously. The new managers' descriptions of their first 

on the job showed that the)' were assessing their sittuaweeks 
tions and beginning to diagnose organizational problems even 

as they were learning about tleni.2 In some cases, the 	initial 
or byassessment was guided by the new manager's mandate 

questions he had raised during his preparation. Organization 
much fuller cogni

insiders obviously began this process with a 

tive map of the situation than organization or industry outsid

ers and thus they experienced less front-end learning. 

ORIENTATION WORK 

In all but two cases, during their first one to three weeks on the 

job the managers conducted a series of meetings and other 

that provided an initial opportunity for orientationactivities 
and preliminary assessment. (Not surprisingly the two excel

tions were insiders who had been promoteCl from within.) Ac

tivities included reviewing performance data, five-year plans (if 

they existed), touring facilities, and meeting with their new 
described as "gettingsubordinates (which managers variously 


to know each other," "breaking the ice," or informal "briefing"
 

meetings). (See Appendix C, Table C- 1 for a summary of these
 

activities by case.)
 
This round of initial activities occurred with both industry 

insiders and outsiders as well as in turnarounds and nonturn

arounds. Although most managers used the orientation period 

as an opportunity to make initial assessments, the more experi

enced managers also used these activities to identify patterns, 

spot obvious organization problems, and generate questions 

about areas they needed to look into further. The comments of 

a $70 million consumer-prodtct-division president, for whom 

the new assignment was his third turnaround, give some flavor 

of this initial orientation work: 

The first thing I did was to meet with everyone-to say hello, 

introduce myself. Then I scheduled a meeting with every manager 

here to familiarize mysel" with the operations. I took notes. Put his 
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name down and asked him to tell me what his job was. When I met 
with the product planning manager and he described his job to me,
I couldn't believe it! It sotlndel like he was running the company.
But I just took notes and didn't say anything. When I met with tle 
sales VIP le told me that lie di(l't lhave autho-rity over what prod
ucts to sell-that was product planning's responsibility. I meet witi 
a few owher peCoplle and I begin to get the impression that ma)l)e tie 
product planning guy Was running the company. People also f'ound 
ways to say' that lie ;;"'r the easiest guy to work with either. 

The VP of' mantif'acturing told me al,)( )ut the mantifactuiring 
problems, but didirt kno)w h at really caused them. For example, 
everyone had mentioned (leliveiy pr-llesls, so I asked him why we 
had them and he told mue about the shortiotins policy (hiT-plref eired 
cuszomers], and al)bout sales selling ,rders on a one-shipment basis. 
So I began to see that a lot of the pi-tlemns people were talking
about were in the "mechanics" of' running tlie business. They didn't 
know how to do things and the systems were lousy.

Then I talked withI t!ie controller and his g rotup and I began to 
see some of the reasons why. All they [the controller's deplartment] 
were doing was recording numbers. Plus, two of' the managers in 
the controller's department cane to me and sai(d "I canl't work for 
this guy." It botlered me that two of*his subordinates would say
that, and I don't like situations where people take a fellow apart
when lie's not there. But it sure raised questions about the guy. 

As this quote illustrates, the manager began assessing the 
organization and its people and even diagnosing its organiza
ional problems as lhe was still becoming oriented. He saw sev

eral patterns he felt needed further exploration: the power of 
product planning over other functions; the lack of attention to 
what he called "mechanics" (i.e., planning and control systems), 
and the effects of sales policies on manufacturing problems. 
This initial round of activities also raised questions about his 
controller and prodtuct planning manager. Not surprisingly, 
they were the first two of his direct reports whom he began to 
assess in depth soon afterward. 

Sometimes initial assessments can be precise, depending on 
the obx'iousness of the problems and the background the new 
manager brings to the situation. In the case just cited, the new 
president identified the need for a better cost system by the end 
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of his first week. More often, assessments based on this first 
round of meetings were more impressionistic, however, espe
cially for new managers who were outsiders. Several of the 

more seasoned managers pointed out the dangers of making 
too much out of first impressions, particllarly concerning peo

ple. The division president just quoted cited the following ex

ample: 

You have to be careful about relying too much on the first im
pression. No one could have left a better impression than Benson [a 
general manager who reported to him]. People at corporate 
thought he was the greatest thing to put on socks and my initial 
impressions of him were very favorable. He was bright, articulate 
and tough. HeIhad presence and seemed to know his stuff. But 
later, when I get into exploring his area, I find we're not even 
playing the same ball game. Now, sone of' these other guys, who 
didn't come across so well early on, have turned out to be more 
solid. 

EARLY ASSESSMENT AND DIAGNOSIS 

After an initial round of orientation activities, the new man

ager's assessment and diagnosis of the situation takes shape 

mainly as part of the process of trying to master the assign

ment, or as one manager described it, of "managing it while 
you're trying to get your hands around it." The process may be 

guided by a going-in mandate, if there is one, but usually it 

occurs as a part of daily interactions with key people, suppliers, 

customers, as well as a part of the need to make decisions or to 

sign off' on the decisions of others. In an important way, the 
daily litany of routine and nonroutine l)roblems that comes 
with the new job are the ma jor arenas in which the new man
ager's organizational assessment and diagnosis take place. And 
this learning, assessment, and diagnosing takes time, especially 
for industry outsiders or managers who are still inexperienced. 
But time is also needed for seasoned managers. One of the 
most experienced managers described his first six months as 
Dresident of a $1 75 million macline-tool division: 
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In tile early period there is a very steep learning curve. I don't
really think you can be effective until you've learned. It's taken me 
a period of tour to five mont us before arriving at the point that I
feel I know what I'm doing--what the conditions are, the business,
the people and the problems, why we weren't making money. Now
I can begin to address my attention specifically to figuring out tile
problems. I now have the feeling that I know what has to be clhne 
and how to do a better job. 

As the new manager gains experience during the Taking-
Hold stage and as his cognitive map of the situation becomes 
fuller, his task increasingly is to diagnose tle extent to which 
performance problems are related to organizational vaiables,
including key people. In practice this does not happen in a
neatly systematic way. Some organizational problems may be
come immediately apparent to the new manager even before 
ie has been on the job long enough fully to understand the 

situation or develop a concept of how it should be functioning, 
as was the case with the division president quoted earlier. He
had determined by the end of his first week that a better cost 
system was needed and by the end of his sixth week that his 
controller was incompetent. Some pro¢blenis are diagnosed ear
lier than others depending on the prior experience and knowl
edge base a new manager brings to the assignment and how 
obvious the problems are. 

Using Meetings, Systems, and Other Devices. In diagnosing or
ganizational problems, the successfil managers often used or
created a number of devices for focusing on specific problems 
or for yielding information on their causes. Problem-focused 
meetings, in particular, played an important role not only for
orientation but for helping a new manager and his manage
ment team diagnose performance issues (such as delivery, mar
gin or cost problems) and their organizational implications (see,
for example, Appendix C, Table C-3, cases 1, 2, and 4).

The new managers who succeeded differed from those who 
failed in the extent to which they engaged others in the process
of diagnosing organizational problems during the first three to
six months of tile Taking-Hold stav.e, esreciallv in heir ,,,;e o(f 
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group-based devices. Those who succeeded used both recur
rent meetings and specific problem-focused task forces or com
mittees to a much greater degree (ten out of fourteen). In 
contrast, not one of the managers in the failed successions used 
a problem-focused task force during his first eighteen months 
to assess or diagnose problems (see Appendix C, Table C- I for 
comparative data). This is part of the "Lone Ranger" pattern 
that characterized the failed successions. 

New managers also used existing information and control 
systems to assess and diagnose organizational performance and 
problems. When a new manager's initial assessment showed 
that an existing system was inadequate in yielding the informa
tion needed to assess performance or diagnose problems, he 
typically responded by initiating changes in the system (or in 
some cases b), implementing a new system) that would pro\'ide 
information. Systems changes were made in all but one of the 
longitudinal cases during the first three to six months (see Ap
pendix C, Table C-2). With four exceptions, however, the need 
for major structural change (as compared to systems change) 
was not apparent to the new manager within the first three 
months. (Not surprisingly, two of these exceptions were man
agers who had been promoted from within, and a third had 
previously worked in the division.) 

Assessing Key People. Critical to the organizational work of the 
Taking-Hold stage is assessing key people-their relative com
petencies, strengths, and weaknesses. Much of this assessment 
occurs naturally in day-to-day interactions. As the new man
ager works with key people, observes their actions, and learns 
more about the problems of their areas and how they handle 
them, early impressions become more specific and differ
entiated. Initial questions about a subordinate's competence, 
intentions, or commitment usually lead to a more explicit focus 
on a subordinate's performance. If differences in goals or ques
tions about ability became apparent, the successful managers 
typically confronted the subordinates in question on these is
sues within the first three to five months in an attempt to cor
rect the situation or, as was true in several situations, to termi
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nate the subordinate. Failure to do this resulted in the 
relationship problems described in the previous chapter. 

StrategicReviews. Whether or not a new manager and his team 
did a strategic review of the business also shaped the organiza
tional assessment and diagnostic work of the Taking-Hold pe
riod. Only four new managers implemented explicit strategic 
analyses or reviews during their first six months. The strategic 
analysis either influenced the new manager's diagnosis of the 
organization or it led directly to organizational change. In three 
of these cases, the results of the strategic analysis were the basis 
for reassessing both the organization's structure and key subor
dinates. 

These were, however, only a minority of the managers. Most 
either did not conduct a strategic analysis (luring their first 
three years (nine cases), or the, did not do so until after they' 
had taken hold of the situation and had gained at least an initial 
understanding of the situation (four cases). 

GOING BEYOND THE INITIAL DIAGNOSES 

Based on my fieldwork in the longitudinal cases, the four to 
eleven months that comprise the Immersion stage are critical to 
gaining a deeper understanding of the organization and how 
to improve its effectiveness. Managers typically experienced 
the assessment and diagnostic work of the Immersion stage as 
less demanding and time consuming than that of the Taking-
Hold stage. Yet, in most of the successful cases, the major 
changes made by the new managers occurred as a result of the 
added understanding they acquired during this period. The 
underlying dynamics of why this deeper and finer-grained 
learning occurs have already been described in chapter 2; here 
I will focus on only the broad themes that characterized the 
second stage of diagnostic work. 

Assessing the Effects of Prior Chages. If the new manager had 
done a thorough job in assessing and diagnosing his situation 
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during the Taking-Hold stage, he had developed a fairly com
plete cognitive map of the situation by the time he reached the 
Immersion stage. He now could look for patterns that had 
previously eluded him. Equally important, the new manager 
and his staff now could learn from the results of the actions and 
changes that they made during the Taking-Hold stage. 

The possibilit)' for further learning and diagnostic work ex
isted whether the changes made in the earlier period were ef
fective or ineffective in doing what the new manager had 
wished. If organizational changes made during the Taking-
Hold stage had succeeded in dealing with the problems the, 
were intended to address, new problems became visil)le. TheV 
were not previously visible because they had been over

shadowed or masked by the problems that th)ey had acted on 
during the Taking-lHold stage. Thus problems that were either 
more sultle or more basic now became clearer. 

For example, the new president of' a $650 million comptier 
subsidiary and his team had reorganized the company dI uring 
the Taking-Hold stage as a result of an intensive and thorough 
strategic analysis that occupied the new manager's first six 
months. This reorganization greatly reduced interdivisional 
conflicts and was effective in increasing the market focus of its 
divisions. Once these problems were eliminated, however, a 
number of questions became clearer about how the subsidiary's 
software and new-venture operations were organized. Fhese 
problems had been overshadowed by the interdivisional con
flicts and lack of market focus existing before the new president 
and his staff reorganized the company. 

If the changes made in the earlier stage had not been effec
tive, then the Immersion stage provided another opportunity 
for diagnosis. The question now became one of' why these 
changes did not work, or why they did not have a stronger 
effect on performance. In the successful cases, the new man
agers and their staffs probed further to understand the under
lying causes of the problems. 

A new division presilent of a $55 million construction-prod
ucts division and his group had diagnosed major planning and 
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control prol)Iems in manuiIfacttu ring ding Taking Hold ,lld(
had made several significant changes in stuctture and systems 
to correct the problems. ttowever, dliiring tile ImflImersil stage
it became apparent that although costs lhd drol)l)e(l anl Ce
liveries had inproved, tile (1i Visic Jl Wis still 11t ('tSt C(OIlll)eti
rive. The diagnostic wmrk )f the Iin iCsil1l st:ge was Ilrgely
devoted to figuring out why'. Mtich p)robillg an11 analysis re
vealed that their maniufacturing costs were higlher Ih, n c0in
petitors' because the product 's design was inlhere lv ,11ore
expensive to make, regardless of how efficiet lv lmaiifalCtLtt
ing was managed. 1he new manager's pplr()ilg anld cliagilstic
work duiring tle Iinmersion Stage finallv traced tle smilces f 
the design prollemns to the organization ofI' the ei)gi cering 
group. 

Settling Questions About Key People. Another Immersion task is 
settling any continting quiestions the new manager might ha'e 
about key subordlinates. lost managers had already dealt with 
obvious competence p)o)lels lui-Ing tile Takiig-Hold stage.
Not until the second six montius or later did more SUl)tle (ILes
tions become clearer. It takes time for this finer-graiedi assess
ment, and, I believe, there are limits to how much a new man
ager can do during Taking Hold. New managers did not have 
an infinite store of' time during their first six montls and they
usually focused on those areas tt at were eit her most critical or 
in most trouble. As a i-esult, it was the stibordinates in those 
areas that they got to know and assess most quickly and deeply.
The time-staggered interviews of the longitudinal studies stg
gest that managers did not get to know sib]ordinates in less 
critical areas in conparable de)t h until after the ' aking-lold 
stage was completed. Hence, nearly half of the new managers
had questions al)ott at least some sl)ordinates well into the 
Immersion stage. Typically this now resulted in closer scrtiinNy
of these subordinates; in most of the successful cases, managers
confronted [he subordinate with perceived shortcomings or 
differences in prior-ities oi- goals. The confrontations ustually
led to performance improvements (in four cases) or to reassign
ments or resitliat ions (in three cases). 
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Developing Shared Expectations
 

The second major group of organizational tasks centers on 
developing and working through a set of shared expectations 
about goals, priorities, and roles with key subodin-ates and 

superiors. In practice, new managers begin doing this almost 

from their first day on the job. But dlevelol)ing a larger sense of 

shared purpose and cohesion takes considerably longer-from 
three to eight months, sometimes longer, in the successful 
cases. The new manager needs time to understand the situa
tion, get to know his subordinates, and work out priorities, 
especially if he is an outsider. 

Team-building work is obviously easier if the manager is an 
insider or if he takes ov'er a colhesive organization that is 
focused on what lhe I)eliev'es are the right goals and priorities. 
This was the situation in seven cases. But even under these 
fortunate circumstances, the task requires attention; in two of 
these cases, in the eyes of superiors and subordinltes, the man
agement group's cohesion and unity of )uirpose actually deteri
orated during the new manager's first twelve months. 

WORKING THROUGH SHARED EXPECTATIONS 

The general pattern characterizing the successful transitions 
was that the new manager worked out an increasingly concrete 
and specific set of expectations over time, with both his direct 
subordinates and his boss. This often required tacit or explicit 
testing and in some cases negotiation of differences. File time
staggered interviews make it clear that it takes time and focus to 
do this, particularly during the Taking-Hold and Immersion 
stages. It requires an ongoing investment of time on the part of' 
the new manager in meeting with key subordinates and 
superiors to work out priorities and settle differences. It also 
requires elapsed time: general expectations tustally became 
more concrete and operational as a result of a number of 
specific interactions and decisions. In some instances, the new 
manager did not know enough about the situation early on to 
be specific about expectations and could communicate them 
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only generally. In the successful cases, the new managers tacitly 
or explicitly worked at grounding general expectations in more 
specific and operational terms as problems were diagnosed and 
as the managers began to know their people better. A general 
manager of a $175 million machine-tool division describes his 
first six months: 

First of all it takes a while before you get a good enough picture 
of the situation to start getting specific except in the problems that 
are obvious to you. I tried my best from the beginning to be v'ery 
firm about what we were going to (10-the directions we had to 
move in-and as I've learned more I've become more firm.... Btt 
there's a changing relationship over that period. People have to 
learn about each other-learn how you react, do things. You learn 
more about them, you begin to talk more freely and with what you 
learn about the business, you're able to ask better questions. They 
become less strained, talk more freely, and you get more specific 
about what these directions mean .... You can't do all of that right 
away. Ittakes time and work. 

In contrast, the prevalent pattern in the less successful transi
tions was either that expectations were left so general or vague 
that goals and priorities were still ambiguous, even after five or 
six months on the job, or that the new manager had failed to 
confront and work through important differences in expecta
tions with key people. In one case of a small oj)erating sub
sidiary, after five months the new general manager and his 
chief engineer still had unresolved differences over technical 
policy matters and equipment specifications. Their failure to 
resolve these differences led to considerable tension and con
flict within the organization and subsequently to equipment 
problems. Although the problems were not given as the rea
sons for the manager's ev'entual termination, they certainly 
undermined his credibility in the eyes of senior management 
and several of his subordinates. 

In another situation, the new COO of a $100 million operat
ing grotp failed to work out agreed-upon performance targets 
with his superior and his three division general managers. 
Moreover. althotl.lh all iarties atriteed inT,ilrinvle th:,t o :,i

http:althotl.lh
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zational changes were needed in all three divisions, his division 

general managers complained that they could not get him to 

clarify what he expccted, even generally. As a result, the situa

tion felt "unnanaged" and valtuable time was lost while his sub

ordinates failed to take action. A downturn in the group's mar-
COO's superiorkets intensified the problems and the 

concluded that his 	 inability to deal with such obvious issues 

in over his head. He was subsequently remeant that he was 
lieved of his job and transferred to another part of the parent 

corporation. 
These two examples concern expectations about major goals 

and policy matters and seem dramatic because they address 

such large issues. However, mitch of the actual work of devel

oping a set of shared expectations about how the organization 

should function occurs with more modest issues. In many cases, 

the reviews that are a normal part of managing a business pro

vide natural arenas in which this work is accoJIMplislhed. These 

include formal vehicles like budget reviews, capital allocation 

approvals, operating reports, and updates of five-year plans. 

All provide op)portunities for expectations to be worked 

through and communicated. 

BUILDING A MANAGEMENT TEAM 

One apparent difference between the successful and unsuccess

ful managers was how effective they had been in building a 

cohesive management team. Although many arenas exist in 

which expectations can be worked out, one of' the most impor

tant was the new manager's group of immediate subordinawes. 

It is a natural setting in which subordinates in charge of differ

ent parts of the organization can grapple with differences and 
focus on common priorities. 

The importance of building a well-functioning management 
team is obvious to most experienced managers. Several more 

seasoned managers were explicit about this as a major task of 

taking charge. The consumer-goods division manager quoted 

at the beginning of this chapter, who was in his third turn
around cemmented: 
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From the first few days it was obVious there was no interworking 
between )eople. And compared with the need for a standaird cost 
system ti is was even more important. I can live witOout a standard 
cost system-at least for a while. But I can't turn this division 
around if I can't get people to pull together. 

But this is a lt more subtle ihing than getting a new system in 
place. You can't mandate that people work like a tean. Yu can't 
mandate that as i priority-Ilat is u nless y tmi'ie a ftwl. lhiese 
things cone sulbtly. People have to want to w(rk toget her; t hey haive 
to see how to do it. "lihee has to be an environment fir it anid that 
takes time. It's my higlest piomrity riglht nov btut I don 't write it 
down anywhere because it's not like ,other piiorit ies. If I told coViI)
rate that building t team was my prime goal thcy'd tell ii e, so what? 
lhey'd expect that as pit of making things better. 

A prevalent characteristic of' failed successions was that the 
manager was viewed by subx)rdinates and superiors as having 
failed to develop a coliesive management tearn )) the end of' his 
first twelve months. A variety of reasois were given, includidng 
lack of skill in leading people, interpersonal conflicts Avith direct 
reports, and a perception that the manager simply did not see 
team building as very important compared to other more press
ing business problems. 

Whatever the underlying causes of how the manager dealt 
with his subordinates, two broad patterns characterized the 
failed successions. Ilie first, which occurred ini half the cases, 
was that the manager chose not to work with his direct reports 
as a group, btut individually or through formal conmtinicat ions. 
Thus man)' common and group-wide issues were handled 
largely one-on-one. Staff meetings, when the) did occur, were 
described by subordinates as perfunctory and not very useful. 
Lack of group identity further worsened because e'en on a 
one-on-one basis, the new managcr spent most of his time with 
a small number of subordinates and barely ainy time with other s. 

This pattern is another manifestation of the "Lone Ranger" 
theme andi is, I believe, one of the causes of'1o)0r organizational 
assessment and diagnosis in the early stages of taking charge. It 
is also consistent with the failed managers' less extensi'e use of 
group-based vehicl's fir )robllem sol'in and d ialrnosis. 
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One of the failed cases illustrates this pattern particularly' 
well. DIring his first six montlhs the iew%' COO of the $1(00 
million operating grouI referred to earlier devoted most of his 
initial efforts to problenis in a division lie formerly headed, to 
the exclusion of the group's two other divisions. This caused 
mounting complaints of absentee management and being in 
the dark from the other parts of the organization. Criticisms 
became more hostile after his first six months becauise of in
creasing competitive pressures on all of the divisions. As a re
suIlt, his division general managers became more openly critical 
of his lack of direction, and f'ouIld occasions to voice their com
plaints to senior nalagememt. )uring this period the C(O 
seldom met with his top managers or direct staff as a group, 
which further rein forced their sense of leinig rudderless. I also 
believe that the coltrast between him :Ind 1his predecessor ex
acerbated the proNblel. The former group COO was a highly 
interactive and charismatic manager who instilled strong loyal
ties among his management team. The comparison between his 
approach and the ne\ manager's Was prticulirly striking to 
people who valued being part of a team. 

A second pattern that characterized cases in which lew man
agers failed to develop cohesive management groups was an 
unwillingness or inability to resolve conflicts already existing 
within the management group. Instead, conflicts were either 
suppressed or left unchecked, even after five or six months. 
Whether this was because the new managers were preoccupied 
with other matters or because they had difficLlty in dealing 
with conflicts is not clear. Whatever the cause, tle), did not 
focus on this conflict resolution or see it as a priority. 

In contrast, the pre\'alent pattern in the successful Cases was 
that the new manager found some way of confronting and 
resolving major conflicts between members of the management 
group and saw their resolution as important to performance. 
The comments of a division manager six months into a tturn
around are an illUstration: 

Of all the things I've said, the most important is getting people 



86 THE DYNAMICS OF TAKING CHARGE 

that common purpose is. The single biggest problem in a 
situation like this is if you don't have a unity of purpose. Manage
ment gets fragmented, and confused-people spin their wheels. 
No one wants to be unsuccessful, so why does this happen? 

[It's] because people can't get across to each other what needs to 
be done and why. . . . It all stays below the surface. When you're 
with a group of managers you're trying to figure out what it's all 
about and what ,ou'reall al)out .... I've never been ina situnation yet
where I haven't had to clear tie air and get the conflicts )It )i tlie 
table. People tend to hold back until then. BUI when the air is 
cleared it's different. It's a tough little exercise, thouigl, of get
ting the conflicts out and getting them settled. But after )'ou've stir
rived it, people begin to feel good witli eacl other. Al sol11tely
straightforward. Until you've CiJne that, all you're doing is playing 
games. 

Of course, building a focused and well-functioning manage
ment team is not the only way a new manager works throtigh 
and communicates a shared set of expectations about goals and 
priorities; it is, nonetheless, important because it is through the 
manager's team of direct reports that he has the highest lever
age in influencing the larger organization. Let me tuLn now to 
some other ways shared expectations are communicated. 

SYMBOLIC BEHAVIOR 

My field observations suggest that the new manager's expecta
tions are also communicated symbolically by the actions he 
takes, particularly during the first three to six months of the 
Taking-Hold stage. One of the social realities of this period is 
that the new manager's behavior is the object of considerable 
interest to the organization as a whole-even if he is an insider. 
People search for clues, observing even the smallest uances in 
his behavior and interpreting them. 

A consequence of this heightened scrutiny is that many of 
the manager's routine actions symbolically communicate his ex
pectations either intentionally or unintentionally. For example, 
in the case of one of the new division presidents, a n,.ber of 
his subordinates commented early on that he never took iis 
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jacket off except when he was touring the plant and that he had 

spent most of his first three months in his office. He called 

people to him rather than going to their offices, and he held all 

his meetings in his own office. At this earl)' stage, two infer

ences were drawni about him and how he wanted to operate 

(which were widely discussed by people below his subordinates' 
level). The first was that he was a formal and demanding task

master, which was largely correct. The second was that he was 

not a very approachable )erson and did not want to waste his 
time with minor people or minor matters. The second, as many 
people later discovered, was not correct. He was a careful lis
tener and those who worked with him found him very ap
proachable. Yet it took time for this initial misperception to be 
corrected. 

Even the most routine actions can communicate expecta
tions. In two other divisions I studied, I was surprised by how 
many subordinates mentioned the new general manager's 
working hours as an example of how he had signaled expecta
tions to the organization: 

He was the first one in the office. I lis car was in the lot by 7:00 
a.rn. every morning and he never left before 6:00 p.m. 1'hat told 
people a lot about what he expected from us. 

The subordinate of another general manager commented: 

On Jim's arrival the message got through pretty quickly that at 
8:00 a.m. he was here and come 5:00 p.m., he was still here-that 
he was putting in a long day-and then some. Fhe numlber of 
people who straggled in late quickly declined. The message got 
across, but never a word was said. 

Similarly, even how the new manager used his office or 
changed his furniture could communicate expectations. In one 
case, where a new division president was trying to break down 
functional barriers between departments, several of his subor
dinates remarked that he had replaced a rectangular confer
ence table in his office with a circular one so that sales and 
manufacturing could not align themselves on opposite sides of 
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the table. One of his subordinates commented, "You began to 
see that he means it." Indeed during a visit at the end of this 
manager's third month, I observed inl the division's large con
ference room, a meeting of representatives from mantif'actur
ing, sales, and data processing in which the new president ac(tu
all),had people move their chairs so not to be seated il"blocks." 
As one of his subordilates sai(l after the meeting, "You get the 
message he isn't kiddinig about breaking down fiziictional barl
riers." 

Both of these examples are initial impressions about general
expectations, but there were similar incidents of symbolic be
havior communicating more specific expectations as well. I~ii
ing my six-month interviews in another division, ever, member 
of the top ma nagement group and several people in middle 
management referred to an incident thlat had occtIrred two 
months earlier when the division had again missed its ship
ments qtota. The new president called together tle executives 
involved and suggested that every member of the group who 
was "really" cu,ncerned with the delivery problenm remain in the 
plant until the quota had been met. By two o'clock in the morn
ing of the next day, the quota had been shipped, and as one of 
his subordinates phrased it, "[here was no question of our 
being late on shipments again." This incident, which people
later called the "late hour exercise," was percei'ed by several of 
his subordinates as extreme and punitive, by others as appro
priate and overdlue, )lt all agreed it had made its point. Tihe"late hour exercise" was so powerful in its symbolic meaning
that it was still being mentioned 1)y his subordinates in inter
views two years later. 

RALLYING CRIES AND THEMES 

Several new managers used another method to communicate 
expectations to the wider organization: coining a l)hrase that 
captured one or more beliefs about what tile), felt the organ iza
tion needed and using the phrase repeatedly. In the longiludi
nal studies tills typically did not occuir tntil tlhe liew manager
had been on the job for three to six nIllonhs, haviliv smiIt 
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enough time to work through a sense of direction and pri

orities. These phrases served as a shorthand to signify tle man

ager's expectations about what the organization should focus 

or where it should move. They became thenes or rallyingon 
cries. 

For one division president the theme became "fixing the me

chanics," an expression that he an( his management team used 

increasingly as a symbol of what they were working on. In 

another turnaroInd, the rallying cry was "instilling dliscipline," 

which subsume( a whole number of expectations about l)etter 

planning, the introduction of tighter control systems, and a 

more disciplined management of the business. The uise of "dis

cipline" was so pervasive in my interviews and in meetings I 

attended during this manager's second year, that there were 

times when I felt I was visiting a Marine Corps boot camp. The 

point is that it worked to communicate a whole set of expec

tations about how the business should be run and provided a 

shorthand for reinforcing those expectations. 
Other examples included "decomapartmentalizing," "closing 

the black hole," (in a situation in which severe inventory pro)
alems existed), and "making the elephant jump," (making 

large organization quicker and more responsive). 
The most surprising rallying cry appeared in one of the or

ganizations that I had chosen to study because, by my criteria, it 

was tnambhiguously' not a turnaround. The division had a long 

and sustained record of growth and profitability and was 

clearly not in economic trouble. I was therefore amused to 

discover on a visit during the manauger's second year that his 

rallying cry had become, "turning the company around." Both 

he and his subordinates, and even his superiors, referred to 
what the new manager and his team were doing as "turning it 

around." By my criteria, and compared with other cases I was 

studying, this was by no stretch of the imagination a turn

around situation. Yet for that organization, the expression con

noted specific expectations about improving margins, increas

ing market share, and becoming more efficient producers and 

aggressive marketers. Its literal meaning did not matter. 
.qlchrillvn(r crieps are. of course. not substitutes for the de
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tailed, day-to-day task of working out and developing shared 
expectations. However, if the frequency with which these rally
ing cries showed up in my interviews and observations are ally
indication, they were certainly effective in reinforcing and com
municating the expectations. 

Changing the Organization to Improve Performance 

The third group of tasks in the organizational work of taking
charge is changing the organization to improve its perfor
mance. This is less critical in well-functioning and successful 
organizations than in turnarounds, and the change data pre
sented in the previous chapter show that new managers im
plement fewer organizational changes in normal successions 
than in turnarounds. 

The prevalent pattern in the successful cases was that the 
new managers did not make major organizational changes
lightly. With the exception of insider successions and some 
turnarounds, major changes typically were not made until the 
Reshaping stage-after the new managers and their groups
had had enough time to take more modest corrective actions 
and to do subsequent assessment and diagnostic work. 

There is no clear single pattern that stands out inl the failed 
successions concerning change, but two different patterns, each 
of which characterized half of the failure cases. In the first, 
some new managers made major structural changes during
Taking Hold that were viewed retrospectively by others (and
particularly superiors) as being based on inadequate or incor
rect diagnoses of organizational problems. Inappropriate
changes worsened the situation, perhaps because they were 
made too quickly, before the new managers fully understood 
their situations. In these cases, the pattern was confounded 
because these managers were industry outsiders who also had 
difficulties working with subordinates, peers, or bosses. Thus it 
is quite possible that they were at a disadvantage in experience
and that their "Lone Ranger" styles may hav\e pre\'ented them 
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useful input in diagnosing the organizational
from getting 

problems that the changes were intended to correct.
 

the other half of the failed 
The pattern that characterized 

or prematurethe opposite of inappropriatewassuccessions 
change: the managers were perceived as either waiting too long 

or they failed to address seri
to implement corrective changes 

ous organizational problems in a timely manner. 
new

theme in these two patterns is that the 
The common and per

to deal with obvious organizational
managers failed 
formance problems effectively, either because of inappropriate 

belief 
changes or actions that were seen as inadequate. My own 


is that both patterns are closely related to poor diagnosis, lack
 

of interaction, and poor team building. I should also add that 
(especially

how "appropriate" an organizational change is seen 

by superiors) is not simply a function of economic results; it is 

When there are dif
on what the expectations are.dependent 

ferences about what needs to be done, or a lack of clarity, it is 

not surprising that organizational changes may be seen as inap

or subordinates.propriate, either by superiors 

CHANGESORGANIZATIONALIN MAKINGDILEMMAS 
too soon" and "not 

The two patterns of "the wrong changes 
the failed succes

too late" that characterizedenough change man
sions highlight a set of dilemmas faced by many of the 

agers studied, including successful ones, and were most keenly 

expressed during the Taking-Hold stage or toward the end of 

the Immersion stage. 
in making orwas how quickly to move

The first dilernia 
ganizational changes to deal with existing prol)lems when the 

sources of these problems were not yet thoroughly understood, 

as is often the case during the Taking-Hold stage. If the man

he understands the situation thoroughly, he 
ager waits until 
risks acting too slowly on important problems, thereby losing 

some of the advantages of the "honeymoon" period as well as 

valuable time. The manager may also lose credibility because he 

appears indecisive. 
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How quickly to make organizational changes preoccupiedover a third of the successful managers, including three of themost seasoned executives, during their first three to six months on the job. One described the dilemma as follows: 

I know [the group VP] and the people here are waiting f' r me tomake some changes and they're beginning to have qulestions aboutwhy nothing's hlappened yet. So I'm paying a price fbir taking mytime on this and I'm not sure how much longer I can go before[taking some visible action]. But I do know I'm not ready yet. 

Another said: 

Everyone knows we're in trouble. I made some changes early on[in the first two months] and they're waiting for the other shoe todrop. A couple of people [he names them] are getting a little uptight about it, but I've got to get some things nailed down betterbefore I'm read), to move. 

On the other hand, if the new manager acts on his "bestunderstanding" of the situation but without a full picture of allthe variables, lie risks acting prematurely and making adecision. He also risks making a 
poor

change he 'ill subsequentlyregret because lhe has precluded options he may wish lie laterhad, particularly after the deeper learning and diagnoses of the
Immersion stage.

This dilemma is particularly salient for industry-outsidermanagers who, in the absence of good counsel, advice, or data,
may be better off deferring major changes until the), have gone
through the deeper learning of Immersion. That outsider successions typically had small first waves of action and large second waves probably reflects an intuitive recognition of this dilemma. The best solution for outsideran is to acquire theneeded data and to involve knowledgeable others in the diagnosis of the problems and in evaluating the effectiveness ofalternative ways of dealing with them.The timing dilemma can also reappear at the end of Immersioln. Since this stage typically led to a second wave of action,many managers were again concerned with how quickly to act 
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on the added learning and experience acquired during this 
period. Tile president of a $650 million computer products 
subsidiary (who had implemented a major change at the seven
month period) described the tradeoff between acting on what 
he and his divisional management group had learned during 
the nine months since he had restructured the organization 
and the need to ensure that the organization was read)' for 
another wave of significant change. He accurately recogizcd 
the frustration building in several of his direct reports who 
were convinced that further changes were needed quickly. He 
was also cognizant of the need to gain acceptance for these 
changes, especially because the division had already undergone 
so much change. In another case, a division president turning 
around a $175 million capital goods division was afraid that if 
he deferred restruLcturing the division too long he would not 
only lose v'aliable time but would become, in his words, "too 
cozy with the problems." He explained: 

You have to understand the prollens to know what changes are 
needed. But if you wait too long you understand thel too well and 
you begin to buy into all the reasons why you have the,, , anid then 
you begin to lose your edge. Still, what I'm talking about here is a 
major reorganization and it needs to be right. That's why I've got [a 
consulting firm] in here to make sure I'm not going off half cocked. 

The common theme in these comments is again timing. Man
agers handled the dilemma either by making the change and 
taking the risk that the timing was too fast and running into 
implementation problems later, or by deferring the change 
and living with the frustrations of' impatient subordinates or 
superiors. In three cases the dilemma was resolved by the man
agers' convincing others that the changes should be delayed. In 
two other cases, the managers decided that the unit was in such 
a crisis that the costs of not acting were higher than those of 
acting prematurely or incorrectly. 

A final dilemma in making change is whether or not per
formance problems in a given area are caused by the subordi
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nate'sjob or area is structured. This was an issue for six of themanagers. It was not clear to them what was cause and what waseffect. There was sufficient evidence to suggest that the subordinate in question was qulite conpetent ani responsive. Yet the
performance of his iinit was somein way deficient and thesubordinate was not able to iiprove it. IN four of these casesthe dilemma was resolved by reducing the subordinate's responsibility so that he had less to focus on, and in two situations
by expanding lhe resotlrces available to him. The dilemma wasreal in these cases because the new manager was unclear aboutthe source of the performance problem. This was qualitatively
different from the new manager diagnosing the cause to beeither a subordinate's limitations or the structure itself; his concerns would then center on how quickly to make the change or
how to implement it. 

Pre-Succession Work 

This chapter has described the organizational work new managers engage in after they take charge. Although I did not setout to exanmine the effect of pre-succession activities, my interviews showed that n new manager's pre-succession Fpreparation
made a differenc, in some of the problems lie faced as well ashow he handled ,Qei. Therefore, pre-succession work de
serves some mention.
 

In at least six cases, the manager's preparation before starting his new assignment had an important bearing on his mandate and what his going-in priorities were. It is safe to say that one of the first tasks for a nev manager before taking on a newassignment is to Understand what top management's expecta
tions are about the unit's performance, why he was selected forthe job, what top management expects him to bring to it inexperience and skills, and what their general assessmnent of thesituation is. In practice, this was done at least to some degreethrough oral briefings, and, in cases involving di\'ision and group general managers, by examining financial reports, andfive-year plans. In nine cases pre-succession work took nl;,ue 
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during discussions leading up to the new manager's decision to 
accept the assignment, with more detailed information typically 
provided after he had accepted it. 

Understanding a predecessor's strategy and priorities is also 
useful, not only for substantive reasons but because such 
knowledge is likely to provide clues about current expectations 
and directions. Also, there is a contrast effect that normally 
occurs when a new manager takes charge. People naturally 
compare him with his predecessor in terms of priorities, goals, 
actions, and style. Meeting with one's predecessor, if that is 
possible, is therefore hellyful. Obviously, this background infor
mation is more easily obtained by a new manager who is an 
organizational insider and if he was formerly a direct report of 
his predecessor, he generally understands the context work 
quite well. 

Although almost all the managers fouInd the background 
information useful, havinig a clearly defined going-in mandate 
from top management seemed to be much more important. By 
a going-in mandate I mean the new manager's charter for ap
proaching the assignment. In general management successions, 
the going-in mandates were usually not very specific about what 
actions to take. They focused on more general parameters such 
as competitive position, market share, growth, and contribution 
objectives. 

In several successions, some of the new manager's pl)lems 
could be partly traced to an inadequate going-in mandate or to 
the new manager's inability to get one. In one of the failed 
successions in which a marketing VP of a $21 million subsidiary 
was fired after nine months, the company's top management 
failed to make explicit that its most urgent priority was to re
verse a decline in the ne\%ly acquired subsidiary's margins. As 
basic as this priority was, it was not made clear either in dis
cussions with the individual before lie took the job or six weeks 
after, when ie gave the subsidiary's president and the parent's 
executive vice president a presentation of his marketing strat
egy that it was more important than gaining market share. As a 
result, the new VP's major actions were aimed at "buying" mar
ket share, which inevitably restlted in further erosion of mar
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gins in the short term. Top management did want to increase 
market share (which is what they told the new manager before 
they hired him), but not at the cost of further lowering margins
in the short run, a priority which lhe did not learn until it was 
too late. The fatlt can be laid at the feet of' both top manage
ment and the new manager. File latter had not explored or 
pressed hard enough to discover what the l)araieters wvere for 
increasing market share or what the relevant tradeoffs n iglht
be. And top management had fai led to make a very inliportalit
expectation clear. Sinilar cases of tuniclear going-il mnfandates 
resulting in problems occurred in three other cases. 

There are times, however, especially in division management 
successions or in turnarounds, when the going-in mandate can
not be made very specific or clear. Top nanagement does not 
know the situation in enough detail or the division's environ
ment is in such a state of turbulence that there is simply too 
much uncertainty to be specific, even about general expecta
tions. But even in these situations, obtaining as explicit a nan
date as is reasonably possible is important. The case of a $65)
million subsidiary in the computer inlustry provides a good
illustration. The new subsidiary president was an industry out
sider and the subsidiary was in serious trouble. Its markets and 
technologies were in turmoil and the subsidiary's three key
officers were at odds over the firm's strategic direction. Despite
the inherent uncertainty of the situation the new president's
going-in mandate was made quite clear: make an analysis of the 
industry environment, determine what business the subsidiary 
should be in, and shape a strategic direction. In iHis pre
succession discussions, he also learned that one of the reasons 
he was chosen for the job-he was an industry outsider-was 
for his "people management" and marketing skills. He disco'
ered that top management expected him to make the sub
sidiary's management resolve its conflicts and work together.
Keenly conscious of his lack of industry experience, he and his 
superiors also worked out a time frame for htow long this was 
likely to take and got an explicit agreement that cor-porate
would "take the heat off" the subsidiary while lie took hold of 
the ,ifll ,-tf 
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do not want to overstate 	 the importance of the pre-I 
succession work of gaining background and securing a going-in 

mandate because other factors can be more determining. In at 

least five of the cases, new managers were given relatively vague 
had a

Initial mandates (altlhongh 	 in three the new managers 

with their superiors during the 
reat deal of interaction 

Taking-Hold and Immersion stages, typically involving three to 

other hand, it is foolish to
four contacts per week). On the 

the importance of these pre-succession tasks becauseignore 
poorly defined going-ill mandates Were a source of problems in 

a number of the successions. 

Notes 

1.See, for example, Goodman 1582; anid Stiener 1983. 

2. This pattern is characteristic of how experienced managers think about 

and work on problems. See Isenberg (1985). 



USING RETREATS AS AN EFFECTIVE MANAGEMENT TOOL
 

by
 

JAMES A. McCAFFERY
 

A retreat is an opportunity to engender creativity, a time to 
remove one's
 
nose from the grindstone and look to the hills, a chance to consider what
 
ought to be -- and devise steps to get there.
 

Most people in AID work hard, and they -- like their counterparts elsewhere
 
-- want 
to create meaning for their work, they want to be involved and work
 
towards an ideal. Even In the face of conflicting demands and numerous
 
pressures which affect their work, they want some sort of 
sense that what
 
they do on an everyday basis makes sense, and that their efforts are
 
helping to move their mission or office team toward 
some overall desirable
 
direction.
 

It IF clear that employees are more productive and motivated when they
 
achieve a greater sense of participation and feel more powerful. Retreats
 
.--when they are carefully planned, implemented and followed through -- can
 
eng-nder this critical motivating sense of creative participation. Just as
 
important, effective retreats produce concrete approaches to help the
 
office or mission move in new directions or tackle long-standing and
 
difficult organizational problems.
 

There has been much discussion in the Senior Management Course '1bout the
 
value of using retreats as a management tool. There is a general sense
 
that they can be useful as described in the previous paragraphs, but people
 
in fact have had widely varying experience with retreats. Indeed, some of
 
the more experienced people in the Agency still speak with great fervor 
about the nature and results of the Brazil "OD experience" of the early 
'70's. Although there is not always agreement about what happened there, 
it certainly left a vivid impression. However, most retreats succeed or 
fall for much more mundane and every-day reasons. 

At least one reason for mediocre or unsuccessful results is the tendency by
 
the manager to underestimate the complexity of preparing foL and doing a
 
retreat. The purpose of this paper is to 
address the various issues that a
 
senior manager must consider and actions that he or she must take in order
 
to attain the vision described above and Insure a successful and results
oriented retreat.
 

WHAT ARE POSSIBLE PURPOSES OF A RETREAT?
 

There are a number of different purposes that retreats might have. Any 
particular retreat may have one or two purposes, or it may have several. 
It is important to think carefully and clearly about retreat purposes since
 
they will serve as the foundation for the retreat design. It is also 
critical to share the purposes widely with participants since this will
 
help set expectations about what the retreat intends to accomplish.
 
Retreats can be used to:
 



o 	 Engage in a substantive planning process in a way which in

volves all the major contributors.
 

o 	 Build a more effective team in the mission or office.
 

o 
 Take 	stock of progress with project or management initiatives.
 

o 	 Engender a sense of creativity and synergy around problems or 
future directions (e.g., development of the CDSS or Action 
Plan).
 

0 Create an appropriate Jegree of shared ownership of key
 
planning Issues or solutions to complex organizational pro
blems.
 

o Promote the opportunity for people to discuss Issues at a much 
deeper and more thoughtful level than they can In the
 
"controlled chaos" of 
the normal office envi,-onment.
 

Regardless of which purpose(s) is chosen as the explicit reason for the
 
retreat, it must be made clear to everyone that the retreat itself is
 
simply one step among many in a continuing process to begin or maintain
 
an improved management approach. All too often, the retreat is seen as
 
something separate from the "real world" of the office, something that
 
starts and ends at the retreat site. Retreat results must be planned
 
carefully to fit in with ongoing work imperatives, and the manager must
 
be very zealous and persistent in following up on agreed upon action
 
items. The most compelling reason for retreat failures can be traced
 
directly to the lack of follow-up. People often remember such retreats
 
as being "productive" or "fun", but "nothing happened as a result". 

WHO FACILITATES THE RETREAT?
 

As the manager contemplates preparation for the retreat, one of the
 
first questions he or she faces revolves around whether to use an 
outside facilitator or not. There are a number of reasons why senior 
managers might decide to facilitate the retreat with internal resources.
 
The senior manager may find it more appropriate to do it himself or
 
herself. The purpose of the retreat may relate strictly to programmatic
 
discussions and the manager may be very skilled at leading such dis
cussions.
 

The senior manager may have on staff someone with solid facilitation
 
skills who could be selected to facilitate the retreat. As long as this
 
person is generally viewed as being fair and not unduly biased, this is
 
a viable alternative. The retreat may consist largely of the senior
 
staff, and the communication level among those individuals may be
 
high enough to eliminate the need for an outsider.
 

Cost may be another reason for using internal resources, especially
 
given the eternal crunch on OE funds. For those working in Missions in
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the field, lack of access to skilled retreat facilitators may be another
 
reason to opt for Internal facilitation. 

On the other hand, there are sound reasons to consider outside help. An
 
outside facilitator might be used when there Is a large group, perhaps 
20 or more people. Possibly the retreat is going to be opened up to a
 
group beyond the senior staff, and thus it will be somewhat unusual for
 
a group this size to meet together. Achieving a high level of parti
cipation with larger groups while getting decisions made or problems
 
solved is more difficult than it might initially appear.
 

A facilitator is useful when the senior manager wants to be free to 
participate fully in substantive programmatic or managem;!nt issues 
without having to worry about running the meeting. This Is especially
 
true If the top manager Is going to be taking an advocacy role at
 
various times of the meeting.
 

Another reason for emp'oying an outsider Is when there are warring 
factions in the group. and at least part of the reason for the retreat 
is to reduce or manage these conflicts more effectively. Outside help
 
here tends to promote a sense of neutrality that may help clarify and
 
reduce the conflict. The senior manager may in fact be neutral in a
 
particular situation, but people involved may not share that perception. 

Finally, the manager may decide that creating participation is not one
 
of his or her strengths, and that a facilitator may be necessary to get
 
people fully involved. Once the level of participation is increased
 
during the retreat, the senior manager then might be able to continue at 
an appropriate level back at the office.
 

Facilitators can be used to help develop the agenda, to facil1tate the 
meeting, and to act as a catalyst for stimulating and assessing progress
 
with follow-up activities. What characteristics should a senior
 
manager look for In hiring a facilitator? In terms of facilitation
 
skills, the person should be a good listener and an effective discussion
 
leader (asks open-ended questions, gets a variety of people involved 
with responses, and has a number of different techniques for creating 
participation with large groups). 

Beyond these skills, the facilitator should have a sufficient amount of
 
experience helping teams deal with complicated issues in a way that 
optimizes participation. It is not necessary that the facilitator have 
any substantive experience with or knowledge of programmatic business; 
indeed, at times such knowledge may actually be a hindrancc to a 
facilitator (who may, if not careful, get involved in the subject of Lhe 
discussion too much as a participant). E>perienced and effective 
facilitators are oriented towards helping the organization achieve con
crete results, and very much see the retreat as only part of a larger 
office or mission process. If a candidate does not exhibit this ap
proach when interviewed, it is perhaps best to seek other facilitators.
 

After deciding who is to take a lead role in facilitating the retreat, 
the senior manager must turn to issues of preparation.
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HOW TO PREPARE FOR THE RETREAT?
 

Preparation consists of developing the agenda, finding a suitable site,
 
creating expectations about the retreat for the whole organization, and
 
deciding on who is to attend.
 

Developing the Agenda
 

There are a variety of ways to develop the agenda:
 

The senior manager can identify what he or she thinks are the
 

salient issues for the retreat, and organize those in some
 
order which is suitable for the time allotted.
 

* Key people or a random sample of employees in the mission or 

office can be surveyed using a paper and pencil instrument.
 
This instrument can have a series of open-ended qdestions
 
(e.g., "What are the issues with....") or a series of scaled 
questions (e.g., "Rank the following issues on a 1 - 5 scale"). 
The agenda can be based on (or at least influenced by) the data 
produced through this process.
 

A planning committee, or series of planning committees, can be 

initiated which include a cross-section of employees. Such a 
committee should have no more than 5-8 people on it, and should 
have its role and timeline clearly defined. For example, is it 
to plan the retreat, or give the Senior manager advice on key 
Issues, or react to the manager's plans. How such a committee 
actually gets used is largely a question of management style. 

(This planning committee approach was used recently with great
 
success by the Mission in El Salvador to prepare for a retreat. 
The work of the committees -- formed around several issues 
identified through a written questionnaire -- allowed the 
retreat to deal more substantively with a wider ranige of issues
 
than would normally be possible.)
 

* A cross-section of people can be Interviewed. This is an 

especially good technique if an outside facilitator is being
 
used. If an outsider is not being used, interviewers can be
 
chosen from among the planning committee.
 

In practical terms, the most effective approach is to use a modest
 
combination of all four of the agenda development methods spelled out
 
above. If one needs to be eliminated, I would recommend not using the
 
survey instrument. Such an instrument is somewhat tricky to construct,
 
and the results can be ambiguous, even somewhat akin to reading tea
 
leaves. The other three methods are powerful as well as economical,
 
especially if realistic resource limits are provided (e.g., if a good
 
cross-section of people are chosen, nly a portion of staff need to be
 
interviewed before the important issues become clear; a planning
 
committee only need meet a couple of times or so to develop the agenda,
 
and it certainly should avoid writing papers).
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Creating Expectations for the Retreat for the Whole Organization
 

Once an agenda has been set, it is necessary to create expectations for
 
the organization, and there are three factors to consider here. First,
 
it is important to be clear to people that it Is better to focus on
 
fewer agenda items, and do them more thoroughly and well, than to focus
 
on many items and 2ddress them superficially, or not inish some at all.
 
Concomitantly, it is important to stress that the discussions at the
 
retreat are to produce concrete outcomes that will make a real
 
difference to the mission or office on an operational level. It is not
 
a time for discussion alone. Finally, it is important to emphasize that
 
there is to be a balance between content (e.g. , programmatic plans and 
discussions, management issues for the office) and process (e.g.,
 
building a team, Increasing participation, having fun).
 

Choosing a Site
 

All of this preparation work is important, perhaps none more so than 
choosing a site. In general, high performing reams are able to work 
hard and play hard. Having fun at a retreat contributes to producing 
important results, and a thoughtful and careful approach to choosing an 
appropriate environment will help ensure that the "work hard - play 
hard" ethic actually materializes. 

Yet, finding a suitable location is often left until the last minute,
 
almost an afterthought. Ideally, a retreat site should be just that -
something out of town where people are truly free from daily work pres
sures. The amount of work accomplished at an off-site retreat setting 
is significantly more than gets done in town. However, if budgetary 
restrictions preclude an out-of-town site, then a conference room should
 
be found that is outside the office, as far outside as possible, and the
 
expectation should be set that the session on the first day may run into
 
the evening.
 

If possible, the conference room should have windows, comfortable
 
chairs, and enough room for smaller groups to work. Another suggestion
 
is to end the first day with some kind of short social event (cocktails,
 
wine and cheese, tea, or whatever). All of these arrangements help to
 
indicate that it is not just business as usual.
 

Why is the site and environment so important? It is :ritical to keep in 
mind that the Informal aspects of the retreat contribute measurably to 
work output. Serious issues are often discussed at breaks, or at lunch 
or dinner or after dinner The somewhat more informal and participatory 
climate encourages people to be open and clear with one another in ways 
that the normal office envir,,.nent discourages. Even apparently 
meaningless social time contributes -- for example, a person will find 
that discussing something socially over lunch with another person will 
help pave the way for a subsequent in-session discussion on a 
controversial topic.
 

It seems that field Missions have much better luck choosing sites than
 
offices in Washington, where the site selection effort is hampered by
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lack of ability to contract for conference space and the pressure of car
 
pools. Some Washington, managers, however, have been quite creative in
 
scrounging for space, and the efforts have generally paid off.
 

Deciding Who Attends
 

The decision about who to invite to the office or mission retreat
 
depends largely on the goals. Retreat participants vary all the way
 
from the Director and senior staff to all professionals or everyone in
 
the mission or office. If the goal is to make sure the senior staff is
 
together on what It views as the organization's direction for the next
 
year, then it makes sense to limit participation to just that group. On
 
the other hand, if at least one goal is to increase partici ation, then
 
it is logical to extend an invitation to a greater number o! people. In
 
the latter instance, it certainly makes sense to invite support staff
 
and FSN's, or at least have representatives from those groups.
 

One of the common mistakes made in the retreat process at missions Is to 
omit -- almost without thinking -- the FSN's. Needless to say, the 
FSN's notice this omission, and it defeats the purpose of increasing 
participation (and makes it hard to build a true mission team). 

Decisions about who should come often become very difficult. Some mis
sions or offices are quite big, and how many people can be at a retreat
 
and still have it be productive? Ideally, between six and ten people
 
work best; most organizations, however, are larger than that (except for
 
the senior staff). If wider participation is desired, retreats can be
 
held with 40 or 50 people, but they have to be designed very carefully
 
to succeed. Some kind of mixture of small group activities and report
 
outs in the large group is necessary here for effective output. When
 
retreat numbers get over 25, it is a good Idea to get some professional
 
facilitator help for the design or delivery stage, or both.
 

Another factor that makes the "who comes" decision difficult actually
 
should be entitled "who does not come". Once a senior manager has made
 

a decision to have a retreat that Includes people beyond the senior
 
staff, it sometimes becomes difficult to draw the lines --- just

"professionals"? USDH's? what about support staff? which FSN's? what
 
about Exo or the Controller's office? There are no right answers here,
 
but the decision about who does not come, and the Implications of that
 
decision and the messages it sends, needs to be carefully considered.
 
Generally, it is better to err on the side of having slightly too large
 
a group than to omit someone or some group that may turn out to be
 
critical for future team effectiveness.
 

One last note here -- senior managers planning retreats should be very 
careful about the assumptions made regarding certain sections of the 
office or mission. Participation decisions are often made based on 
conventional wisdom or parochial considerations. For example, the 
following logic was used to suggest eliminating one office: "We needn't 
invite anyone from Exo because they are not interested in program 
discussions, and they don't have much to contribute in that area". 
Perhaps that is true, perhaps not; even if it has been true, the senior 
manager needs to consider whether or not that kind of vision of the 
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Executive Office is consistent with his or her own agenda for the
 
mission. The retreat can be used for consciousness raising, to create
 
new and different roles for individuals and offices, and to help people
 
rethink linkages and interrelationships.
 

WHAT 	ARE THE ESSENTIAL INGREDIENTS OF RETREAT IMPLEMENTATION?
 

As part of the preparation process, the retreat planners should have
 
identified clear goals, an agenda, and a rough sense of timing for each
 
agenda item (overall, retreats may last anywhere from a half day or day
 
to three days. In addition to the preparation work delineated above,
 
there are six essential elements for effective retreat implementation:
 

* 	 After any introductory activities, the senior manager needs to 

begin with a well-planned opening presentation. In this 
opening, the manager needs to articulate a cogent rationale for 
the retreat, including ideas about how the retreat can con
tribute to the mission/office agenda for the next year or so.
 
The senior manager needs to stress the importance of the
 

retreat, and that it is but one step -- albeit an important and
 
highly visible one -- in a series of management activities the
 

manager Intends to continue doing or undertake during that time
 
period. The manager then needs to state his or her expecta
tions of retreat behavior ("full participation" or "open ex
ploration of these issues" or "advice to me so I can make these
 
particular strategic decisions" or whatever); it also needs to
 
be stressed that interruptions will be kept to a minimum.
 

* 	 After the opening by the senior manager, the retreat leader 

(senior manager, outside facilitator, planning committee 
member) needs to share the goals and the agenda for the re
treat. This should include some time to allow for questions 
and any participant input to the final agenda. If there has 
been any data gathering work done prior to the retreat, the 

results should be shared at this time. Ideally, the issues 
identified during the pre-retreat data gathering should serve
 
as the basis for at least some of the final goals and agenda.
 

Once the framework and direction for the retreat has been 

firmly established, the major activity involves substantive 
discussions around clear topics or problems. If the retreat 
group is small (below 10 or 12), these discussions can be done 
almost entirely as one group. If the group is larger, then it 
is important to have a combination of small group and large 
group work. In situations like this, small group work 
optimizes participation, and gets better, more substantive 
thinking. Some people will resist, and may ask, "Why not just 
discuss things in the large group, there are only 25 of us?". 
At this point, it is extremely important to push ahead with the 
small group idea -- in large groups, usually only the most 
verbal participate, the quieter, more introverted people 
generally are silent, and the discussion tends to hop around in 
ways that almost preclude rigorous thought and clear decisions. 
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To make these discussions fruitful, it is important for the
 

retreat leader to stress participation within time limits, and
 
to provide clear small group tasks if such a method is being
 
used. Also, it Is important to assign leaders and reporters,
 
or to Include that In the instructions to the small group and
 
let them choose.
 

The retreat leader must moderate the discussion and report
 

outs. The leader must be constantly looking and checking with
 
the group to see that things do not become "over-discussed, and
 

he or she must be clear about helping the group realize when
 
discussion on an item is completed. Other important
 
facilitator duties include making sure no one person is
 
dominating discussion, and helping everyone get a chance to
 
participate who wants to. The senior manager (who may or may
 
not be the retreat leader or facilitator) needs to be clear
 
when decisions are to be made, and how he or she is using the
 
group in the decision-making arena -- to advise, to vote, to 
reach consensus, or to provide input to the manager who will 
then make the decisions. 

The retreat leader must record decisions or agreements as the
 

retreat proceeds. Recording decisions helps determine whether
 
there is real agreement and helps make sure that people clearly
 
understand each agreement. It helps to record these publicly,
 
if possible, on a flip chart or board of some sort. Keeping
 

them in view reminds people of progress.
 

* 	 Near the end of the retreat, the retreat leader must review 

decisions and agreements, and -- with the group's input -
assign responsibility with time deadlines where appropriate. 
The more specific and trackable these assignments are, the more 
likely it is that things will actually be accomplished after 
the retreat ends. Finally, this list needs to be reviewed by 
everyone, and tested for reality. People at retreats can 
generally plan far more than they can implement, and this sets 
people up for failure. In this final review process, it is 
good to ask the questions like the following, "Think of our 
regular workload -- can we do all these things and still get 

the work out? Are there things here that should take priority 
over 	some of the regular work? Upon further reflection, should 
we eliminate or temporarily shelve any of these action items?"
 

Other things could be added to this retreat implementation list. For 
example, some retreats Include short training components -- if conflict 
has been identified as a problem, there might be a part of the retreat 

devoted to enhancing people's conflict management skills. But these six 
items at a minimum will help insure a productive retreat if the pre

paration work is done correctly.
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The Senior Manager's Role
 

There is, however, one final element which needs special emphasis -- the
 
role of the senior manager. He or she needs to be a role model, and any
 
actions that the manager takes must be consistent with his or her normal
 
management style; or, the senior manager might use this to signal a
 
slight (or not so slight) change in management style. This obviously
 
needs careful thought. The manager must participate fully, offering his
 
or her own opinions without dominating, and sometimes waiting until near
 
the end of the discussion to contribute.
 

Some senior managers think that their role at the retreat is to be
 
silent and listen. That is indeed part of the role (one hopes this
 
happens beyond the retreat!), but the senior manager also needs to
 
register his or her views, and lead the decision-making process.
 
Although it is appropriate to put an emphasis on listening, if the
 
senior manager's retreat behavior is completely out of character, the
 
mission or office staff will think something is wrong, and may view the
 
proceedings as not being "real". The difficult thing for the manager,
 
of course, is to maintain a balance, and get views shared while
 
encouraging participation from others.
 

It is also extremely important for the manager to avoid "gamesmanship"; 
that is, trying to steer the group indirectly so they get "the right 
answer" or make the "correct" decision. If on a particular topic, the 
manager knows there is only one acceptable answer, it is far better to 
state It from the outset, and not waste everyone's time creating the 
illusion of participation. People respect a manager's own agenda or 
"sacred cows", but not if 
they feel they are being manipulated to agree.
 
This of course means the manager needs to be rigorous in his or her own
 
thinking about what is truly open for discussion and what is not, and
 
what kind of input the manager really wants about which Issues. 
Generally, the manager's behavior needs to be reasonable consistent with 
the normal management style -- a retreat does not necessarily mean 

"democracy." 

WHAT CAN THE SENIOR MANAGER DO TO INSURE APPROPRIATE FOLLOW-UP?
 

Follow-up to retreats Is absolutely critical. Retreats are hard work, 
and they take people who probably already see themselves as overworked 
away from their job for two or three days. Expectations then get raised 
about progress, and about future organization change for the better. If 
this progress -- or at least some of It -- does not materialize, people 
will often get more bitter then if the retreat had not happened at all. 
If the senior manager can not commit the energy to insuring follow-up 
effectiveness, than it is better not to do the retreat at all.
 

What can the senior manager do? The goal of retreat follow-up is to 
make It clear that whatever actions were planned during the retreat are
 
a vital part of the organization's regular agenda. There are several
 
ways to do that.
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Usually one output of a retreat is a series of action items with
 
responsibilities attached. The first step in the process of Integrating
 
these Items into the fabric of the organization is to get the items
 
typed and cleaned up. Then, as soon as possible after the retreat, the
 
manager needs to hold a meeting with the retreat participants arid assign
 
(or agree on assigning) responsibility and time deadlines for each of
 

the priority items. During this meeting, it is entirely possible that
 
some of the items will need to be put on hold until later, since it is
 
much better to choose fewer items and accomplish them than to choose
 
many and fail.
 

The manager then uses these Items as a plan, and monitors progress 
against the plan carefully and systematically. A key part of this 
process involves finding appropriate times when the manager can rein
force the need for people to work to accomplish the action items. In 
addition, when one of the action Items Is accomplished, that act should 
be noticed and celebrated. This is an instance where "cheerleading" is
 
very appropriate; the manager can take time to look for positive ac
complishments on an ongoing basis, and point out these accomplishments
 
in public forums. The manager can also "nag" in those areas where there 
has not been appropriate progress against a certain action item.
 

After six months or so, the manager (or a member of a planning committee
 
or the outside facilitator) can construct a simple evaluation instrument
 
from the action items, and this can be used to collect data which will
 
help assess follow-up progress. A simple I - 5 scale can be used with
 
all or selected action items, asking how satisfied people are with
 
progress against the particular agreement. The results can be tabu
lated, shared at a meeting, and a discussion can be led which focuses on
 
the reasons behind people's assessment. This generally results in
 
satisfaction about some items, a redoubling of effort about others, and
 
elimination of some items. It also calls people's attention to the
 
overall follow-up process, and sends a signal that the senior manager is
 
Indeed serious about these efforts.
 

It is sometimes useful for the senior manager to identify someone in the
 
office who seems particularly interested in or enthusiastic about
 
management and the retreat process. The manager can enlist this per
son's support to assist in the follow-up process; this assistance can
 
Include reminding the senior manager about important milestones, sharing
 
reactions employees are having over time, helping to develop short
 
action assessment instruments, and so on. (The Mission In El Salvador
 
has Initiated a retreat follow-up committee to carry out this function).
 

Between nine and twelve months after the retreat has ended, a final 
review should be conducted to assess long term progress. The data from 
this might help shape the next year's retreat. 

There is one almost foregone conclusion about retreat follow-up: if the 
manager does not take an active role in tracking progress and rein
forcing work on the action Items, most of the plan will not be accom
plished. Indeed, often people will never look ;, the plan again. The 
rush and priorities of everyday business will sidetrack the intentions 
of almost everyone; thus, the manager's follow-up role is indispensable. 
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SUMMARY -- A REVIEW OF THE CRITICAL STEPS
 

If you are a senior manager and you are thinking about undertaking some
 
sort of retreat activity, this section is meant to be a review and
 
checklist whic should help you as you manage the retreat process.
 

1. 	Well in advance (2 months or more) of the retreat dates, decide on
 
the following:
 

a. 	 What your goals are for having a retreat.
 

b. 	 Whether to have an outside facilitator or not; what about a
 
planning task force.
 

c. 	 Who is to come from your mission or office; check your assump
tions very carefully here so that important groups do not
 
unthinkingly get left out.
 

d. What site will you use for the retreat; check availability.
 

2. 	Manage any pre-retreat data collection process; decide who does it,
 
kinds of data to be gathered, who on the staff contributes.
 

3. 	Assure that the retreat goals and agenda are developed; check how
 
data collected has influenced goals and agenda; examine plans for
 
realism -- it is better to do fewer things well than many
 
superficially, or to leave things unfinished.
 

4. 	Manage expectations of the whole organization about the retreat.
 

5. 	Begin the retreat with a cogent opening statement which includes
 
your sense of how retreat and retreat output fits your overall
 
agenda.
 

6. 	Help lead (if you are not the facilitator) and participate in the
 
retreat; be a role model; make or help crystallize decisions as they
 
evolve; record decisions.
 

7. 	Review decisions, action items and responsibilities at the end;
 
spell out plans for follow-up.
 

8. 	Follow-up on action items persistently; be a cheerleader,
 
acknowledge accomplishments, push when action is not forthcoming.
 

Revised 6/88
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THE ART OF CREATIVE FIGHTING 

H.B. Karp 

Whether the particular setting is the family, the small group, the agency, or the business unit,training individuals to deal effectively with conflict requires a great deal of skill and awarenesson the part of the facilitator. When training is unsuccessful in other areas of human resourcedevelopment, such as commuricaion, problem solving, or motivation, the worst that usuallyhappens is that the situation does not improve with time; in other words, communicationremains ineffective, problems are not solved, or productivity fails to increase. In dealing withconflict, however, the situation is quite different. A training error or an inappropriateintervention can make the situation immediately more risky and volatile than it was previousl,..It also becomes less likely that a positive outcome will emerge.
Several elements contribute to making conflict training such a touchy area:

" 	The topic itself has a strong tendency to initiate deep feelings on the part of mostparticipants and some facilitators. Most people either do not like conflict or are afraid ofiteven before they deal with it.

* 
 Training in conflict management is not just a matter of cognitive understanding ofrelevant theory and technique. Facilitators must be comfortable with conflict and theirown unique approaches to dealing with it before they can assist others in this regard.* 	Despite dis:laimers to the contrary, there appears to be a highly preferred, "one-bestway" to deal with conflict from the viewpoint of human resource development:collaboration. Facilitators work effectively with people in developing collaborativeapproaches to conflict issues, but they often ignore or avoid other approaches in theprocess. This tendency has the effect of limiting alternatives and can lead to an impasse.In fact, such a unidirectional approach may increase rather than lessen the fear ofconflict. Although collaboration may be the most preferable method for dealing withconflict, on some occasions a collaborative solution simply is not available.A pragmatic view of training in the area of conflict indicates that the first essential step is tohelp people to see the simplest and most basic aspects of conflict, thereby stripping it of itsmysticand awesome nature. Conflict certainly demands respect, but it need not generate fear andwonder. The second essential step is to legitimize the processof conflict. The most valuable skillneeded in handling a conflict is not the ability to get along well; it is the ability to fight well. Thetime to get along well is after the fight is over. Indeed, when people are able to fight fully andcreatively, it is probable that they will get along better aftc_ the resolution than they did before


the conflict arose.
 

THE NATURE OF CONFLICT 
Conflict occurs when two or more people attempt to occupy the same space at the same time.This space can be physical, psycl.ological, intimate, political, or any arena in which there isroom for only one view, outcome, or individual. Whether cast in the home or the work setting,conflict is absolutely unavoidable as a normal condition of active life. In addition, it is neithergood nor bad in itself; it simply is. Whether the outcome of a conflict situation is positive or 
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negative is almost totally determined by the way in which it is managed. When managed
effectively, conflict actually becomes a vital asset in that it is a prime source of energy and 
creativity in a system. 

The four major categories of areas in which conflict arises are described as follows, in 
descending order of the objectivity involved. 

1. Fact. Conflict over fact is the most frequent variety, the most objective in nature, the least 
volatile, and by far the easiest to resolve. This type of conflict centers on what a thing is or is not. 
Resolution is usually achieved by comparing the object of the conflict to a standard or by
referring to a mutually acceptable authority. For example, if one person believes that a specific
object is a hammer and another believes it to be an axe. resolution is simple to achieve: Obtain a 
picture of each and hold them next to the object in question. 

2. Method. Conflict over method is i little more subjective and volatile than conflict over 
fact. Those involved disagree about a procedure and are in conflict over what is to be done. 
Although personal opinion enters into the process, the conflict can be managed objectively for 
the most part. For example, a conflict about how to conduct a sales campaign can be resolved 
most easily by achieving mutual agreement on market conditions, advertising capabilities. 
budget constraints, and so forth. 

3. Obectit'es. Conflict over objectives is more subjective and has a greater potential for 
volatility than the two types previously discussed. It concerns what is to be accomplishedand is 
harder fought due to the fact that it incorporates higher degrees of personal commitment and 
risk, in terms of both personal and organizational variables. For example. "what is best for the 
company." such as the next project, is often intertwined with "what is best for me." such as the 
next promotion. Critical to managing this type of conflict is the recognition that the subjectie
elements involved are as legitimate as the objective elements. 

4. I'alues. Conflict over values is almost totally subjective in nature and is. therefore, the 
most volatile type. It pertains !o what is right or wrong. Mismanaged conflicts over values can 
result in divorces and even wars. The basic stratcg. in dealing with such a conflict is to avoid it if 
at all possible. If it is unavoidable, the best tactic is to objectify the issue as much as possible,
dealing with beha~iors or events that arise from the value rather than dealing with the value 
itself. For example, a heated argument over the morality of capital punishment has a high
probability of ending in nothing but rage, self-righteousness, and moral indignation. However, 
a discussion of capital punishment in terms of its deterrent effects and !egal ramifications has a 
somewhat better chance of resulting in agreement and resolution. 

STRATEGIES FOR MANAGING CONFLICT 
The three basic strategies that are used to manage conflict are described in the followving
paragraphs. These strategies concern the way in w-hich the conflict is resolved rather than the 
way in which it is conducted. 

I. Competition is known as the "win/lose" approach to conflict: people compete to see 
who wins, and the winner takes all. The most obvious example of the competitive approach to 
conflict is an athletic event. 

2. Compromise is a "lose/lose" approach. All parties agree to sacrifice equal portions of 
what they want. Subsequently, another mutual cut may be established and another until 
everyone settles for %ervlittle of what he or she originally wanted. An illustration of the result of 
conflict that is dealt with throuph compromise is the comparison between the wording of a bill 
in the House of Representatives prior to its first committee hearing and the final wording when 
that bill is enacted into law. 
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3. Collaboration is called the "win/win" approach. When this strategy is employed.people agree ahead of time to work with their conflict until they come up with a unique solutionthat provides each of them with all or almost all of what he or she wants.
There is little question that the collaborative approach to conflict, although it is the mostcostly in terms of time and energy, has the highest probability of producing the most creative andhighest yielding results. However, as mentioned previously, there are times when a collaborativeapproach is not available and the issues are too important and vital to the individuals involvedeven to consider compromise. Some conditions that tend to preclude collaboration are harshtime deadlines, poor interpersonal relationships between or among the conflicting parties,severely limited resources, or differing values. Under these circumstances, competition is theonly means available for managing the conflict.Frequently a conflict is first approached competitively due to disinterest in or unawarenessof a collaborative alternative; then, after those involved have competed for a while, they discovera collaborative solution. If the fighting is creative and effective, there is a higher probability thatthis will occur, given the potential availability of a collaborative solution at the outset. 

CREATIVE FIGHTING 
It is often the case that people in conflict are unwilling to engage each other powerfully simplybecause they do not possess the basicskills required for effective fighting. Paradoxically, once anindividual has acquired these skills and is comfortable with them, it is much less .'kelv that he orshe will have to use them. The newly acquired knowledge and abilities produce a clearconfidence that is observable to others, thereby making the individual less subject to unilateralattacks. On the other hand, if a fight becomes unavoidable, he or she can handle it.Anger is as appropriate and productive a reaction to events as is any other human response.It is as unavoidably reflexive a response to being frustrated as laughter is to being amused. Theissue involved is not whether it is appropriate to feel anger when frustrated, but rather how todeal with anger appropriately when it occurs. People must be made aware that theretechniques of fighting that can arebe learned and used skillfully. Also, they must be given theopportunity to practice these techniques in a neutral, low-risk setting, such aas trainingworkshop. When all parties involved in a fight have acknowledged the legitimacy of conflict,established the norms for fighting, and are confident in their own abilities and strength, they arelikely to approach one another with respect. Under such circumstances, there is little threat toongoing relationships; in fact, there is a great potential for solidifying and enhancing these

relationships.
The following paragraphs describe ten guidelines for the process of preparing people tofight creatively. 

Establish the Legitimacy of Fighting 
Fighting must be seen as a natural and sometimes appropriate thing to do. Occasionally it iseven fun, as long as all parties agree to do it. Above all, fighting must not be viewed as an activityto be avoided at all costs. Whenever two or more people are working or living together, conflictsof interest arise. Sometimes these conflicts can be resolved through peaceful negotiation orwilling compliance; sometimes they cannot. When the latter condition exists, fighting is theultimate and appropriate response, unless one or more of the parties disempower themselves andgive in because of fear of confrontation.

As stated previously, when fighting is approached creatively, it has several positive aspects.that should be recognized: It is energizing, it honors all of its participants; it frequently produces 
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the best solution under the circumstances; it strengthens, rather than weakens, relationships;
and the arena in which it occurs becomes a safer, more "human" place in which to live and work.When fighting is not engaged in creatively, personal relationships deteriorate and become
characterized by spite, sniping, silent vow- of vengeance, sulking, self-pity, and complaints 
about being misunderstood 

Deal with One Issue at a Time 
In an ongoing relationship, unfinished Lusiness frequently co-exists with the current source of
contention. The temptation when fighting is to bring up unresolved arguments from the pastand catch an opponent off guard. When this ploy is successful, the person who initiated it
achieves the upper hand and places the opponent on the defensive; the parties involved start adifferent fight that bears no relevance to the present conflict, and both (or all) of them become 
vulnerable to attack in this fashion. 

Therefore, it is important for those in conflict to maintain a focus on the point ofcontention. When one person confronts another with an unrelated issue, the individual who is
attacked should not respond except to say "That's not what we',e dealing with at the moment."
Subsequently, the parties may agree to discuss the secondary issue at some time in the future. 

Occasionally, during the course of a fight, it becomes obvious that a secondary issue fromthe past is actually blocking the resolution of the issue at hand. For example, one person might
say to another, "The last time you asked me for support and I helped you, you refused to
acknowledge my contribution in the final report." When such a situation arises, the currentissue should be set aside until closure of the unfinished issue is achieved, at which point the
original fight can be continued with greater energy and a higher probability of a successful 
outcome. The important point is that only one issue should be addiessed at a time. 

Choose the Arena Carefully 
Just because one person is angry with another and wants to fight does not automatically mean
that the second party is ready or willing to oblige. Too often, one of the parties is dragged into"the combat zone" when totally unprepared or disinterested, and this situation frequently
creates further unnecessary defensiveness, resentment, and personal animosity. To prevent such 
a development, all parties involved must understand and agree that if one person does not wantto fight at a particular moment, no fight takes place at that time. There are three basic responses 
to consider when a fight is impending.

1.Engage. If the timing is right and the point is legitimate. the sooner it is brought into the
 open and dealt with creatively, the better. The usual outcome of avoiding a fight is that the
longer it stays internalized, the higher the probability that it will fester and become more
 
interpersonally volatile.
 

2. Accede. Ifan issue is important to one party but not to another, the person who feels it to
be unimportant may accede to the point. Before engaging in a fight. everyone involved should
determine whether the issue is worth his or her time and effort. It makes little sense to pursuea
goal that is of no personal consequence. One benefit of this response is that it transforms anopponent into an allv. Another positive aspect is that the individual who consciously chooses to 
accede to another's wishes experiences no loss of power. 

3.Postpone. If a person is prematurely engaged in a conflict, he or she may choose toacknow%ledge the issue and then put it aside. This approach involves listening to what the other 
person says, acknowledging an understanding of the point being made and its importance, and
setting a time foi assembling everyone involved and dealing with tile issue. This response has a 

The 1983 .4nnunl for Far dIhtturs. Traners. and Cotmsulgnlts 217 



tendency not only to defuse the issue for the individual who brought it up. but also to prevent itsescalation. In addition, postponinga fight allows time to consider the issue fully and to develop
appropriate tactics. 

The individual who initiates a confrontation and is met with postponing as a responsemust remember that an opponent should never be forced to fight before he or she is ready.Agreeing to the postponement can be advantageous in that a fully prepared opponent is lesslikely to overreact or to wage unwarranted counterattacks than is an opponent who is caught
off guard. 

Avoid Reacting to Unintentional Remarks 
Frequently, in the heat of battle, things are said that are regretted an instant later. This isparticularly true if the issue at hand is of deep, personal significance to one or both of the parties;if ego involvement is high; or if the relationship is an important one. A related consideration isthe fact that often people do not know precisely what they feel or think until they hear
themselves verbalizing these feelings or thoughts.

An important aspect of creative fighting is to establish the norm that when unexpected orunintentional comments are made, none of the parties involved will respond by escalating thefight into a more volatile itage that no one wants. Instead, the preferred tactic should be to stopthe conversation when a questionable comment is made and determine whether the commentaccurately conveys what the speaker meant. If the speaker disavows the comment, everyoneincluding the speaker-should ignore it; if he or she confirms it, a deeper point of contention may have arisen. In the tatter case, those involved in the fight must then decide which issue to 
focus on. 

Avoid Resolutions That Come Too Soon or Too Easily 
Newly married couples -ire often told, "Never let the sun set on an argument." However, thisadvice may be too simplistic. When a fight is resolved too quickly or a simple but incompleteresolution is agreed to, C'aere are several negative side effects that are usually more painful and
damaging in the long run than the original fight itself.

For example, if a fight ends prematurely, its unfinished elements do not go away; they aretemporarily repressed and will almost certainly manifest themselves later. Also, the easiestsolution is not alwaysiLte best one in that it tends to tre, t symptoms and thereby obscure the realproblem. Still another negative effect is that if the solution is complete for one party but not foranother, the person who feels unsatisfied is not emotionally free to enter into future fights withtot! enthui-asm. This last effect, although very subtle, can seriously damage the relationship(s) 
inv. ived. 

Rach fipht has its own, unique level of intensity. Some fights involve simple disagreementsand are resolvable "by sundown," whereas those that involve intense feelings, deep-seatedvalues, or complex issues require much more time to be dealt with effectively. With each fight, itis essential that the parties recognize and remain aware of the time element.
There are two ways to approach the handling of time. The first is to recognize clearly andspecifically the complexity and importanceof the issue and then to agree to devote as much time as required to achieve a resolution. The second approach, known as "bracketing," is also quiteuseful, particularly when complex, interdependent relationships are involved and the issue athand is complicated. Many times, reality dictates that even though a fight is taking place,everyday life must go on. When this is the case, it is appropriate to fight for the length of timeavailable; "bracket" the fight by setting it aside completely, but on a temporary basis; devoteenergies to other concerns as necessary; and resume the fight when possible. In many instances, 
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this approach allows adversaries to work together well and energetically in areas that are notaffected by the fight; the harmonious functioning is possible because the point of contention,although "on hold," is still actively being honored by the adversaries. 

Avoid Name Calling
The function of creative fighting is to manage conflict in such a way that the followingoutcomes are ensured. 

" An effective resolution is found;

* 
Everyone involved maintains a clear sense of personal dignity throughout; and" The relationship(s) is (are) in no way damaged.

Nothing blocks these outcomes more effectively than resorting to name calling.Creativc fighting is unlike many other approaches to conflict in which the participantsdevote their efforts to injuring their opponents as much as possible; instead, when fightingcreatively, each participant strives to achieve a specific objective. In most cases these individualobjectives .re mutually exclusive so that a clear choice must be made as to which will constitutethe final outcome. When accomplishing a specific objective is a person's reason for fighting, it isvery much in that individual's best interest not to dehumanize the opponent(s).Name calling usually occurs when logical arguments fail or when one or more of the partieshave become frustrated beyond tolerance. In order to avoid name calling, the safest and mostproductive stance to maintain throughout the fight is to speak strictly for oneself. Wheneveryone invariably speaks only in terms of what he or she wants, feels, or thinks, there is littlerisk that anyone will be personally offended; consequently, there is little risk that the fight willescalate to a more volatile and unmanageable level. 

Avoid Cornering an Opponent
Occasionally, being "right" and devastating one's opponent may be more personally satisfyingthan achieving the best resolution possible. However, this approach produces only momentarysatisfaction and can be very costly. The practice of cornering and devastating an opponent maypreclude a solid resolution. Also, the party who is the object of such an attack may eventually
retaliate in kind.One important aspect of conflict is that, regardless of the point of contention, the longer thefight goes on or the greater the intensity, the higher the ego involvement and the greater the needto save face. Everyone involved should keep this in mind and make it as easy as possible toaccommodate one another's wishes. Above all, opponents must be allowed to save face. Fo,example, if it is obvious to everyone that an opponent cannot win a particular argument, it isbest to let that opponent retire gracefully. The adversary who allows such a retreat not onlyachieves what he or she wants, but also accords the opponent the respect that is deserved. Thus,this stance usually results in some degree of appreciation on the part of the vanquishedopponent, particularly when all parties realize that pain and humiliation could have beeninflicted had the party with the upper hand chosen to do so. 

Agree To Disagree
Creative fighting demands the generation of alternatives and a conscious choice of one of thesealternatives. Although a mutually acceptable resolution is always the desired outcome,sometimes the reality is that such a resolution is not available. In a fight in which the point ofcontention is basically impersonal, such as an argument over a fact or a method, a mutuallyacceptable resolution is almost always available. However, in a fight that is waged over a deeper, 
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more personal issue, such as an objective or a value, mutuality is much more difficult andsometimes impossible to achieve. In the latter case, each viewpoint is so innately a part of theindividual who holds it that any attempt to minimize its validity will be taken as an attack on theindividual personally. Thus, it is almost impossible for someone involved in such a fight toconcede a point without feeling personally diminished in the process.As mentioned previously, the best and most obvious choice in dealing with arguments of apersonal nature is to avoid theni -np!eflty,ifa a!! possible. Sometimes, however, a discussionabout one point reveals a.more intense point that is really what is at issue. As soon as it becomesevident that the parties involved are diametrically opposed on a deeply personal issue, there islittle or no chance that anything can be said to alter the situation. In fact, the longer theconfrontation continues, the higher the probability that each party will become more firmlyentrenched in his or her position. Thus, the parties should simply agree to disagree and drop thesubject for the moment. Once everyone agrees that it is perfectly acceptable to see thingsdifferently and that no attempts at conversion will be made, the subject is much safer to discussin the future should it arise again. In the meantime, all parties can live or work togetherproductively, because the point of difference can be side-stepped.
It is highly improbable that people involved in a long-term work or personal relationshipwill share all core values. Not to recognize this fact invites unnecessary squabbling. Althoughthere seems to be constant pressure in interdependent relationships to locate common ground, itmay be just as "-nportant to isolate irreconcilable differences and acknowledge them as beingequally natural and "human." 
In some rare instances in which a relationship between two people ir, extremelyinterdependent and long term, the parties may hold such polarized values that when one pursueshis or her value, the pursuance automatically creates pain or severe problems for the other. Someexamples of this type of polarization are the need for autonomy versus the need for participation,the need for isolation versus the need for intimacy, and concern with production versus concernfor people. When thesituation is so extremc that any concession on the part of either person willresult in a loss of self-respect, the following procedure should be considered. 
l. Accept the polarity.The two parties involved must establish the norm that both have aright to their viewpoints, but that neither is required to like the opposite viewpoint. •2. Establish the importance of the relaizonship. The parties should determine all of the
positive, productive aspects of the relationship. It is preferable chat they complete this task
together rather than separately. They must review the basic values that they IEold in common as
well as their past successes in the relationship. During this proc:.-, e;-,Joyable times and,instances of mutual support should be recalled, and the potential for'similar occurrences in thefuture should be accepted. In addition, !h.. interdependent nature of the relationship should be

acknowledged and defined.
It is importan: to note, however, that this step might reveal the possibility that the twoparties do not have a solid relationship and that permanent disengagement may be the most

realistic, mutually benefical resolution. 
3. Stay with thefight to the end. If the parties determine that the relationship is importantand worth savir. they must agree to endure the fight. However, neither should acquiesce onlyto please the other person or to reduce the other's pain; both should be appreciative uf attemptsto please, but they should not accept concessions that are made strictly for this purpose. If theyhave evaluated their relationship correctly, they will find ways to continue i.' work togetherproductively, even though they are.,both experiencing some degree of pain. Both parties mustremember that although they seriously disagree on a specific issue, they do not disagree on 

ill others. 
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Working or living with someone under these conditions represents an incredibly heavyburden for both parties. Sooner or later, only because of exhaustion, it is probable that they willmutually agree to "let go" ."'he troublesome issue. More to the point, as the exhaustionincreases, so does the importance of other issues, and the originally polarized viewpoints tend tobecome modified. When this happens, it may be possible to achieve a resolution. 

FociJS on What Is Wanted Rather Than Why ItIsWanted
Almost all fights, creative or otherwise, 2 ise from the fact that the participants want differentthings. Also, in many cases coknpliance from the opponent(s) is necessary for the attainment ofeach person's objective. Thus, it is essential to establish clearly what each party wants and howthese objectives differ. On the other hand, spending time and energy exploring why each partywants what he or she wants is, at best, a total waste of time and, at worst, an invitation to apsychological melee.

The point to remember is that people have a right to want what they want and to want all ofiL This point has tremendous impact on creative fighting. When participants answeropponents' inquiries as to why they want specific objectives, they become "defendants" and theopponents become "judges" who can rule on the worthiness of the reasons supplied. Thesereasons, once verbalized, are usually anything but convincing. The reality is that very few peopleknow exactly why they want what they want. In fact, most are not too concerned with their ownmotivation in this regard; for them, it is simply enough that they want.
In addition, the answer 
to the first "why?" usually leads to another "why?" and stillanother, and each time the defendant is force'J to stray farther from the original objectiveprovide an answer. Eventually, the issue 'hat generated the fight becomes obscured. The roles
to 

may even be reversed; the defendant miv become the judge and counter with questions of his orher own. Thus, all parties are compelled to defend themselves, and as a result the fight may
escalate. 

Therefore, the best strategy is to avoid asking and answering queries about motivation.Instead, each person should concentrate on accomplishing his or her specific goal. 

MaInLaIn a Sense of Humor 
Fighting is must often viewed as a grim and serious business. In many cases, of course, it is quiteserious and certainly deserves to be respected. However, even when the subject of the fight isimportant and aretempers aroused, it is important that the participants not theirperspectives. The best way to reain one's perspective during a fight is to exercise 

lose 

humor. Fox ex-.mple, a married couple may 

a sense of

be arguing vehemently about finances whensuddenly the husband e'nclaims, "Not only that, but you never really liked my mother!" At such
moments, 
 it isperfectly legiti.nzte to recognize

accordingly. In fact, the 
the humor of the situation and respondparties involved may be unable to control their laughter andsubsequently nay find that the fight has disintegrated. Although the tendency when engaged ina fight is to become more "righteous" as the confrontation progresses, the participants would dowell to remember that it is the fight that should be taken seriously-not themselves. 

SUMMARY
 
Training people to deal with cunflict in an effective manner requires much of a facilitator.Participants must be taught that conflict is a natural part of life and that dealing with itcreatively can actually enhance rather than destroy relationships.Part of the facilitator's responsibility is to help the participants to see that there are four 
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different sources of conflict-fact, method, objectives, and values-and that each sourcerepresents a different level of volatility. In addition, the three basic strategies for handlingconflict-competition, compromise, and collaboration-should be presented and explained,
and the facilitator should take care not to convey an exclusive prejudice in favor of 
collaboration. 

When all participants are aware of the basic aspects of conflict, they should be allowed topractice fighting creatively in a relatively nonthreatening environment, such as a workshop. Asthey practice, the facilitator should help them to adhere to the ten guidelines that are detailed in 
this paper. 

R. B. Karp, Ph.D., serves as a consultant through his own organization, PersonalGrowth Systems, in Norfolk, Virginia.He conducts public and in-house workshops inthe areas of leadership and supervisory effectiveness and consults to organizations in the areas of team building and conflict management. Dr. Karp's background is inorganizationalpsychology, organizationdevelopment, human motivation,and Gestalt
applicationsto individualand organizationalgrowth. 
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PEOPLE: Conflict Resolution 

"The Art of Creative Fighting" by H.B. Karp, from the 1983 Annual for 
Facilitators, Trainers and Consultants.
 

"The Use of Active Listening in Negotiation and Conflict Resolution," 
by B. Kim Barnes. Situation Management Systems, 1985.
 



VALUES
 

"Shaping Values," Digital Equipment Corporation, (unpublished in-house
 
paper), November, 1986.
 



An excerpt of some recent research done on
 
the shaping and managing of company values.
 

mCompanies with strong shared
 

values seem universally to be
 

outstanding performers as long
 

as the values are relevant to
 

environmental conditions.*
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SHARED VALUES
 

Every organization has shared values. The values may be
 
grand in scope or narrowly focused. They can capture the
 
imagination or 
they can simply drive. If they are strong,
they can command everyone's attention: *What people really
 
care aboct around here is qualityw. If they are weak, they
 
may often be ignored.
 

Values are not "hard", like organization structures, policies
 
and procedures, strategies, or budgets. Often they are not
 even written down. And when someone does try to set them

down in a formal statement of corporate philosophy or values,

the product often bears an uncomfortable resemblance to the
 
Biblical beatitudes 
- good and true and broadly constructive,
 
but not all that relevant to Monday morning.
 

Yet "hard' or not, shared organizational values powerfully

influence what people in an organization actually do.
 
Excellent performers among the organizations we know seem
 
commonly toi
 

(a) have highly focused and widely shared values,
 
and
 

(b) work hard at keeping these shared values intact.
 

THE DIFFERENCE
 

One thing characterizing high-performance companies is that
 
people are turned on, up and down the line. Most people in

"turned-on" companies, share 
a common belief about the
 
distinctiveness of their organization.
 

Some examples:
 

International Business Machines: 
 "IBM means
 
service," a succir statement of the primacy of
 
satisfying the customer.
 

Caterpillar: 024-hours parts service anywhere in 
 the
 
world," again symbolizing an extraordinary commitment
 
to meeting customers' needs.
 

Continental Bank: "We'll find a 
way" (to meet
 
customer needs).
 

Dana Corporation: 'Productivity through people,"
 
enlisting the ideas and commitment of employees at
 every level in support of Dana's strategy of
 
competing largely on cost and dependability rather
 
than product differentiation.
 



Most of these phrases sound utterly platitudinous to the
 
outsider. Within an organization, however, they take on rich
 
and concrete meaning. More, they often determine what people

do.
 

Take Dana Corporation. As a competitor in the
 
long-established auto-parts manufacturing business, it has
 
virtually doubled its productivity over the past 7 years, a
 
period when overall U.S. productivity growth has been
 
slowing. It did not accomplish this record with massive
 
capital investment, with sophisticated industrial engineering

studies, or with management-imposed speed-up measures.
 
Instead, it relied on its people, right down to the shop

floor level. Management continually stressed the importance
 
of productivity to company success. It created a multitude
 
of task forces; gave its people practical opportunities to
 
generate productivity-improving ideas and then implemented

them; and consistently, visibly, and frequently rewarded
 
success.
 

THE THEORY
 

Reviewing the shared values of outstanding companies that we
 
know well, we come to' a simple, central insight: For those
 
who hold them, shared values define the fundamental character
 
of their organization. In this way, they create a special
 
sense of identity for those in the organization, giving

meaning to work as something more than simply earning a
 
living. Sometimes managers refer explicitly to one or
 
another of these values in providing guidance to
 
subordinates. They are embodied in company folklore: new
 
people may be told stories about the company's past that
 
underline the importance of these values to the company.

People interpret these values in the context of their own
 
jobs. The values really guide behavior.
 

As we have already seen, shared values define a company's
 
view of itself in relation to the outside world - notably to
 
customers and competitors. But, within an organization, they
 
also govern "the way we do things around here.' For example,

they indicate what matters are to be attended to most
 
assiduously: what 'kind of information is taken most
 
seriously for decision-making purposes; what kind of people
 
are most respected.
 

Shared values, when strongly held, tend to establish the
 
strategic ground that the company will occupy. This gives a
 
lot of room for initiatives, as IBM, Du Pont, GE, Dana, and
 
others illustrate. But it also sets the bounds of the
 
strategic alternatives that a company is likely to generate,
 
and of those that its people are likely to implement

successfully. Deeply held shared values are hard to change.
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When a company with strongly held values finds that it has
 
lost marketplace or economic relevance, it 
 generally has
 
great difficulty adjusting successfully.
 

While shared organizational 
values have obvious economic
 
implications, they are - significantly - rarely if ever
 
financial in character. As a matter of fact, the paramount

shared value (sometimes the superordinate goal) in virtually
 
every outstanding organization we have surveyed centers on a
key business function such as customer service product
or 

innovation, or 
an ideal rather than a financially oriented
 
goal, such as growth or profitability. Three explanations
 
suggest themselves. First, it is probably easier 
for most
 
organizations to identify with qualitative dimensions of
 
excellence than with abstract financial goals. 
 Second, a
value that focuses attention on a means to successful
 
performance - e.g., customer service - provides managers with
 
more practical guidance than one concerned 
only with end 
results - e.g., a simple dictum to make more money or grow.

(There is an intriguing parallel finding from another area:
 
MBO systems focused on completion of a few key actions 
are
 
apparently more effective 
than those focused on financials.)
 
Third, it may be that financial goals, being totally

abstract, are less 
effective in capturing the imagination of
 
people throughout the organization.
 

How do shared values actually help to determine
 
organizational performance? In broad terms, they act 
as an
informal control system that tells people what is expected of
 
them. At Dana Corporation, Rene McPherson actually threw out
piles of policy manuals when he became CEO, preferring to
 
rely on the guidance of shared values. More specifically, we
hypothesize that &hared values effect organizational

performance in three main ways:
 

1. Managers and others throuahout the orcanization
 
give extraordinary attention to whatever matters
 
are stressed in the corporate value system - and
 
this in turn tends to produce extraordinary
 
results.
 

2. Down-the-line managers make marginally better
 
decisions, on average, because they are guided by

their perception of the-shared values.
 

3. People simply work a little harder because they are
 
dedicated to the cause.
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THE ROLE OF LEADERSHIP
 

Shared values are not timeless. They do not come into being
 
spontaneously, and though durable they are not immutable; on
 
the contrary, they are perpetually subject to modification or
 
reinforcement. The driving force behind their creation and
 
maintenance, and change, seems to be nothing other than
 
top-management leadership.
 

Creating and Instilling Values
 

A strong set of shared values seems always to come initially
 
from a forceful leader who is bent on their establishment.
 
Tom Watson, Jr., is legendary for his commitment to the value
 
system thaL should characterize IBM. To symbolize his
 
concern with customer service, he continued to answer a
 
number of customer complaints personally as long as he served
 
as CEO. Like stories are told of men such as General Wood at
 
Sears, Roebuck, Alfred J. Sloan at General Motors, Adolph
 
Ochs at The New York Times - and, more recently, of J.
 
Willard Marriott, of Bill Hewlett and David Packard, and of
 
Ray Kroc at McDonald's. None of these men was content simply
 
to be a manager. None shrank from articulating the values
 
that he believed should guide his organization and insisting
 
on their rightness. All, unmistakably, were leaders.
 

Their success in instilling values, however, appears to have
 
had little to do with charismatic personality. Rather, it
 
derived from obvious, sincere, sustained personal commitment
 
to the values they sought to implant, coupled with
 
extraordinary persistence in reinforcing those values. None
 
of these men relied on personal magnetism. All made
 
themselves into effective leaders.
 

Sustaining and Modifying Values
 

Given that shared values stem from a leader's initiative,
 
what keeps them fresh and vital in an organization over long
 
periods of time? Certainly one key is continuing, explicit
 
management attention.
 

In general, the primary stimulus and example for constant
 
reinforcement of values continues to come from the chief
 
executive. People pay attention to what he says, and even
 
more attention to what he does. They read the patterns of
 
business decisions emanating from the executive floor to
 
figure out what really counts with top management. When the
 
chief executive's statements and his actions remain
 
consistent with the established values of the company, people
 
remain oriented to those values. When the pattern of his
 
actions begins to diverge from those values, people become
 
confused, their own focus dissolves, and the drive born of
 
the sense of shared values may simply evaporate.
 



Other senior managers as well, of course, help to reinforce
 
(or weaken) the shared values of the organization through
 
their words and actions. It could be said, in fact, thet the
 
mark of a senior-management team, as orposed to a disparate

collection of individuals, is coherent support for common
 
values - despite possible differences over policy and
 
practice.
 

ORGANIZATIONAL SUPPORTS
 

More than persistent senior-management attention is needed,
 
however, to sustain a strong set of shared values in a large
 
and complex corporation. In addition, the values must be
 
reflected in several other key features of organizational
 
life. Perhaps the most important of these is the process of
 
assimilation or "socializationu of new employees.
 

Assimilating New Hires
 

The first 1 or 2 years on the job are crucial for the
 
instilling of value systems in new employees. Japanese

companies take elaborate steps to develop a tightly shared
 
philosophical framework for their new employees, which
 
enables them later on to give so much autonomy to their
 
working groups at all levels. U.S. companies with strongly

held and tightly focused value systems work almost as hard to
 
manage the early process of socialization.
 

Hewlett-Packard's current CEO, John Young, says, "I don't
 
care if they do come from the Stanford Business School.
 
They've got to get their tands dirty, or we're not
 
interezted.0 (In H-P, that generally means starting in
 
marketing and sales, participating in the introduction of a
 
new product.) These typical first job assignments tell
 
future managers something basic about the shared values of
 
the organization they are joining. The first jobsalso help

create the peer-group networks that build loyalty - and in so
 
doing - implicity enforce the company's shared values.
 

Rewards and Recognition
 

In outstanding companies, personnel systems typically support
 
the shared values in several ways. Virtually all promotion

is from within; this minimizes dilution of the company's
 
value system and enables it to guide communication and
 
behavior throughout the company. Promotions tend to go to
 
those with outstanding achievements of the sorts prized by

the company's value system.
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Informal personnel rewards are equally important. It is
 
natural that.- top managers should more readily lend an 
ear to
 
people whose behavior is attuned to the corporate value
 
system. These the
are people whose accomplishments are most

liklely to be publicly recognized.
 

Company Folklore
 

People in the organization are consistently trying 
to
 
interpret why it 
is the way it is. One of the commonest ways
of doing this 
is by telling stories that capture important

aspects of its character.
 

In conspicuously value-driven companies, senior management

seizes opportunities to create legends that will 
reinforce

shared values. A study contrasting two companies found
 
employee commitment in one which
higher the in employees
 
could tell a lot of organizational stories.
 

Structure and Systems
 

Companies that are guided by strong shared values 
also tend
 
to reflect these values in the design of their 
 formal
 
organization.
 

To take an 
example, a company with values geared primarily to
 
the external marketplace is likely to have at least one very
senior marketing vice president in its 
top-management

structure, and it is likely 
to rely on some version of
product' managezs or brand managers to handle product

marketing. 
 It will surely have rather elaborate systems for
gathering and sifting data on customer tastes, response to
 
its products, and initiatives by its competitors.
 

IMPLICATIONS FOR SENIOR MANAGERS
 

A fashionable school of thought characterizes decision making

and control, rather than leadership, as the essence of the
managerial job. Heavily influenced 
by management science
models, this school of thought argues that modern
 
corporations are so enormously complex, and 
so vulnerable to
diverse external and internal forces
 
and pressures that they present only a very limited scope for
 
managerial initiative.
 

The argument 
 is plausible but our observations fail to
 
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.
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More generally, the companies cited earlier in this article
 
all seem to have dealt more successfully than most with
 
external and internal pressures, precisely because their
 
shared values have provided a sense of common direction.
 

Risks and Pitfalls
 

The power of values is that people  at least some people 
care about them. This power can be a problem as well as a 
source of strength. If a manager chooses to build or
 
reinforce the shared values of the group of people he works
 
with, he had better recognize the risks he is assuming:
 

1. The risk of obsolescence: What if the environment
 
changes? One of the most serious risks of a potent
 
system of 
 shared values is that economic
 
circumstances can while values
change shared 

continue to guide behavior in ways no longer

helpful to the organization's success.
 

2. The risk of resistance to change: Barring an

environmental upheaval that forces everyone to
 
adapt or perish, can an institution of true
 
believers ever change? In a glamour growth
 
company, one of the authors spent 2 years

trying to help the CEO in a determined effort to
 
cut out excessive overhead, in the face of
increasingly strong cost competition. 
 Overall,
 
fewer 
than 1000 overhead positions were eliminated,

and many of those were soon added back. Because of
 
the powerful growth mentality that persisted in the
 
company, cost reduction simply would not fly.
 

3. The risk of inconsistency: What if managerial

behavior contradicts professed values? In one
 
comFany wi-now, the CEO speaks frequently and

eloquently about the value of serving customers
 
better. But when year-end approaches, he demands
 
financial performance - the customer be hanged.

Given the demonstrated primacy of clearly

articulated financial objectives, it is no wonder
 
that very few people in the organization buy into
 
the customer service rhetoric.
 

In order to avoid tha risk of contradiction, top

management must oe convinced 
that it can adhere
 
faithfully and visibly to it
the values intends to
 
promote.
 

Although there are serious risks 
 in tampering with the
 
shared-value system of an institution, there 
are also rewards
 
if it is done right. Companies with strong shared values
 
seem universally to be outstanding performers as 
long as the

values are relevant to environmental conditions.
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Thoae with the strongest track records, in fact, seem to be
 
just the companies whose operative values are most dirictly

relevant to the performance of key competitive functions.
 
When the environment changes and the objectives of the key

functions change, the shared values 
can get in the way until
 
they are reshaped.
 

Deciding Priorities
 

If 	shared values influence behavior as powerfully as we have
 
asserted, then managers 
can hardly afford not to be concerned
with them. Nowhere do shared values matter more than 
in 	the
 
giant corporations. 
 The top managers of these companies are

highly dependent upon the ability of a large number of
 
subordinates to appraise situations correctly and the take
 
the actions that will best serve the corporation.
 

All the same, it is clear that the task of shaping shared

values can't always head the top manager's ageida. Wh(.n

should it get special priority? Our experience suggests at
least four situations in which top management should consider
 
the shaping of shared values as something close to its most
 
important mission:
 

1. When the environment 4s undergoing fundamental
 
change, 	and the company has always been highly
 
aue rven.
 

2. When the industry is highly competitive. Why is
 
Digital Equipment so succecsful as a company? Or
 
Intel? Or McDonald's in another area? 
 One answer
 
is that they are serving rapidly growing and highly

profitable markets. Another is that each a
has 

clear vision of its sustainable competitive

advantage. But the analysis 
does not end there.
 
What each has done, as well, is to convert its
 
corporate vision 
- basically tn intellectual 
construct that people can understand - into a setof common expectations about everyday behavioc that
 
people can ieel. A strong and appropriate set of

shared values can enable 
a company to achieve
 
extraordinary success even when the market is
 
neither fast growing nor unusually profitable.
 

3. 	When the company is mediocre, or worse.
 

4. 	When the company is truly on the threshold of
 
becoming a Fortune 500-scale corporate giant.

Corporate character, we would hypothesize, is
 
forged relatively early. Strongly held shared
values do tend to keep people moving in roughly
 
the same direction ,ven in a company's early days
when formal policies and systems have yet to be
 
developped. Later on, however, 
the process of
 
bureaucratization begins to take hold. At this
 
point the values are often seriously threatened and
 
may require conscious support if they are 
to
 
survive the transition.
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Pursuing a Value-Shaping Program
 

If a top manager decides to place the value-shaping task high

on his list of priorities, how should he pursue it?
 

To begin with, he gives it as much attention as he gives any

other truly top-priority task, which is to say, a lot. He
puts shared values at the center of his agenda and
 
consciousness, not in the 'get to 
it as soon as possible
 
category.
 

Often the first step a top manager takes to shape shared
 
values is to begin talking about them with his closest

colleagues. These conversations have two aims: to gain

collertive commitment to 
the idea that a strong set of shared
values is to be a principal legacy of this particular top

team, and to forge a common understanding of the specific

values to be pursued.
 

Soon after taking this first step, value-shaping top managers

look for ways to reach down into their organizations to
establish the importance of the chosen values. Almost
 
invariably they spend 
an unusually high proportion of their
time 'in the field'. 
 In addition, many look for relatively

structured devices for focusing attention 
on shared values.
For example, the Chairman and the President of an engineering
 
service company know a of
we conduct series seminars
down-the-line managers - several levels down -

for 
on the basics
 

of their business as 
they see them. Other top managers
arrange regular lunches or dinners at which they find

occasions to talk with high potential junior managers about
"what made 
this company great," or "what's going to be
 
distinctive about this company," 
or create 'events' to
 
highlight further the importance of key values. Examples:
 

* 'Kick-off meetings' for managerial programs aimed,
 
Perhaps, at serving a new group of customers better,
 
taking excess costs out, or developping more strate
gically oriented middle managers
 

* Special contests and awards aimed at giving public

recognition to those who have done to
something 

serve 
a key value, and for stimulating others to do
 
likewise
 

0 Specially appointed ad hoc working groups with
 
responsibility for short-term projects related to
 
key values.
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Special management initiatives such as these go a long way 
toward dramatizing the values that a management team aims at 
establishing or reinforcing, but they are not enough unless 
the day-to-day behavior of the value-shaping manager reflects 
his concern - indeed, very frequently his near obsession 
with the importance of key values. What counts is rarely the 
single dramatic act, but the consistency of a pattern of 
behavior over time. 

Down-the-line managers are constantly analyzing the behavior
 
of their superiors, and their peers for that matter, to
 
figure out what they really care about, what they really
 
expect, and what they really will accept. The manager who
 
would shape values turns this reality to his advantage.
 

* He consciously explains the decisions that he makes,
 
in terms of their relevance to key values.
 

* He develops questioning routines rooted in important
 
values. The questiins he asks when a subordinate 
makes a proposal, gives a presentation, or talks 
about his work, tell that subordinate - and others 
listening - what expectations must be met to secure
 
his approval.
 

* The value-shaping manager also develops something
 
close to a reward routine; that is, he actively
 
seeks wa': to provide frequent and visible praise,
 
or other recognition, for even modest contributions
 
to the service of important values.
 

* He seeks to use each contact with another member of 
the organization - a meeting, a phone call, a chance 
encounter in the hall, a memorandum in the in-box 
to send a message reinforcing a value theme. In 
fact, he organizes his calendar so that he will be
 
seen to spend a lot of time on matters visibly
 
related to the values he preaches.
 

Even in dealing with outsiders he neglects no
 
opportunity to reinforce the theme. What is said to
 
customers, to investors, or to journalists can often
 
have a powerful impact on people inside the
 
organization. It provides further evidence that
 
management's commitment to the shared values is 'for
 
real.3
 

All this is to say that top managers who would shape values
 
must consistently and continuously regard themselves not only
 
an deciders, controllers, or doers, but also as symbolic
 
leaders, sending signals by their behavior.
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At first, the senior manager who 
lays no claim to personal
charisma may be unsettled by the suggestions that he should
 
manage his symbolic behavior 
so as to reinforce important
values. On reflection, however, he should 
be encouraged by

the message that mere 
mortals can be value-shaping leaders.
Charisma has little to do with it; 
it may even be a lonc-run
 
liability 
if the source of strength is in the leader's
personality rather 
than the values he espouses. Attention,

commitment, persistence, and perhaps a measure of risk taking

are required - but no magic.
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Off the Track:
 
Why and How Successful Executives Get Derailed
 

Senior At one time, he was the leading, perhaps 
Executive: the only, candidate for CEO. And then he 

ran into something he'd never faced 
before--an unprofitable operation. He 
seemed to go on a downward spiral after 
that, becoming more remote each day, 
unable to work with key subordinates. 

Interviewer: Why do you think he derailed?
 

Senior Some of it was luck because the business
 
Executive: was going down when he inherited it. Some
 

of it was surrounding himself with spec
ialists who inevitably wear the blinders
 
of their particular field. And some of it
 
was that he never learned to delegate. He
 
had no idea of how to lead by listening.
 

Few people reach the top of a major corporation without
 
considerable talent and an impressive list of accomplish
ments. Still, many talented executives rise near the top yet
 
are denied the ultimate positions. The quick answers to why
 
this can happen include the ever-popular Peter Principle-
rising past one's level of competence--or more darkly, that
 
some managers possess a fatal flaw.
 

But the grain of truth in these explanations masks the
 
true complexity of the process. As we discovered in a recent
 
study conducted by the Center for Creative Leadership, those
 
who were once quite successful and later derailed differed
 
only slightly from those who reached the top. Some of those
 
who derailed found themselves in a changed situation where
 
strengths that had served them well earlier in their careers
 
became liabilities that threw them off track. Others found
 
that weaknesses they'd had all along, but which had been
 
outweighed by certain assets, were precisely the things
 
needed as strengths in a new situation. Yet others became
 
captives of their own success or of events outside their
 
control.
 

When we began a large-scale study of the key events in
 
the careers of effective, mobile executives, we included a
 
close look at executives who "derailed"--that is, people who
 
were very successful in their careers (spanning 20-30 years
 
and reaching very high levels) but who, in the eyes of the
 
organization, did not live up to their full potential. What
 



became of these people varied: Some were demoted or trans-
ferred, some were fired or opted for early retirement, and
 
some simply stopped advancing. One thing they had in common,
 
however, was that their halted progression was not voluntary.
 
What, we wondered, separated these otherwise successful
 
people from their colleagues who arrived at the very top of
 
the corporation?
 

To find out, we and our associate, Ann Morrison, worked
 

with several Fortune-500 corporations to identify "savvy
 
insiders"--people who had seen many top executives come and
 
go and who were intimately familiar with the circumstances
 
surrounding their careers. The executives agreed to partici

pate because of a desire to understand who makes it and how,
 
what pitfalls to avoid, and most important, what they can do
 
to systematically develop future leaders.
 

In each corporation one of us interviewed several
 
insiders, usually a few of the top ten executives and a few
 

senior "human resources professionals," people who help make
 

executive succession decisions. We asked them to describe,
 
in detail, first a success story, then a derailment. In all
 

cases, the executive describing the cases knew the people
 
quite well and considered them fairly representative of
 

either success or derailment in that corporation. The inter

views yielded about 20 success cases and a comparable number
 
of derailments.
 

Although the interviews lasted two hours and longer,
 
covering many questions about key events in the careers of 40
 

answer
executives, we have organized the results to four
 
questions:
 

" 	Why were those who derailed so successful in the
 
first place?
 

" 	What events brought their weaknesses to the surface?
 

" 	Why did they derai2?
 

" 	How did they differ from those who remained
 
successful?
 

Reasons for Success Before Derailing
 

If there is a formula for success, only an alchemist
 
could concoct its magic properties--a great track record,
 

as
lots of brains and technical acumen, and qualities such 

charm, luck, loyalty, ambition, and leadership (see Figure
 
1).
 



Figure 1
 

Reasons for Success Before Derailment
 

(Based on 50 reasons for success from 20 cases:
 
The average executive had 2 or 3 of these characteristics)
 

1. 	Outstanding track record--identified early as having high
 

potential and had a string of successes
 

2. 	Outgoing, well-liked, charming
 

3. 	Technically brilliant
 

4. 	 Loyal and helpful to management; willing to make
 
sacrifices
 

5. 	Ambitious; managed career well
 

6. 	Moved up during reorganization or merger
 

7. 	 Excellent at motivating or directing subordinates
 

Almost to a man (they were all men), derailed executives
 
were identified early as having "it" and ran up a string of
 
successes in engineering, operations, or project management
 
assignments. One brought in three huge successes in a row
 
which at one time accounted for half the corporate profits.
 

About half of the time they were seen as technical
 
geniuses ("This guy is without peer") or brilliant problem
 
solvers ("He'd do anything to solve a problem--anything").
 
They were less often well-liked or considered charming;
 
their manners were sometimes viewed with suspicion, as if
 
their impeccability concealed a certain hollowness beneath.
 

Some executives who eventually derailed moved up during
 
mergers or reorganizations, a time when performance is
 
particularly hard to measure. Others were exceptionally
 
hard-working and loyal, managed their careers well, or were
 
excellent at motivating and supporting their subordinates.
 



Thus far, these men looked much like successes in any
 
field. For one reason or another, they were much better than
 
the competition. There seemed to be little to differentiate
 
them, other than luck, from those who did eventually suc
ceed.
 

Trail in the Forest
 

While conducting the interviews, we did not hear many
 
stories about so-called water-walkers, leaders who have no
 
faults. The one "natural leader" we encountered derailed
 
because everyone assumed he could do absolutely anything. At
 
higher levels of management his faults began to show. He
 
became lost in detail, concentrated too much on his subordi
nates, and apparently lacked the intellectual ability to deal
 
with complex issues. Still, no one helped him. It was
 
assumed that he would succeed regardless. Both the eventual
 
successes and the eventual derailments had plenty of faults
 
to 	show. What, we wondered, might cause these faults to
 
surface, especially so late in a career?
 

The events that reveal flaws are seldom cataclysmic.
 
They are more like the broken twigs and crushed leaves in
 
frontier novels that subtly indicate a direction taken, and
 
mark that someone has passed that way. As one executive put
 
it, "Careers last such a long time. Leave a trail of mis
takes behind you, and you eventually find yourself a captive
 
of your past."
 

In general, the flaws of the successful and the derailed
 
showed when one or more of five things happened:
 

* 	They lost a boss who had covered or compensated for
 
their weaknesses.
 

9 	They entered a job for which they were not prepared
 
(another function or a big change in responsibility),
 
usually coupled with having a new boss whose style
 
was quite different.
 

* 	They left behind a trail of little problems or
 
bruised people, either because they handled them
 
poorly or moved through so quickly they failed to
 
handle them at all.
 

* 	They moved up during an organizational shakeup and
 
weren't scrutinized until during the shakedown
 
period
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e 	They entered the executive suite, where getting along
 
with others under highly stressful conditions is
 
critically important.
 

These events, which happened to both types of execu
tives, began to separate the two groups. How an executive
 
dealt with his faults under stress went a long way toward
 
explaining why some arrived and some jumped the track just
 
short of town.
 

The Faults That Mattered
 

Senior 	 Successful people don't like to admit they
 
Executive: 	 make big mistakes, but they make whoppers
 

nevertheless. I've never known a CEO who
 
didn't make at least one big one and lots
 
of little ones, but it never hurt them.
 

Interviewer: 	 Why?
 

Senior Because they know how to handle
 
Executive: adversity.
 

Part of knowing how to handle auversity lies in knowing
 
what not to do when faced with it. A manager does not
 
necessarily have to know the right move, but must avoid
 
making the wrong one. As we were to learn, many patterns of
 
managerial behavior were acceptable to others. The key was
 
in learning which ones were not acceptable.
 

Just as a successful executive doesn't have all the
 
good qualities, executives who derailed didn't have all the
 
bad ones. In general, ten personal and managerial flaws were
 
cited as reasons for derailment (see Figure 2); of these,
 
only two applied to the average derailed executive.
 

Personal flaws.
 

Senior 	 ". . . he wouldn't negotiate, there was no 
Executive: 	 room for countervailing views. He could
 

follow a bull through a china shop and
 
still break the china."
 

The most frequent cause for derailment was insensitivity
 
to others. Under stress, ,ome of the derailed managers
 
became abrasive and intimilating. One walked into a sub
ordinate's office, interrapting a meeting, and said, "I need
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to see you." When the subordinate tried to explain that he
 
was occupied, his boss snarled, "I don't give a Goddamn. 

said I wanted to see you now."
 

Figure 2
 

Fatal Flaws: The Reasons for Derailment
 

(Based on 65 reasons for derailment from 21 cases:
 
The average derailed executive had two of these
 

characteristics)
 

1. 	 Specific performance problems with the business
 

2. 	Insensitivity to others: an abrasive, intimidating,
 
bullying style
 

3. 	 Cold, aloof, arrogant
 

4. 	Betrayal of trust
 

5. 	 Overmanaging--failing to delegate, or build a team
 

6. 	Overly ambitious--thinking of the next job, playing
 
politics
 

7. 	 Failing to staff effectively
 

8. 	Unable to think strategically
 

9. 	Unable to adapt to a boss with a different style
 

10. Overdependent on an advocate or a mentor
 

Others were so brilliant they became arrogant, intimi-
dating others with their knowledge. A typical remark was,
 
"He made others feel stupid . . . wouldn't listen, had all
 
the answers, wouldn't give you the time of day unless you
 
were brilliant too."
 

In an incredibly complex and confusing job, being able
 
to trust others absolutely is a necessity. Some committed
 
what is perhaps management's only unforgivable sin--they
 
betrayed a trust. This rarely had anything to do with
 



honesty (which was a given in almost all the cases), rather
 
it was a one-upping of others or a failure to follow through
 
on promises, which wreaked havoc on organizational efficien
cy. One executive didn't implement a decision as promised,
 
causing conflicts between marketing and production that
 
reverberated downward through four levels of frustrated
 
subordinates.
 

Others, like Cassius, were overly ambitious. They
 
always seemed to be thinking of their next job, bruised
 
people in their haste, and spent too much time trying 
to
 
please upper management. This sometimes led to staying with
 
a single advocate or mentor too long. When the mentor fell
 
from favor, so did they. Even if the mentor remained in
 
power, people questioned the executive's ability to make
 
independent judgments. Could he stand alone, or did he need
 
a mentor for a crutch?
 

Managerial flaws. A series of performance problems

sometimes emerged where a manager ran into profit problems,
 
got lazy, or demonstrated that he couldn't handle certain
 
kinds of jobs (usually new ventures or jobs requiring lots of
 
persuasion). More important, by failing to admit the
 
problem, covering it up, and trying to blame it on others,
 
the manager showed that he couldn't change. One manager
 
flouted senior management by "failing" to work with a man
 
specifically sent in to fix a profit problem.
 

After a certain point, managers cease to do the work
 
themselves, and become executives who see that it is done.
 
Some never made this transition, never learning to delegate
 
or build a team beneath them. Although overmanaging is
 
irritating at any level, at the executive level it can be
 
fatal because of the difference in one's subordinates. When
 
executives meddle, they are meddling with other executives,
 
most of whom know much more about their particular area of
 
expertise than their boss ever will. One external affairs
 
executive who knew little about government regulation tried
 
to direct another with 30 years experience rather than help

him accomplish what needed to be done. The expert balked,
 
and the executive lost a battle that should never have
 
begun.
 

Others got along with their staff, but simply picked the
 
wrong people--staffing in their own image with technical
 
specialists, or picking people who later failed.
 

Inability to think strategically was masked by an atten
tion to detail and a miring in technical problems as some
 
executives simply couldr't go from being doers to being

planners. Another, related failure to adapt appeared as a
 



a new boss. Although the successful
conflict of style with 

over
managers had the same problem, they didn't get into wars 


it, fought problems with facts, and rarely let the issues get
 

Derailed managers exhibited a host of unproductive
personal. 

to 	shout the boss down, or
responses--Lhey got peevish, tried 


just generally sulked around.
 

One manager exhibited both flaws--he couldn't change
 

from a go-goer to a thinker/planner and eventually ran afoul
 

of a slower-paced, more reflective boss.
 

Every strength is also a weakness. The reasons for
 
over the place.
derailment seemed to be all 	 Some derailment
 

store. Some
cases over-controlled, some failed to mind the 


were dictators, some were wishy-washy. By going back to why
 

the derailed managers succeeded initially, a pattern emerged
 

that explained how certain combinations of strengths became
 

weaknesses that eventually caused the derailments. In other
 

words, the same attributes that got these men to the top also
 

did them in.
 

* Executives who were brilliant but not personable
 

derailed because of insensitivity to others or over

managing, or both.
 

Executives who were personable but not brilliant
* 

derailed because they couldn't think strategically.
 

over* 	Loyal, hard-working types remained that way and 


managed themselves off the track.
 

* 	Ambitious types got skewered for being ambitious.
 

Eventually the trail of bruised bodies became a
 

pile.
 

* 	 Finally, even those who had it all (brilliant and
 

likable) sometimes derailed, but the reasons were
 

idiosyncratic. One was too ambitious, one betrayed a
 

trust, another fought with the wrong person.
 

The Arrivers Vs. The Drailed
 

As we stated at the beginning of the report, both groups
 

were amazingly similar in some respects: incredibly bright,
 

identified early, outstanding track records, a few faults,
 
A closer look (suip,ambitious, and willing to sacrifice. 


marized in Figure 3) does reveal some differences and, at
 

the levels of excellence at which executives deal, even a
 



small difference is more than sufficient to create winners
 
and losers.
 

Figure 3
 

Those Who Arrive Contrasted With Those Who Derail
 

Similar in Many Ways:
 

* 	incredibly bright
 
* identified early
 
* outstanding track records
 
* 	have a few flaws
 
* ambitious
 
e made many sacrifices
 

But Those Who Arrived:
 

" had more diversity in their track records--had done
 
more different kinds of things well
 

" maintained composure under stress
 
" handled mistakes with poise and grace
 
* 	focused on problems and solved them
 
e 	got along with all kinds of people--were outspoken
 

but not offensive
 

1. The track records. Derailed executives had a series
 
of successes, but usually in similar situations: They had
 
turned a business around more than once, or they had managed
 
progressively larger jobs, but in the same function. By con
trast, the arrivers had more diversity in their successes-
they had turned a business around and successfully moved from
 
line to staff and back; or they ha--started a new business
 
from scratch and completed a special assignment with distinc
tion. They built plants in the wilderness and the Amazon
 
jungle, salvaged disastrous operations, resolved all-out wars
 
between functions without bloodshed--one eveni built a town.
 
They showed a breadth of perspective and interest that
 
resulted (over 20 to 30 years) in detailed knowledge of many
 
parts of the business, as well as first-hand experience with
 
different kin3s of challenges.
 

-I 
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2. Compgsure. Derailed managers were often described
 
as moody or volatile under pressure. One, who could control
 
his temper with top management he sought to impress, was
 
jealous of and often angry at peers he saw as competitors.
 
His too-frequent outbursts eroded the cooperation necessary
 
for success as peers began to wonder if he were trying to do
 
them in.
 

In contrast, the arrivers were calm, confident, and pre
dictable during crises. Quite simply, people knew how they
 
would react and this helped them plan their actions accord
ingly.
 

3. Handling mistakes. Although neither group made many
 
mistakes, the arrivers overwhelmingly handled them with poise
 
and grace. Almost uniformly, they admitted the mistake,
 
forewarned others so they wouldn't be blindsided by it, then
 
set about analyzing and fixing it. Also important were two
 

..things the arrivers didn't do--they didn't blame others, and
 
once they had handled the situation, they didn't dwell on
 
it--they mcved on to something else.
 

Derailed executives tended to react to failure by going
 
on the defensive, trying to keep it under wraps while they
 
fixed it, or, once the problem was visible, blaming it on
 
someone else.
 

4. Going after the problem. Although both groups
 
excelled in this area, arrivers were partic~ltarly single
minded. This "What's the problem?" mentality kept them away
 
from three of the common flaws of the derailed--they were too
 
busy worrying about their present job to be eager for their
 
next position, they demanded excellence from their people in
 
problem solving and in so doing often helped develop them,
 
and they developed many contacts, saving themselves from the
 
sole-mentor syndrome. (In fact, almost no successful manager
 
reported having a single mentor.)
 

5. Interpersonal style. The arrivers, perhaps because
 
of the diversity of their backgrounds, had the ability to get
 
along with all types of people. They either had or developed
 
the skills required to be outspoken without offending people.
 
Rather than being seen as charming-but-political or direct
but-tactless, they were described as direct-and-diplomatic. 
One arriver disagreed strongly with a business strategy
 
favored by his boss. He presented his objections candidly 
and gave the reasons for his concerns and for the alternative
 
he preferred. But when the decision went against him, he put
 
his energy behind making the decision work. When his boss
 
turned out to be wrong, the arriver didn't gloat about it--he
 
let the situation speak for itself without further embarrass
ment to his boss.
 



Why Executives Derail
 

Executives derail for four basic reasons, all connected
 
to the fact that situations change as one ascends the organi
zational hierarchy:
 

" Their strengths become weaknesses. Loyalty becomes
 
overdependence or narrowness or cronyism. Ambition
 
destroys their support base. Their leadership of
 
subordinates causes them to bog down in operational
 
and technical detail.
 

* 	 Their deficiencies eventually matter. If talented
 
enough, one can get by with insensitivity at lower
 
levels, but not when one's subordinates and peers are
 
powerful and probably also brilliant. The charming
but-not-brilliant find that the job gets too big and
 
problems too complex to get by on interpersonal
 
skills.
 

e Success goes to their heads. After being told how
 
good they are for so long, some simply lose their
 
humility and become cold and arrogant. Once someone
 
acts as if there is nothing more to learn, their
 
information sources begin to dry up and people no
 
longer wish to work with them.
 

.e 	Events conspire, too. A few of the derailed appar
ently did little wrong. They were done in politi
cally, or by economic upheavals. Essentially, they
 
weren't very lucky.
 

One senior executive, in commenting on this part of the
 
study, said that he thought only two things differentiated
 
the successful from the derailed--total integrity and under
standing other people.
 

Integrity seems to have a special meaning to executives
 
that is vastly different from its Mom-and-apple-pie image.
 
The word does not refer to simple honesty, but embodies a
 
consistency and predictability built over time that says, "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 actions." Such a statement is
 
partly one of ethics, but more, it may be one of deadly
 
practicality. This seems to be the core method of keeping a
 
large, amorphous organization from collapsing in its own
 
confusion.
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Likewise, understanding other people's perspectives has
 
the same Mom-and-apple-pie ring to it, but of all the differ
ences between the arrivers and the derailed, this was the
 
most glaring. Only 25% of the derailed were described as
 
having a special ability with people while 75% of the
 
arrivers were spoken of with such warmth. Interestingly, two
 
of the arrivers were cold and assinine when younger, but
 
somehow completely changed their interpersonal style. "I
 
have no idea how he did it," one executive related. "It was
 
as if he went to bed one night and woke up a different
 
person." However the feat was accomplished, a certain
 
awareness of self and willingness to change characterized the
 
group. That same flexibility, of course, is also what is
 
needed to get along with all types of people.
 

A final word, a lesson perhaps, to be drawn from our
 
findings. Over the years, "experts" have generated long
 
lists of critical skills in an attempt to define the complete
 
manager. In retrospect it seems obvious that no one, the
 
most talented executive included, could possess all those
 
skills. As we came to realize, executives, like the rest of
 
us, are a patchwork of strengths and weaknesses. The reasons
 
why some executives ultimately derailed and others made it
 
all the way up the ladder confirm what we all know but have
 
hesitated to admit: There is not one best way to succeed (or
 
even to fail). The foolproof, step-by-step formula is not
 
just elusive; it is, as Kierkegaard said of truth, like
 
searching a pitch dark room for a black cat that isn't
 
there.
 

Figure 4
 

This is a comparison of an executive who arrived with an
 
executive who derailed, in the words of executives who knew
 
them well.
 

One Who Arrived
 

The Man
 

"He was an intelligent guy with a delightful twinkle in
 
his eye. He could laugh at himself during the toughest
 
of situations."
 

Notable Strengths
 

"He was a superb negotiator. He could somehow come out
 
of a labor dispute or a dispute among managers with an
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(Figure 4 continued)
 

agreement everyone could live with. I think he did this
 
by getting all around a problem so it didn't get blown.
 
People knew far in advance if something might go wrong."
 

Faults
 

"He was too easy on subordinates and peers at times.
 
Line people wondered if he was tough enough, and
 
sometimes why he spent so much time worrying about
 
people."
 

Career
 

"He wasn't really developed--rather, he was thrown into
 
special assignments--negotiations, dealing with the
 
press, fix-it projects. He always found a way to move
 
things off dead center."
 

And ended up . . .
 

Senior Vice President
 

One Who Didn't
 

The Man
 

"He got results, but was awfully insensitive about it.
 
Although he could be charming when he wanted to be, he
 
was mostly knees and elbows."
 

Notable Strengths
 

"He was a superb engineer who came straight up the
 
operations ladder. He had the rare capability of
 
analyzing problems to death, then reconfiguring the
 
pieces into something new."
 

Faults
 

"When developing something, he gave subordinates more
 
help than they needed; but once a system was set up, he
 
forgot to mind the store. When things went awry, he
 
usually acted like a bully or stonewalled it, once
 
hiring a difficult employee and turning him over to a
 
subordinate. 'It's your problem now,' he told him."
 



(Figure 4 continued)
 

Career
 

"He rocketed upward through engineering/operations jobs.

Once he got high enough, his deficiencies caught up with
 
him. He couldn't handle either the scope of his job or
 
the complexity of new ventures."
 

And ended up . . .
 

"Passed over and it's too bad. He was a talented guy

and not a bad manager either. I suppose that his over
managing, abrasive style never allowed his colleagues to
 
develop and never allowed him to learn from them."
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Managing A cornpiatiblerelth1ionlship
with your Sup)erior is
 

your essential to being
 
effective in your job
boss 

john 1.Gaharroand 
John I. Kotter 

(;ontd tnaint s recCgni'izc (Englewi id Cliffs, N.J.: To ianty the phrase otlltagilg y'our oss may sound 
that a lCl;ttinnship with a l'rcItticC-lIaII, Il)7,), IItIstIAl Or SLtISpiciotus. B IcIsC of the tralitio l.Il 
huss invoics ILtLttlll which lie c,,athitrc with toIp-t()wn ctiiphasis ill orglli.ziltiols, it is not ob
dcpelndence and tht, it Anthony C. Athos. viOUS why %')L t1c1d to manage relationshils up
it is tin t lttiit w el, M r. ilsslCiatot w irl- ittle1 SS, Oficottise, %(Iti Il (1t 0 S O p tl .Cd K tter is 

Iithy 'A/ lt e lcctisC plrItcrial . (hi rillthcir d)",.Ihuv A"l() tiom,+I Sollil Or political c;Is(tis. ItIthtChiVi(Ir il th e i l III01l" in ttslttg the cxpicsal 1( c a eIu ec-i g t 
recC(Itgi ze thiti the boss- I ;ltrvl-d Butlsintess S+lIIiu] s i t t tI .gSt ()tu,, are tt ]te]tit .we tti 
sulkirdilmic Ielatiotship is Thi si hl' ithirl rtiCl political tliatlctt cring Or apple pOlishitig. Rather, 
not like 11lC 'tli h tweetWCn II1,, the ltt ,,tICCtilt We llt'usillg terIll Hertlll p tcC'ssthe to the of COn
.axIMCnt itid I child, in bcing "(ihi,ing Strategites sciOtsly wttrkilg with y(tr sttpcrior to obtain the
 
that thI iuici[tr. lr (hantgc," Match-April hCst possihle rsitSltS fo0r ytOtt, your b)Oss, and 
 the 
Il li ijtJl elittim iP ), CeIiltlt ii id hy cOlipa rVl',t ic shit t 

shiutd ltt 'tiul Ctmillt fAll Lcuultld A. 'Schics ttr. 
 Rcit studies stuggest that CfcCtive 11111Ilgers

,,ill
(Itt thih,,. take titie aid cihirt to tuliatIage nott ly relation
hI+(ss ate1 1,th ht tt /)tvir ., ships with their sthtrdiniatCs bltt als(O those with
 
their wisntil and .. W their
mtiittttity \rni. bosses.' IhUsC stutdies shoV as well that this
 
atehint tiwii s telr 
 n aI eiI etitcl is to sttl
iitectis tnn.1gts cl 

aspect of t l t,CssCeltil] tlh ,tgh it 
,lm viva Itt ld AIVMtICaCti t, issontilCs igIltred by 

mant igtil the titiship ~othe rw ise t a lentUdi an a1iggressive ntiatiagcrs. Indcud,
 
with th, 1(55 ilt (d
,,- .01sortIllIli. IS VII ictively and cfCctively stupCr
tlicilr o. As a result, thCV Vise stLIIOrdttliites, piidttcts, tIakCts, atitl tcchaitol
take little IIIL c r tie t 
 t h lCss aIl st re
dh.velu a rclat initship 

ogtes, Ie1Vc tilelt a Itii paMssively 
active stance vis-,'-vis their btsses. Sttch a stance
 

that is cItsmi'itit with practica ; alwlys ilrtS tlles llllll Cl, atid their
 
hIIitt peCrsIIS' stylsC ald COtnpallit.s.
;ists tnd that milt'os If you dOtIt the i tuportAMce of tuatiagitIg your
it iiihuSt tn ticI ticedS relatiotiship with yurttt boss Or how difficult it is 

to lo s( effectively, consider for a tiitomen t the 
Mr. (;,t i i. following sid bUt tUllitIg story:kr,,t~s,, 
(Iti)rgi.li::,tti-)tal hei t )to Frannlk ;ibbons was an ackniowledgod nal titltCttll
it ie frvtIrd IIWinCs, ing gelius itl 
 his itidltstry Mid, by arty profitlility 
Sclud, Ilismain arca a Cffcctiv t97 3, Ilis 
it lt*est lichi, Jim,,v 
ctxCutivs huild Ctl:cti\t 
w rking I t ti illships. tik 

stli rtlld,very eXective. In 

I ScI t ;,t,.,,, "5 it:11iph iI tic 1 ti,im (lt . 

Isl( ) +, It p L lIt l]ICA t i i!sIll Mid l I u,,+ 1h, n t lC +t 1 kLll 1-,A m . " I , " I !I 
, , Ivtt' and/ Ith P r i%,'rIti .Al,;Pm .:,I)\I !, \%I,I t , ldll 1 K ttit' t tit,~lj < ,t
i s,l l t 't t't h d 1; c+ h lV Im r A M t ' ) , , ,
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strengths propelled him into the position of vice 
president of manufacturing for the second largest 
and most profitable company in its industry. Gib
bons was not, however, a good manager of people. 
He knew this, Isdid others in his comiay a1nd his 
industry. Reccognizing this wVCeakncss, tile president 
madc sure that those who reported to Gibbons were 
good ;Itworking with eoleC Ia could cornlpCeSate 9 
for his limitations. T1-he arrangement worked well. 

In 197S, Philip Bolncvic was proiumoted into a 
positionl reporting to Gibbons. In keeping with the 
previous pattCrin, tle president selected Bo nilevic 
bcCaLSC le d tr rcCord a1he and excellent ck ind 
rp taitioIn for bCinlg good With pCo plC. Il malking 
that selcction, however, the president neglected to 
noticc that, inl his rapid rise tlhroughl the organ izl
tii)I, hi0isl hald never rcp()irtd to, any-Hoincvic l 
oIne Who wI pr Itillmana.g1;,ill BoIIe-SLII(orill;IteS. 
vic hald lw haild go)L d-to-Cxcl lcn t lI)sss.vis I Ic hadil 
never been forced to nmnagc t relationship with 
difficult lboss. In retrs(pecCt, BOInCviC Ldlmits he hadI 
nICvCr thought thilt lalaing his Ioss wls I plrt 

Zof his i0b. 
l tcCI mollntls a ftCr le stlrtCd wolrl<ing for 

Gibbi ,im, l inlWviC Vas fi red. I llirig th(lt slilc Lc 
qllrter, tile Co )i'llrelprted aI lCt loss for til 
first time inl seven years. Many (if those who were 
close to these events si' thalt thCy lon't rcallly 
IndCrstUinl whatt ha1lIpnCCl. This in tCh is known, 

however: while the comlpa ny was bri ngiig ()tit aI 
maijor new thlt rCluirCd its Siles,prod ntiet-;l Ia(pcC,,s 
cngiiceri ilg, and 1MLI ta-lCt iring grtlpLl3S to Coord(IinltC 
their dciSionISvr ly Wxhole series Of in is-Vcae Cti --a 
utnderstandinigs and hbd feelings lCveloped betweeln 
GibboIIs andIl lHoniC'viC. 

For exam ple, Hon nevie eliins Gibbons was awvare 
of' and hald aIcceptedt BOItneCvie's dIcision to tise a 
nCw type Oif lachinery to ma kc the llew product; 
(Gibllns swClls le did not. Furtelrmtolll¢>rC, Gibbols 
Cllims he Imilde it Cilr to ,onnviC thait iintiocl

tiol (if the prodtiet was too important to thle coinl
' 
pill illt e sh)lt i tin to tke a'y madjolr risks. 

As a result (i1such illisuollrstaIiilgs, p1lainning 
wnCfit ,r0: a ne lllIilifactLr1ing laMnt wais built 
thlt Ci lIdit jl.IOtic. the nCw )iLIuCt dCsigied 
by cngilnccring, illthe vOiluniC dCsild 1y sles, Ita 
Coi t igied i b the cxCcutiiy c(Illlmittcc. G;ibbons 
blaimed Hi inevie for the istiik ..HI0lB~nnevie blamed 
Gibbons. 

)f ciurse, oine could argic thit the prOblem Ieere 
wa's CalusCL b)' (;ibh)ins's ilnlability to llalalge his 
sulbo-rdilates. Ut o canilak jist as Strong a 
cse tlllt the p~rcoblem i'rla Hi inCvie's inwaUS tCl to 
ability to manage his boss. Rtencillber, Gibboins was 

L 
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not having difficulty with any other subordinates, 
Moreover, given the personal price paid by Bornevic 
(being fired and having his rCMUtati on within the 
industry severely tarnishCd), thCIV was little coislta-
tion in saying the problem was that Gibbons was 
poor at managin.g stiboldin atCs. LeClyonC a!lready 
kncw that. 

We believe that the situation could have turned 
ouit diffCrently had B()nneviC been ilMrC adept at 
tnderstanding Gilbn, and at nmanaging his rela-
tio)nship with him. In this cisc, an inability t man-
agetipward WAS tillulsually costl. The compallost 
.2to .SS million, and B)nilevie's eareer wasat least 

tcnlp)rarilv, disrupted May, co.tl\ eISes likeI. , less 
this probably ()Cttr regularly in all major corpora-
tioils, and the CtitllativC effect can be vCr dc-
stictivC. 

Misreading the boss-
subordinate relationship 

People ()teIl dismiss stor/ies like th ()ne wC just 
related a,bCillg m CrlyC',eaesof prsottitv conflict. 
Becaue' tw( peplhcan ( ccasion be psvehohlgi-
CAlI (It tclll tiillv in llcl (ao, woi king to 
gethcr, this call bc ;il apt duscriptiml. )ttt 1110)_ 
(otn, Wc hivC f und tlC al- tv conflict is (1111v 
aI par't () tletp)lo1ICle l s tletiill", I VCIV stl l rt. 

B(nncvic did not inlst IIVU a ptdiilrei prsoMallty 
from (;iibbo)s, lie As) made or lad tutlcalistic as,-
stitlptit) , ald expectLtions lboIut theervlt nCatureV 

reLationsillip wih ab,,,-, Iitlelive . Understanding the bosslag.,, it 

,helc .p.c bhave a,if thuir bcsse were it y 

vcry LlClledett (on 1Ih121 ail see hoMw much & JL1Lselfiy to 
tIle' bo cll,s tl'L'tflirhelp atile ('p latil olldo(his 

of relatiotislips. -,pecificall, Iless-suborliriathu did LfltcivC ina.grs doing. 
tiot rcCogni:C that Ilk tlAtioi)slip to GibbsMS ill
V(lyed u1110l1 lh,' ' I(b twCen two tllihi/c 111

lana1 bcing.g. Failing to rccognizc tlis, a nitager 
tVpiCillV Cthte avoids t oyingt his or hert1lalagC 

('I hcr j(b efcttiVely. These ple refuse t C-
ktnmwlcd that the b(ss catl bcsevcly:V Iltt by thCir 
tlttilalld, nilds el(T pcriMi ti)n, lpollility, aldL i 
Inmest v ft(1t th /il. 

SotC I.t hellcs its lotn 
thkl- I 515 They ghLs l-er 
illfori11nio thtey need fum) 

perLfl)[ hiri (Iwo Ib, well. 
is patticularly tLmaging whcnl 
Lcisionls AMl o(ther" parts (Ifcct 


Very ICp ilClC(M11t 
11w tlchl Ihlp llld 
the bos it) ilr t() 

Ibis stilerfiCtiAl view 
a ijoatlilger's i(,b and 
the lor;llllailtiOn, as 

was the case in IonCviC's sit uation. A manager's 
immediate boss can play a critical role in linking 
the mlanagcr to tile rest of the organization, in 
making sure tile manhager's prioritics are consistent 
with organiz-ational needs, and in securing the re
s)tirccs the illager neeCLds to perform well. Yet 

to themselves 
self-stflicicilt, as n)t needing the critical infornia
tion and reourcCs a boSss can supply. 

Many managAi, like lonnCviC, asstime that the 
bosswwill la.ically know what information or help 
their sbrLl")ldliltes nCd Ild pro \vidC it to them. Cer
taitll, ,lle bosses d( a1n exccllcnt job) of caring for 
their subLorlil;itCs ill this way, but for a manager 
toexpect that trt))i all b)sses is daiprously llreal
istic. A imore -,iabl for 

soilll ges nll'.edsee as practically 

expcctation lanlgers
 
t( have i, that 1lmldcti help will be forthcoming.
 
Aftel ill, bosse ,re imlly hutaln . Most really cffcc
tive tlalilai S ale'Lpt t'his, , I prillary
aet ilSSume111_ 

es',poisilbi itv tol their MVn Creetrs atId develop

iMliit. It'V illikC p t)ll (if s'ek ig the itlfOlla
1 i .Ltioand P t, ,wned to do,a i,,b ilstead (Ifwalit

ig ,.i,ht (oI povida,s tot.bosse,In ligeht o t the forego'ing, it seetls to us that 

t llgilg ;a Itilmlilttl (o m1utn i g0l1,il dCpelldeilCC a 
fallible ti/nati be'ings tequires the following: 

That ou hIaVC a ,i',ld LdeL-Itstarilding i)fthe 
other peistll ;id yourself, epcially regarding 
strengths, weakes,,,, work Isles, and Ileeds. 

• hat von use this inTllt illitillti i0 develop attld 
tllaligc I hie;l1thv w lkiig 1clatio)nsllip-inc which 
is cmptlp tibl' with b(tll persoils' \work styles aid 
',iscts, is clhuactcrized by tiluitual cxpectations, and 

tlletCs the m)st critical ieeds of tile other person. 
And that is essentially what VwC have found highly 

Mulangill yillli)('S requires that you gain ll tinder
stillditl, of b)tll the boss an1d his context as well as 
y)ll own Sittitiolli aid ileeds. All managers do this 
to 1,51I(IC deleLe, b tillia y are nitt thorough en1oulgh. 

The boss's world 

At a ifilun, you tnCed to)appreciate your hoss's 
goals aid prcssu res, his or her strengths and wcak

http:May,co.tl
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nesses. What are your bosi;'s organizational and per
3ona1 objectives, and what arC the pressures oil him,
 
especially those from his boss and others at his
 
level? WhIt are your boss's long suits aind d
 -i 
spots, What is his or her preferred style of working?
 
Does he or she like to get information through
 
mteos, formal necetings, or pho ne calls? lPocs your
 
boss thrive mn conflict or try Lo minimize it?
 

\Vithout this informIation, a manager is flying 
blind when dealing with his boss, and unnecessary
 
conflicts, misunderstandings, and problems arc in
evitablc.
 

Goals & pressures
 
In one situation we studied, a toI-notch marketing
 
mnagcr with ;I stpcrior pcrform cc record wls
 

hired into a com1palny as a vice pisident "to straight-\
 
en Mi the markCting aLnd sales probClems.'" The
 
i'l panV, which was haivilg financial ditfiCetltiCs,
 
hadi bcen recently aeiuirCd hv a larger clrprMtio .
 
The llre'ide,ll eLagCr to toll it lr, ol[l, aild ,ave
 
Ihe leW Ilmlrktin, Vicec'prsCidCnt free 'iO---t o.,
 
initial\y. B&Cd (on hisk pLevious cxpCriencC, ,he new 
viCe presidteiClirrctv diagnsCd thlt lCatCl Imarr *\ 

kut shale wa, inedced an1ld tlatt I't ()duLct nn
aI enMlInt wsteliicid to bringi that abut. As a
 

A 

at iltcctslCg highda ditel business,.
 

Iso,U IhI aIle tI' r od) prillg decTisions' ai med~ 

t Ile finlMtti;tl 

did l inlpIlvC, ii'1r. pI sitlilt itlercsced
 

Wlii (11t1it1 dc'cili 'lidi situt;lion 
TIM l11w 


pissure Ml the ew ce pstlut. lteliiving that0.
 _
tle sittttiin wvtlil evCnttttlllviirVeCC itself As tile 
cupntn v gliild back nmatkct share, the vice presi-
CIlm rsisei,l. thile prete. 

\VhiCn by the 'ciCnld qua rter tualgins, and profits 
had ,till f;tileil to imprvC, the pCsidCnt ti(tk lireLct 
cortil] over all pricing dlcisitus ;nid put all items 
tin ;I Ct (o marginr (if VILIHIC '[helevel 
new vice presidient bCgan to finld himselt, I hut out 
1W the presildnt, anil their relitilonlhip dCitcriorated. 

'In fi Ct, the vice p,'11,I m titriiMld Ithe p lte - , ile I t's b2

havItIr bi;zirre. IttioItunatelM,, the prCIdCiit's nCV 
prieilg schCmn JttItiICd to iicivaC milgins, and 
by the Luurth Iartr bth the prCsilCt aild the 
vice president were ti reild. 

What the new vice pesiLILilt hld (ilot kilowi until 
it was tiu itLite was thd in i icMin, na rketinlg and 

,silts hail bcn (ittlv ot' (of t1he. prcsidcit' (Jls. H1is 
lltst imilcdiatc ,ihittehad cecll ti ilitikc the c lllpally 
il I I IIdlit.IblC--Lquickly. 

,'2i had it lhecw cIii' ptL'sidet t kitMviI tlh;lt his 
,bss \Wa iilvCstCil in tllis pittritV forIhttrt-tint 

pl-sminal t, well is busitii sSitit,. IL' prsiedcnt 
hail tn iatriig AIv)Ctate if tlhe aCILikitiol with
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in the parent company, and his personal credibility 
was at stake. 

The vice presdent made three basic errors. He 
took information Sulpplied to him at face value, hL 
made assumptions inl areas where he had no ill-
formation, and-most damaging-he never actively 
tried to clarify what his boss's objectives were. As a 
result, he ended tip taking actions that wCrC actually 
at odds with the president's priorities and objectives. 

Managers who work cCctively with their bosses 
do not behave this way. They seCk ()it iiifoiima tion 
about the boss's goals and problems a id pressu res. 
Theycre alert for O)pp)rtLtitics to quLCstion the boss 
aid othcrs aIround hiin to test their assin ptio.ls, 
They pay attCitlion to cIlies in the Iss's behavior', 
Although it is imperative they do this when they 
begin working with a IIC\V boss, Cfcctivc ma nagers 
alsO do this in an OitgOi ng basis beca use they rCCog-
viizC that pri(mitics and cone res change. 

Strengths, weaknesses & work style 
Being scnsitivc to, a boss's work style can be crucial, 
especiallyv when the biss is Ocw. hiir examiple, a 
new president who was irgimizcd illd formal in 
his ipprliach repIlacd1 a Ilnall wv \wo is infiill and 

intuitive. The new president wi irkCd best when he 
hLad written rpi)rts. I iC als( preferred formal meet-
ings With set agendas, 

()oe Of his divisitin managers rali:Cd this nced 
anmid wiirkCd With i the nvi I,president to identify the 
kinis aInd freqtueit of iltfirnlatioi and rep(Irts tile 

president wal itcd. 'his nilaig als(i ladc t point 
Oif scidiniug bicktri umOd iniifi irmatiti and bricf aig(,n-
this fol their disCussitits. lICOutid that with this type 
Of prcpiatioli tlhir tilngiii s wer vcry usctu], ii 

MoIroCOvr, IliftLiid tIat WithILadcquatC prcpairatioln
his le\\, biss was c\cii iIiiirn effcctivc at braiistirm-

ing prolcis thainlis itre iiforinal nd ilitUitive 
prcdcccssir haild buen, 

Ill CetitrilSt, ;an(ther divisiiii lniaiagcr lvcr fully 

ntidlrstoid hi w' the new hiuss's xxork style iitffti 
friiiti thilt 0f his p)red.c'sLi. T') the dcti c that lie 
did SeliSC it, lc t:'pIeiicCtL it as tiiii iilIl cOMMi l. 
As aL result, bc s'l:Iftitl sent the neCw preSidcnt the 
fiack,9riLuiLd inllinilAtiioll le iccmICf, nlli'i tile' preSi-
diil ncvCr fclt ftillx' picparciL fIr titeeuilg s witl the 
hiiaiagcr. fIt fact, thit' presidlnt spent itiIiliC Of his 
tillc wul'it they tileirtrying to gLt iiforilatiill that 
le felt he slthilil ha'c flail ble(i'c his arrival,. [le 
fIiis txp'riictect tllce inlctiligs aS frustrating aid 
iillicielit, ani tI stih'iirtiiatclltotit foiund himself 

thl'tWt (0f gtuirld by the (iuestiorts that tile' presi-
dcnt askcd. Ultimately, this division ilmanager rc-
sig Cth. 

The difference between the two division man
ag(rs just described was not so much one of ability 
or even adaptability. Rather, thle differcnce was that 
(oeof the men was more sensitive to his boss's work 
style than the other and to the implications of his 
boss's nCCds. 

You & your needs 

The boss is (only One-half of the relationship. You 
are the other half, as well as the part over which 
'oi have morC direct control. )cvClping an eflec

tivC working relationship requires, then, that you 
know yiOmr own needs, strCngths and weaknesses, 
;InLd personal style. 

Your own style 
You are not going to change ,ither your basic per-
Sonllit\' strlCtulre or that of your boss. But you can 

beCioC a waric of what it is abot you that imipedes 
Or lacilitatcs w rlking with your boss and, with that 
awareness, talke actins that miake tle relati(nship 
vIIIire CctivC. 

tl CX;Inmle, ill o{ne case_' We obSCrvCd, t mianliager 

and his so peruhir rait intoi problems whenever they 
disagrCd. Tle boss's typical rCsponsc was to hardcn 
llis p)sitil iiid (verstiatC it. The 1naiagCr's reactioln 
was thcn tii raise the ante and intensify the force
fulncss ii1 his amglmmclit. Ill doi rig this. lie channeled 
his aliger intt slharpening his lttacks on the logical 
faillicics in his biss's assIinpi)ionS. If is boss in tlrnl 
wolId become vcn IrIlC ailaillt aboLut hilOdiiig 
his original pOsititll. f'rcdiCtablv, this cscalating cy'cle 
rstiitd in the sibOrdiiatc avoiding whInver pOs

sibl )tx'tuiC 01' p()tcntiil ConlliL \ills boss.
Il lilctissing tis proleici with his peers, the 

niallIger disciiVCrctl that his Icacltitl toi tile bIss was 
typical iif hiiw hc generally reaccd tii ciitntrargul
iItcits, -Iut with a dilfereitcC. Iis rcspiins xVwoild 

ix'ec rxhcll i iiis ipcus, bult nt Iils biiss. Bcca usc Iis 
atlL'Ipts tlo diSCiiss thtis priiblnIII with his biOss were 

isuieSLCeSfl, lie' cimiclude that the only waly to 
haliligc Ili( sittiatiiil was tii ical with his owii in

stiictiVC rciiioits. \Vivcer thlc txO\ reacheiC an 
inipiissc, he( wild chcck his Own illipat incc aiid 
sugges t thatthey brcak lip anI tiniik abitut it before 
glttn g, Itogclir again. Jstially whei they iCt'wetd 
their di.,Ctl, isilm, ithy hail tigCst'd tlilur diff'rcics 
adi wereitIirt' able tii xx'iirk tinIi trloulgh. 

(iainim>ig this levcl of scff-iwarcItcss tnd acting oil 
it are difficult but not imnpissibc. For xaminplc, by 
refcttiitg ovcr is past expcricltccs, a yoting milli

agCl' lcariIC tHtI Ile was l(ot very good at dealinig 



97 
Malaiug y(mlr 
ss 


with difficult and emotional issues where people decisioin. These managers will agree with the boss 
were invol ved. Because he disliked those issues and cven when a disagrCemCnt inigh t he welcome or
realized that his inSti nCtive resp()nses to the \iywre wi1el tI buss w Iouldeasily alter his dtCeisiOfl if 
seldomir VCry good, hC devClpud a habit of touching given mtre intormation. BCcauLsU they bItr 110 rla
base witl his boss whenever such a pro)lCml lose. tioshipI to the Slpcifie sitidtio)n at hand, their re-
Their lisctishiots allmwas stilf;Ic(d iduas anitd ap- Sponscs ilnas Imtuch aln ovelractioll as thosc of 
proachcs the manager had not considcrcd. In nany co(untldCpendClt IlalnagIrs.lInstead of sCilng the 
cases, they also identitied speiiC actions the boss boss as an Cncly, thesc pCople deniy their anger
could take to help. the o)thC eXtremeIC-aid tlId to See the boss ais if 

lic or she were an all-wise pareit who sll()uld know
Dependence on authority figures bust, sho)uld take respim)nsihi lityv for their careers,
Alth(oug h a superior-stihrhinate relationship is trainone them ill all they nCCd to kno)w, and protect
of inttUal dCpe)detICe, it is also o1ne ill which the th )nim1ovely JnllbitioLIs peers.
subordittate is typically mor dependCnt oll the boss Both coutnteldepetIiCLteL, and oerdCpCtdece lead 
than the (other way atlutid. Aihis dependlICc in- IllaJIagCrS to hold iitreHalistic views of what a boss 
evitably iesolt, in the stlboidittate feeling a cCrtain is, BoIth views JigtiLc that 1nust b)sses, like cveryoIe)
degrce of fustratioln, s.tlctillcs alllgcr, \hncll his clse, arc imnpcllfee and falliblc. lhly don't have 
aCtilS (Wr(JptlHts aIr CoSttraeil)d b' his b)oss's de2- tlllnitCd tile, eoeychlpedie k()wlcdgC, or extIa-
Cjsions. I'lis is a ll()ll l pi-t of litfe and oees in sesory pception; Ino arc 'ilthy eL'velIflieS. "[hey
the bost (oIclltitillips. The wiV inl whichl ilIaii- have thci ()\I pLsslLeS and concnUIl that atc 
ar hIandl esthlese fstrlhttilils lgel.' dcpunds oin SoilntllL'es at (dd', with tl wishcs of the stibordi
hi', ot hcl predisp()Sition towd' dpCtLtLndeItCC nit II;ttC--a Id (tcn iralt- Im)go)l icui,.

thwlrtv fietrus. 
 Altcring prd iwhspi(ins owird aMtlthotlity, spC-

SoniC peoples itnstillCtivC rCaction Uinder these Cih- Ciallv at the xitln's, is Jlil(',t imp)ssiblC without 
itItllst;inCcs is to reSCt the ntIlsiVe 


rebehl agalnst the boss's Ll'is(iot),. So)tlIlt1s J peIsPiMn 


bss'S authlrity and to) JI psychotleralpjy psychi()Jalvtic tle()r\' and 
Ies._L'l sugge ,t that SlIiih Iprcjdispo-it (ilsare deeply


will s.calate a c()tilict beond what is appr()pliatc. r()ted ilta 1)perSo)n s peI',()ality and l g).

SeCLitII), the bI)', ;IltI s iJIs) ttIIt()l ly, 

nini 

its a111 Icl I lowcvcr, atl Iiw lILtc,s(Ifthese extrLem Ls aInid the

this type (ittliaeavcr will (oftcn,williit being coo- rItilgC between IhCm Call le ver tisfLl illIlIr
scious (t it,fight with the b)ss just fomthe sake of standing wIrC volir i I\ piedisp()sitins fli
ill and
fighting. I Ils reactiols to being ConstrAiltCid atrC lsl- What tihe ilpliCJtio) s arc foir Iw ()ttetid to be
ally stnlitg and s()eutes ilulsive, Ie sccs tle havc ill rclation to yotr boss. 
boss as smilcm)nc who, by virttte of his rlc, is a If \t()believe, (l the one hanttd, that you IlaV': 
hllaLImlC' to p)og'CSs, all bstacle to be ciCtll- SoIc ttIldet.'lliLcs towarVld L-ollttcdepiCdClelCC, yot Call 
V'Ilteld or at best tolettc(l. tlIlICIrsttitld aind UVCi predict What Vonl! lCactiollS 

lsvO.:hogists call this pattern (I rCactiotns count- and Ilvcrcacti(ns aie likely to be. If, otn the other 
tc rdcpcIIdciit bcha \' ir. Atll ah ;lglC(tlintL'rdcpelII- hand, vonu blieveCV yMI hayC s()nle tcinldCiCiCs toward 
dent pers(on is diIfictIlt Io r Ioust so lriors tlmail- )vcrdpItCdCIICC, voltoniglt qeL'Stfiol theC extent to 
alge and usualy has .t histo)rV of strtintcd relaton1- which v()Irll elC)OlitIJ (II i aibility to co fiont 
,lips with superJ)ios, this ilt 0t Inallanogr is apt to) iU le making bothreal difleurCncs Iy you and your
lIa\e eveiI iMrC tl()Iille with a boss WIho teunds toIlbe boss less Clfcctivc. 
dirCctive or a Lit )iIitiIJIiit. \V]Ii l tIhe MAltl gtu"aCts 
on his o rr neHgative fcClilgs, (ftecn illsuLbtle antd 
il()ilVC ilb s,'Wa the lu)ss s llt-ittl's I/ohCle)Il__
the ncm'.Sensing the suhlmdint's laItctt hl")stility
thC boss Will lose trust It the slhIuIlIdttc ()rhis Developing & managing the
iLgilcI it aid hecls illcily. relationship

liaradoxically, t Intaagc with this type ofI pre
dlspiosit IltisIltC )I ge" (df]his ,II p ()a t lJ11 I1iJ1 

p]I.I Ic will ()Iftit go ((it i)his way illget SLlili()lit W ith ia Ca"i tinLctstalldirig (ifbolth your !ioss atndfM tIlilt ;Iand will tlt hlsitate to go tlbat for thC. yoursCl, you cnil- tsilly--establish a way of work-
At the: other uxitiac tie nlilaagcrs who svalliow ing to)gothul that fits b()th itfy)u, that is cham:ictcr

their agcr and behavc in a very eC)tipliaot fashion i:Cd by nittiJIbiguutsIn tMtua 0xiicetatio)Is, ;1ul(.1 that 
when the boss makes what they kiniw to lhe helps hth ,fa lor Ayu ti hle 1111 re pd()LictiC and CeffCc
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tive. We have already outlined a few things such a 
relationship consists of, which are itemized in the 
Exhibit, and here are a few more. 

Compatible work styles 

Above all else, a good working relationship with a 
bo0ss acCommodats difflrenees il work style. For 
eXmpie, ill OnC SitUition W\e studied, aI manager 
(who hald aIteilativel good relationship with hiS SuI
periOr) .realizedthat during meetings his hoss would 
often cCOinC inattentive a1d so(metimes hrusqtie. 
The subordi nate's VIwnstyle tended to be dis

"CI irsive and cX ph)ratory. lie wo ld often digress frolml 
the topiC at hand to deal with blckgrouLod factors, 
alternative apIprtoachCs, ,La so forth [is bIOSS, in
steld, preferred to discuss proh1lcImS with l i ilimtm 

- ,,ofIlckglrtid dCtail ;ad hcame impatiCnt anid 
distracted wlneCvCr his subordilatC digrCsscd 1romn 
the inmcdiatC issue.

lC n iCing this di le rencC inl style, the naiger 

h)ecaIle terser aLnd mOrC dirert di ring meet inogs 
with his 1)0SS. To helP himself do this, hefoire meet
ings With the hIoss he wotILd devclVop hriCf agnalIs 

I that he tLsCd IS at guie.'cIcvcr he felt thiat a 
digrCs ion was ncdcd, he explained why. This small 
shift inl his owin style mlade these mctings more 
effective and filr less frustratilg for them both. 

Suhordila;tCs canadijust their Styles in rCsponsC 
to their bosses' 1p1cfcrrud method for reccivilg in
formation. Peter I)ruckCr divides hosses into "listen
ers" and ' 'r.:adrCs.' Sonic hossCs like toi get informa
tiol in ieport tolrn so that they can rcld and sttidy 
it. Other!; work better with informatiolnanMId rcpIrts 
presen ted inl person so thait they can ask tltCstio s. 
As PiuelCr points Mut, the iloplicatiolis Me obvious. 
I tIr'Oll"hoss is a listenefr, yu()l brif him il person, 
tia,: follow it up withi a memo. If your hoss is a 
reeLI, VyoI c r imp)rt;lt items or p salS 

in a memo or(rep2)rt, thri discuss them with him. 
()thor ,adjIstmoCts (:il be madJlC acCorditig to 

a 1,-,S', d,_cisi)a-,ilkming stylC. SomC hGssCs piCfUr 
to he inv,'olv/cd In decisions aid proilICsits they 

ise. Thes ae ligh -in vI VCdemen t managCrs who 
like to keIp their hands on tlhe pulse of tl ?'ra
tion. Ustially their neCls (nild y(otr own1) aC hest 
satisfiCd if y(ou tLch h se With them 0il t[) ad hIc 
hasis. A blss whxl has aI need to he inIvoTlved Will 
)CCOHi jvolved one Waly or aotlr, s) thIee are 

advantalg.es to0 i I'IIling, him at x'Omr initiative. 
()t hler hIOissespreer i deleate-t hey dtOn't wxnt to 
be involvCd. They Cx pect y ()t to COme ti) them With 
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major problems anhd inform them of important Exhibit 
changes. Managing the relationship with your boss 

Creating a compatible relationship also involves
 
drawing on each otl-er's strengths and ig Make sure you understand your boss and his context, including
 
for each other's weaknesses. BeCallSe he knew that Its goals and oblectives
 
his boss-the vice president of cngincering-was not The pressures on him
 
very goo(d at monitoring his employees' problems, His strengths, weaknesses, blind spots
 
one manager We s,,ldiCd ma)de al point of doing it His preferred work style
 
himself. The 
 stakes were high: the engineers ard
 
technicians were all tnion members, the company Assess yourself and your needs, including:
 
worked on a ctustom-fer-contract basis, and the colml- Your own strengths and weaknesses
 
p11ally had recenItly experienced alserious strike. Your personal style


The manager worked closely with his boss, the Your predisposition toward dependence on authority tigures
 
scheduling depr'tm1ent, and the person ne office to Y
 

,enlSLre that potmntial probletms were avoided. He Develop and maintain arelationship that: 
also developC d an in formal arragcnent thrlough Ftsbothyourneesandsyleswhich his boss would review with him any pro- Ischaracterized by.utual epcations 

p)oSed chalges ill personnel or assignmetnrt policies
 
before taking action. The boss valued his advice Keeps your boss;, formed
 
and credited his sulrbordinlte for ilmproving both Isbased on dependability and honesty
 
the pCrfortllalCC of the division ald the labor-man- Selectively uses your boss's time and resources
 
ageicent clitmate. 

Mutual expectations Other effective managers will deal with an in
explicit boss by initiating an ongoing series of in-

The subordinate who passively assumcs that he or formal discussions abotlt "good management" andshe knows what the boss expects is in for trouble. "our objectives." Still others find useful information 
Of course, so11e superiors will spell otIt their cx- more indirectly through those who used to work for 
pectam it ns very explicitly at1d in great detail. But the boss and through the formal planning systems 
most lo not. And altlougl many corpo)rations have in which the boss makes commitments to his superi
systems that provide a basis for co(mmun ica tilng or. Which approach you choosC, Of coUrse, should 
( xpCctations (such as formnal planning processcs, depend on your understallding Of your boss's style. 
career planning reviews, and performa nce appraisal )eveloping a workable set of imttta l expectations
reviews), these systems never work perfectly. Also, Also requires that yoU con'mu nicate your own cx
between these formalI reviews CXpCCtatio(ns invalri- p)eCtations o tihe boss, find out if they are reaIlistic, 
ably change. aod inf etnce the boss to accept the ones that are 

Ultimately, the hUrden fallIs Ol the subordina te i p)rtalnt to you. lE8ing Jble to iIfluIence the boss 
to filnd out what the boss's expectatiotns are. These to va LtC your expectations caln be paIrt icuI;lrly im
cx pCct;itioI)s can be btlth broad (regarding, for Cx- portait if the boss is anl overachiever. Such a boss 
ample, what kinds of problems the boss wishes to) will often set unrcalistically high standards that 
be infformed a anVl as very specif-lbut when) its Well need to be brought into line with reality. 
ic (r'gardil g such things as w\,henr a partictIlar pr)Ij
ct shoutOld be c()mpletd aCnl what kinds of ilforma
tio)n the boss tIceds inl the itnterim). A flow of information 

;etting a boss who tnCtIs to be vitgue or nonex
pli:it to express his Cxpectatioi S calln be difficUlt. I-low iCln ih iforma tion a boss neeis abOutt what a 
But effective maaiagcrs find ways to get that in- suthorlinate is hoi0ilg will vary significartly lCpcnd
format iotn. Some will i raft a1detaiCil meum1 Cover- ing oil the boss's style, the situation he is in, and 
ilg key asp)ects (If their w trlk alI then1 sCl it to thL con fidence he has in the stIborili natC. But it is 
their bosses fttr approval. They then follow this tip not utlcommt)m f(tr a btss to need more information 
With a f;ce-to-face iliItIssii)tI in which they go over than the suthotrdinate wot Ild Inatirally Sti pply or for 
ea)ch itCtn iln the inem). Tlis disCtussi)iot often siir- the stb(odilhatC to think the b)ss kloWs 11)rC than 
faces virtually all of the boss's rclevtnt expcctations. ie realily does. Effective managcrs recognize that 
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they probably underestimate what the boss needs to 
kIn(w and maIZlke sure they,' finl ways tt keep him 
iilformed through a process that fits his style. 

Managing the fhlw of information tLpward is par-
ticulanl diffictilt it til boss does not like to hear 
abtuut Loblems. Although Mnly wooILd denly it, 
busses :iften give of I signals that t hey want to hear 
on]y goodgIt(i iews. They sh great displCastre-tiso-iw 
ally nonverbally-when someone tells them about a 
prolilCI. Ignrilg individual achievelCiet, they lay 
even evaluate it1ire favtirably sibordinates Who do 
not bring Iprb)leins to themn, 

Neveithlecss-for the gottd of the orgaiizati(n, 
b)oss, and sLtbOidinate---a SUperior neLeds toI hear about 
failutires as wel I as StcCCssCs. S(iii sLtiuordi hatCs deal 
With ia got(id-IC\vs-tOinVlIss by finldilig inldi rc't ways 
to get the iCCSSaMv inforinaititil to him, such as 
a mani,1ageineiit int.tilatiotl systel iil which there 
is ito illessenger to ie killed. Others sce t(i it that 

potential prlbleiis, whether in the form of goiod 
sirpriiSeS ir bad news, are Colllinuiiicated inlllle-
diate lv. 

Dependability & honesty 

Few things are mIore disabliig to a boss thill a 
stliorditnate oil whlum he Cailliot depeiid, whose 
work lie cannot trust. Almost no one is intentionally 
tiidependabhle, butillmaIln' illlai,trs alc inadvertently 
so becaise of ovrsiglt or itcertaiIty ab(oLt the 
lioss's prihritics. \ Ctlllln itil lit t( all optiiistic 
delivery LIte may please at supCrior ill the short 
terl btt Ile a stiuLCe of dislicasure if not honored, 
It's difficult forl a b(uss to rely Ol it sulbirdinate \Who 
repeatedly slips deadlines. As mtc presidCnt pUt it 

{describing a sulb(irdiniatc,: "WhlCt Ile's grealt, he's 
terrific, but I CanI't depetid ol hiln. I'd rat her he be 
iore Cnsistetlit cvcii if lC deliyered fCwer peak stc-

cCsses--at least I cituildC rely oin hii." 
Nor- are litint laniMtUers intetitinallv dishoiest 

with tiheir hiisses. Bit it is si Casye ha it ti ut th 
a bit aid play LI' iwii colnCC's. (ttll-ri t cincers 
ofteni liiCtut fittlrl' surprise pb:OleiCni'S. It's ailitost 
imlpossible f, li hisss toi work ctlcctivelv if the'y carlll
tn{ot rely on l airl' acCtlaitC radigl), froml1 their 
StILduirdinates. BCaLiSC it utndertlni' tis C'redilbility, 
dishli esty is pelhap tie tilost triliblitig tra it a 
suIbrdi iate CI have. WitIiMItt a hIiC Ieve'l of trust 
ill sutliirdinalte's wtld, a bo!s CelS 1le has to check 
all Of ,1 subltirdinatC's dCcisii(its, which mIake-s it dif
ficLilt to delegatC. 

Good use of time & resources 

Your boss is probably as limited in his store of time, 
energy, and influence as yOU are. Every request yOU 
makc of hi in uses up sine Of these resou rces. For 
this reasilll, eomIm(on Se'nse suLggetsts drawing oil 
these resturces with some selectivity. This may 
sound obvious, but it is sourprisiig ho\V many man
agers use up their boss's titic (anid soinC of their 
own credibility) over relatively trivial issus. 

In one instance, a vice presidetill went to great 
lengths to get his hoss to fire I leddlesolme secrctary 
in another departmnnt. I lis boss had to Use con
siderablC efttii and itnfltueice to do it. Understaid
aly', tile head 01 t he other departnlenlt was n(it 
pleased. Later, when tie vice president wan ted to 
tackle tithCr ntiioC iipor(utAnt p)LhIblCs that required 
changes ill the scheduling and control! practices tif 
the Other dCpairtinlCit, le rail into tr(Lble. I-Ie had 
usd tiPlla .y uIf lhis ow i is well sIi is boss's iLC 
chips l the relatively trivial issIe (f getting tile 
secre_'tal fired, thereby aIlkillg it difctiCUlt for ill"i 
aild Ilis boss itilect mole important goals. 

W hose job isit 

NoI doubt, some subordinates will resent that on 
top Of all their other duties, they Also neCed to take 
time and energy to Inantage their relationships with 
their bIsses. StilIJaagClS fail to ieali:e the iiii
plitltUce of this activity and how it eain simlplify 
tliir itihs by clilinaiting p)tcintially severe prob
lems. Effective rtiaiagels recignize that this part 
of their work is legi ti inate. Secing theniselv-s as ul
tinatly responsible for what they achieve ill nil 
orglaliz-:atioll, they know they need to establisli and 
lilltage relationships withvtevelyoile oil vhol they 
;iie depeiidetnt, ad that includes the bOssY. 



SMR Forum: 
Management and the Art of Chinese 
Baseball 
Ralph G. H. Siu, Consultant 

If the hallmark of effective managers is their ability to combine the tools of 
the "science of management" with a more intuitive "art of management," 
as this author argues, then tl-following provocative article may advance-
the state of that "art" by providing some insightful and entertaining guide
lines for managers interested in self-improvement. Ed. 

The crux of effective management is getting the desired things done by 
acting, quasi-acting, and nonacting. To be sure, acting and nonacting in
clude the science of management - the objective, the verbalizable, the 
systems analytical, and all of the other quantifiable factors that have been 
so well covered in the thoughtful pages of SMR. But they also include the 
art of management - the subjective, the ineffable, the holistic synthetic, 
and the infinite concatenations of cascading sensed-unknowables. Small 
executive decisions are weighted toward the scientific polarity; BIG execu
tive decisions are weighted toward the artistic. 

This little opinion in a somewhat light vein proposes to spotlight the 
artistic and intuitive facets of executive life. Without intending to detract 
from the essential scientific and objective inputs, it seeks to depict the 
reality of what actually goes on and to encourage a richer amalgam of the 
two polarities than has been evident in the relatively one-sided, 
scientifically-dominated management literature of the last two decades. 

The Singularly Essential Art
 

By way of background, let us refresh ourselves as to the kind of milieu in 
which BIG decisions are made by referring to two current examples. The 
first example is from international trade. For over a decade, the giant 
transatlantic commercial airlines have been eying each other and gingerly 
lowering their respective fares a little at a time to obtain a higher fraction of 
the toal passenger business. Just about the time when some semblance of 
competitive price equilibrium was about to be reached, Britain's Laker 
Airways suddenly launched a no-frills, no-reservation air service between 
New York City and London at drastically reduced rates in late 1977 and 
began steps to start a similar service between Los Angeles and London in 
late 1978. The round-trip ticket in the latter case would be less than half 
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that charged by TWA and British Airways, covering the same route. 
Overnight, as it were, the carefully calculated projections of the major 
carriers had to be recalibrated. 

The second case is taken from domestic politics. During the early 
stages of congressional debate over the energy bill in 1977, the Senate 
majority was pushing toward a version to which the President said he was 
unalterably opposed. Several of the loyal Democratic senators took the 
signal and launched a filibuster to defeat the measure. Just as they felt that 
their maneuver was succeeding, as everyone was being worn to a frazzle, 
the Vice-President and the majority leader pulled a parliamentary move 
that resulted in the passage of the controversial bill. This left the erstwhile 
filibustering stalwarts, as the American vernacular puts it, "fit to be tied." 

We can readily see from these sketches why it is that the singularly 
essential skill among senior executives lies in the art of Chinese Baseball. 
Chinese Baseball, by the way, is played almost exactly like American 
Baseball. It uses the same players, same field, same bats and balls, same 
method of keeping score, and so on. The batter stands in the batter's box, 
as usual. The pitcher stands on the pitcher's mound, as usual. He winds 
up, as usual, and zips the ball down the alley. There is one and only one 
difference - after the ball leaves the pitcher's hand and as long as the ball 
is in the air, anyone can move any of the bases anywhere. 

In other words, everything is continually changing - not only the 
events themselves, but also the very rules governing those events. This 
kind of arena is alien to the scientific tradition of fixed boundary condi
tions, clearly defined variables, nonsubjective assessments, and rational 
consistency within a closed system. In the ball game of competitive ac
tualities, everything is in flux, and all systems are open. 

Five Management Principles 

From the strategic artistry of Chinese Baseball flow five basic management 
principles. 

1. Act from an instantaneous apprehension of the totality. 

This principle pertains to what many Chinese regard as the mark of a wise 
man. The key word is "apprehending," as contrasted to "understanding." 
It is important, of course, to understand things. But that is not enough. An 
effective chief executive must be able to reach into a mass of conflicting 
data and opinions and pull out the right thing to do at the right moment of 
need. He or she does not get trapped in the double bind of riding the train 
of logic too long. Such a fix is exemplified by the King of the Alligators, 
who captured a beautiful maiden when she fell out of her canoe. The 
mother begged for her return. Touched by the streaming tears, the King of 
the Alligators offered her a sporting proposition. He would return the 
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daughter, if the mother could make one true statement. Without thinking, 
the old lady replied: "You're going to keep my daughter." 

Effective CEOs are seldom sprung in this manner. They are aware that 
rationality and the scientific method provide critical inputs to only one of 
three crucial questions overarching key decisions. These are: (a) Does it 
add up? (b) Does it sound okay? and (c) Does it feel right? Logic and 
science contribute primarily to the first question, less to the second, and 
even less to the third. The master executive always massages his or her 
critical decisions in such a way that the responses to all three questions are 
positive. This can never be realized through understanding alone but only 
through apprehending. 

The second important word in the first management principle is "total
ity." There is no need to belabor the familiar moral behind the story of the 
blind men and the elephant. But a comment or two on the contrast between 
the wholist and the partist strategies in resolving issues may be cogent. 

The wholist strategy begins with the totality of a situation, whereby all 
possible factors are included within the net of consideration. The unneces
sary and less relevant components are then successively eliminated until 
the desired equiibrium is attained. In this case, the tentative resolution at 
any given time is always relatively correct but imprecise due to the varying 
degrees of extraneous chaff until the end point is reached. 

The partist strategy begins with a small collection of factors assumed 
to be necessary and sufficient for the case at hand. Different combinations 
and permutations of increasing complexity are then successively tested. In 
this case, the tentative resolution at any given time is always precisely 
stated but relatively wrong until the end pcint is reached. 

Some time ago some researchers conducted a preliminary comparison 
of the two approaches in the solution of problems. The results suggested 
that given infinite time, either technique would deliver the correct resolu
tion. Given only limited time, however, the wholist strategy was found to 
be superior. When the game of Chinese Baseball is taken into considera
tion, the odds would be overwhelmingly in favor of the wholist strategy. 
Furthermore, as any professional football player knows so well, the BIG 
games are decided more often than not on the mistakes committed rather 
than on the yardage gained. Although the wholist strategy may not make as 
much yardage in any one play or any one game, it is relatively invulnerable 
to fatal mistakes. In contrast, although the partist strategy may make a spec
tacular yardage in any one play or any one game, it is invariably suscepti
ble to fatal mistakes over time. 

2. Subsume yourself and resonate. 

This principle pertains to the social meaning of one's own operations. In 
applying the principle, the executive will first have to clearly define both 
his or her operational concern and the context in which his or her opera
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tions are imbedded. In the case of a chief executive officer, the operational 

concern is the corporation and the context is the community at large. The 
executive imparts social significance and value to the operations (the cor
poration) by subsuming it in the larger context (the community) and then 
by looking at them separately from the two perspectives: from his or her 
position of responsibility in the corporation and from the interest and 
viewpoint of the community. By continually resonating one against the 
other, the executive can then draw unto the corporation a broader-based 
strength from the community and at the same time give the community the 
full benefit of the corporation's operations. 

An example of how the subsuming-and-resonating principle works is 
the way in which accomplished utility executives are able to gain their 
requested rate increases from utility commissions. They intuitively sense 
the fact that the decisive factor in winning them is not the company's need 
for the higher rates per se but the community's perception of whether its 
overall requirements can be met better by granting the rate increases rather 
than by spending its monies elsewhere. By being sensitive to the feelings of 
the people in the subsuming context and their regulator-representatives and 
by continually resonating the corporation's interest against the commu
nity's throughout the year, the accomplished utility executive brings about 
a shared mutuality. The more congruent the perceived overlapping inter
ests, the closer the executive is targeting the requisite resonance. 

3. Maintain multiple tactical targets %ithinattainablereach until the mo
ment of final commitment. 

This principle pertains to competitive effectiveness. What is being assured 
is the freedom of tactical movement within a strategic thrust. One should 
not be a slave to a single tactical target from the very beginning. This 
would lock the individual into a rigid course of advance, which can be 
much more readily frustrated by the inevitable vicissitudes of life. Instead, 
the executive should have at least two alternative targets, committing 
himself or herself to a specific one at the last moment. This reference to 
alternative tactical targets in no way implies a prime target with fallback 
substitutes. For although this is often the best that can be achieved, it is 
preferable to have all alternatives equally feasible until the final closure. 

The AMK Company's take-over of United Fruit a decade or so ago 
illustrates the principle. Up to the last move, AMK could have either 
clinched control of United Fruit by acquiring more shares or made money 
by selling the shares it held. It chose to gain control. 

Another example of multiple tactical targets is contained in the story of 
the prisoner in ancient Persia. He and his cellmate had been condemned to 
death by the Sultan. Knowing how much the Sultan loved his stallion, the 
prisoner offered to teach the horse to fly in a year in exchange for his life. 
The Sultan, fancying himself as the rider of the only flying horse in the 
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world, agreed. The other prisoner looked on in disbelief. "You know 
horses don't fly. You're only postponing the inevitable." "Not so," said 
the clever tactician. "I have actually given myself four chances for free
dom. First, the Sultan might die during the year. Second, I might die. 
Third, the horse might die. And fourth, you know, I might just teach that 
horse to fly." 

4. Be propitious. 

This principle pertains to elegance and style in getting things done. 
Everyone talks at length about timing: lead time, lag tir , critical path in 
planning schedules, and so on. But relativ.ly few exhibit a native feel for 
the instrument of time in practice. Most people allow wishful thinking to 
distort their estimates of incubation time, of time to build up a psychologi
cal head of steam, of time for infractions to be forgiven, and of time for 
people to become bored and impatient. They do not anticipate the time it 
takes for different acts to come to fruition, or match this against the 
development time available. They fail to lay the basis for the resolution of 
conflicts before their actual onset. The net result is a lifelong staccato of 
crisis after crisis. They never glide with the art of de-existing them. 

A common manifestation of inept timing, especially among more ag
gressive junior executives, is premature closure. They want to arrive at an 
answer as soon as possible, instead of when required. As a consequence, 
they do not reconnoitLr the problem thoroughly. They do not probe the 
more complex alternatives, which might prove more remunerative. They 
do not even allow sufficient time for the dilemma to go away on its own, 
when such might well happen. When victory seems within sight, they often 
launch into the final push before making certain that the psychological 
momentum is in their favor. A favorable outcome, if attained under such 
circumstances, may be extra costly. And they may very well fail. 

Many executives just cannot seem to get the sequencing of their 
actions straight in the implementation of a well-drawn-up plan. They are 
reminiscent of the Texan who wanted to become an Alaskan. When Alaska 
was admitted as a state, the Texan moved up there because he wanted to 
continue living in the largest state of the Union. Even after spending quite 
some time there, however, he did not seem to be accepted by the natives as 
a real Sourdough. In his deep discouragement sitting at the bar one day, he 
bemoaned his troubles to the bartender. The man took pity on him and 
finally told him the secret. "What you need to do to become accepted as 
one of us are three things. First, drink a fifth of whiskey in one swig. 
Second, make love to an eskimo girl. And third, shoot an Alaskan bear." 
The Texan grabbed the bottle of whiskey, downed it in one long gurgle, 
then stalked out of the saloon. Eight hours later the Texr i staggered back 
through the swinging doors, all bloodied and battered, clothes torn to 
shreds, but still undaunted. He beat his chest and bellowed forth: "Noaaw, 
where's that eskimo gal ah'm s'pposed to shoot?" 

http:relativ.ly


88 

SMR Forum 

5. Orchestrate the virtual presences. 

This principle pertains to the essence of leadership. The creation of and 
response to virtual presences are unique to the human species among 
animals. A virtual presence is something which is not real in the space-time 
sense, yet it exerts a practical effect as if it were. An example of a virtual 
presence in mathematics is the square root of minus one. There is no such 
thing even by its own rules. It cannot be plus one, because plus one times 
plus one equals plus one - not minus one. It cannot be minus one, be
cause minus one times minus one equals plus one - not minus one. Yet 
this purely imaginary number is used very effectively in calculations involv
ing real events, producing very worthwhile and practical answers that 
cannot be obtained in any other way. There would not have been any 
modem physics in the sense we know it today had not the virtual presence 
of the square root of minus one been invented. 

Much of man's psychological well-being is a function of virtual pres
ences. There would not have been such mental anguish, had not the 
capacity for producing virtual presences of hallucinations, delusions, and 
schizophrenic selves been engendered through the unfortunate confluence 
of genetic endowments and environmental influences. 

Our social activities are driven by virtual presences. There would not 
have been such rapid cultural progress of the kind we know today had not 
the virtual presences of all kinds of myths been blandished before the 
young by their elders. There would not have been wars of the massive 
destructiveness we experience today had not the virtual presences of pat
riotism and other fanciful propaganda been drummed into the citizenry by 
its leaders. 

In this connection, one of the most prevalent deficiencies among the 
inexperienced and immature is the disdain with which they view cere
monies. Men and women of great power, however, know all too well that 
ceremonies constitute the lubricant of social processes and the seal of 
community approval. They are always creatively nimble in the adaptation 
of ceremonial stratagems. 

The Master of Action 

It may be well, in closing, to remind ourselves that the various facets of 
management have been dissected into distinct topics only for discussion 
purposes. It seems that we can think and talk about things only in an 
abstract and analytical mode. Of course, this is not the way that phenom
ena occur in nature. Happenings do not stand still for our slow-witted 
thinking. To be in control of the situation is to ride the moment on the wing 
in an agglomerate gut-feeling fitness. Science and art, cause and effect, 
plans and operations, means and ends - all merge in the instant of the act. 
This is the hallmark of the Master of Action. 
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TEN DAY-TO-DAY GUIDELINES 

Five proverbs for planning: 

1. The shrike hunting the locust is unaware of the hawk hunting him. 
2. The mouse with but one hole is easily taken. 
3. In shallow waters, shrimps make fools of dragons. 
4. Do not try to catch two frogs with one hand. 
5. Give the bird room to fly. 

Five proverbsfor operations: 

6. Do not insult the crocodile until you have crossed the river. 
7. It is better to struggle with a sick jackass than carry the wood yourself. 
8. Do not throw stone at mouse and break precious vase. 
9. It is not the last blow of the ax that fells the tree. 

10. The great executive not only brings home the bacon but also the 
applesauce. 



WHY SOME MANAGERS
 
DON'T GET THE MESSAGE
 

Many executives liejt be known with their 
bullying manner that fthey don't want criticism. 

Others want it but don't get it. 

By Robert E. Kaplan, Wilfred H. Drath, 
and Joan R. Kofodimos 

L BJ's biogr. pher, Doris Kearns, has de-
scribed the imposing experience of be-
ing in the same room with President 
Johnson. "One could sense his extraor. 

dinary power the moment he entered a room," 
Kearns wrote. "Ther. was a strange texture to 
the mere act of standing next to him; it seemed 
as if he were violating the physical space of those 
around him." 

' Imagine confronting such a person with his 
human foibles. No. very likely. We tend not to 
criticize the personal behavior of powerful 
people. Take these observations, made by a 
group of tap-level executives and management 
experts: 
o "When you're a manager, you develop a set 
of people you can get feedback from-a web, a 
grapevine. But as you rise in the hierarchy, it 
withers, and by the time you get to the top, it's 
dead." 
o "The higher you go, the more constricted the 
feedback channels become." 
o "In most corporate organizations senior exec-
utives don't get much feedback on their weak-
nesses. There is not that candor in executive 
suites." 

These comments come from a series of inter-
views with 22 executives and 18 experts on exec-
utive development from a variety of organiza-
tions- large and small, public and private. The 
40 interviews took from an hour to three hours 
each, and resulted in more than 400 pages of 
transcripts, which we subjected to careful analy-
sla. Wc were loiking for patterns in what exec-
utives fouid problematic about their jobs, how 
likely it wa3 that they acknowledged the prob-
I ms, and wh.: conditions affected whether 

Rey became aware of their problems and tried 
to do something about them. 

Many comments confirmed the fairly wide-
spread notion that executives do not get much 

feedback from those around them. We came up 
with some preliminary thoughts on why not, 
and what can be done about it. 

We are not speaking here of the inevitable 
and frequent criticisms made of the decisions 
and policies of an executive. These appear regu
larly in the press and are leveled at executives 
from many outside groups. As one CEO 
remarked wryly, "In this job you're not going to 
ro home at night with a warm feeling " We are 
talking about feedback aimed not at what an 
executive does- the decisions he makes, the pol
icies he formulates-but at how he does his 
job- his process of making a decision, his way of 
relating to others, his manner, style, behavior. 

The executive's bearing, his wdy of being 
with other people, can inhibit feedback. This 
demeanor may stem from his mental acuity, his 
command of the issues, his history of success, or 
all three. It may be related to what the manage
ment consultant 1.Sterling Livingston called the 
"will to power." 

Whatever its source, the demeanor of people 
in charge serves a useful- probably indispens
able-function. A certain air of authority is no 
doubt necessary for executives to do their jobs. 
Yet a powerful, dominating presence often 
chokes off criticism. We heard about the presi
dent of a S100 million organization who "did not 
receive a lot of feedback because he is a very dap
per, proper, good-looking person who has a mag
netism about him." People did not feel comfort
able criticizing him. 

Another executive, we learned, "acts dumb, is 
anti-intellectual. He swears at you, shortcuts 
things, doesn't want to hear things. You can see 
him using power. He's p1.;'sically strong, intim
idating. I've seen very few people talk back to 
him or kid him." Clearly, this is not the case 
with every executive. Some executives openly 
encourage feedba.k, though when this is done, 
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the executive may still have problems convinc-
ing others of his sincerity. 

In general, we found that an attitude implicit 
in the executive's bearing can discourage others 
from challenging him-especially about his 
management style. One exicu 've-development 
specialist put this attitude ino words: "I've 
made it to the top and one of the characteristics 
of being here is that the door opens one way; 
people don't swing my door open and tell me 
how to do my job." Iv other words, the execu-
tive's achievement entitles him to an exemption
from advice and criticism. 

Another aspect of demeanor that we noticed 
in some of our interviews with executives ws 
their tendency to monopolize the conversation, 
The tendency to deliver monologues, which 
some executive-development specialists we in-
terviewed also noted, discourages criticism for 
the simple reason that others have trouble get-
ting into the conversation, 

In extreme cases, an executive's demeanor can 
cut off informatior, brutally. Although any 
superior can do thi, to itsubordinate, high-level 
managers have mire weight to throw around 
and perhaps also a greater need for power. For 

For their their trouble in speaking up, subordinates can be 
trouble in handed their heads on a platter. In less obvious 
'peaking uP,subordinates cases,imleathe executive's demeanor may carry an 
can be handed implied threat that he will use his position to atheir heads e subordinate's disadvantage, 

a platter. Plain abrasiveness can also get the executive 
in trouble. According to one of our sources, half 
of the executives identified in his corporation as 
being "problems" were also considered abrasive, 
In a recent study by our colleagues Morgan 
McCall and Michael Lombardo, abrasivcness 
was the most common reason for executives to 
derail in mid-career. "Zinging," as one re-
spondent called it, usually destroys any instinct 
on the part of othe. ,,eople to help the executive 
with his problems, to give him constructive crit-
icism, or to be a confidant. Ifanything, the abra-
sive executive inspires vengeful feelings in the 

Robert E. Kaplan is behavioral scientist and director of 
new program development at the Center for Creative 
Leadership in Greensboro, North Carolina. Wilfred H. 
Drath is the center's editor and a research project lead-
er. Joan R. Kofodimos is a research associate and a 
Ph.D. candidate at Yale. Their article is drawn from a 
report available from the center, titled High Hurdles: The 
Challenge of Executive Development. They are now 
working on a fuller study of how already-successful 
executives can develop their capacities. Copyright 0 
1985, Center for Creative Leadership. 

people he attacks. 
To one degree or another, then, the execu

tive's demeanor, which derives from who he is 
and what he does, affects the willingness of 
people around the executive to criticize his man
agerial behavior and character. For executives 
whose demeanor is plainly hostile or abrasive, 
personal feedback is nearly impossible to get. For 
executives who welome and encourage such 
feedback-and we heard of several in our inter
views- there is st;il the problem of actually get
ring the feedbacl.. 

One theme w( heard again and again in our 
interviews cente- ed on the executive's extraordi
nary impact on those around him. Many of the 
executives themselves brought this up as a mat
ter of concern, especially in the area of exercis
ing their influence. A university president told 
us, "If you're chief executive, people not only 
take seriously but spread around things that you 
have simply sent up as a trial balloon. You're 
really saying, 'I want to talk about this,' and 
bango, it's all over the lot." A casual comment 
can reverberate with significance. One executive 
told us of seeing a picture on a subordinate's 
office wall. He said casually to the subordinate,
"Why do you have that picture?" He was only
making conversation, or so he thought. The next 
day, when he returned to the subordinate's 
office, the picture had been taken away. People
hang (or unhang) on every word. Comments 
become commands; statements become injunc
tions. This effect can become so pronounced that 
some executives must guard even the expression 
on their faces. "If I don't smile," one told us, 
"people think the business is going bad." 

The problem with this exaggerated impact is 
that it makes some executives reluctant to speak 
out at all until they are ready to make a firm 
decision. They become reluctant to hold casual 
conversations that may later turn out- much to 
their chagrin- not to have been so casual after 
all. This tends to add distance to the relation
ships between an executive and those around 
him. Keeping one's own counsel, whatever valu
able services it may render, has the effect of
excluding others. This makes for a cooler rela
tionship in which people feel less free to offer 
criticism-and in which they have less personal 

contact to use as a basis for criticism. 
But what about "irmiders," those people with 

whom the executive feels free to discuss issues 
openly, whom he encourages to speculate and 

try out new ideas as much as he wants? Are they 
not a valuable source of feedback? For some exec
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utives they undoubtedly are. Yet to the extent 
that these insiders act as cheerleaders for the 
executive, the flow of information is likely to be 
retarded. This can happen to any executive, 
even one who tries to resist it, for the simS. 
reason that such cheerleaders are often acting in\
their own self-interest. They tell the executive ' 
what he wants to hear, and omit what they do 
not want him to hear. 

Cheerleaders are performing a disservice to 
the executive when they respond to his willing-
ness to be open with what is an essentially defen-
sive posture, saying in effect, "When I deal with 
you, I'd better protect my flank." This robs the
executive of ar, importat source of learning
about himself 

As potentially serious as this can be, perhaps
the most serious form of cheerleading is the 
unconscious kind, when subordi,.ites don't
withhold criticism, but instead become blind to 
any faults in their highly placed superior. This 
is a form of collusion. Because of their depen-
dence on him, subordinates cooperate with their 
superior in supporting the image of himself he
wishes others to see. One person we interviewed 
described such asetup in his company: "There is 
a kind of pact of admiration. . . . You only say
good things about this guy. . . . It's kind of like
being in a king's court. . . . There's a kind of 
conspiracy that way." Such a "delusionary sys-
tem" is not likely t: be fertile ground on which 

the executive can learn and grow.


It is not only an executive's subordinates who 

hold back criticism; fellow executives may also 

play hands off. As we have 
 noted, executives
with abrasive styles turn off peers as well as 

subordinates. But even the easy-to-take execu-

tive is not likely to receive constructive criticism 

on the way he manages from the people with 

whorm, he is locked in competition for advance-

ment and resources. One person said that the

highest-ranking executives in his international 
bank each inhabited "protective cocoons"; they
"danced around" one another. The chief execu-
tive, of course, has no peers in the organization
and is probably unlikely to enter into conversa-
tions on self-development with the external 
peers with whom he does business,T	he structure of most businesses tends 

to bring executives into contact wiuh 
fewer and fewer people inside the 
organization. This is especially true of 

top executives, located on aseparate floor or in a 
separate building. Only through extraordinary 

effort can top executives make contact with a
 
significant portion of the rest of the organiza
tion, and then the act is usually more symbolic

than substantive. As one human-resources direc
tor we interviewed put it, "Most executives have
 
very few people they have contact with- 20 or

30 people in a 20,000-person organization-and

those people tend to be high-level executives
 
who also tend to be isolated."
 

Besides this more or less structural isolation of
 
executives, there is an isolation that comes from
 
insulation- the tendency of the organization to
 
protect its executives from the indignities and
 
problems of everyday life. Absence of contact

guaiantees the absence of communication, ese-
 ,
cially of 	 sensitive information. Moreover, the N 
scant communication that does occur usually ' i
takes place on the executive's turf, complete
with the trappings of power and the symbols of
isolation (such as an office on the top floor), all
 
of which can make subordinates less cjmfort
able about spcaking up.


Executives may need to be somewhat removed
 
tc rpa!'e their jobs feasible. Were an executive
 
left prey to the thousands of relevant and irrele
vant interruptions that are waiting to intrude, he
 
would never be able to carry out 
his role. 	Yet 
isolation 	 restricts criticism that an executive 
could use to perform his iole more effectively. Some managers

Just as an executive cannot function without do encourage
some isolation, he cannot function without some feedback, but
 
autonomy. But executives are granted autonomy 
 have problems

along a fairly wide spectrum, from the extreme convincing

of the executive who is only a functionary of the others

board or the chairman, to the top person who has of their
 no board of directors or whose board rubber-
 incerity.

stamps his decisions. We found evdence that
 
autonomy-especially when it approaches being

total-is an important factor in screening criti
cism of the executive's modus operandi.


Executives who have the autonomy to hire
 
whomever they please can-arid some do-use
 
that autonomy to hire people in their own 
image-people whose backgrounds, sex, and
education make them compatible. Executives 
who do this are likely to end up with cheerlead
ers-subordinates who tell them only what they
want to hear. "I see executives surrounding 
themselves with compatible people, people whofit in," said one person we interviewed. "If you
rely too much on strengths, it hurts your effec
tiveness, and you can end up hiring mirror 
images," said another. Executives are not likely
to get criticism on their behavior by turning to 
such "mirrors." 
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Performance appraisal is another means by 
which critical information can be delivered, an 
institutionalized way in which organizations 
overcome the disinclination to give feedback 
about performance. But formal appraisals thin 
out at high levels. One conctuapt described the 
attitude of executives toward appaisal this way; 
"You talk about perfornance ap1praisal at the 
executive level? Uh-ui. That's for you folks 
down there." 

An execzitive's An executive who reported directly to the 
casual comment CEO of a major U.S. corporation explained why 
may have an formal appraisals did not happen at high levels 
exaggerated in his company. "We have pretty good per-a 
impact. formance-appraisal system, but there aren't ap. 

praisals for the top people. And, come to think of 
it, it's because of the chairman-he doesn't like 
to do them. He thinks he does them. I've had 
performance reviews, but they've always been at 
bars after a game of tennis. And the next day 
neither one of us remembers what was said." 

Executives often have the autonomy to put 
themselves outside the appraisal system, and 
who but the top person is to say otherwise? The 
pcrsonnel executive in charge of the system ordi-
r,.;rily lacks the clout to define it as including 
the top levels, or to enforce it if the top levels 
merely go through the motions of participating. 
In granting such autonomy to its executives, an 
organization is allowing its executives to grant 
themselves an immunity to being appraised. In 
one case the top management team of a major 
institution decided to go through a weeklong 
program that included getting structured feed-
back from subordinates. EvLryone participated 
except the chairman, who had never made a 
practice of receiving personal criticism and 
apparently was not about to start. 

Probably the key to whether executives 
receive appraisals is the extent to which the top 
executive takes the system seriously and uses it 
personally. For example, Jea:, Riboud, who has 
been CEO for almost 20 years at the French cor-
poration Schlumberger, meets once a year with 
each of his top executives to assess their perform-
ance. One of these men, Carl Buchholz, 
des-ribed such a meeting in a New Yorker mag-
azine article: "[The CEO] said, 'Let's talk about 
the Buchholz problem.' He talked about my
relations with other people, and how I ought to 
improve them. He talked about what he wanted 
done that wasn't being done. He was quite spe-
cific." 

From our interviews we learned of other 
mechanisms the organization can use to encour-

age constructive criticism. One international 
financial organization conducts inspections of 
each major unit of the organization. A member 
of the board of directors heads a team of three, 
which goes into a division and conducts confi
dential interviews, the results of which are 
channeled to the division's top management. 
The report includes perceptions of the CEO and 
the top management team. Another corporation 
used a kind of ombudsman-an outside consul
tant who knew the organization and had the 
respect of many people in it. He kept his ear to 
the ground and regularly fed criticisms of top
mai agement back to those concerned. 

Organizations can also do a lot to deemphasize 
power differences. One way is to reduce the gap 
between executives and others by making exec
utive offices less impressive and locating them 
closer to other offices. Intel, for example, delib
erately avoids such perks as limousines, plush 
offices, and private dining rooms. 

People around the executive play an impor
tant role in freeiiig the channels for feedback. 
Although in a distinct minority, certain individ
uals in the executive's world do have the incli
nation and courage to tell the executive about 
his shortcomings. One executive talked about 
"the constructive critics who care enough about 
the organization and the person to help him and 
tell that person how his behavior is impacting on 
the organization. Those people in my executive 
experience were few and far between. But there 
were a few, and those few helped me to under
stand myself better." 

Perhaps the most important factor is the atti
tude of the executive himself. Some executives 
make it a point to avoid becoming isolated and to 
solicit reactions to their work. More effective 
general managers build larger networks and 
make better, more skillful use of their relation
ships. One human-resources executive we inter
viewed commented that "the less secure [execu
tives] really hide, but the more secure ones will 
step out of their offices oi go down to the depart
ments, make it a point to stay in touch." Anoth
er staff executive reported to us that people two 
or more levels below would never be open with 
him in his office; he had to go to them. 

Furthermore executives get explicit informa
tion about themselves only if they convince oth
ers of their desire for it by word and action. A 
CEO said: "People have to make sure they're
being asked honestly, and what they are going to 
get back is not a 'Louisville Slugger."' Finally,
executives have to appreciate how difficult it is 
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to get reactions to themselves and their work; it 
is easy for them t- labor under the illusion that
they know where they stand with others. Chris 
Argyris of Harvard once made a practice of ask-
ing executives whether they knew what their 
subordinates thought of them. They would say-
yes, they did know. Then he would ask them 
whethe their own superiors knew what they,
the executives, thought of them. And the exec-
utives would say no. The point had been made. 
Executives get this kind of iu,ormation only if 
they go after it.

A ssessing oneself is the first step toward 
self-improvement. Yet the likelihood 
that executives will spend time and 
energy in introspection must be con-

sidered in light of the extraordinary demands of 
their work and the degree to which introspec-
tion is immediately relevant to their day-to-day
performance. 

Many executives, are faced with staggering,
unremitting demands on their time. Many of 
these demands rise up suddenly and urgently
from sou ..es ouigide the executive and beyond
his control. He must respond to, deal with, these
demands. 

The former CEO of BankAmerica, Louis 
Lundborg, wrote that his job was virtually four 
ful'-time jobs in oiie: desk work, meetings with 
inployees, meetings with customers, civic and 

other public affairs-each could take 100 per-
rent of his time. 

With so much else to do, how can an execu-ti'.'e find time to look inward? One CEO 
described himself as being "at the center of a 
heaving circle," the top half of which was the 
outside world pressing down on him so urgently
that he had little time to attend to the bottom 
half--internal management. Henry Kissinger re
por:.-d that despite his investigative background 
as a researcher, he was so busy as Secretary of 
State that he found virtually no time for reflec
tion. Similarly, a survey of brigadier generals
concluded that they were "too busy to have time 
to do any reflection; [instead, they were] putting
out brush fires and reacting rather than thinking 
or planning ahead." 

But lack of time is not the whole story. As 
busy as executives are, their work lives are less
hectic and unmanageable than those of some 
first-line supervisors whose average day is 
crammed with as many as 500 discrete episodes.
So despite the considerable demands, executives 
probably enjoy greater latitude than some lower-

level managers over how they spend their 
time. 

In part, the issue comes down to attitude.
 
Executives may not find the time because intro
spection is not a high priority; it is not immedi
ately relevant to the performance of the execu

Ative's work. The results an executive is con
'cerned with are external and tangible-iurning 
a plant around, improving profits, increasing
productivity. Such results do not manifestly

require self-understanding, and therefore do not
 
seem to require introspection.
 

One CEO we interviewed spoke eloquently ofhis orientation toward action and away from
 
self-reflection. "I am not conscious of doing that
 
kind of in-depth reflecting. . . There are
 
always so many things to do. I never sat down
 
and asked whether there was some pattern tc my

life. .. . Everything just seemed to keep tum
bling out. It was like running ah.ad of an ava
lanche. . . [1] don't have a lot of time to sit
 
back and dream about where I'm going and
 
why." Many executives share this sense of being

always immersed in action. They are men of
 
action, not reflection-and certainly not self
reflection.
 

The issue, then, is not how to turn executives
 
into navel-gazers, but how to 
help them use Executives
introspection as a tool to become more effective, may hire 
as a way of getting information about them- mirror Images

of themselves 
who are not 
likely to 
criticizetheir 
behavior. 

selves- their behavior, their strengths and 
weaknesses-that will help them pursue self
development. 

From our research it seems that executives can 
introspect only by special effort, or with ingenu
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ity in planning their time, or through close rela-
tionships, or by a change in attitude. Recogniz-
ing the contribution that introspection can make 
to their self-development and thus to their 
enhanced effectiveness is the first step. Next, 
executives need to develop siYuTpres or routines 
that not only allow for introspect on but provide 
for rewards in the form of self-learning, 

Sometimes these can be quite simple. One 
executive we talked to reflected on the events of 
the day and his role in them while walking his 
dog late in the evening. Governor Mario Cuomo 
of New York faithfully keeps a diary, a habit 
that may have sprung from his years as a law-
school professor, and that provides him with an 
opportunity to contemplate his daily actions. If 
job demands preclude introspection, then anoth-
er strategy can be to fight the problem at the 
source-control the work load. Lundborg of 
BankAmerica tried to do this by focusing only 
on those items that he thought would be impor-
tant looking back five years later. Perhaps by
weeding out less important demands, time and 
energy can be gained for the introspection 
needed periodically to monitor and modify one's 
performance.

lnt spection need not be a solitary activity,
Conversatipns with friends, relatives, or trusted 
counselors can help the individual to think out 
loud. One executive told Studs Terkel: "I have 
only a wife to talk to. . .. [With her] I [am]
able to talk out loud and hear myself ... " 

Finally, opportunities for introspection can be 
had in performance appraisal- if it is practiced 
at executive levels-or in the self-appraisal and 
self-assessment components of training pro-
grams. Executives do hear criticism at times, 
some more than others. But are they able to 
accept its validity, and, if only to themselves, 
admit failure or weakness or shortfalls in per-
formance? As we will see, our interviews indi-
cate a reluctance-sometimes an adamant refus-
al-on the part of executives to admit weakness 
or acknowledge any need for improvement,

We suggest that there is a relationship 
between the executive's reluctance to accept
criticism and the executive's need to be compe-
tent. By the need to be competent we mean a 
complex of attributes, including the need to be 
equal to the demands of the job, to live up to the 
expectations that come with high positions, and 
to have a sense of self-worth. A number of the 
people we interviewed called it "ego," by which 
they seem to mean pride-in one's abilities and 
position. 

Several factors contribute to the executive's 
need to be competent. One factor is the set of 
expectations that come with the territory, a 
sense that the executive must almost be larger
than life. A manager who reported to the CEO of 
a major corporation told us that the chief execu
tive "needs to be above everybody. He needs to 
be smarter than everybody, never wrong." 

Another factor is that, as holders of great 
responsibility, executives incur high risks. The 
high stakes make competent performance vitally
important. Millions may be lost, lawsuits may
be engendered, and careers may be ruined 
through the incompetence of a highly placed 
person. 

Also feeding into the need to be competent is 
the fishbowl in which the executive operates.
The opinions he renders and the policies he 
adopts are often highly visible and come under 
close scrutiny. Executives want to build and 
maintain their reputations as people who know 
what they are doing. The need to save face is 
therefore considerable. Ifexecutives make a hab
it of being wrong, they erode their confidence in 
themselves as well as the confidence of others in 
them. Another aspect of visibility is that because
people in high positions continually draw fire,
they learn to be "thick-skinned," according to 
CEOs we interviewed. They learn to protect 
themselves from criticism. The hitch is that 
they may learn this lesson too well. The execu. 
tive's personality can also contribute to the need 
to be competent. Executives are ambitious 
people who strive for many things, not the least 
of which is a strong sense of efficacy and worth. 

The organization may cap all this by commu
nicating its expectations of competence to the 
executive in powerful ways. One of the most 
powerful may be the special treatment that exec
utives are accorded. Executives receive high
even exorbitantly high-salaries, are ensconced 
in opulent settings, and are afforded every con
venience. The executive corridor typically
stands as a monument to its occupants' impor
tance. As one executive said, "They sort of han
die you like a precious egg." The implicit mes
sage may be that the executive had better live up
to the high expectations of the organization as 
symbolized by the special treatment. The execu
tive is likely to expect himself to be, and know 
that others also expect him to be, more than 
ordinarily competent. 

Our interviews provide support for this ten
dency of some executives to become unduly
impressed with their competence and impor
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tance, and thereorae to reject criticism. A line
cxecutive told us, "I don't think most people inelevated positions really like to hear that they're
something less than perfect." A staff executive
said, "Executives are susceptible to believing intheir own infallibility. They think they can-el 
no wrong." And another line executive said,"As 
you grow in authority and responsibility, your'
confidtnce increases, and that can be good orbad- you can become fatuous and think youdon't make mistakes." These comments indicate 
that executives are at least perceived as beingreluctant to admit weakness to themselves orothers. 


In extreme cases, executives succumb 
to an
exalted view of themselves-what our respon-dents called "a big ego"- that virtually closes
down their ability to accept criticism. A big egohurts the executive because it keeps him fromlearning, 

We should note that one factor that feeds the
tendency for executives to sidestep criticism is
their power. If the question of how to accountfor performance problems arises, their power
makes it possible for them to attribute thoseproblems to others, especially subordinates. We
heard of an executive who went so far as to sendhis subordinate to a fix-it service to correct defi-
ciencies that were largely the executive's own.M any executives resist the temptation

to blame others and to see them-
selves withou! faults. One execu-
tive who made a practice of examin-

ing his management style reported that at theend of the day, "I go home to my wife and say, 'Ican't be that smart, I can't do everything.'"
Another offered this advice: "Absolutely most
important of all for a top manager: Don't takeyourself too seriously. . . .It took a lot of luck
to get you the top job. You're good, but so are the
people around you. Be able to laugh at your-

self." 

By taking himself less seriously, the executive 
can go a long way towaid reducing the loss of 
confidence that may come with accepting Lriti-cism. Yet we should not expect the executive totake himself lightly; he is always likely to feelthe sting of criticism especially keenly. As Peter 
Drucker points out, speaking of political andmilitary leaders, "To be more [than mediocre)
requires a man who is conceited enough '.
believe that the world ...really needs himand depends on his getting into power." 

Good relations with one or more key people 

can help an executive overcome the temptation lanagereto reject criticism. A trusted colleague can help often makean executive accept negative information be- big mistakes. cause there is an atmosphere of mutual respect. What theyOne executive we interviewed said, "I'm blessed learn fromwith having a very good reltionship with a guy tremiay beI like working with and for. A key thing is ccesa. 
mutual respect. He keeps me up-to-date all

the time on how I'm doing." A trusted consul
tarn can sometimes play this role. One CEO confided to us that, despite the discomfort involved,
 
a consultant had managed to deliver a message

that no one in the organization had dared bring

up with him-that his autocratic style was 
a

major deterrent to his organization's ability

use participative management. 

to
 

Another way to help executives accept critical
information is to meet them on their own terms.

If an executive shows a need to be treated as a
special person, 
 then recommend a self-assess
ment program at a prestigious institution. Simi
larly, if the executive is reluctant to make it

public knowledge that he is getting help of some
kind, respect his need for privacy. The only
drawback here is that in meeting an executive 
on his own terms one may simply be playing

into his hands. If one does too good a job of cater
ing to the executive's need for status, for exam
pie, the executive may never put these needs
 
aside long enough to open himself to learningand self-examination.
 

Finally, if executives are 
 to accept criticism
 
more readily, organizations will probably need
 
to open the way by reducing the link between

making mistakes and being judged incompetent.

Too often a single mistake, if large enough,

brands a manager as being unequal to the task.
Yet research by our colleagues McCall and Lom
bardo has shown that successful managers often

make many big mistakes, and that the lessons
they learn from such mistakes may be critical to
their success. Organizations must understand-
 .
and encourage their executives to understand
that admitting weakness or ineffectiveness can

be the beginning of further development and
 
increased competence.


Perhaps o-ganizations can begin by moderat
ing the displax of executive: rank and privilege.
Remember that when the ancient Romans 
treated conquering heros to a parade and celebration, they helped the hero keep things in per
spective by stationing a slave to whisper in the
hero's ear; Respice post re, hominem essetememento- Look behind you, remember you are 
a man. U 



L-3 
Manage by Example 

Example is leadership.
 
Albert Schweitzer
 

My moment of truth came toward the end of my first ten months. It was 
one of those nights in the office. The clock was moving toward four in the 
morning, and I was still not through with the incredible mass of paper 
stacked before me. I was bone weary and soul weary, and I found myself 
muttering, "Either I can't manage this place, or it's unmanageable." I 
reached for my calendar and ran my eyes down each hour, half-hour, 
quarter-hour to see where my time had gone that day, the day before, the 
month before.... My discovery was this: I had become the victim of a vast,
amorphous, unwitting, unconscious conspiracy to prevent me from doing 
anything whatever to change the university's status quo. 

Warren Bennis 
while president of the 
University of Cincinnati, 
as reported in The Leadership Challenge 

I did the thirty-day [calendar] review and a general review of the last six 
months. I became shocked and then saddened as the truth [about how I 
was spending my time] slowly sank in. 

Hospitality industry executive 
Skunk Camp participant, 1985 

I started by delivering on my number one promise-I have cleared my
calendar so that about 60 percent of my time is available for listening,
walking around, etc. I have even set aside all airplane travel time for 
"innovative dreaming," in fact that's where I am now. I previously used 
this time for "in-basket clearing." 

Senior civilian executive 
U.S. Army Corps of Engineers 
Skunk Camp participant, 1986 

Taken from Thriving on Chaos: Handbook for a Management Revolution
 
by Tom Peters, Alfred A. Knopf, 1987.
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ATTENTION GETTER#1: A CHANGE 
IN YOUR CALENDAR 

I have studied leadership and strategy implementation for over twenty years, 
reviewing hundreds of books, thousands of studies, and observing a host of 
effective and ineffective leaders. Literature on management style is best mea
sured by the ton, as is true for topics such as conflict resolution, consensus
building, "forging a team at the top," choosing an optimal structure, and 
goal-setting techniques. More recently "how to create the 'right' culture" seems 
almost to have become a boardroom obsession. 

To be sure, many sound ideas have surfaced concerning each of these impor
tant topics. Yet I am willing to stick iny neck out and state unequivocally that 
all of them, taken together, pale by comparison to the power of this one: 
changing your calendar. 

Changing your calendar is not sufficient to bring about desired organizational 
change. But it is necessary. It is quite simply impossible to conceive of a change 
in any direction, minor or major, that is not preceded by-and then sustained 
by-major changes, noticeable to all, in the way you spend your time. 

At one level, this prescription seems almost tautological. As managers, we 
don't do the business of the enterprise anymore--drive the municipal bus, patrol 
the beat, sell the shoes or computer. Therefore, we are our calendar, the signals 
we send about what's important and what isn't. That seems to be what Warren 
Bennis found out in the course of trying to institute changes at the University 
of Cincinnati. 

At another level, the power of the calendar exists because virtually everyone 
is a boss-watcher. In ways both direct and convoluted, the agenda of others soon 
come to mirror that of the boss. And this is true-to the point of being a 
truism--on the shop floor, in the elementary school, on the garbage route, and 
in the executive suite. 

Why, then, since the powers of example (that is, the calendar) are both ageless 
and indisputable, do we stress them here? Quite simply because their creative 
use is more essential today than ever before. 

All organizations must now be jerked rapidly in new directions. Moreover, 
the requisite change in direction is taking place against a backdrop of ever more 
confusing messages from the environment-cut costs but achieve better quality; 
decentralize and recentralize. Even if conventional planning tools were once 
effective as direction setters (a questionable assertion), they are much too slow
and not blunt enough-for today's needs. 

Telecommunications engineers have a precise term for all this: "signal-to
noise ratio." When you are transmitting through the air, or via a transatlantic 
cable, there is lots of interference or "noise," such as random electromagnetic 
signals. Your transmitted signal must be strong enough (i.e., of great enough 
amplitude, distinct from all others) to override the noise-in other words, the 
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signal-to-noise ratio must be high enough-so that the signal arrives clear and
 
unequivocal at the receiving location.
 

Turbulence in the environment is now causing unprecedented noise. If the
 
organization is to be led clearly to implement its vision (see L-2), our "signal
 
amplitude" had better be great indeed. Only when the front line receives crystal
clear signals that leaders, at all levels, are foursquare behind them will the) be
 
comfortable enough to take the risks necessary to make the far-reaching changes
 
required. And the only for-certain confirmation of the commitment of leaders
 
is the way they spend their time. In summary, to signal the need for dramatic
 
change, the calendar must be altered dramatically-unmistakably enough and
 
visibly enough to overwhelm the growing noise level.
 

So it boils down to this: Want to call attention to your new quality program,
 
or your new people participation program, or your new innovation progam?
 
There's only one way that counts with the organization's members: Spend time
 
on it-lots of it.
 

A 	Possible Scenario: Making Your Calendar Send Your Message 

Is 	quality your necessary and consuming passion? 

o Start every meeting---even if the topic is a new computer for the D~isseldorf
 
office-with a quality review.
 

• 	Schedule a full-dress quality review once a month with those who report
 
directly to you and an informal report on quality at the start of each week's
 
routine staff meeting.
 

I 	Go outside the firm to a number of seminars on the topic--even if you're
 
chairman of a $20 billion company-and let everybody know you went, and
 
took notes.
 

NoMeet once or twice a week with longtime customers or suppliers, on their turf, 
to discuss quality; then circulate detailed notes on the meeting. 

I Make sure your desk is stacked high with books on quality-for all to see. 
0 Regularly call people at all levels of the organization to ask questions about 

quality. 
0- Circulate dozens of articles on the topic-to hundreds of people, with a simple 

note appended, such as "Can we make use of this? Let me know." 
0- Have a three-day "off-site session" with front-line quality managers from each 

facility. 
0 	Start routinely poking around-in person-in the bowels of the organization, 

even in functions outside your own; chat up everyone who's willing to discuss 
the topic with you; mainly ask questions at first. 

•o Get anyone and everyone to send you reports on some aspect of quality in 
their operation. 

And then, and here's the rub, add up all this activity to determine, exactly 
and quantitatively, just how much gross calendar time you are spending on the 
matter. You simply must have at least one daily activity that is clearly-i.e., 
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visibly (stands out against the background "noise")-devoted to it. You should 
%eta bold, quantitative weekly and monthly target as well, and then track your 
progress, and publicize your schedule (and schedule changes) for everyone to 
see. 

The Message Is In the Amount of Time Spent 

Thc,vih b,- issue might well be quality, you need not spend so-called "quality 
time" on it. That is, you don't need to get everything right at first; you simply 
r,eed to get quality demonstrably on your agenda. No doubt you will be at sea 
in the beginning; implementing a new strategic thrust is not easy: "Just what 
the hell is quality anyway?" You won't know whom to meet with, whom to call, 
what to asl: or talk about, whom to believe. The odd thing is that it really doesn't 
matter. What matters is that everyone who works for and with you observes you 
embracing the topic with both arms-and your calendar. What they need to 
observe is your obvious, visible and dramatic, determination to batter down all 
barriers to understanding, and then implementation. 

Your energy a.d intensity-as shown chiefly by your time spent-will signal 
everyone who comes in contact with you, directly and indirectly, that you are 
in dead earnest, which is really the point. In surprisingly short order, even if 
the organization is a big one, their calendars will mysteriously start to match 
yours. The firm will slowly begin to come to life around the issue. Man) efforts 
will be misdirected or useless. A few may even be harmful. No matter. Slowly 
the lumbering beast called the unit or organization (whether with 17 or 17,000 
occupant.3, whethe-r public sector or private) will shift its sights. And if you 
sustain your effort-as proved by that damnable calendar-attention to, and 
experimentation with, the new strategic thrust will be sustained as well. Over 
time, y,,u and the obviously sensible people on your payroll will inexorably begin 
to do i-:ore things "right." 

Creative Uses of the Calendar: (1) Turning Any Occasion into a 
Soapbox Opportunity and (2) Self-Cooptation 

Is it as easy as just changing your calendar? Yes. And no. It is that easy-after 
the fact. But it's no easier than losing weight and then keeping it off. After all, 
your calendar, as it is now, is not the calendar of an idiot. It was "chosen" by 
you. Perhaps you feel it was foisted on you by superiors, or just grew topsy
turvy lj.k' Bennis's, out of maliciousness or mindlessness. And it is true, you 
are in part a victim-but never, I contend, decisively so. You may well be forced 
to go to meeting X and declaim on topic Y. But even in that extreme case, you 
can always-yes, always-turn the presentation into a soapbox opportunity to 
preach the quality (or service, or participation, or innovation) gospel: "Let me 
begin my discussion of European computer selection with a review of its impact 
on quality as perceived by our customers." It would be darned tough to stop 
you from doing that! 
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Another example: Former Secretary of Health, Education, and Welfare John 

Gardner had a number of pet projects, but the "system" stymied him. He broke 

somewhat free when he started to schedule seemingly insignificant speeches, a 

year in advance, on one of those pet topics. Suppose he had a keen interest in 
to ancancer research. In February of one year, he might schedule a speech 

obscure cancer research consortium for March of the following year. Once on 

the master calendar, the event becomes "real" to the bureaucracy. About six to 

eight weeks before the speech, the system starts to cough up papers and speech 

drafts on the subject, and meetings automatically get scheduled to discuss the 

forthcoming event; in other words, Gardner would grab hold of the "mindless 

use this subtle lever to make it attend to his desires.system," and 
In less august surroundings, we all have similar opportunities. Each year, for 

instance, I deliberately schedule about ten or fifteen speeches to groups that will 

force me to think about new topics I'm interested in. As the day approaches, 
I'm often mad as the dickens at myself for having scheduled such a "disruption." 

But I know I've got to show up, so I start working on the new topic; the result 

is that a small number of what I call "self-cooptation" events often set the tone 

for the rest of my work. 

Measure (Quantify) Your Progress 

Specifically, I propose that you begin by shifting at least 15 percent of your 

time toward your top priority in the next six weeks, and follow up with another 

15 percent (for a total of 30 percent) in the six weeks after that. Indeed, it is 

certain that the first figure can be 25 percent, or even higher. I have seen any 
newnumber of superb leaders almost totally clear the decks to get on with a 

agenda. Remember the busy executive from the U.S. Army Corps of Engineers 

who quickly shifted 60 percent ofhis normal working time, and then his airplane 

time too. 
In the face of most organizations' need for revolutionary change, this shift in 

the use of your time must soon add up to even more than I've suggested so 

far-to fully 50 percent of your time devoted to the new, revolution,,ry strategic 

priority. Nothing less will shake most organizations from their lethargy fast 

enough to restore competitiveness. 
Bob Townsend, author of Up the Organizationand FurtherUp the Organiza

tion, offers even more dramatic counce', based upon the turnaround he engi

neered at Avis. He urges you to devote iO percent of your time to the critical 

issue. For instance, at one point Townsend determined that Avis's financial 
reporting was a mess. He was unable to measure anything accurately, or even 

know how he stood at the end of the day. He relieved the controller, and then, 

over the furious objections of the board of directors, formally appointed himself 

full-time controller. He moved out of the president's office and into the control

ler's office for several months, until the problem was in hand and a replacement 
had been selected. As he says, the extreme demonstration of concern sent "a 

darned clear message." Talk about a high "signal-to-noise ratio"! 
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Thrare Ca, Be No Surrogates 

There is ir. ft:! no sltrrnative to you acting as standard bearer for a dramatic 

strategi- shift. ' ou n~y, if you are chief executive, appo-nr a "represetai.e"
a "'q1q!ity z.zal," for ,-xMiple.but beware. Ito- she can be no mc'z, tman your 
point person, ard never a true surrogate. ""ere can bc no substitlcs wr-en it 
comes to the way the nembers of the orgaraizatlon assess y'our priori:.e.s and the 
seriousness of ',.our interit. either "on' or y..i .r 'not.You are thc topc-C ....

GETTER-,,2: CONVERTSATIENT"'N L PROMOTING 

TO THE NEW PROGRAM 

For us bo:;s atchers (all of us, that is)the %%ay our bosses spend their time, 
not wh.i they say, is the top attention direcioi. ULimate confirmation of the 
seriousness of the iniln signaled by a change in the calendar is who gets 
p1t:,r:oiCti-a!;.e inm giier g,2. 

cf'r ex,-,rnpie: Ji 1, iint nust shifh f'nii an inward iooking to an outward
!oo-,q ',,s .1,-)e prw.,,es iar,ed a vear :iro. The ca,erdar of the Unit caief, 

or Lh -" ex.zcutiv.s, sys,"This is I'o; real. ' Now a general manageinen: job 
pops opei. in the secuad most important unit in the compaiy. Who gets it? 

"4"'he o.b'.iou3 candidates are all longtime toilers in the trenches,ncx-, 
seveial iiwes prorotnt.0, ..icnted beyond Ue oct. Bu; all three have beern luke
waril ah.ut Ji30 new I Their backg-ounos ai'c all oriented heavily toward 
finan' e ,,"tl:cr t)i,r' ,lles oi. kenig). 

Does one of the three get thejob, or .ocs the person at the top dip down and 

anoint - somwhat younprr line maikccv %;1o has been out front, at no small 
perso),a r'iik. ".n ,fe netv,slrztegy. '.iryi. i,the lirn, from junior distribu
tion supervisor to the :rLst)' oid director ol MIS and the corporate saics VP, 
is focused on this bellwetfei: tppointmerit. It is th%. ;,zid test. 

The picture need not be so stark. It need not be "markelers" versus "finance 
persons." Suppose one of the three finance people, by chance the most junior, 
had ta,,en to the ne,%program like a duck takes to water, long before even the 
chief had demonstrated he would stay the course. Or suppose it's an old tiger, 
the oldest of the three, with only eighteen months to go to retirement-but he 
gui ou.'. ' ,'cni. ; lil, t1,(- rela..,.e yo -gster lay back, testing the chief mettle. 

The jacter two examples are taken from personal obscrvation. A big firm 
undertool: ? sh'I -o P quaity-before-cost-and-"olume orientation. The "old 
buys '".. :e,"ain that v.nen to shove the chairman would return- push came 
to peflny-pIlic.ig, "cost is "hrat r.ally counts around here" ways. Then, two 

vcars inte the program, the chairman confounded the reluctant dragons by 
appuiritdsg sUieoile liftecr. years theirjunior as chief operating officer-and heir 
apparent. He caine romi a relatively small division-but he had been the most 
energetic by far ia implementing the quality thrust. In the second case, a 

http:peflny-pIlic.ig
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63-year-old was named vice-chairman of a big firm for precisely the same reason. 
He, at age 61, had far surpassed those fifteen years his junior in his zeal for a 
new, customer-oriented strategy in an operation that had been primarily num
bers-oriented-and he had previously been a card-carrying member of the in
ward-looking finance fraternity. 

In both instances, those on the scene, from top to bottom, describe the 
surprising promotion as decisive proof that the new strategy was no flash in the 
pan. 

I am not suggesting that you mindlessly scour the woods for some boot
licking youngster who has taken to the new approach for the purpose of self
aggrandizement. But zeal for the new will always vary among candidates for a 
key job. Make sure that you pick a convert; at least don't pick someone, 
regardless of past loyalty, whom everyone judges to have been dragging his or 
her heels. 

Go one step further. Though I am an avowed fan of decentralized organiza
tions and delegating authority, I strongly urge that any boss get perionally 
involved in every promotion in his organization, even those three or four layers 
down. There aren't all that many promo.ions per year in firms of ordinary size, 
particularly in a division or in an operations center. Each one is a precious item, 
a signal of matchless amplitude. Autonomy be damned-you can't let those 
gems slip through your fingers. Scream about "quality over volume" as a divi
sion general manager. but then permit three of the next s;x first-line supervisor 
promotions to go to "ship the product" fanatics, and you can effectively kiss 
your strategically crucial program goodbye. Down on the line, where it counts, 
you are a dead duck-and a hypocrite. 

And, as usual, quantify. Keep a running scorecard on promotions. What's 
your overall batting average? E.g.: "Six first-line promotions--four filled with 
converts or zealots; none filled with heel draggers." 

MANAGING (LEADING) AS SYMBOLIC ACTION 

Len Bias was*not just another drug-overdose victim Rock Hudson was not 
just arother AIDS victim. The arrival of the planet's five-billionth human 
citizen is not just another birth. 

On the other hand, we don't even know who that five-billionth person was, 
or, in fact, whether he or she was born in 1986 or 1987. And the deaths of Bias 
and Hudson rate only routine entries in the dust), record books of Maryland's 
Prince Georges County and Los Angeles County. Nonetheless, each of these 
occasions has a significance far beyond the simple statistical one, affecting the 
broader and graver issues of drug abuse, AIDS, and overpopulation. 
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Storytelling 

People, including managers, do not live by pie charts alone--3r by bar graphs 
or three-inch statistical appendices to 300-page reports. People live, reason, and 
are moved by symbols and stories. 

We read ceaselessly about President Reagan's talent as a storyteller. Even his 
most stalwart fans regularly blush at the gap between statistical reality and his 
chosen story. But no one, friend or foe, snickers at the skill arid power with 
which he has created compelling images-that have moved the nation and defined 
controversial policies. 

Researchers, somewhat ruefully to be sure, attest to the power of stories. One 
stud) involving MBAs-those persons more likely..than almo'it any others to 
profess devotion to pie charts-is illuminating. Stanford researcher Joanne 
Martin attempte'd to convince a nfriber of'Starford MBA tudcnts of the 
sincerity of a firm's policy of avoiding layoffs. Dividing them into separate 
groups, she presented one group with an illustrative siory; anothe; group re
ceived a wealth ofstatistical eviderce indicating the firm had far less involuntary 
turnover than normal for the industr,'; a third group got both story and stats; 
a fourth group was given an executive's statemn't about the firm's policy. The 
most convinced group? The "story only" one--even more than the group that 
got both the story and the statistics. 

. Managing at an) time, but more than ever today, is a symbolic activity. It 
involves energizing people, often large numbers of people, to do new things they 
previously had not thought important. Building a Conp,:iig case-to really 
deliver a quality product, to double investment in rcs'1arch and development, 
to step out and take risks each day; (e.g., -make suggestions zbcui cost-cutting 
when y6u are already afraid of losing'yourjob)--is an em-;ional ;roccs; at least 
as much as it is a rational one. 

It requtires us, as managers, to persuade people qwckJy to share our sense of 
urgency about ne' priorities (see L-1O); to develop a personal, soul-deep animus 
toward things ,s the) are; to get up the nerve arid energy to tal._ n !.ie forces 
ofinertia that work against any significant programi for chnrge. The bc-a leaders, 
especially in chaotic conditions (effective generals, leaders of revolu;ons), al
most without exception and at every level, are master users of stories and 
symbols. 

Furthermore, they are not ashamed of it. Martin Luther King talked openly 
about creating "a sense of drama" at crucial moments. Do:.glas MacArthur's 
first actions upon arriving in Japan at the end of World War N (suc a-, landing 
unarmed) were masterpieces of the use of syaibols. Sc %as the car,.full' orches
trated arrival in France following the Alied lar, ings on D-Da?, of 1e officially 
poweress Brigadier General Charles de Gaulle: within days he established 
d orninance ame- i total chaos thiougli the skillful ase of symnbols representing 
.jtcglory of France. And tojoit a quality program into gear, numerous managers 
'I know hale saved up defective pioducts for a week and piled them on the 
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factory floor in plain view of all involved; or even carried them by the bucketful 
"
into a board-of-directors meeting. 

I am not suggesting that you quit collecting statistics. Numbers are important. 
a strongMoreover, you should make sure that your "story of the Week" bears 

relation to overall developments, that it is a valid outcropping of an emerging 

trend. 
servesFortunately, or iinfortunately, the average day bir'week Uip a set of 

,od-ncws and bad-news stories that are plausible and that confoin' to sys

tc.atic,.Jly collected data. Resolve to collect three g..od-news and two' bad-news 

stories concerning your top strategic priority within th6 next week. Talk about 

them. write about them. Ask others to collect-and use good-news/bad-news 

stories in a similar fashion. 

Everything Is Symbolic: Some Questions to Ask Yourself 

A hundred frnms of symbolic action add up to the clearest of Pictures of the 

firm's (and leader's) true, rather than espoused, concerns: 

1. What questions are asked first? You talk quality, but you always have the 

volume/cost report come first. Priontics are clear to one and all. 

2. Where do you visit? You say partnerships with suppliers ate th: key to 

quality. Yet your calendar shows that of your sixty-five formal visits outside the 

firm this year (to attend outside board meetings, for example), only ore has been 

to a supplier; moreove.r, trl.ee visits to suppliers were canceled at the last 

.... ofnt be..opre.-.n, priorities." 
3. Ist'.e;e a ptf.ern to the notes you pen on memos? Marny reply to memos 

by pcnning notes in the margins. Are yours always merely topical, or do they 

hayv zn ovcral! theme? For instance, no matter what the topic, do *youuse your 

notes as reminders about innovation opportunities (if that's your theme)? 

4. What does the "look" of the business reveal? You talk austerity and 

oi-penness, yet hide behind your secretary and continue to allow' officers to fly 

first-cla1;s "because of their burdensome schedules." What's on the inenu in the 

execcuti'e dining room or corporate cafeteria? What's on the menu in, the plant 

cafeteria? 

The Manager as Pattern, Like It or Not 

In the.cpd, the man-ager's minute-to-minute actions proVide aliving model 

of his or her strategic vision. "Modeling," the behavioral scientists tell us with 

rare accord, is the chief way people learn. this is tnie in general, but'now more 

than ever, when the search for themes by people beset with uncertainty and fear 

is at an unprecedented level. 
Studies show that each day, like it or not, is marked by thousancts of symbolic 

acts. Your personal note on a memo will be copied by hundreds and deciphered 

by thousands before nightfall. Your seemingly minor personnel decision will be 
V[5I A, 1,AI[f C 7TY 



4deat' ifever outpost of the ,:orpany, within Minutes of y-.r. secretly" 
Y;dur c~ndk. c.. vcr ,;ion'with a salesperson dM .rinp a oustornir call 

"'.,nade togther flasfie throiigh the graptvine. Your inadvertent decision to 

in a difftrent slot ;,his rqiy is' causing reverberations of 5.q on the 
. ,x wscal.'What . mean? You are..pewng forhsgnaWbythe thousand, 
t .,iousar ,i,each day.. This is,spk.ui fact; Whether or not you'aprsroach this 

.,wngit2 


', .':hYe SC of sigials opp:,rnunistically is up to you. But never doubt that you 
, .r--or that .)thers wili ija3e: .3pattern fromn them, no matter what 

. io. IaIh pattern will suggr~s to tlhose others, however, can be in
f!. dlrmatilvAly. bold. ,i"se opportunities. You are a rich, daily.'ed ,.'3b 

INt Irn to.er. You. must.manage.it in today's envirotanerlt, whoen tfiecon
";-chidonai sv:;ems (such as polui'. proclaamations and strategic planning) are 

,I.:h'?w:ibl the pac., of change and proving to be wholly inadequate. Only 
' *rc;'1ti'r a , t of. the,,orrewl of.:.vinaling activities can. createthe pace;,.n( 


ljintht.".n . it .: ;,.e ar !or bu,4ie ;s su nm \'M(. 

Thrk'.ui: those'.,N'o object that a !'icnaher snch as I describe ig payinig tVo 

si~k-.MjIenton to iyle, not enouh t bstarc i.onsense,Becue the 
her- i,00o rceived'substancc 'without'sinbolh. Trust and.credibility 

cn. hroi.jh evervone'sc:tservatit,-, of the manager',svmbolic integrity, not 
. 

hik or her "}5olicv documents." 

11, '.;i3,h~r, . e-d-r ~ f a~ tolie hdu,'"thir, eolki,, Chan ege * 

"'t~ eI. Thn sia X.r, si< weekS: to- '(.-, - the raext 
U', .A: )I' ',,i i '0.1frtop S t , iDc,ity. 
'.v..,•,,r sy''h~l: ;'-':lt,; S "~th help 3f a freord, assess the 

," C,,'t: your rr-.mn behaviors, closely reflect (or!1ly; PtC 
Coritr" J, , ' Ir ' ,-- . . vtike this aEsessment' dtil, or at 

..'.anyou '* tt.. ..-.. . poyit ko orne symbolic activity egch day 
,hich ri,t '6 iv ;- , foursquare in gupporl of your top priority, but 
use s '.,n y,'i ma),g a t.,:gh choice that denmonstrably plaoed

6e,.ter., ar' onr. p,,,rt ns Gnd .,"ae? 
4. Stop, ;:.,,.1 d er.ision ab ., ;, 'O otion, about, tcgr to 

t. ... . , : ;3 ., .rIir ab'i, 

someoh~e evr-',, o a'D qer ,sihe"best.pesor for the job .:Mak sure 
the next pro:".i.Y ,i." sends AT) unequivocal. Onssalg4 throughout 
the unit 6r fir:i a . ",vhole ,,but your Commitment to youtr lbis priority. 
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