Using Business Leadership (2nd edition)
An Instructor’s Guide for Effective Teaching
by Joan V. Gallos,
  Editor of Business Leadership (2nd edition)
Purpose of this Instructor’s Guide


This instructor’s guide is designed to support and energize individuals who use Business Leadership: A Jossey-Bass Reader (2nd edition) in their teaching, training, and professional development activities.  More specifically, the guide offers both new and seasoned educators opportunities to explore (1) diverse ways to teach leadership; (2) possible course designs using Business Leadership for different student audiences, learning goals, and programs; and (3) suggested cases, activities, readings, and other support materials that complement the use of Business Leadership in classroom teaching, executive education, and corporate training.   
Overview of the Instructor’s Guide


This instructor’s guide is divided into four parts.  PART 1 provides an introduction to Business Leadership (2nd edition).  It discusses the overall purpose and content of the volume, as well as the philosophy and central tenets that underpin it.  PART 2 explores teaching with Business Leadership.  It contains chapter-by-chapter summaries and suggests ways to think about teaching various kinds of leadership courses.  PART 3 provides a graduate-level syllabus and sample learning modules, as well as suggested teaching activities, readings, and cases.  Detailed APPENDICES identify sources for cases, films, videos, and other internet-based teaching materials.  
How to Use This Instructor’s Guide


This instructor’s guide is designed to provide something for all interested in using Business Leadership in their teaching and training work.  Users considering Business Leadership as a new primary or support text in an existing course can begin with the chapter-by-chapter notes in PART 2 to explore the content and logic of the volume, as well as the range of authors and topics explored.  The Editor’s Interludes in the volume will also help instructors understand the volume’s conceptual framework.  They can then move on to the sample syllabus in PART 3 to see how that can be adapted to meet their specific course and learning goals.  


Seasoned instructors in search of supplemental readings to complement a current text may wish to explore the chapter-by-chapter notes in PART 2 , the Editor’s Interludes in Business Leadership, and then the sample syllabus, cases and activities in Part 3 for ideas on how to integrate specific topics.  These provide opportunities to reflect on how Business Leadership can augment current course readings and learning goals, and suggest ways to reorganize or add topics or leadership skills development components to a current course design. Those developing a new course or seeking major change in a current one will find the suggested syllabus a good starting point.    


Instructors in early career stages or new to teaching leadership may want to start on page one of this guide and march straight through. It contains a variety of useful teaching tips and strategies. Executive educators and trainers will appreciate the materials, activities, and case sources; ways to think about facilitating leadership skills development; and the ease with which the suggested course, class designs, and sample learning modules can be adapted to workshop formats.  


It is easy to keep a copy of this Instructor’s Guide handy. Instructors can bookmark it on the Wiley site, access it at www.joangallos.com, or download the entire Instructor’s Guide to their desk-top computers.  The guide offers summaries of Business Leadership (2nd edition) chapters – a quick refresher on terms, examples, and perspectives – as well as other useful resources.         
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Part 1: An Introduction to Business Leadership (2nd edition)  
Overall Purpose and Theoretical Foundation of the Book

Business Leadership is an integrated compendium of 40 chapters, developed to capture the best thinking by the best thinkers on leadership. It  SEQ CHAPTER \h \r 1explores leadership essentials: what is leadership, how to do it, and what maximizes its success.  The volume is based on the premise that leadership is a complex social process, rooted in the values, behaviors, skills, knowledge, and ways of thinking of both leaders and followers.  Leadership is multi-dimensional in skill and orientation; and successful leaders understand people and organizations, task and process, current context and past history, self and others. They attend to current realities while envisioning future possibilities.  To do all this well, business leaders need confidence and strategies for working competently across a wide range of diverse issues – from fostering the organizational clarity that comes from sound structures and policies to unleashing energy and creativity through bold visions, from creating learning organizations where workers mature and develop as everyday leaders to managing the conflict inevitable in a world of enduring differences.  Leaders use mind, heart and spirit in their work and require a helpful cognitive map to guide and direct their shuttling among multiple levels, processes, issues, and domains.    


Business Leadership was designed to help readers develop and deepen their own cognitive map – and to provide educators with a strong and coherent set of readings to assist leaders in that work. The volume is intended as a resource for both experienced leaders and those aspiring to the role.  New leaders will find everything they need to get started and grow in their leadership. Experienced leaders will appreciate the best thinking on a range of specifics – the complex nature of leading, essential skills and ways to enhance them, models for understanding the organizational terrain, ways to anticipate the challenges and avoid the pitfalls, and strategies to sustain oneself as a leader. 



Business Leadership is intentionally inclusive in content – exploring the linkages among individual, organizational, and situational factors that contribute to leadership success. All the classic leadership ideas and strategies that can assist leaders in making a real difference are represented and have been updated for this volume: Business Leadership offers primary material from seminal theorists who have shaped the field like Warren Bennis, James MacGregor Burns, Peter Drucker, and others. Readers will also find new pieces created explicitly for the volume by respected scholars like Karen Ayas, Andre Delbecq, Ronald Heifetz, Loizos Heracleous, Claus Jacobs, Philip Mirvis, and Michael Sales that stretch the way we think about leading, about leadership development, and about ourselves as leaders. Taken together, the chapters in Business Leadership (2nd edition) remind readers that leadership is more than tools and techniques. Leading is a values-based process that engages people in useful, significant, and creative ways to search for lasting solutions to today’s – and tomorrow’s – challenges.  
Options for Using Business Leadership in Teaching and Training

The writing style and tone of the chapters in Business Leadership are clear and inviting, and the diversity in focus and perspectives makes the volume perfect for stimulating rich discussions about leadership strategies, directions, and opportunities across organizations and settings.  The chapters also support skill building and personal development activities for leaders and complement the exploration of larger organizational and ethical issues in leading.  A common thread among chapters is an over-arching emphasis on effective practice and action: what do leaders need to know and do to lead well?  Taken together, the chapters remind readers that effective leadership demands careful attention to organizational contexts and goals, a clear vision of organizational health, appreciation for system complexities, a solid understanding of what leads to system effectiveness, and leadership strategies for how to create and sustain that.   


On a more practical level, Business Leadership offers a one-stop instructional resource. It allows instructors to add seminal perspectives and advice from thought leaders in the field without overloading students with multiple individual book purchases – or themselves with the hassle of creating reading packets or dealing with copyright concerns. The volume’s underlying focus on increasing organizational health and effectiveness – the goal of every successful leader and manager – enables instructors to use one volume for two purposes: exploring what makes for strong organizational leadership and working to master the leadership skills and practices needed to get there.   


The book is organized so that it can be used in a number of ways.  It can be a basic course text.  Students can read it in its entirety and largely in the order of the chapters as provided.  [A syllabus later in this guide provides a model for how to do this.] An integrated series of Editor’s Interludes lays out the logic for and connections among chapters and sections.  Instructors can also use chapters in different sequences or pick and choose among them to supplement course cases and assignments.  Each chapter is structured and of sufficient length to fully develop its central premise –which also makes the volume a good supplemental resource for courses in HR management, organizational behavior, and change management with a leadership twist. Another alternative is to view each of the volume’s five parts as a separate learning unit and to include one or more of these learning units in a course or training sequence.  However used, Business Leadership is a good resource for courses across disciplines that support the development of reflective practitioners.   
The volume can also complement – or be completed by – other leadership books. A number of the authors who have contributed to Business Leadership have highly-regarded leadership books and texts.  In some cases, their chapters are excerpts from one of these larger works – a listing appears at the back of the volume to alert you to this.  Business Leadership can be the organizing volume for the course or training module, and additional books by a select number of Business Leadership authors can deepen the study of ideas introduced in a Business Leadership chapter.  Ed Schein’s Organizational Culture and Leadership (Jossey-Bass, 2004), for example, is a good way to probe linkages between leadership and organizational culture – and a series of learning modules on leadership and organizational culture that pairs Schein’s book with Business Leadership are provided in Part 3 of this guide as one possible model.  

Warren Bennis has a host of books that explore the leadership development journey for specific audiences – new leaders, seasoned veterans, information technology workers, and others.  One of these may be more appropriate for an instructor’s student audience; however, Bennis’s On Becoming a Leader (Perseus, 2003) is a classic and a good starting place for anyone seeking to understand the author’s influential contributions to the field.  Or students might benefit from – and enjoy reading – business best sellers from Business Leadership authors, like Jim Collin’s Good to Great (Harper Collins, 2001) – a downloadable discussion guide from the editors of BrownHerron can be found at http://www.amazon.com/Discussion-Guide-Collins-Great-Followed/dp/B000067G39/ref=sr_1_5?ie=UTF8&s=books&qid=1200540343&sr=1-5 ;  Bossidy, Charan and Burck’s Execution: The Gap Nobody Knows (Crown, 2002); or Marcus Buckingham and Donald Clifton’s Now, Discover Your Strengths (Free Press, 2001).  
Business Leadership can also serve as a supplement to leadership textbooks that offer their own theoretical frameworks upon which to structure a course.  Bolman and Deal, for example, offer a four-frame approach to leadership – leader as social architect, servant, politician, and artist – in Reframing Organization: Leadership, Artistry, and Choice (4th edition, Jossey-Bass, 2008). That framework works well for different student and executive audiences and can easily serve as the theoretical foundation for a course or training program design.  [Chapters by Bolman and Deal and by me in Business Leadership provide an introduction to the four frames for those new to the framework.]  I have also created a number of syllabi and a host of teaching activities, class designs, and support materials for teaching with the four frames.
  The majority of those teaching resources are useful in teaching leadership – with or without a four frames focus.  Instructors searching for inspiration on class designs, activities, and experiential exercises for teaching leadership might take a look.  
Another option is to start with Leadership Without Easy Answers by Ronald Heifetz (Belknap Press, 1998) as the organizing text for a course based on Heifetz’s concept of adaptive leadership.  Sharon Daloz Parks has observed Heifetz while teaching. She illustrates his approach and provides a number of his class designs in her book, Leadership Can Be Taught: A Bold Approach for a Complex World (Harvard Business School Press, 2005).  Readings from Business Leadership fit well with this kind of experiential, personal development-oriented teaching.  As a reminder, Heifetz wrote the Foreword to Business Leadership (2nd edition) and his chapter with Marty Linsky, “A Survival Guide for Leaders,” appears in the volume.   
Overview of Business Leadership (2nd edition) Content

Business Leadership is divided into five parts.  Each section is introduced by an Editor’s Interlude that frames the issues to be examined, describes the rationale for material included, and introduces each of the chapters. The book flows from theory to practice: it begins with a set of ideas on how to understand the leadership process and moves to practical suggestions for how to lead effectively and sustain leadership efforts – and sustain the leader.  More specifically, 
PART I, Framing the Issues: What is Leadership?, explores the basic nature and elements of leadership. Chapters offer opportunities to think more systematically about leadership basics, applications, and competencies.  The authors distinguish leadership from other forms of influence like authority, power, and dominance; identify necessary skills; and correct common myths about leading.  The ability to lead well is clearly linked to the leader’s capacity to decompose and demystify the process.  Part I includes   
Chapter 1.   John P. Kotter.  What Leaders Really Do 

Chapter 2.  Daniel Goleman, Richard Boyatzis, and Annie McKee.  Primal Leadership: The Hidden Power of Emotional Intelligence  

Chapter 3.  James Kouzes and Barry Posner.  The Five Practices of Exemplary Leadership. 

Chapter 4.   Lee G. Bolman and Terrence E. Deal.  Reframing Leadership 

Chapter 5.   James O’Toole.  When Leadership is an Organizational Trait. 
PART II, Becoming a Leader, Preparing for the Opportunities, examines the ongoing nature of leadership development and provides strategies and insights to prepare leaders for opportunities ahead.  Learning to lead well involves persistence, humility, and personal clarity. The authors in this section offer fundamental ways to accelerate the learning process.  Part II includes 
Chapter 6.  Warren Bennis.  The Seven Ages of the Leader 
Chapter 7.  Marcus Buckingham and Donald O. Clifton.  The Traces of Talent.   

Chapter 8.  Bill George.  Leadership is Authenticity, Not Style  

Chapter 9.  Jim Collins.  Level 5 Leadership: The Triumph of Humility and Fierce Resolve 

Chapter 10.  Steven B. Sample.   Thinking Gray and Free  

Chapter 11.  Philip Mirvis and Karen Ayas.   Enhancing the Psycho-Spiritual Development of Leaders: Lessons from Leadership Journeys in Asia

Chapter 12  Robert E. Quinn.  Moments of Greatness: Entering the Fundamental State of Leadership    

The chapters in PART III, Understanding the Territory, Anticipating the Challenges, address essential ways to understand organizations and the larger context for leading. Leadership is always contextual, and organizations in today’s fast-paced, global world require leaders at all levels who understand the organizational lay of the land and know how best to match their efforts and talents to the unique demands of the situation.  Part III includes chapters that fall into two different categories.  
mapping the terrain 

Chapter 13.  Joan V. Gallos.    Making Sense of Organizations: Leadership, Frames, and Everyday Theories of the Situation   

Chapter 14.  Michael J. Sales.   Leadership and the Power of Position: Understanding Structural Dynamics in Organizational Life

understanding unique features of the leadership challenge        

Chapter 15.  Ron Ashkenas, David Ulrich, Todd Jick and Steve Kerr.   The Boundaryless Organization: Rising to the Challenges of Global Leadership  
Chapter 16.  Marc S. Effron.  Knowledge Management Involves Neither Knowledge nor Management  

Chapter 17.  Andrew W. Savitz and Karl Weber.  The Sustainability Sweet Spot: Where Profit Meets the Common Good.  

Chapter 18.  Paul Glen.  Leading Geeks: Technology and Leadership

Chapter 19.  Ancella B. Livers and Keith A. Caver.   Leading in Black and White: Working Effectively Across the Racial Divide 

Chapter 20.  Robert Morison, Tamara Erickson, and Ken Dychtwald.  Managing Middlescence
PART IV, Making It Happen, contains the largest set of chapters. It begins with the basics of how to establish credible footing as a leader and tackle the fundamentals of mission, vision, and strategy.  It then provides advice for staying on track and identifying predictable forces that derail leaders and their initiatives. Effective leadership can never be reduced to a simple checklist, but we can identify the basic tasks and issues that all leaders need to address and resolve. Part IV includes chapters that support leaders in their efforts to get started, stay on course, and avoid the pitfalls.  
getting things started 

Chapter 21.  Michael Watkins.   The First 90 Days of Leadership. 

Chapter 22.  Peter F. Drucker.  What is Our Mission? 

Chapter 23.  James MacGregor Burns.  Power and Creativity of a Transforming Vision 

Chapter 24.  Burt Nanus.  Finding the Right Vision  

Chapter 25.  Loizos Heracleous and Claus D. Jacobs.   Developing Strategy: The Serious Business of Play  

staying on track

Chapter 26.  Lee G. Bolman and Terrence E. Deal.  Navigating the Political Terrain  

Chapter 27.  Jeff Weiss and Jonathan Hughes.   Want Collaboration?  Accept ( and Actively Manage ( Conflict
Chapter 28.  Edgar H. Schein.  Creating and Managing Culture: The Essence of Leadership 

Chapter 29.  John P. Kotter.   Leading Change: Why Transformation Efforts Fail
Chapter 30.  Douglas A. Ready.    Leading at the Enterprise Level 

Chapter 31. Larry Bossidy and Ram Charan with Charles Burck.   Execution: The Gap Nobody Knows  
avoiding the pitfalls 

Chapter 32.  Peter Frost and Sandra Robinson.  The Leader as Toxin Handler: Organizational Hero and Casualty 
Chapter 33.  Barbara Kellerman.  Bad Leadership ( and Ways to Avoid It 

Chapter 34.  Kim Cameron.  Good or Not Bad: Standards and Ethics in Managing Change
PART V, Sustaining the Leader, explores ways for leaders to support themselves in order to sustain their leadership efforts. Strength of character and resolve matter. But so do strategies for surviving the inevitable attacks of angry opponents; nourishing the soul; building personal resilience; and staying healthy, grounded, and hopeful.  Part V includes: 
Chapter 35.  Ronald A. Heifetz and Marty Linsky.  A Survival Guide for Leaders

Chapter 36.  David Batstone.  Preserving Integrity, Profitability, and Soul 

Chapter 37.  David L. Dotlich, James L. Noel, and Norman Walker.  Learning for Leadership: Failure as a Second Chance  

Chapter 38.  Andre Delbecq.  Nourishing the Soul of the Leader  

Chapter 39.  Warren G. Bennis and Robert J. Thomas.  Resilience and the Crucible of Leadership  

Chapter 40.  Andrew J. Razeghi.  Choose Hope: On Creating a Hopeful Future 
PART 2: Teaching with Business Leadership (2nd edition) 

PART 2 of this guide explores some basics for teaching with this edition of Business Leadership.  It contains chapter-by-chapter summaries and options for courses or modules.                                            

Chapter-by-Chapter Summaries for Business Leadership

Chapter summaries can assist instructors in planning and preparation.  They review key issues – and offer an easy way for instructors to compare their perspectives on topics with those of the author. Summaries are written to capture the key terms, language, and models highlighted in each chapter. 
PART I

Framing the Issues: What is Leadership?

Chapter 1.   
John P. Kotter.  What Leaders Really Do 

Leadership is different from management, but not because leadership is a mysterious or charisma-infused process.  Leadership and management are two distinctive and complementary organizational processes, each with its own function and system of action. Organizations that understand this can proactively set out to develop strong leadership and strong management that complement and balance each other.
Kotter notes that most corporations in the United States are over managed and under led.  Successful organizations actively seek people with leadership potential and expose them to opportunities and challenges that enable them to grow and develop as leaders.  At the same time, companies must recognize that not every leader is good at both leading and managing nor do all good managers have leadership potential. Smart companies support and value their strong managers and work hard to keep them as a productive part of the work team.   

Kotter outlines the key differences between leadership and management. Management is about coping with complexity by maintaining order and consistency in systems, products, and processes like quality and profitability.  Leadership, on the other hand, is about coping with change: adapting to the realities of a dynamic and ever volatile business world.  Doing what was done yesterday – or even doing that a little better – is no longer a long-term formula for success in today’s competitive, global world.  Change is a constant, and more change requires strong leadership and strong management at every level of the organization. 
The manager’s work of coping with complexity and the leader’s work of coping with change shape the activities of both.  Each share three essential tasks:  (1) determine what needs to be done; (2) develop the capacity to achieve organizational goals; and (3) ensure that things get accomplished.  However, managers and leaders accomplish these tasks differently.

Managers – Maintain Consistency and Order 

Leaders – Manage Change

Plan and budget to manage complexity


Set a direction for change


Set targets and goals for the short term

     Develop a vision for the future

Establish steps for achieving goals                                  Devise strategies for change   



Allocate resources to accomplish plans

Organize and staff





Align people to strategies

Create organizational structures and job

     Communicate new directions


Staff jobs with qualified people


      Foster commitment 


Communicate plans to workers


Delegate responsibility for carrying out plans


Devise systems to monitor implementation 
 

Control and solve problems 



Motivate and inspire

Monitor results versus the plan


     Keep people moving  
Identify deviations and solutions to correct them 
Keep people committed in the  face of obstacles to change 
Kotter digs into the meaning of these differences.  Since the function of leadership is to produce change, for example, setting new directions is essential.  Setting direction, however, is different from short and long-term planning.  It is an inductive process that requires a broad look at data, patterns, relationships, and opportunities. It involves crafting a new vision and strategies to accomplish it – something larger and different from the manager’s job of devising plans to make sure current directions are implemented and monitored.  Setting direction also engages and aligns people throughout the organization in the pursuit of a vision. This requires broad and regular communications so that employees can understand and embrace the vision: success results from everyone aiming for the same target. Motivating and inspiring ensures that employees have the courage to take risks and the energy to overcome the normal and expected barriers to change.
Chapter 2.  
Daniel Goleman, Richard Boyatzis, and Annie McKee.  Primal Leadership: The Hidden Power of Emotional Intelligence  
The authors assert that great leaders work through emotions. Leaders have the maximal power to sway the emotions of a group; and unless they drive employee emotions in the right direction, nothing they do will succeed.  In such a world, the leader’s emotional intelligence – the leader’s capacity to recognize the power of emotions in the work place, to manage his or her emotions, and to create a positive emotional environment – is fundamental to leadership success.  
The human brain is wired to respond not only to what a leader does but how the leader does it. The open loop nature of the human limbic system – the human body’s emotional center – primes humans for survival by tacitly picking up emotional cues and clues from others.  Think in evolutionary terms:  a mother coming to her baby’s rescue because the infant cries, or an individual getting subtle cues from others that a predator is near. Picking up these kinds of emotional signals – positive or negative – alters the body’s physiology: hormone levels, cardiovascular function, sleep patterns and rhythms, and immune functioning. The bottom-line is important to remember: other people can change our feelings, emotions, and physiology. All this can happen without our conscious awareness: emotions are “catchy” which is why we enjoy and feel better being around positive people.  The reality of emotional contagion makes managing the emotional side of leadership primal – it is the first and most important leadership function across situations and organizations.   
Even bad news can be delivered in a way that it engenders learning and positive action for the organization and for the individual employees.  A leader’s mood and tone make all the difference and underscore the importance of attention to the emotional impact on others of what a leader says and does.  A leader’s behavior is always observed by others and is contagious.  Therefore, leaders who express positive emotions create resonance and incite a contagious positive spirit and passion within their organization.  Successful leaders have explicit strategies for how to understand and improve the ways that they handle their own and other people’s emotions at work.  
Not surprising, the authors found in their research that good and bad emotions perpetuate themselves, positively focusing attention on productivity or negatively disrupting attention from the necessary tasks at hand respectively.  The authors cite a Yale study that found a 1% improvement in emotional climate generated a 2% increase in revenue.  Lower morale produced lower results and profits, reinforcing the authors claim of the link between supportive, empathetic leaders and organizational success.
Chapter 3.  James Kouzes and Barry Posner.  The Five Practices of Exemplary Leadership. 

Leadership is not about personality, it’s about practice.  Kouzes and Posner offer Five Practices for Exemplary Leadership:  

Model the way:  know your guiding values and principles, behave consistently with them, set an example for others about hard work and about the values and norms that are important  
Inspire a shared vision: envision alternatives and opportunities for the organization, create a clear image of what the future could look like, enable others to see the vision as their own, and enlist others’ commitment to it by helping them understand the benefits to a larger good – and use vivid language and an expressive style to do that   
Challenge the process:  be willing to question the status quo, be a pioneer – step out into the unknown, listen to others as a source of possibility, experiment, take risks 
Enable others to act: build a team, foster collaboration widely and beyond your few direct reports, build trust, empower and make it possible for others to do good work 
Encourage the heart: encourage and support others – use genuine acts of caring, show appreciation, celebrate others and their accomplishments.   
Leaders who engage in these practices accomplish extraordinary things.  The authors remind readers that leadership is not limited to those who have titles or special positions.  The opportunity to lead is available to anyone who accepts “the leadership challenge.” Leading uses an identifiable set of skills and practices available to everyone.  Bottom-line for the authors, leadership effectiveness rests on relationships: leadership success is a function of how well people interact and work together.  
Embedded in the five practices are The Ten Commandments of Leadership.
Practice


Commitment

Model the Way
1.
Find your voice by clarifying your personal values.


2.
Set the example by aligning actions with shared values.

Inspire a Shared Vision
3.
Envision the future by imagining exciting and ennobling possibilities.



4.
Enlist others in a common vision by appealing to shared aspirations.

Challenge the Process
5.
Search for opportunities by seeking innovative ways to change, grow, and improve.


6.
Experiment and take risks by constantly generating small wins and learning from mistakes.

Enable Others to Act
7.
Foster collaboration by promoting cooperative goals and building trust.


8.
Strengthen others by sharing power and discretion.

Encourage the Heart
9.
Recognize contributions by showing appreciation for individual excellence.



10.
Celebrate the values and victories by creating a spirit of community.
Chapter 4.   Lee G. Bolman and Terrence E. Deal.  Reframing Leadership
Leadership is often misunderstood, the authors claim. Many fail to recognize its relational and contextual nature and its distinction from power and position. Inaccurate beliefs about leadership produce oversimplified advice and result in overly simple strategies. Leadership is different from authority, and exercising raw power or the power of position can gets leaders no where.  Leadership is also different from management: managers deal with nuts-and-bolts; leaders envision, network, and build relationships that facilitate a new and powerful future.   
Leadership, according to the authors, is a “subtle and holistic process of mutual influence fusing thought, feeling, and action to produce cooperative effort in the service of purposes and values embraced by both the leader and the led.”  As the definition illustrates, leadership is complex but it need not be overwhelming.  The authors offer four frames as a way to understand and remember the essentials of good leadership: leaders need to attend to (1) organizational structure and processes, (2) people and relationships, (3) power and influence, and (4) the importance of fostering passion and meaning.  They suggest the process of reframing – using the four frames to deliberately view a situation from multiple perspectives in order to understand fully what’s really happening – as a way to manage complexity and as a fundamental of business leadership success.  

The authors’ four frames – structural, human resource, political, and symbolic – are a good way for leaders to decompose and become comfortable with the basics of leadership.  The frames also discipline leaders to explore all facets of a situation before making a decision or action plan. Each frame addresses a different set of leadership challenges – and can be implemented well or poorly – but on its own is incomplete.  And leaders often have their own preference and comfort in attending to the issues in one frame arena vs. another. Together, however, the four frames provide a comprehensive, yet manageable approach to the complexities of contemporary leadership.   
Effective structural leaders are social architects, never bureaucratic tyrants. Alfred Sloan at General Motors is an example of good structural leadership; his successor Roger Smith less so.  Effective structural leaders:  
1. Do their homework. They study their organization and its needs, goals, and processes before acting   

2.Rethink the relationship among  structure, strategy, and the environment. They are not afraid to experiment and test new options

3. Focus on implementation, but they also often underestimate resistance, fail to build the needed support and political base, and misread or ignore important cultural cues about problems 

4. Experiment, Evaluate, and Adapt
Effective human resource leaders are catalysts for effective action – servants who facilitate the work of others, not pushovers or “wimps.” Exemplars include Fred Smith, founder and CEO of Federal Express;  Pat Carrigan, the first woman plant manager at GM;  and Jan Carlzon, CEO of Scandinavian Air System.  Effective human resource leaders:  

1. Believe in people and communicate that 

2. Are visible and accessible

3. Empower Others

Effective political leaders are advocates, not manipulators or hustlers.  Lee Iacocca, chief executive of Chrysler in the late 1970s, and Carly Fiorina, CEO of  Hewlett-Packard in 1999, are two leaders whose experience demonstrate the challenges – and the risks – in navigating the political terrain.  Effective political leaders
1. Clarify the distinction between what they want and what they can get:  they are realists who avoid letting all that they want cloud their judgment about what is really possible.

2. Assess the distribution of power and interests:  they know how to map the political terrain (see chapter 26 in Business Leadership for specific steps) by assessing key players, their interests, and their power – Whose support do I need? How do I get it? Who are my opponents? How much power do they have? What can I do to reduce or overcome their opposition? Is this battle winnable?  

3.  Build linkages to key stakeholders:  they build relationships and networks and recognize the value of personal contact and conversations. 

4.  Persuade first, negotiate second, and coerce only if necessary. 

Effective symbolic leaders are artisans or prophets, never zealots.  They lead through actions and words, and infuse experiences with meaning and purpose through their language and their passion.  Examples are Franklin D. Roosevelt, Mohandas Gandhi, and Martin Luther King, Jr. – each well acknowledged for his “transforming” leadership.  Other examples in the chapter include Rudy Giuliani after 9/11, Boston middle school principal Diana Lam, Lee Iacocca, and the great communicator Ronald Reagan.  Symbolic leaders

1. Lead by example

2. Use symbols to capture attention

3. Frame experience

4. Communicate a vision 

5. Tell stories 

6. Respect and use history

Chapter 5.   James O’Toole.  When Leadership is an Organizational Trait.  

In successful organizations, leadership is not just an individual activity – “an aria sung by the CEO.”  It is a shared responsibility throughout the organization – a “chorus of diverse voices singing in unison.”  Many highly successful organizations lack high profile leaders; however, O’Toole found that the key tasks and responsibilities of leadership have been institutionalized into the systems, practices and cultures of the organizations.  Individuals at all levels:   
Acted more like owners and entrepreneurs than employees or hired hands 
Took the initiative to solve problems and act with a sense of urgency
Willingly accepted accountability for meeting commitments and for living the values of the organization
Shared a common philosophy and language of leadership that paradoxically includes tolerance for contrary views and a willingness to experiment
Created, maintained, and adhered to systems and procedures designed to measure and reward these distributed leadership behaviors.

Since leadership is doing things through and with the efforts of others, institutionalizing leadership makes sense.  There is really little that one leader, acting alone, can do to affect company-wide performance in significant ways.  Consequently, O’Toole notes that effective business leadership is actually best thought of as an organizational capacity, not an individual trait or practice. 
O’Toole mentions two prime attributes of organizational success – coherence and agility.  Coherence is shared behavior throughout an organization directed toward shared goals.  Agility is the ability to detect and cope with changes in the external environment.  O’Toole finds that the most successful organizations foster agility by broadly building the capacity of many to lead and manage systems.

PART II

Becoming a Leader, Preparing for the Opportunities    

Chapter 6.   Warren Bennis.  The Seven Ages of the Leader 

Bennis discusses a progression of leadership development through seven stages of a career cycle – from a newly recruited executive through retirement.  He borrows from Shakespeare to describe each stage and to identify critical development steps (crucibles) at each juncture.    
1. The infant executives need to seek mentors who can serve as encouragers, support, teachers, and champions. 
2. The schoolboys with shining face are new leaders who need to appreciate that leaders are always on a public stage. First acts win supporters or turns folks against them. Novice leaders should make a low-key entrance into an organization, allowing time and opportunity to (a) learn about self, others, the organization and its culture, and the context; and (b) develop relationships wisely.  Leaders are a screen upon which followers project their needs and wants. The trick is to learn from others’ feedback while not taking their assessment too personally.  
3. The lovers with a woeful ballad are advancing leaders who need to learn how to develop and balance effective relationships at work and how to relate to former peers who may now report to them.  

4. The bearded soldiers are experienced leaders who need to remember the impact of their words and actions. Experience brings confidence and conviction, but that may blind leaders to what is really going on within the organization.  Additionally, they must actively nurture employees with talent and potential, not feel threatened by them.

5. The generals, full of wise saws are acknowledged achievers who need to listen to criticism and truth in order to continue to succeed and survive.  These experienced leaders are often brought into organizations with a specific mandate to bring about change. Doing that well means understanding the mood and motivations of others.  Understanding context and people is a leadership fundament.    
6. The statesmen, with spectacles on nose are seasoned veterans who now received gratifying offers to serve as a “pinch hitter” to organizations in need of special services.  The statesman has a lifetime of experience to offer and no need to play political games in order to advance a career.

7. The sage, second childishness should act as a mentor to younger professionals in the early stages of their careers with benefits for both mentor and mentee: the mentor stays plugged into the ever-changing world, the mentee learns from experience.  Mentors can model adaptability and with the burning ambition of youth now in its rightful place – away – can find the “joyous rediscovery of childhood at its best.”     
Chapter 7.  Marcus Buckingham and Donald O. Clifton.  The Traces of Talent.  

Buckingham and Clifton suggest that individuals can identify their true talents by paying attention to their feelings, desires, and reactions to every day situations. These spontaneous reactions can tell people where their strengths and commitments lie.  For example, look at the situation of an employee taking a day off to care for a sick child.  Does he or she first think about  the well-being of the child or about how to rearrange departmental tasks and meetings for the day?  Those first reactions are potential indicators of an underlying talent as a nurturer or an arranger. Or think about your last party.  Were you drawn to strangers as a natural extrovert would be, or did you stay with trusted friends – a sign that you may have talents as a relater?  

In addition to spontaneous reactions, three other clues for identifying natural talents are:

(1) yearnings, especially at an early age, are often indications of strong synaptic connections in the brain  

(2) rapid learning – the speed with which you learn new things – may be a sign of natural abilities that have been undiscovered and buried because of other life demands 
(3) satisfaction reflects the fact that our strongest synaptic connections are designed so that when we use them, we feel good.  If a positive and contributory activity makes you happy or “feels right,” chances are you are using your talent. Since most of us derive satisfaction from a host of things – learned and encouraged over time – identifying the links between satisfaction and true talent takes close attention to situations that bring us real and deep joy.  So can watching our internal reactions to see whether, in the face of challenge, we ask ourselves “when will this be over?” or “when can I do this again?”  The later question is a sign of talent.     
Chapter 8.  Bill George.  Leadership is Authenticity, Not Style.  

Leadership begins and ends with authenticity.  Authentic leaders genuinely want to serve others.  These leaders are not concerned with media images of leadership or the potential glitz and public acclaim.  They are true to themselves, and interested in empowering people to make a difference.  They are guided in this work by qualities of the heart (like passion and compassion), as well as by the mind. 
To be authentic, leaders must develop their own leadership styles.  Great world leaders like John F. Kennedy, Mother Teresa, Martin Luther King, Jr., and George Washington had very different styles but were effective and authentic leaders.  Emulating someone else’s style can leave a leader looking foolish.  The right leadership style is one that works and is consistent with the leader’s personality and character.  
Authentic leaders demonstrate these five qualities:



•
Understanding their purpose



•
Practicing solid values



•
Leading with heart



•
Establishing connected relationships



•
Demonstrating self-discipline

Chapter 9.  Jim Collins.  Level 5 Leadership: The Triumph of Humility and Fierce Resolve 

A Level 5 Leader blends personal humility with intense professional will.  Collins believes these two characteristics can transform a good company into a great one. 
Personal humility can be decomposed into four qualities: (1) profound modesty and a tendency to shun public adulation – talk about the company and not about self;  (2) the ability to act with calm determination, do what needs to be done, and rely on inspired standards and hard work – not charisma – to motivate others; (3) the willingness to channel ambition and efforts into the company, not into the search for personal rewards or public acclaim; and (4) a strong sense of responsibility and a tendency to blame self, not others, for poor results.  
Professional will is also paramount to Level 5 Leadership. Level 5 leaders are a positive catalyst. They work hard and do what it takes to get the job done.  They have a firm resolve to produce the best results, no matter how difficult.  They set standards for greatness and tolerate nothing less.  They work hard to build an enduring company, but give credit to others for the success.  Finally, because of their humility and will, Level 5 leaders choose good successors. They put the company’s interests first.  
Chapter 10.  Steven B. Sample.   Thinking Gray and Free  

Effective leaders view a complex situation and understand how choices and options could affect an overall outcome.  Sample asserts that leaders are helped in this when they develop the strong imagination and open and independent thinking skills of a contrarian. 
Contrarian leaders maintain their intellectual independence by thinking gray and thinking free.  Thinking gray involves waiting to form an opinion until a leader has heard all facts and arguments.  This prevents what Sample calls binary thinking.  There are three dangers in binary thinking: (1) leaders form opinions before they need to and close their minds to other relevant information; (2) leaders flip-flop: they hear something and decide a proposition must be true and then later hear something else and decide that their original proposition must be false. Human nature predisposes us to believe the last thing we hear. (3) leaders tend to believe that which is most strongly believed by others, regardless of the accuracy or merit.

Contrarian leaders are free thinkers.  They allow their minds to contemplate outrageous ideas much before they apply constraints like practicability, legality, cost, time, ethics, and so on.  Leaders can learn to think gray and think free. With practice, leaders can bring fresh perspectives and new options to their organizations. 
Chapter 11. 
Philip Mirvis and Karen Ayas.   Enhancing the Psycho-Spiritual Development of Leaders: Lessons from Leadership Journeys in Asia
Mirvis and Ayas discuss four dimensions of psycho-spiritual leadership development and illustrate them by examining the experiences of 250 Asian leaders in a multinational foods corporation who participated in company-sponsored leadership journeys. The leadership journeys were designed to offer (1) deep connections and experiences with indigenous people and persons in need, (2) experiences with nature, (3) community service, and (4) continuous reflection on the experiences to strengthen the executives’ hearts, minds, and souls.       

The first dimension of psycho-spiritual development leadership is Cultivating Self-Awareness by asking Who am I?  Self-consciousness expands when leaders understand their formative life experiences.  Furthermore, conversations with peers about these self-discoveries enabled the leaders to transform their relationships with others and to build trust.  
The second dimension is Connecting to the Other: asking Who are you?  By understanding others and their frames of reference, the business leaders worked to better understand themselves and appreciate the meaning of diversity.  
The third dimension is Forming into Community, asking Who are we?  This allows the collective to see both individuals and the whole. It also challenges the group to transcend differences.  
The final dimension is Discovering our Purpose by asking What is our purpose as business leaders?  Leaders work to realize the interconnectedness of things and define the organization’s roles and responsibilities to the larger world. The managers learned to see their responsibilities to the markets that they serve as more than a way to turn profits. They also learned to appreciate the importance of their work in improving the quality of health and life for others.    
Mirvis and Ayas provide lessons from the leadership journeys that are applicable to all organizations wishing to foster psycho-spiritual development for their leaders.  First, it is important to let nature be a teacher, to realize how the world is interconnected.  Second, it is important for leaders to have time to examine meaning of their experiences on their own terms.  Finally, it is important to incorporate service learning into leadership journeys.  Service learning allows leaders to connect with others and to realize that businesses always operate in communities.


Chapter 12.
Robert E. Quinn.  Moments of Greatness: Entering the Fundamental State of Leadership  
Leaders do their best work when they draw on their experiences, strengths, and values to complete a task at hand – not by copying the tactics and strategies of others.  When leaders are truly “on,” they are operating paradoxically from a frame of reference that is truly them yet not their normal state of being.  They operate from a heightened state of functioning that Quinn calls a “fundamental state of leadership.”  Sometimes this happens when crisis pulls leaders into the state and enables them to elevate their own performance and the performance of others.  Quinn has found, however, that leaders can choose to enter the fundamental state temporarily – it’s too hard to sustain over time – and thereby maximize their impact and output. 

Understanding the state is the first step in the process.  The fundamental state requires changes in four dimensions. Leaders must (1) move from being comfort-centered to being results-oriented; (2) move from being externally directed to being internally directed; (3) become less self-focused and move to a focus on others; and (4) be more open to outside signals, data, or stimuli, including those that require leaders to do things that they may not be comfortable doing. When leaders enter the fundamental state, they immediately have new thoughts and engage in new behaviors.  
Next comes preparing to enter the fundamental state.  Here leaders must first recognize when they have entered it before.  All leaders have all at one time or another have left their comfort zones and navigated through the “dark night of the soul” in pursuit of a greater good.  Drawing on these experience helps. Second, leaders must analyze their current state of functioning and compare it to times when they have done their best leading. Leaders in the fundamental state of leadership take on positive characteristics like clarity of vision and purpose, empathy, self-empowerment, and creative thinking.  
Finally, leaders can enter the state by honestly answering four transformative questions: Am I being results centered? Am I internally directed? Am I other focused? Am I externally open?   Each time leaders enter the state, even if only for a few hours or day, they learn more about themselves, people, and their environment – and increase the likelihood that they will be able to return more easily when next needed. 

PART III

Understanding the Territory, Anticipating the Challenges
mapping the terrain 

Chapter 13.  
Joan V. Gallos.    Making Sense of Organizations: Leadership, Frames, and Everyday Theories of the Situation 

A look at the processes of sensemaking and everyday theory building offer insights into the challenges faced by all leaders.  Bottom-line, leaders must be accurate in making sense of the ambiguities and challenges in organizational life in order to take appropriate action.  Effective leaders avoid simplistic or myopic interpretations, build sound “everyday theories” that accurately explain the situations they find themselves in, and use those personal theories to facilitate the larger good.  Leaders can be helped by books on leading and on understanding organization, but it can be difficult sifting through the plethora of expert advice.  Leaders serve their organization best when they are informed, discriminating consumers of leadership theories and skilled translators of that learning into everyday theories that fit their situation. What helps leaders learn all that they need to know?     

A first step is to understand the processes of sensemaking and everyday theory building so as to slow the process down both for the sake of accuracy.  Sensemaking involves three fundamental steps: noticing something, deciding what to make of it, and determining what to do about it.  Sensemaking and everyday theory building are intricately connected.  Everyone is an everyday theory builder – it’s the only way to make sense of the world. Over time, people’s experiences lead to new ways of understanding that world and to possible revisions of their personal theories.  
Leaders at all levels need good theories – homegrown, borrowed from others, or some combination of the two.  A good theory simplifies complexity, clarifies ambiguity, and enables us to explain and predict.  Good theories fit the reality of the situation and avoid the common traps of distorting the situation, over simplifying it, or taking an incomplete or myopia view.  Organizations are naturally complex and diagnosing their inner-workings without falling into one of these traps requires a good analytic lens and “multi-pronged approach.”  Gallos creates a model to accomplish this by building on the four frames in the work of Bolman and Deal (see chapter 4 in Business Leadership) and proposing the importance of reframing—deliberately and systematically examining a complex situation from multiple perspectives.  

Every organization operates simultaneously on four levels: (1) organizations need attention to their structure and appropriate rules, roles, and policies to functional effectiveness; (2) organizations must attend to the human side of enterprise and foster the relationships and development of human capital needed to accomplish its mission and goals; (3) organizations are systems with scare resources, characterized by diversity of needs, inevitable conflict, and the political maneuvering of those seeking their piece of the pie; and (4) organizations are most successful when they create and maintain a culture and values that give meaning and purpose to work and offer opportunities for individuals to productively channel their passions and talents.  Each of these four areas can be thought of as a frame or slice of organizational life with its own priorities, assumptions, focus, a priori values, and guiding action principles.  Leaders best serve their organizations when they have knowledge and comfort working in all four areas – that is, they can view organizations through a (1) structural frame, (2) human resource frame, (3) political frame, and (4) symbolic frame.  [The chapter provides charts that summarize the content, emphasis, assumptions, action logic, definition of organizational effectiveness, and central tensions for each frame.]  

Each frame, Gallos warns, presents a unique array of tensions which must be resolved for an organization to balance competing frame pressures. [A chart in the chapter summaries these tensions.]  Successful leaders use the frames to diagnosis situations accurately and completely and to expand their options by looking at structural, people, political and symbolic issues.         
Chapter 14. 
Michael J. Sales.     Leadership and the Power of Position: Understanding Structural Dynamics in Organizational Life
Sales explores leadership and the power of position. He asserts that underlying system structures can be used to either maintain organizational status quo or as a springboard for vibrant change.  Building on the work of systems theorist, Barry Oshry, the author explains system patterns that make organizations predictably frustrating and seemingly wedded to suboptimal performance.  

The chapter is divided into three parts.  Part I describes organizations on automatic pilot where people operate reflexively and without awareness of how their organizational roles impact their choices and responses to everyday events. Organizations have four fundamental system actors:  tops, bottoms, middles, and environmental players. Individuals in each role behave and experience the world in predictable ways.   

Tops have overall responsibility and they feel it. Tops live in a world of “overload,” and handle unpredictable, multiple sources of input. The more turbulent the environment, the greater the overload. 
Bottoms do the specific work of the organization. They live in a “disregarded” space. They see things that are wrong, but feel powerless to do anything about it. Bottoms are frequently invisible to Tops. The more Tops overload, the greater disregard for Bottoms. 

Middles stand between Tops and Bottoms. They are the managers and supervisors.  Middles live in a crunched, torn, and “disintegrated” space. They live between Tops and Bottoms who want different or conflicting things from each other. Both want Middles to handle their issues, frequently without regard for the impact on others. Middles spend their energy running back and forth between Tops and Bottoms, often torn in their loyalties and obligations – and thus frequently seen by others as nice, but ineffective or as defensive, bureaucratic, and expendable. 
Environmental Players need the organization’s goods and services. They are “customers” or stakeholders. They live in “neglected” space. In a world where Tops are overloaded, Bottoms are disregarded, and Middles are torn, who has energy to focus outside? 
Part II discusses an alternative: “robust” organizations that actively prospect for opportunities and break out of these predictable system dynamics. The key to robustness is for individuals to focus on the four elements: (a) opportunities to appreciate and make good use of differences (differentiation); (b) increased homogenization (commonality achieved through enhanced communications and cooperation); (c) greater integration (team- and relationship-building); and (d) individuation (opportunities for personal empowerment and individual expression).  
Part III examines leadership strategies that can move organizations from reflex to robustness:


1.
Strive for true partnership


2.
Take leadership stands to guide behavior beyond the blind reflex of position


3.
Step into the fire of conflict


4.
Look for valuable enemies


5.
Don’t stop thinking structurally/holistically about the system.

understanding unique features of the challenge        

Chapter 15.  
Ron Ashkenas, David Ulrich, Todd Jick and Steve Kerr.     The Boundaryless Organization: Rising to the Challenges of Global Leadership
There has been a paradigm shift among organizations that has increased the free movement ideas, information, decisions, talent, rewards, and action across organizational boundaries to where they are most needed. Today’s fast-paced, global business environment requires a unique global mind set and strategies to succeed where traditional boundaries of space, time, and nationality have been heavily eroded.  The authors present a set of boundary-breaking techniques and practices to help in the development of today’s global leaders.  
The authors identify four organizational boundaries, as well as corresponding strategies to reshape those boundaries for the modern marketplace:

1. Vertical: between levels and ranks of people

Reshaped: be willing to listen to ideas from all levels in the organization

2. Horizontal: between functions and disciplines in an organization

Reshaped: horizontal boundaries should be subservient to integrating faster-moving processes and procedures

3. External: between the organization and its suppliers, customers and regulators

Reshaped: listen to the advice and suggestions of outsiders, as they have an interest in the success of the organization as well

4. Geographic: between locations, cultures and markets

Reshaped: use learning from specific countries and markets to increase the organization’s overall success

Creating the boundaryless organization enables businesses to become fluid, responsive, flexible and innovative during times of significant change and global competition.

Chapter 16.  
Marc S. Effron.  Knowledge Management Involves Neither Knowledge nor Management  
Knowledge Management (KM) is neither a process dealing with knowledge nor management,  and its current practice in most organizations is bound to fail.  Effron suggests an alternative:  organizations focusing on the intellectual capital of their workers.  Knowledge exists in people: it is only gained by experience and by understanding information in the context of that experience.  Effron argues that managers must, therefore, pay attention to how people acquire knowledge and how they can best transfer it to others.

Effron lists nine reasons that KM in its current practices does not work:

1. No accountability – who will be rewarded or punished for what is entered or not into the data base?  That is a difficult question for organizations to answer. 
2. No quality control – who will screen and make decisions about the quality of every piece of data?  It’s a massive job. 
3. It’s not really knowledge – it’s information unless tied to personal experience
4. It’s push, not pull – information will only get into a database when someone puts it there. It’s hard to be consistent even with the best of intentions which not everyone has. Information can be power and hoarded by those who have it. 
5. There is no incentive to share – rewards are rarely, if ever, tied to data banking  
6. ROI is difficult to prove 
7. There is nothing for a Chief Knowledge Officer or Chief Learning Officer to do – the jobs are ill-defined and the tasks that fall under them tough to accomplish 
8. It’s cultural – overcoming the barriers to sharing information requires changing most corporate cultures and overcoming natural aversions to doing so 
9. It’s a fad – perhaps a relic from the dot.com era. 
Effron also identifies seven ways true KM can work:

1. Realize its limitations – KM may marginally improve your firm’s capabilities, but is highly unlikely to revolutionize it 
2. Hold on to your best – keep knowledge from walking out the door by strategies to keep your best employees
3. Use apprenticeships – transfer knowledge through meaningful experiences
4. Anoint experts and set expectations – identify “go to” people 
5. Rely on human interaction – people share stories and experiences 
6. Put accountability where it belongs – line managers must get quality information into the organization and ensure that their teams get the experiences they need to learn 
7. Sure, have a database – but have someone screen every piece of information that goes in and reward people for sending that information along. 
Chapter 17. 
Andrew W. Savitz and Karl Weber.  The Sustainability Sweet Spot: Where Profit Meets the Common Good.  
Sustainability is not philanthropy. It is a company’s ability to use daily operations to support and enrich the larger world.  Organizations can “do good” and “do well” at the same time.  Savitz and Weber call this the “sustainable sweet spot” where the pursuit of profits is synonymous with the pursuit of a larger common good.  The “sweet spot” also leaves the company viable in the long run by strengthening its roots in the community and its contributions to the environment.  Sustainability is not risk-free nor does it guarantee financial success.  It requires commitment, resources, and a change of direction within the company which can entail costs and risks.

Savitz and Wheeler list three ways sustainability enhances business:

1. Protecting the business (reducing harm)

2. Running the business (reducing costs)

3. Growing the business (opening new markets)

Chapter 18.  
Paul Glen.  Leading Geeks: Technology and Leadership.

Glen writes that geeks – the workers who create, support, and maintain technology – are essential to any organization that wishes to stay innovative and viable.  Companies need to respond to constant change from the competitive marketplace, and geeks are the people who can help. They can participate as partners in designing innovation and change – or at least they can help to support that.  Anyone in an organization can generate new ideas; however, geeks are always needed to develop and implement the technological side of those projects. 
Because technology is an essential component of every organization, managers must know how to lead geeks.  “Geek work” is different from other work, and by training and orientation, geeks are different from other workers and must therefore be handled differently. Power, for example, is useless with geeks.

The author offers two models to clarify geek leadership: the Context of Geek Leadership which describes the characteristics of the environment for effective geek leadership, and the Content of Geek Leadership which describes the tasks and responsibilities of a geek leader.  Geek leadership must provide internal facilitation, furnish external representation, nurture motivation, and manage task ambiguity.  Finally, the ultimate goal of geek leadership is to facilitate the productivity and creativity of an invaluable set of organizational workers.
Chapter 19.  
Ancella B. Livers and Keith A. Caver.   Leading in Black and White: Working Effectively Across the Racial Divide 

Blacks in the workplace face dynamics unique to being African-America in a traditional white, male-dominated world.  White managers are largely unaware of these differences, and that can lead to distorted communications and get in the way of effective performance. The authors explore this set of dynamics which they term as miasma. 

The effects of miasma are easier to see than the phenomenon itself. Miasma has three effects on African American workers: it reduces trust, fosters beliefs that they must work twice as hard as others to succeed, and prevents African American workers from letting down their guard at work.
An important goal for black leaders and managers is to discover how to work through miasma and not be impeded by it. The goal for organizations and for non-black colleagues who work in them is to understand the dynamics miasma creates for black leaders and to determine how to reduce miasma so that organizations can support and benefit from the efforts of all their workers.


To remove or lessen miasma and its negative organizational consequences, Livers and Caver offer suggestions for self development, education, and behavior.

Self development:

1. Understand that difference does matter – equity is not sameness and difference affect every corner of our lives 
2. Be willing to broaden your outlook – learn about others who are different from you
3. Don’t over-assume similarities – assume similarities and you deny an individual’s uniqueness  
4. Keep issues in perspective –distinguish between individual differences and general matters of race.  One person cannot represent or speak for an entire race of individuals 
5. Don’t expect blacks to fail – check your assumptions 
6. Stretch your own comfort zone 
7. Keep mutual respect paramount

Educate yourself about different groups of people:
1.  Learn about blacks and miasma

2.  Question your own perspectives

4. Seek feedback about your behaviors

5. Beware of your context – learn about the written and unwritten rules of your organization and think about what they mean for African American colleagues
Finally, use behavior to create, enhance, or maintain a relationship: 

1. Communicate openly and provide feedback

2. Don’t limit interactions with black colleagues

3. Allow for differences

4. Don’t be afraid

5. Demand and enforce equitable treatment for all 
6. Be a change agent
Chapter 20.  
Robert Morison, Tamara Erickson, and Ken Dychtwald.  Managing Middlescence  

Many mid-career employees are searching for new ways to balance work, family, and leisure and to infuse new passion into their work – and many of their organizations are unaware of their frustrations or preparation to exit. Morison, Erickson, and Dychtwald identify this phenomenon as the problems of middlescence.  Too many mid-career employees are “working more, enjoying it less, and looking for alternatives.”
Middlescence affects a large group of workers – adults age 35-55.  It flows from individual, social, and cultural changes such as increased health and longevity of workers, delayed and multiple marriages, and family challenges from longer work hours and two-career households.  Many mid-career employees also feel dissatisfied with the impact they have had on the world and with their current careers: they want more meaning and purpose in their lives and contributions.  It is important for employers to recognize and do something about this to retain talented and valued employees.  
The authors identify six ways to reignite the careers of middlescence employees.   


1) Offer fresh assignments – opportunities to try something new

2)  Offer attractive internal career change options to employees  

3)  Offer the employees opportunities to mentor and teach co-workers: new and old employees who can learn from each other

4) Offer mid-career employees training and opportunities to learn   


5)  Offer sabbaticals: a year off, either paid or unpaid  


6)  Offer expanding leadership opportunities.

PART IV
Making It Happen   

getting things started 

Chapter 21.  Michael Watkins.   The First 90 Days of Leadership.

Entering a new job is always difficult.  Watkins asserts that new leaders get 90 days to prove themselves.  Actions taken during those first three months largely determine a leader’s success or failure. Fail to build momentum, and leaders face an uphill battle. 

Watkins offers a blueprint for getting on top of a new job quickly – guidance that few organizations give to new employees.  Five propositions underpin his recommendations. 
1. Failure is never about a flaw in the leader. The root causes always lie in the interaction between the situation and its opportunities and pitfalls, and the individual with his or her strengths and vulnerabilities.
2. There are systematic methods to lessen the likelihood of failure and reach the breakeven point faster. Certain transitions that share common features and traps; and there are principles, like securing early wins, that underpin success across all situations. Leaders must match their strategy to the demands of the situation. 

3. The overriding goal for new leaders is to build momentum through actions that create leader credibility and avoid those that damage it.  

4. Transitions are opportunities for leadership development and should be managed as such. They strengthen diagnostic skills, demand new learning, and test personal stamina. 

5. A systemic way for organizations to accelerate transitions yield big, bottom-line gains.   

Watkins has found that outsiders moving into new organizations characteristically have more difficulties than those promoted from within.  
Ten strategies can help leaders reach the point of effectiveness quickly. 
1) Promote yourself – make a mental break from your old job and things from the past that made you successful. Delve into the new job and its specifics with vigor.
2) Accelerate your learning – be systematic and focused on deciding what you need to learn and how you will learn it 

3) Match strategy to situation – diagnose the business situation accurately and clarify its challenges and opportunities
4) Secure early wins – it builds credibility and momentum
5) Negotiate success – nothing is more important that building a productive working relationship with your new boss in order to manage his or her expectations 
6) Achieve alignment – your job as leader is that of an organizational architect: figure out whether the organization’s strategy is sound, bring structure into alignment with the strategy, and develop systems and talent to implement strategic intent  

7) Build your team wisely – make certain you have the right individuals and talent 
8) Create coalitions – your success depends on your ability to influence others 
9) Keep your balance – don’t let yourself be shaken by inevitable challenges 
10) Expedite everyone – help everyone get up to speed. 
Chapter 22.  Peter F. Drucker.  What is Our Mission?

Drucker emphasizes the importance of organizational mission statements.  They influence how employees perceive the organization and affect their every action.  A mission statement should be short and sharply focused – should fit on a t-shirt, says Drucker.  The mission needs to communicate clearly why an organization does what it does, not just restate what it does or the means by which it does it. A good mission statement, no matter how broad, should direct everyone to do the right thing.  

Effective mission statements come from matching an organization’s opportunities, competence, and commitment.  Start first by understanding the outside environment, according to Drucker. Organizations that start by looking internally can fritter away their resources and stay focused on yesterday. Leaders help their organizations when they anticipate and mold the future. 

Defining the mission can be difficult, painful, risky, but essential: it enables an organization to set its goals and objectives.  And when explicit, clearly understood, and supported, a mission supports common vision, understanding, and unity of direction. Drucker cautions: never sacrifice mission for money. The organization risks losing its integrity and soul. 
Chapter 23.  
James MacGregor Burns.  The Power and Creativity of a Transforming Vision
Was Hitler a leader?  The question – and debate it guarantees – goes to the essence of leadership.  Transforming leaders define public values that embrace the supreme and enduring principles of a people, according to James MacGregor Burns. Their behavior is guided by three sets of standards: virtue, ethics, and values.  Virtue refers to the old-fashioned codes of conduct, or habits of acting, such as chastity, honesty, self-control, sobriety, and cleanliness.  Ethics reflects modes of more formal and transactional conduct – promise-keeping, integrity, trustworthiness, accountability, and reciprocity.  Values include public principles such as order, liberty, equality, justice, and the pursuit of happiness.  Using those standards, Hitler ruled Germany, but he did not lead it. 
Creativity is the vehicle for leaders to break through the restraints of conventional thinking in order to create a transforming vision.  Often, crisis is the source of that creativity, and the unthinkable suddenly becomes the thinkable.  MacGregor Burns argues that sensitivity to deep conflict between “accepted meanings and actualities” – what people believe about a situation and what actually exists and their frustration at the inability to reconcile the two – is creativity’s precondition.  The creative insight is, in short, transforming. It might raise a fundamental challenge to an existing paradigm or system, calling for its overthrow and replacement.  It might also call for a deep restructuring or the inclusion of significant excluded elements, or perhaps a revitalization, a new birth of “founding principles.”

The author writes that creative leadership reframes meanings to close gaps – and in the process transforms values.  He cites Thomas Rochon’s three ways of values-change: value conversion where the new beliefs of what is important, just, or legitimate contradict and replace the old; value connection meaning the creation of a “conceptual link between phenomena previously thought to be unconnected”; and value creation as with the emergence of conservation as a new value during Theodore Roosevelt’s presidency.
Creativity requires leaders to put their ideas and beliefs to the test.  Bringing a new idea to life is the ultimate test of creative leadership.  To do so, the would-be leader must reach out to others. Would-be followers will respond only if the leader’s new perspective speaks directly to them and to their underlying wants, discontents, and hopes.

Chapter 24.  
Burt Nanus.  Finding the Right Vision  

A vision, according to Nanus, is a mental model of an idealistic organizational future that exists only in the imagination.  A vision is, in essence, a world built from hopes, reasonable assumptions about the future, and personal judgments. A vision may never become reality and is therefore a fundamental act of organizational faith.  A vision with power to inspire, energize people, set new standards, and attract commitment always offers a view of the future that is clearly and demonstrably better for the organization, for the people in the organization, and/or for the society within which the organization operates.  

It is the role of the leaders to help the organization find that special vision to focus efforts in the right direction while conserving institutional energy and effort.  That is not always easy. The right vision, however, inspires and motivates employees to achieve excellence.  

Powerful visions share common features:   

1) They are appropriate for the organization and for the times

2) They set standards of excellence and reflect high ideals

3) They clarify purpose and direction

4) They inspire enthusiasm and encourage commitment

5) They are well articulated and easily understood

6) They reflect the uniqueness of the organization, they reflect what the organization’s purpose, or overall mission

7) They are ambitious 
Visions with these properties, says Nanus, challenge and inspire people, help align their energies in a common direction,  prevent people being overwhelmed by immediate problems, and enable people to distinguish the truly important from the merely interesting. Good visions program the mind to selectively pay attention to things that really matter.

A vision is not:

1) a prophecy – although after the fact it may seem so

2) a mission – vision is a direction, not a purpose

3) factual – a vision represents possibilities

4) true or false – a vision can be assess only as relative to other roads not taken   
5) static, enunciated once for all time – visions must be alive and updates

6) a constraint on action – unless the actions conflict with the vision 

Advice for leaders setting out to create a new vision: 
1) Learn everything you can about your organization and others like it and about the industry

2) Ask major constituents in the process. Involvement builds commitment and understanding 
3) Keep a playful open mind and explore multiple possibilities

4) Avoid the trap of making the final vision solely your own 
5) If new to an organization, recognize, appreciate, and build on the previous vision and leadership. 
Chapter 25. 
Loizos Heracleous and Claus D. Jacobs.   Developing Strategy: The Serious Business of Play  

An organization that plays together creatively determines its future success together.  The authors assert the importance of more play-filled ways to develop organizational strategy as a replacement for traditional, top-down, rational approaches.  “Playing with serious intent” inspires innovation and for good reasons. 
Serious play enhances critical cognitive and interpersonal skills – and is enjoyable.  Those who engage in play-related activities develop shared language and deepen their identification with and commitment to the organization and its mission.  Playing with serious intent provides a safe environment to open up and address tensions and problems that may surface – and may be difficult to surface in more traditional activities.  It also enhances team building.  
Serious play is not a substitute for brainstorming or other structured strategizing.  Serious play is intended as a complement.  It can inspire and motivate innovation, as well as develop a sense of camaraderie among the employees, or team players.  However, this approach is not to be facilitated by inexperienced individuals.  The benefits require skillful management of the process and of the information generated from it.  Facilitators must engage interaction and know how to find hidden meanings in the groups’ playful presentations.  Serious play also requires that the senior leadership engage in the process and remain open to all its outcomes including undesired feedback.  Under these considerations, serious play brings significant organizational benefits. 
staying on track

Chapter 26.  
Lee G. Bolman and Terrence E. Deal.  Navigating the Political Terrain  

Organizational politics has a bad reputation but it need not.  Leadership effectiveness depends on the effectiveness of leaders’ political skills and savvy: their capacity to manage power and influence and to empower others in service of organizational goals.  Positive political skills raise practical and ethical dilemmas for leaders: when to adopt an open, collaborative strategy or when to choose a tougher, more adversarial approach.  The potential for collaboration, the importance of long-term relationships, and values all come into play.

The question is not whether organizations are political but rather what kind of politics they will have.  In a world of chronic scarcity, diversity, and conflict, the astute leader is a constructive politician who exercises four key skills: agenda setting, mapping the political terrain, networking and forming coalitions, and bargaining and negotiating.  Effective leaders create an “agenda for change” by designing both a vision and a strategy for achieving the vision.  Leaders need an ethical framework: the authors suggest mutuality, generality, openness, and caring as the foundation for one.

Chapter 27.  
Jeff Weiss and Jonathan Hughes.   Want Collaboration?  Accept ( and Actively Manage ( Conflict  

Collaboration is a challenge for organizations, and companies most often respond to the challenges in the wrong way.  They focus on symptoms rather than on the root cause of the failure in cooperation – conflict. Organizations can't improve collaboration until they've addressed conflict: how to respond to conflicts in a proactive manner and use them to the company’s benefit. Conflict in organizations is inevitable. And the authors assert that it is important for an organization’s long term success. Conflict surfaces differences in perspectives and can be crucibles for individual and organizational learning. Until leaders understand and act on this, they cannot train their staffs to do so.
Weiss and Hughes offer several suggestions for addressing conflict in a healthy manner at either the point of conflict (the first three listed) or upon escalation (the final three). Conflict management works best when the parties involved in a disagreement resolve issues on their own through processes that improve – or at least don’t damage – their relationships. The following strategies help: 
1. Devise and implement a clear companywide process for resolving disagreements – common methods and language can help 

2. Provide people with criteria for making trade-offs – even when companies provide people with common methods for resolving conflict, employees often will still need to make trade-offs between competing priorities 

3. Use the escalation of conflict as an opportunity for coaching
4. Establish and enforce a requirement of joint – let all the parties jointly present the scenario to boss or bosses to eliminate suspicion, surprises, and damaged personal relationships 
5. Ensure that managers resolve escalated conflicts directly with their counterparts -- it's not unusual to see managers respond to subordinate conflicts by passing the conflict up their own functional or divisional chains to a senior executive 
6. Make the process for escalated conflict resolution transparent – make the process as well as the resolution of the conflict public.  A frank discussion of the trade-offs is important learning for the future.

Chapter 28.  
Edgar H. Schein.  Creating and Managing Culture: The Essence of Leadership

Leaders, according to Schein, have one fundamental role: creating and sustaining a healthy organizational culture.  That culture should be one of learning: adaptive, flexible, and easily and quickly responsive to an ever-changing environment.

Schein examines the essential elements of a learning culture:

1) A learning culture must be proactive in its approach to problem solving.

2) There must be a commitment to learning for the sake of learning.  

3) This culture requires its leaders to hold positive assumptions about human nature.

4) The culture must assume that it can survive and override any other culture that does not support active learning.

5) The culture must demand and constantly search for the truth.

6) This culture must be future-oriented, while still being able to assess the present situation.

7) A learning culture must be focused on sharing all pertinent information and maintaining and keeping open the lines of communication.

8) There must be a commitment to diversity by all members of the culture/organization.

9) There must be a commitment to systemic thinking.

10)  There must be a commitment to cultural analysis for the purposes of understanding and improving the world.

A learning culture requires support from organizational leadership who seek new insights into self and the surrounding world; and who bring high levels of motivation, emotional strength, ability to analyze and change cultural assumptions, and a willingness to involve others and to inspire participation. 
Chapter 29.  John P. Kotter.   Leading Change: Why Transformation Efforts Fail.
Kotter sets out in his article to explore why a small percentage of business transformations lead to organizational improvement.  He insists that successful change must be gradual and planned: more often than not, “skipping steps” and rushing to implement change leaves companies dissatisfied with the end results.  He also points out how costly mishandling even a single step can be.  
Kotter’s eight essential steps for effective change are:


1. Establishing a sense of urgency


2. Forming a powerful guiding coalition


3. Creating a vision


4. Communicating said vision


5. Empowering to create/enable implementers for the vision


6. Planning for and creating visible performance improvements


7. Consolidating improvements and continuing the change effort


8. Institutionalizing new approaches

Chapter 30.  Douglas A. Ready.    Leading at the Enterprise Level 

Organizations often embrace decentralization as a strategy for fostering employee involvement, decision making close to the information, and quality. Promoting departmental autonomy, however, can lead organizations to forget to train leaders to see the big picture.  In Ready’s language, they fail to create enterprise level leaders.   

Effective enterprise leaders excel at four tasks.  They  

1) Focus organizational attention on the customer, setting priorities and driving out distractions.

2) Build multiple organizational capabilities simultaneously, especially in the areas of strategic competence and organizational character.

3) Reconcile the tensions -- between growth and stability, for example -- which are embedded in any organization.

4) Create alignment by building consistency between an organization's statements of purpose, its processes, and the skills and behaviors required of its people.  They fulfill this alignment by managing the “five M’s”

a. Meaning

b. Mind-set

c. Mobilization

d. Measurement

e. Mechanisms for renewal

Why is developing such a leader is so difficult?  Ready offers three explanations: (1) organizational cultures that acknowledge and reward departmental or individuals; (2) the widespread emphasis on specialized expertise in many companies; and (3) reward systems that favor individual and unit accomplishments at the expense of corporate success. 
Organizations can identify and develop enterprise leaders by changing culture, creating opportunities, and installing HR processes that foster and empower enterprise leaders.

Chapter 31. 
Larry Bossidy, Ram Charan with Charles Burck.   Execution: The Gap Nobody Knows  

The execution of plans, goals, and strategies is essential to organizational short- and long-term success.  Bossidy, Charan, and Burck assert that organizations pay too little attention to issues of execution. When companies fail to deliver, the most frequent explanation is the wrong CEO’s strategy. But the strategy is not often the cause. Strategies often fail because they are not well executed: things that need to happen just don’t.  Either the organization isn’t capable of making them happen, its business leaders misjudge the challenges in the business environment, or both. 

Leadership without the discipline needed for execution is incomplete, ineffective, and hollow, the authors conclude. Three essential understandings for getting execution right:    

1)  Execution is a discipline and integral to strategy.  It is not just tactics.  It is a systematic process to rigorously discuss the how’s and what’s, to question, to tenaciously follow through, and ensure accountability at all levels.  Execution includes mechanisms for testing and changing assumptions as the environment changes and for upgrading a company’s capabilities to meet its strategic challenges.  In its core, execution is a systematic way to expose reality and act on what is learned.  It involves making assumptions about the business environment, assessing the organization’s capabilities, linking actions to outcomes, ensuring smooth and collaborative working relationships among all departments, and rewards for a job well done.  The heart of execution, the authors tell us, is in the three core processes: HR, strategy, and operations. These processes are tightly linked so that strategy takes account of people and operational realities, people are rewarded in light of strategic and operational contributions, and so on. 
2)  Execution is the major job of a business leader: it will only execute if its leader’s heart and soul are immersed in the company.  The leader has to be engaged personally and deeply in the business, understanding fully the business, its people, and its environment. The leader has a unique perspective – and the authors assert is the only person in a position to achieve that level of understanding.  The leader must run the three core processes—pick other leaders, set the strategic direction, and oversee operations. 
3)  Execution has to be rooted in an organization’s culture – embedded in the reward systems, policies, and norms of behavior that everyone follows; the reason for promotions and advancement.  
Execution is not highly visible or sexy, the authors agree.  However, successful business leaders must accept their role of assessing the external environment and identifying if the internal environment and employees are capable of matching strategic needs.  If they or the current strategy are not, it is the leader’s job to guide the ship back on course. The responsibilities of execution are at the core of CEO and organizational success. 
avoiding the pitfalls 

Chapter 32.  
Peter Frost and Sandra Robinson.  The Leader as Toxin Handler: Organizational Hero and Casualty 

Toxin handlers are an under-appreciated and under-acknowledged asset to organizations.  They take on the often thankless role of absorbing and ministering to the frustrations and pain of subordinates, superiors, and peers so that work can get done.  They act as counselors and coaches, and are integral to bottom line success. Organizational pain is a reality, but too few organizations have systems or strategies in place to deal effective with it.    

Toxin handlers step up in the void.  They:

1) Listen empathetically

2) Suggest solutions
3) Work behind the scenes to prevent pain
4) Carry the confidences of others
5) Reframe difficult messages
6) Help employees work through the emotional reactions to organizational change or downsizing

This work takes its toll on toxin handlers. These include professional and psychological burnout; illness and other physical embodiments of stress such as stiff necks, nausea, headaches, depression, more or less serious heart problems, chronic sleeplessness, and so on. 
Organizations who understand that toxin handlers are their unsung heroes can develop policies and practices to minimize the burden on individual handlers.  These can include:
1) Acknowledging work place emotions

2) Developing systemic strategies for handling workplace pain, especially during periods of major change, such as temporary handlers, consultants, and so on    
3) Offering support groups for toxin handlers within the organization

4) Building in breaks, like a short sabbatical or conference, for those in the middle of an intense toxic fray
5) Reassigning toxin handlers to “safe zones” for short term rejuvenation
6) Offering stress management class and stress reduction programs, like lunch time yoga, workout facilities, etc.  
Chapter 33.  Barbara Kellerman.  Bad Leadership ( and Ways to Avoid It
Kellerman had created a typology of bad leadership and identifies seven kinds: incompetent, rigid, intemperate, callous, corrupt, insular, and evil.  Kellerman is quick with cautions: the groups are formed my human judgment, one are no purer in intent or impact than another, the range of bad leadership is wide, opinions of leaders change over time and audience, and having one’s leadership fall into one of the seven leadership type is not the same as having an enduring personality trait.  With that in mind, the chapter enables readers to know better and more clearly what bad leadership is. 
The incompetent leader lacks the will or skill (or both) to sustain effective action.  In at least one major important leadership challenge, they did not create positive change.  A rigid leader is stiff and unyielding.  Although they may be competent, rigid leaders are unable or unwilling to adapt to new ideas, new information, or changing times.  Intemperate leadership is defined by the leader who lacks self-control and is aided and abetted by followers who are unwilling or unable to effectively intervene.  Callous leaders are uncaring or unkind.  The needs, wants, and wishes of most members of the group or organization, especially subordinates, have been grossly discounted.  Leaders defined as corrupt will lie, cheat, and steal.  To a degree that exceeds the norm, they put self-interest ahead of public interest.  Insular leaders minimize or disregard the health and welfare of the “other” – that is those outside the group or organization for which they are directly responsible.  Finally, the evil leader commits atrocities.  They use pain as an instrument of power.  The harm done to men, women, and children is severe, and can be physical, psychological, or both.

Kellerman asserts that bad leadership will not, cannot, be stopped or slowed unless followers take responsibility for rewarding good leaders and penalizing bad ones.  Therefore, this chapter concludes with suggestions for both leaders and followers.  Leaders can strengthen their personal capacities to be both effective and ethical by the following twelve choices and strategies:

· Limit your tenure

· Share the power

· Don’t believe your own hype

· Get real and stay real

· Compensate for your weaknesses

· Stay balanced

· Remember the mission

· Stay healthy

· Develop a personal support system

· Be creative

· Know and control your appetites

· Be reflective

The following are five suggestions for followers to work with each other and with their leaders:

· Find allies

· Develop your own sources of information

· Take collective action

· Be a watchdog

· Hold leaders to account

Chapter 34.  Kim Cameron.  Good or Not Bad: Standards and Ethics in Managing Change 
The post-Enron and WorldCom business world calls for improved ethical decision making standards.  However, according to Cameron, while most would agree that this is true, there is little agreement about what setting a new and clear ethical direction really means. Placing rigid restrictions on businesses that are bound to be broken is ineffective, and, more importantly, just avoiding the bad is not the same as pursuing good.  
Cameron discusses virtuous thought as a possible alternative path. This promotes social responsibility and positive thinking.  Focusing on virtuousness, says Cameron, produces positive energy, fosters growth and vitality in people, builds social capital, and enhances the probability of employee commitment to extraordinary performance.

Cameron argues that virtuousness amplifies itself and can become contagious.  Virtuousness also produces an interesting buffering effect: individuals who practice virtuous acts suffer fewer physiological and psychological illnesses. Consequently, organizations with a virtuous focus recover more quickly from downturns and have greater customer retention than organizations that do not.

PART V
Sustaining the Leader   

Chapter 35.  Ronald A. Heifetz and Marty Linsky.  A Survival Guide for Leaders

The chapter offers a realistic examination of the challenges in leading and suggestions for coping and handling them well.  The survival guide consists of two main parts:

1) Part I looks outward and offers advice on relating to subordinates and others.  The authors focus on protecting self from outsiders who can harm the leader. 
2) Part II looks inward, focusing on the leader’s human needs and vulnerabilities.

Part I offers ways for leaders to learn to operate in and above the fray. While the surrounding environment is unpredictable, it is important for leaders to be able to respond appropriately.  Leaders are advised to court the uncommitted – keep your friends close and your enemies closer.  An effective leader knows how to “cook” a conflict, allowing just enough tension to get others committed and motivated to resolve the pressures,  but not too much as to overwhelm the leader or the followers.  Finally, delegate work appropriately. Leaders too often take on the work of others.  “Give the work back to the people,” advise Heifetz and Linsky, and learn to differentiate the work of the leader and the responsibilities of followers. 
Part II offers a view inward and focuses on managing a leader’s human hungers and needs.  If power and money are the forces behind leadership, decisions will lack wisdom and ultimately lead to demise.  Also, the leader must find the means to anchor themselves.  In other words, inner peace and spirit must be priorities.


Chapter 36.  David Batstone.  Preserving Integrity, Profitability, and Soul 

A corporation has the potential to act with soul when it puts its support and resources at the service of those it employs and the publics it serves.  That journey to organizational integrity and soul begins with a company aligning its mission with the values of its workers.  It is unrealistic to expect that all of the workers’ values will match those of the company, of course. But a closer alignment translates into stronger company morale.

For that reason, leaders need to step back regularly from the tyranny of the urgent and ask their employees, “Why is it that you want to work here?” If workers are not inspired by the company, they will not commit to it or communicate a compelling message to customers. A corporation of integrity offers people the opportunity to think, plan, and express their dignity in their daily tasks on behalf of the enterprise. In other words, the organizations tends to its soul. 

Batstone identifies eight principles of organizational integrity: 

1) The directors and executives of a company must align their personal interests with the fate of stakeholders and act in responsible ways to ensure continued support from key stakeholders. 

2) Business operations must be transparent to shareholders, employees, and the public, and its executives must be willing to stand by the integrity of their decisions. 

3) A company must think of itself as part of a community as well as a market. 

4) A company must  represent its products honestly to customers and honor their dignity up to and beyond a transaction.

5) The workers must be treated as valuable team members, not hired hands. 

6) The environment must be treated as a key stakeholder –a party to which the company is wholly accountable. 

7) A company must strive for balance, diversity, and equality in its relationships with workers, customers, and suppliers. 

8) A company must pursue international trade and production based on respect for the rights of workers and citizens of trade partner nations.

Chapter 37.  
David L. Dotlich, James L. Noel, and Norman Walker.  Learning for Leadership: Failure as a Second Chance.  

Failure can be difficult to accept but it contains the seeds for positive outcomes.  Adversity surfaces leaders’ skills and vulnerabilities.  Learning from mistakes enables leaders to improve their skills and become stronger and more capable in the role.  
Leaders react to failures through a series of the emotional stages (the authors call it the SARA model) 
· Shock at the surprise of messing up in the face of unexpected, unforeseen, or overwhelming challenges  
· Anger as a result of the because of the consequences.
· Rejection in blaming someone or something else for the consequences
· Acceptance leads to real learning in the face of failure: leaders accept their  vulnerabilities and open up to change and growth. 
Learning from failure requires letting go of past assumptions about self and the situation, including old beliefs about your identity and past successes, in order to open up to a new and stronger self-concept as a leader.  Failure,  while not easy or pleasant, can be a strong and powerful force for leadership growth and development.   

Chapter 38.  Andre Delbecq.  Nourishing the Soul of the Leader  

Through his research, Delbecq concludes that spiritual maturity and moral character inform organizational leadership in deep and important ways.  A majority of corporate leaders agree. A leader’s sense of calling brings an organization’s mission alive, and his or her spiritual maturity supports courage and models hope in the face of difficulty. Spiritual disciplines such as prayer and meditation convert a leader from preoccupation with self to openness to others and the reality of situations faced.  Spiritual development engenders compassion and sensitivity to individuals and communities in need.  And organizations that manifest elements of spirituality are characterized by six common features. They are   

1. Enabled in accomplishing their purpose through leadership motivated by a strong sense of calling 

a. A leader’s calling should be the intersection of his/her gifts and talents and society’s needs

2. Driven by a deep sense of mission

a. A leader’s calling flows through life experiences and translates into organizational purpose and deeper meaning for the leader

3. Embraces subsidiarity

a. Leaders must distribute power, influence and decision making throughout the organization, enabling growth in others

4. Encompasses an organizational community sensitive to human dignity

a. Meaningful work exists in organizations with noble purposes, that have leaders who infuse their own sense of calling into the culture of the organization, and that have participatory decision making processes 

5. Is committed to a stewardship of resources that understands efficiency and effectiveness as spiritual values, not simply market imperatives

a. These organizations should not shun profits – it is after all their overall purpose for existing – but not to the demise of the organization’s mission 
6. Is attentive to the common good, justice and the needs of the poor – involved in the betterment of their communities through charitable corporate matching programs and responding to local community needs through charitable giving or product donation
Chapter 39.  
Warren G. Bennis and Robert J. Thomas.  Resilience and the Crucible of Leadership.  

Bennis and Thomas find that leaders are distinguished by their ability to cope positively with adversity.  The authors call these learning-filled opportunities leadership crucibles: transformative experiences through which leaders comes to a new or an altered sense of identity.  

They provide multiple case examples of leaders to illustrate the phenomena (John Gardner, Sidney Harman, Liz Altman, Muriel "Mickie" Siebert, Vernon Jordan, Sidney Rittenberg, Judge Nathaniel R. Jones, Michael Klein, and Jack Coleman).   
From their work, the authors identify four skills that allow people to cope with and learn from adversity.

1) the ability to engage others in shared meaning.    

2) a distinctive and compelling voice –the ability to be able to move people with words

3) a sense of integrity – not allowing your values to waiver in the face of challenge
4) “adaptive capacity" – an ability to creatively seek and find solutions to challenges.  This encompasses two qualities:

a. The ability to grasp context or “see the big picture:”  understand all of the components of a situation and how they affect others

b.  Hardiness or an ability to face devastating circumstances and maintain a sense of hope.

Chapter 40.  
Andrew J. Razeghi.  Choose Hope: On Creating a Hopeful Future. 

Razeghi offers a short and inspiring case for choosing hope.  He argues that hope is as far from wishful thinking as one can get. Hope involves believing deeply, seeing further, thinking conditionally, and acting willfully to make things happen.  Be vulnerable to possibility – let down your guard – and have the courage to believe in the power of hope.  

………………………………………
Planning Courses and Teaching Units: Options and Choices  

Business Leadership (2nd edition) can be used in courses on leadership theory, leadership development, managing human resources, organizational behavior, organization development, or managing change. It works in undergraduate and graduate programs in management, the professions, and the administrative sciences, as well as in professional development and corporate education activities.  As discussed, Business Leadership can be the primary text or a source of supplemental readings.  Undergraduate audiences will find the chapters are rich yet manageable: they have been composed to serve as a complete introduction to a topic.  Graduate and professional students will find the chapters strong in content, provocative yet practical, and a good complement to other research articles, leadership books, and texts.  The chapters work well with cases set in different organizations, sectors, industries, or levels.  And all student audiences will appreciate the readability of the material and Editor’s Interludes that put key themes in context.  

If desired, the chapters can also be grouped into create a series of shorter learning units or training modules.  One option might be:

Module I. 
Understanding the Basics: What is Leadership? 
Module II. 
Becoming a Leader: Understanding and Preparing for the Opportunities       

Module III.  
Understanding the Leadership Context, Anticipating the Challenges 

Module IV.   
Making Leadership Happen: Getting Started, Staying on Track, Avoiding the Pitfalls
Module V.  
Sustaining the Effort: A Leadership Survival Guide 
Segments from the syllabus in PART 3 or a combination of suggested activities, reading, films, and cases provided below are good starting points in designing the learning units.  A series of learning modules on organizational culture and leadership are also provided in PART 3 as an instructional model.

Finally, a number of courses in the administrative sciences (e.g., strategy, organizational behavior, organizational theory, change management, OD, team development, HR, etc.) can add a unit on leadership effectiveness or the reflective practitioner.  This acknowledges the powerful role of leadership in today’s work world, and offers opportunities for students to develop skills and understandings critical to their professional effectiveness.  
PART 3: Syllabus, Learning Modules, Activities, Cases, Readings, and Other Resources 

PART 3 of this guide provides curricula that illustrate a range of teaching possibilities with Business Leadership, as well as suggest activities, case sources, readings and popular literature to complement the volume.  A complete sample syllabus for a semester-long leadership course is provided, complete with student assignments, assessment and experiential activities, cases, and film suggestions.  The syllabus is designed for a 16 week, MBA-level graduate class that meets once a week in a 3 hour time block. 
Instructors can, of course, adjust the sample syllabus to reflect the learning needs of undergraduate audiences, graduate classes meeting multiple times per week, different term lengths, or their need for smaller teaching or training modules. Classes, for example, meeting twice a week might set aside a first meeting for discussion of readings and/or an assigned case or diagnostic activity.  The second meeting could then be devoted to experiential and skills practice activities.  The syllabus can also be easily adapted for leadership classes in education, public administration, or other professional schools by choosing field-relevant cases [case sources by field are listed in the Appendix A] and by tailoring discussions to the field’s unique leadership options and challenges.  
Samples learning modules and additional assignments, experiential exercises, cases, films, readings – fiction and non-fiction – are also offered to assist instructors in tailoring the sample syllabus to their teaching strengths and preferences, student learning styles, and program goals – or create their own new course.   

………………………………………………..
Sample Syllabus: Leadership in Organizations (graduate, MBA course)    

COURSE DESCRIPTION and PURPOSE:  This course is based on the premise that effective leadership is rooted in an integrated set of values, behaviors, skills, knowledge, and ways of thinking employed for a common good.  While there is widespread agreement that effective leaders behave in ways different from those deemed less capable, leadership is always steeped in ambiguity and choice.  In plain language, effective leadership is easier to aspire to than accomplish.  Success requires knowledge of the meaning of leadership and one(s purpose in leading, understanding the organizational context in which one leads, and clarity about what one brings to the leadership table. It also requires strong conceptual skills in the face of inevitable ambiguity in the leadership role. Savvy leaders have a leadership framework to employ, a repertoire of skills to call upon, a healthy respect for the complexity and challenges in the process, and good diagnostic and analytical skills. This course provides opportunities to think more systematically about leadership and organizations, its application, and the personal competencies needed for leadership success. 

To this end, there are two core purposes for the course: (1) learn about leadership, and (2) understand one(s own capacity for leading. 

More specifically, this course examines a variety of perspectives on leadership and organizational behavior, identifies critical leadership challenges, and asks you to read and think deeply about the issues.

Class activities include lectures, discussions, experiential activities, films and videos, developmental assessments, reading and writing assignments, and group projects.  How well each student uses these opportunities depends on individual energy, initiative, commitment, and wisdom ( qualities as essential to learning about leadership as they are to leading.  

LEARNING OBJECTIVES:   Students who successfully complete this course will: 

1.   Develop a framework for understanding leadership across organizational settings 

2.   Be able to explain and apply key elements of theory and practice important to the successful exercise of leadership and management in diverse organizations

3.   Have insights into their own leadership skills and style  

4.   Develop strategies for self-care and sustaining oneself as a leader.  


COURSE REQUIREMENTS:    There are four major assignments for this course.    

1. learning leadership:  We will all commit to developing a spirited learning community that provides learning for every member. This means each of us will take responsibility for success of the community, as well as our own learning, and learn about leadership by trying to lead productively each week.  Preparation, participation, the completion of assignments, and attendance are vital for every class.  In support of this, students will want to review critical reading and preparation skills. A useful resource can be found at a University of Toronto site http://www.utoronto.ca/writing/bkrev.html
2. mini-assignments: Throughout the term, there are 4 brief assignments required for class.  They are described on the syllabus for the class in which they are due.

3. Leadership Book Club
 ( executive summary and presentation:  The Club of Rome, a global think-tank on innovation http://www.clubofrome.org/ , raises a powerful concern: mistakes in responding to the challenges we face today(nuclear holocaust, species extinction, destruction of our natural resources, mass famine ( will lead to irreversible consequences. These contemporary challenges, therefore, demand new ways to listen, influence, and learn from each other. With that in mind, the Leadership Book Club is designed to increase our skills as listeners and learners while providing opportunities to explore important leadership challenges and options. Read the following and be prepared for the Leadership Book Club(s meeting as listed on the syllabus.  

Step 1:  Confirm your book.  Each student will be assigned one of three books that reflect important issues for 21st century leaders. The class will determine a process for book assignment and implement it in the first class.    

Friedman, Thomas L. The World is Flat: A Brief History of the Twenty-First Century. New York: Picador, 2007. 

Flat for the author means deeply connected. The world has changed. Creativity and innovation are essential ( being creative and knowing how to foster it in others. And diversity is a reality. These and other changes point to a different set of skills for those who expect to lead and make a difference.   

Levitt, S. and Dubner, S.  Freakonomics: A Rogue Economist Explores the Hidden Side of Everything.  New York: HarperCollins, 2005.  

An economist and a journalist jointly examine a basic question: how do we know what we know? The apparent mysteries of life are not so mysterious, the authors tell us, when we know how to ask the right questions and how to draw the right conclusions from the data we have. 

Prahalad, C. K.  The Fortune at the Bottom of the Pyramid: Eradicating Poverty Through Profits.  Upper Saddle River, NJ: Wharton School Publishing, 2006. 

The author provides an innovative suggestion for how to fight poverty and a model of for-profit business as an agent of social change. The book challenges readers to re-evaluate their pre-conceived notions about the relationship among business, government, and the non-profit sectors – and about the larger responsibilities of contemporary business leaders.    

Step 2: Read the book and prepare an Executive Summary (2 pages maximum):  Read your assigned book and prepare an Executive Summary submitted (a) in hard copy to the instructor and (b) electronically to the class by class time on Leadership Book Club day. The Executive Summary will be graded by the instructor, based on criteria of: (1) accuracy and depth of understanding of the book; (2) integration of the material into a compelling and useful summary as per the purpose of this assignment; and (3) quality of writing.  


Consider your audience [see description below] in preparing your summary and focus on the following:
1. What are the core challenges for 21st century leaders that your book poses for setting organizational priorities, commitments, agendas, and/or strategies? What does it tell us about the kind of leadership and the kind of leadership skills needed to respond to those challenges?  

2. What was your most important learning from this book? What surprised you?  What is most important for future business leaders, like your MBA colleagues, to know or understand? 

Step 3: Draft an Executive Presentation using PowerPoint.  Design it for an audience of business leaders. This means the presentation should be succinct, visually and verbally appealing, and straight to the point. You will have 15 minutes to make a compelling case about your book’s leadership insights. Prepare your presentation as if you were presenting it to your organization(s board ( or to the board of an organization where you would like to work.  Limit yourself to a maximum of 15 PowerPoint slides. If you have a laptop, bring it to class for your presentation.  If not, print out the PowerPoint slides and work from those.  Everyone: bring 3 copies of your PowerPoint presentation slides to class ( one to hand in to the instructor, and two as take homes for your Book Club members
.  Those seeking additional clarity about book reviews to assist in their Executive Summary or information on writing can consult http://www.utoronto.ca/writing/bkrev.html 

4. integrative paper:  The final course paper (10-15 pages) is an individual written assignment in which students are asked to integrate their learnings from the course and create a comprehensive guide for themselves of the essentials for successful leadership. The paper should include, but not be limited to, (1) the most important lessons about leadership and organizations taken from course readings, activities, and team leadership project and the reasons these are personally meaningful; (2) what you have learned about your own leadership behaviors, values, perspectives, and development from your group project and other activities throughout the semester; and (3) how this knowledge and awareness can/will strengthen your future leadership and organizational effectiveness.  

Ideas must be well grounded in theory from the course, your book club book, and other relevant literature; and the paper must be written like a graduate-level analytic paper with thoughtful analysis, strong use of references, and accurate use of readings. This is not a diary, a description of what you did or will, or a reflective story. This is an analysis. When discussing yourself, think of yourself as a case and use theories and ideas from the course to expand and probe choices, behaviors, outcomes, and implications. Theory enables you to go beyond what you would in regular self-reflection.  Those needing assistance on academic writing can find guidance at http://owl.english.purdue.edu/owl/      

More specifically, the paper should be divided into two parts.  PART I ( 7-10 pages) contains the basics of your leadership guide from an analysis of your course learning and of your individual leadership. The course has provided a theoretical framework for thinking broadly about leadership and its components that you can draw-upon to describe your leadership understandings, critical reminders, and philosophy and to explore how all that translates into a leadership approach and practices.  The course has provided opportunities in the large group and in your project group for you to see yourself in action as a leader. To supplement learning from that and to ground your self-perceptions in data on how others see your leadership, you are required to collect 360 degree feedback from 5-7 other people at different levels (i.e., (boss,( subordinate, peer) who know you well.  These might include colleagues, present or former managers, direct reports, family members, classmates, project team members, coaches, and so on.  Attach to the paper the names of all whom you have interviewed; their relationship to you; the format for the interview (i.e., in person, by phone, by email); and the questions asked.  When conducting these interviews, the topics should pertain to your leadership approach and behavior.  More specifically, collect examples and stories that illustrate your  

1. overall leadership impact 

2. leadership approach and values  

3. leadership competencies, core strengths, and areas for development  

4. leadership integrity and courage
IMPORTANT: This section of the paper is not a report of the feedback others have given you, although it would make sense for you to summarize what you have learned from others in a chart for a full portrait of what people have said about you. The feedback from others should stretch your knowledge of yourself, test your perceptions of your strengths and areas for development, and be integrated into your analysis throughout the paper.   

PART II (3-5 pages) builds on PART I.  It is a statement of your leadership vision for the future and the leadership development you  will need to advance that vision.  More specifically, think about yourself 5 years into the future, and create a vision of what you will be like as a leader.  If we could see into your vision in action and watch you leading in the future, what would your leadership look like?  What, how, why and whom will you create, contribute, impact, and serve as a leader?  What skills and strengths will you be best known for?  Why would people seek out your specific leadership?  What would be different from the strengths, approaches, and behaviors that people see today?  Do not describe a specific job or organization. Rather visualize how you will extend and leverage your leadership strengths and approach in whatever you are doing 5 years from now.  

Again, students are expected to draw widely on the leadership literature and to reference course readings, their book club book, as well as other relevant literature for this paper.  References and a bibliography are required.  Students may want to keep a personal journal during the semester to reflect on their leadership insights and behaviors in and out of class as data for the paper. Good communication skills; developing and presenting strong, grounded arguments, self-reflection, and learning from experience are vital leadership assets. 

_

OTHER ACTIVITIES:  Paralleling the objectives of the course, these include:

Developmental assessments of leadership skills and strengths provide opportunities for individual reflection and learning.    

Readings are listed on the syllabus for the date due. 

Study questions are provided for each class to assist students in reflecting of readings and preparing adequately for class discussions. Study groups are highly recommended to improve preparation and learning.   

GRADING:  A letter grade will be provided, and grades will not be curved. Grades will be determined as follows: (1) book club executive summary and presentation: 25% of final grade; (2) individual final paper: 35%; (3) class participation: 25%; (4) four mini-assignments: 15%   I use the following schema to determine grades:

A+ 
100-98

A 
97-94

A-
93-90

B+
89-86 

B
85-82

B-
81-78

C+
77-74

C
73-70

C-
69-66

F
65-0

Criteria for determining class participation grades are as follows:

(1) 
quality:  responses that reflect deep and accurate understanding of materials and contribute to class learning 

(2) 
quantity:  active involvement in discussions and activities in each class throughout the term   

(3) 
integrativeness:  responses that: (a) enable others to see the relevance of issues to course goals; and (b) demonstrate abilities to integrate learning from past discussions, activities, readings, or courses. 

(4)
developmental consistency:  involvement in each class and demonstrated improvement in quality over the semester.  

Criteria for grading written papers include:

(1)  
depth of demonstrated learning 

(2)
number, strength, and accurate use of relevant literature   

(3)  
abilities to integrate accurately and deeply theories and ideas from course discussions and readings 

(4) 
clarity, quality, and organization of writing and analysis. 

(5) 
quality and quantity of learning about leadership and your approaches to leading.   

DISABILITIES: If you have any questions about a disability or desire accommodations under the Americans with Disabilities Act, please contact me or the Office of Student Services. 

ACADEMIC DISHONESTY:  Plagiarism and other forms of academic dishonesty will not be tolerated and will result in disciplinary action consistent with university policies.  Be on notice that I may review any written assignment using Turnitin software. In the case of academic misconduct, I will report the incident to the school administration according to the guidelines printed in the University catalog, and a grade of zero will be assigned on any such item where plagiarism has been detected. The University of Missouri-Kansas City School of Law offers a guideline for responsible referencing. Students are asked to review that to avoid any misunderstandings at http://www1.law.umkc.edu/academic/LWP/plagiarism-2000.htm  
CLASS SCHEDULE and ASSIGNMENTS 

Class 1
Introduction and Overview:  Why Study Leadership?  
Study Questions:

1. What brings you to a class on leadership? 

2. What learning goals do you have for yourself?  What leadership or life experiences have led you to those goals? 
3. What experiences or understandings do you bring to a course on leadership that will make us all pleased that you are a member of our learning community?   

Class 2 
What is Leadership?       
Required reading:

Chapter  1.  What Leaders Really Do 

Chapter  2.  Primal Leadership: The Hidden Power of Emotional Intelligence   




Chapter  3.  The Five Practices of Exemplary Leadership 




Chapter  5.   When Leadership is an Organizational Trait
Chapter 30.   Leading at the Enterprise Level 
Mini-assignment 1.  Your Most Admired Leader: Select a leader whom you strongly admire and bring a picture (original or a copy) of your selected leader to class along with a written list of the qualities, characteristics, and behaviors that make you admire this particular leader. Select a famous leader known to many or a family member or friend who has strongly influenced you.  Be prepared to present this to the class. 

Study Questions:

1. What is leadership?  What does the term mean to you?
2. How is leadership different from good management?
3. What makes leadership so difficult?
4. Do you consider yourself a leader?  Why?  Why not?

Class 3  
Organizing, Framing, and Reframing 

Required reading: 

Chapter 4.    Reframing Leadership 

Chapter 13.  Making Sense of Organizations: Leadership, Frames, and Everyday Theories of the Situation   

IN-CLASS ASSESSMENT:  Bolman and Deal Leadership Orientations Self-Assessment  [Assessment provided by instructor]  
Study Questions:
1. What makes organizations so complex? 

2. What are frames?  How are they relevant to leadership?
3. How do leaders acquire their personal frame preferences?    
4. Why is reframing important to good leadership?  

Class 4 

Preparing for the Role:  Leadership Essentials I – Authenticity 


Required reading:

Chapter 7.    The Traces of Talent   



Chapter 8.    Leadership is Authenticity, Not Style  



Chapter 10.  Thinking Gray and Free  


Chapter 12.  Moments of Greatness: Entering the Fundamental State of Leadership 


CASE:  Oprah!  (HBE # 9-405-087)   
Study Questions:
1. Buckingham and Clifton suggest ways to identify one’s true talents. Apply their model to yourself . What do you find? Any surprises?        
2. What is authenticity?  What does the Oprah! case teach us about its roots and meaning? How will you find authenticity for yourself? 
Class 5 

Preparing for the Role:  Leadership Essentials II – Leader in Context  

Required reading: 

Chapter 6.    The Seven Ages of the Leader




Chapter 9.    Level 5 Leadership: The Triumph of Humility and Fierce Resolve 
Chapter 14.  Leadership and the Power of Position: Understanding Structural Dynamics in Organizational Life
Mini-assignment 2 ( Leadership Autobiography:  Leaders bring their full selves to the work. This can only happen when they understand their experiences, values, strengths, goals, passions, and flat spots – who they are, what they care about and believe, what they know (and don’t), and what they attend to (and ignore). Imagine that you have been asked to write your leadership autobiography.  It is defined as the story of your life that emphasizes the people, places, and events that have had the greatest influence on your understanding of leadership and of yourself as leader.  Draft a brief outline (no more than two pages) that represents your notes for your leadership autobiography – an account of your life that focuses on events, people, and places that have influenced how you view leadership and yourself as a leader.  Be prepared to discuss the highlights in class.  
Study Questions:
1. Context can refer to a leader’s particular organization or situational environment.  What’s the current organizational work context for you? What aspects of the situation are most challenging?  What’s your usual response to the challenges?  
2. Context also refers to where leaders are on their leadership journeys.  If you were writing a leadership autobiography, what would it contain?  What’s your first leadership memory? Your most powerful one? Your most disappointing leadership moment?  
3. Reflect on your experiences in organizations.  When have you been a “top?”  A “middle?”  A “bottom?”  Based on your experience, does Michael Sales have it right?  

Class 6

Leading and Learning, Learning for Leading:  The LEADERSHIP BOOK CLUB  

Required reading:

your assigned book club book 

IN-CLASS ASSESSMENT:  David Kolb’s Learning Style Inventory.  [Please purchase the assessment packet in advance and bring it unopened to class today.] 
Study Questions:
1. What are your leadership strengths?  How do you know? 

2. What is your leadership Achilles heel?  How do you know?
3. What are your strengths and weaknesses as a learner?  How do you know?
4. What are your strengths and weaknesses as a teacher?  How do you know?

Class 7 

Understanding the Territory I:  The Changing Global Work World 
Required reading:
Chapter 15.  The Boundaryless Organization: Rising to the Challenges of Global Leadership  


Chapter 11.  Enhancing the Psycho-Spiritual Development of Leaders: Lessons from Leadership Journeys in Asia
Chapter 17.  The Sustainability Sweet Spot: Where Profit Meets the Common Good.  
CASE:  Unilever in India: Hindustan Lever's Project Shakti--Marketing FMCG to the Rural Consumer (HBS # 9-505-056) 


Study Questions:

1. Last week, the Leadership Book Club gave us different perspectives on the new opportunities, challenges, and responsibilities for global leaders.  In what ways do today’s readings expand our understandings of the changing nature of leadership and of its challenges? 
2. What do Mirvis and Ayas add to the meaning of leadership authenticity and of the path to it? 
Class 8 

Understanding the Territory II:  The Changing Nature of the Workforce 

Required reading: 

Chapter 16.  Knowledge Management Involves Neither Knowledge nor Management  


Chapter 18.  Leading Geeks: Technology and Leadership.

Chapter 19.  Leading in Black and White: Working Effectively Across the Racial Divide 



Chapter 20.  Managing Middlescence 


CASE:  Managing Diversity at Cityside Financial Services (HBS # 9-405-047) 
Study Questions: 
1. Diversity is a reality in today’s work world. What do we mean by diversity?       
2. Can one really manage diversity?  What skills and understandings does it take?  
3. After you have read today’s chapters and the assigned case, answer the following: Under what conditions does a group's cultural diversity enhance or detract from its effectiveness?  

Class 9 
Making Things Happen I:  Getting Started  
Required reading: 

Chapter 21.  The First 90 Days of Leadership. 




Chapter 22.  What is Our Mission? 

Chapter 23.  The Power and Creativity of a Transforming Vision. 



Chapter 24.   Finding the Right Vision.  



Chapter 25.   Developing Strategy: The Serious Business of Play. 
IN-CLASS SIMULATION:  
Everest Leadership and Team Simulation (HBS #2650) 

Study Questions: 
1. Mission, vision, purpose, strategy.  What’s the difference?  Create a model for yourself that helps you keep all this straight. 
2. James MacGregor Burns explores the transformational power of a good vision.  Which comes first – the leader or the need for the vision?  Is charisma essential for a leader to be transformational? 
3. What’s so serious about play at work?  

Class 10 

Making Things Happen II:  Staying on Track – Power, Influence, Values, Differences

Required reading:

Chapter 26.  Navigating the Political Terrain.  

Chapter 27.  Want Collaboration?  Accept ( and Actively Manage ( Conflict.  

Mini-assignment 3 ( Advocacy: Effective advocacy is an essential political skill for leadership. Select one issue on which you feel passionate. Imagine yourself composing a letter to the editor that states your perspective, advocates your position, and recommends action in the most convincing manner possible. What would you say?  How would you say it?  What are your strategies for influence?   Be prepared to demonstrate your advocacy and persuasive speaking skills in class. Student can use notes, but remember that no strong and influential speaker reads word for word from a document.       

Study Questions:

1. What is the difference between power and politics? 
2. What do we mean by positive politics?  Have you ever experienced it?  
3. What are your sources of power? How can you use them to empower yourself in your current position?   
Class 11 

Making Things Happen III:   Leading Change 
Required reading:

Chapter 29.  Leading Change: Why Transformation Efforts Fail 

Chapter 31.  Execution: The Gap Nobody Knows  
Chapter 34.  Good or Not Bad: Standards and Ethics in Managing Change 
Study Questions: 
1. What does a healthy and effective organization look like?  If you wanted to foster organizational health and effectiveness, what you see if you got there? 
2. Kotter’s model seems simple and straight-forward.  Is it?  What makes change so difficult for individuals? For organizations? 

Class 12

Making Things Happen IV:  Leadership and Organizational Culture 
Required reading: 

Chapter 28.  Creating and Managing Culture: The Essence of Leadership



Chapter 36.  Preserving Integrity, Profitability, and Soul
Study Questions:
1. What is organizational culture?  Why does Schein see culture as difficult to diagnose?  
2. How does a leader create and influence an organization’s culture?  
Mini-assignment 4 ( Leadership Images: Shaping the Culture:  Assume that you have just been hired as chief executive of the organization you would most like to lead. Select one piece of art (painting, sculpture, decorative glass, etc.) to display in your office that best conveys (a) the image you want to project of yourself as a leader and (b) the organizational values and culture that you hope to foster in your new role. Bring a photo or copy of the art work (or the original, if you so choose).  Be prepared to describe both the image of leadership and the organizational culture you hope to foster and why you think this particular work of art conveys both well. Select your art from your own collection (of real art or pictures in books), from a local museum (museum shops often sell postcards of works from their collections or you may take digital photos where permitted), or from one of the world(s great museums by taking a virtual tour
 of their collections. Be creative! Have fun! 
Egyptian Museum 

Cairo, Egypt
www.egyptianmuseum.gov.eg  
The Hermitage 

Moscow, Russia
www.hermitagemuseum.org 


Louvre 


Paris, France
www.louvre.fr
Metropolitan Museum 
New York City
www.metmuseum.org 

The Prado 

Madrid, Spain
http://museoprado.mcu.es 

Shanghai Art Museum 
Shanghai, China
http://www.shanghaimuseum.net/en/index.asp
Tokyo National Museum 
Tokyo, Japan
www.tnm.jp   

Class 13    
Making Things Happen V:  Avoiding the Shadows and Pitfalls 

Required reading: 

Chapter 32.  The Leader as Toxin Handler: Organizational Hero and Casualty 


Chapter 33.  Bad Leadership ( and Ways to Avoid It 
IN-CLASS DEBATES:  Students will be randomly assigned to debate pro or con for the following proposition -- Followers always bear responsibility for bad leadership 

Study Questions: 
1. How do we account for “bad leadership?”  Do followers bear responsibility for bad leadership – or are we blaming the victims? 
2. Are all bad leaders unethical?  Are all unethical leaders necessarily bad? 

3. Describe your experiences working with the worst leader you have known.  What did the leader do? How did others respond?   How did you? 

Class 14 

Sustaining the Leader I: Survival
Required readings: 

Chapter 35.   A Survival Guide for Leaders


Chapter 37.  Learning for Leadership: Failure as a Second Chance
Study Questions: 
1. What have Heifetz and Linsky gotten right?  What have they forgotten?  
2. Drawing on your leadership experiences and learning from the semester, prepare your own survival guide. What would it contain?  
Class 15

Sustaining the Leader II:  Nurturing the Heart and Soul of the Leader 

Required readings:  
Chapter 38.  Nourishing the Soul of the Leader  

Chapter 39.  Resilience and the Crucible of Leadership
IN-CLASS FILM CLIPS ON THE LEADER’S SPIRITUAL JOURNEY:   


1.  “The Lion King:”  Simba confronting hopelessness after his father’s death  


2.  “Gandhi:”  Gandhi at the end of his fast as Hindu warriors present their swords as a symbol of a truce   
Study Questions: 
1. How do you renew yourself during times of stress?  What nourishes your soul?   
2. Reflect on your spiritual journey and name your most significant leadership crucible to date. What did you learn from it?  How do you lead differently because of it? 
3. What’s the next step on your developmental journey as a leader? 
Class 16

Pulling It All Together -- Leadership, Artistry, and Hope   

Required reading:  

Chapter 40.  Choose Hope: On Creating a Hopeful Future
Study Questions: 
3. What is leadership?  How have your definition and understandings changed since class one? 
4. Reflect on your learnings from this semester. How will lead differently because of them?   

.......................................................................................................

Activities, Exercises, Modules and More
As noted, the suggested syllabus can be adapted by using different cases, activities, experiential exercises, and student projects to explore instructor-selected leadership issues.  Some alternatives are described below; others are contained in the designs for the series of learning modules on leadership and culture. Training and development publishers like Pfeiffer http://www.pfeiffer.com/WileyCDA/Section/id-101564.html are additional sources of experiential activities and exercises.  Of particular note are the Pfeiffer Annuals on Training, collections of exercises organized by topic and learning goals, as well as various surveys, inventories, and questionnaires that are useful for skill building and self-reflection.  

Assessments 
Bolman and Deal Leadership Orientations Self-Assessment:    The instrument, scoring sheet, and fair-use rules for this copyrighted assessment are available at www.leebolman.com  
Kolb Learning Style Inventory (LSI):  The Kolb LSI identifies preferred learning styles.  Around since 1976, the inventory is a statistically reliable assessment tool for how people respond to experience. The instrument is self-scored and can be used as the basis for class discussions one’s preferred way of learning, as well as the larger leadership implications for effective communications, problem solving, teamwork, approaches to conflict, leader comfort zones, career choices, and more.  LSI student packets are available for purchase via general outlets like Amazon.com or now the instrument is now available from its distributor online. An instructor’s guide and complementary PowerPoint slides are available from Hay Associates at 1-800-729-8074. The instrument is available in English, French and Spanish.
In-Class Activities and Student Projects 

Authenticity Work:  Leadership authenticity requires deep self-knowledge. Instructors can provide students a variety of opportunities to diagnose their values, beliefs, and private theories about leadership and about the world.  Suggestions for doing that include: 
(1) Use TAT-type pictures, illustrations from popular advertisements, or short videos available online at YouTube and elsewhere.  Ask students to compose a brief story of what’s happening and then compare their story in small groups to those of others. The more ambiguous the situation, the better it is for surfacing individual differences in interpretation and examining the values that underpin them.  

(2) Use short minicases and ask students to diagnose the situation and proposed solutions, and again contrast differences in interpretation and values.  
(3) Give students a sheet of simple sentence completions, containing organization-related items such as (A good organization has . . . (; (A skilled manager must . . . (; (A leader always . . . (; (When someone wants to be influential in organizations, he or she must . . . ( or more personally oriented items, such as (In order to get ahead in organizations, I always . . . (; (As a leader, I like to . . . (; (When faced with conflict, I usually . . . (; (My strengths as a manager include . . . .( Have students in small groups compare the ways in which their responses are similar or different. If there are task or study groups that meet regularly over the course of the term, have students share their sentence completions in those groups and use this new information about group members to anticipate or predict potential conflicts or future problems. (Instructors can collect these predictions and return them to individual and/or groups at an appropriate later time.) 
(4) Provide students with simple art supplies and ask them to visually represent an organization. Everyone can draw the same organization, such as the institution in which the course is offered, or each person can draw an organization in which he or she has worked. Students can compare their representations in large or small groups. They are often surprised by the variety of different images of what organizations look like and what has influenced an individual’s sense of the place. The pictures often reflect more than the artist initially intended – a good reminder about the importance of wedding left- and right-brain thinking in learning and in leading.     
(5) Have students draw simple self-portraits or scenes of themselves as leaders in action and explore what the pictures show about their core values, beliefs, and strengths.  Have students discuss these in small groups and instruct group members to specifically identify things that they see in the portrait that the drawer has yet to acknowledge or discuss.  
(6) Introduce the Argyris and Schon concept of espoused theory vs. theory-in-use [C. Argyris and D. Schon. (1992). Theory in Practice: Increasing Professional Effectiveness. San Francisco: Jossey Bass]. The ideas link well with the concept of authenticity.  Argyris’s two-sided personal case is a good activity for students to explore discrepancies between their intention and behaviors.  Guidelines for developing two-sided cases are provided below.  Instructors have permission

 to cut, paste, and distribute the guidelines to their students. 

…………………………………………………  

Guidelines for Personal Case
The personal case is a brief description of an incident in which you have been involved, or in which you expect to be involved, that raises issues of your own approach to leadership.

        (a) Choose an experience that is or was important and challenging for you and your organization, and that raises issues of how you can lead effectively. It could be a case that has already happened, one that is ongoing, or one that you anticipate needing to deal with in the future. (Define "organization" as you wish in terms of the whole or of the part that is relevant to you.)

        (b) A case that contains questions, puzzles, or challenges provides a richer vehicle for analysis.

        (c) Make sure that the experience is bounded and manageable, so that it can be described in a relatively brief case (suggested length for the case paper is 3 to 4 pages). Your description need not be elaborate: simply provide enough information to enable someone unfamiliar with the case to understand the essentials of the story. Please feel free to disguise the case if you wish

The personal case should be just the facts -- a description, not an analysis or interpretation, of the key events. But the “facts” can include what you were thinking and feeling at the time the case occurred.  

In a page or two, provide a brief description of the incident.  Your description need not be elaborate, but should provide enough information to enable someone unfamiliar with the case to understand the essentials of the story.  Include in your discussion: (a)  key elements of the organizational context – the situation in which the incident occurred; (b) your goals or objectives (what you wanted or hoped to accomplish); and (c) your strategies for achieving your goals.
Then, in another page, provide a brief sample of a dialogue involving you and the other person(s) involved in the incident.  Please use the format shown below to present the dialogue (you’re welcome to cut and paste the table below to use in your case):

	Underlying thoughts, feelings:
	What was said:

	
	Me:

Other:

Me:

Other:

etc.


/
In other words, in the right-hand column, present a script for a part of the conversation as you recall it (or imagine it, if the incident has not yet occurred).  In the left-hand column, put down any thoughts or feelings that you had or might have in the course of the conversation that were not expressed.

II. Approach

Case-writing is very much like telling a good story. When writing about a case in which you were involved, it usually works best to write in the first person. Describe what happened as you saw it, including your own thoughts and feelings (but make sure your thoughts and feelings are labeled as such).

It is usually best to focus the paper around a particular experience or series of experiences, rather than trying to cover many months or years. A single critical event (or brief sequence of events) usually works best. Examples include the early stages of a challenging project, a critical meeting, a tough decision, or a major conflict. Like good drama, a good case rarely arises from a situation in which everything was smooth and easy. Obstacles, conflict, or dilemmas are likely to be the ingredients that make a case interesting and worth exploring.

III. Organizing your case

The following are suggestions which have often been helpful to students in the past. You should feel free to organize the paper differently if you feel another format enables you to develop your case and tell your story more effectively.

1. Set the stage with a relatively brief description of the organizational setting and your role in it. Provide the information that you think will help the reader understand the most important elements in the situation. (This will require selectivity: part of the art of case-writing is separating the essential facts from the mass of information that might be included.)

2. Focus on direct description of events. The purpose of the case is to describe what happened, not to analyze, evaluate, or editorialize.

3.   Possible elements that might be relevant to your case include: (a) structural issues (e.g., structure, goals, technology, size); (b) "people" issues (e.g., issues of management style, group process, interpersonal relations); (c) politics (was there conflict? about what? between whom? etc.); (d) symbols (think about organizational culture, symbols, myths, and rituals; were there questions about what really happened, or about what it really meant?).  

4. A good case usually ends with a question, a choice point, or an unsolved problem. (E.g., what should I do now? how could I solve this problem?) The focal question or problem should be yours, not someone else’s.  In other words, your question should be about what you can or should do, rather than about what someone else should do.  No doubt other people are involved, but if you think they should think or act differently, focus on how you might get that to happen.

5. You may choose to disguise the identity of the organization and the individuals. Use fictitious names wherever you feel it is appropriate. If you are concerned about confidentiality, put the word "CONFIDENTIAL" in capital letters on the first page. We will strictly honor all such requests. In any event, no one will see the case except for the instructor, members of your team, and anyone else with whom you choose to share it.

………………………………………………….
Presentation of Self:  Leaders can find themselves in situations where they have only a few minutes to convey clearly and succinctly who they are, what they offer, and what they can deliver.  And all leaders need confidence under trying conditions to do that.  Give students as opportunity to feel what performing under pressure is like – and how to develop essential coping skills.  Ask, for example, students to present themselves to the large group through performance of a song that conveys something important about their identity.  The activity can then be processed in small groups to explore: (a) the rationale for the choice of song; (b) the comfort/discomfort in performing it; and (c) the implications of all this for building confidence essential for in the public nature of leadership.           

Group Leadership Projects:  In courses designed to foster team leadership skills, student projects are essential. One such project revolves around small leadership research teams.  Teams of 4-5 students are formed. The assignment is to explore a leadership topic of the team’s choosing and to share the learning through a PowerPoint-supported class presentation and facilitated discussion. The project can (1) examine a relevant leadership concept (e.g., power, ethical decision making, spirituality, etc.) beyond required class readings; or (2) analyze a real-time leadership case situation well-covered in the media as a way to apply and extend understanding of course concepts and theories. Project teams offer opportunities to pursue and share individual interests, and to practice leadership skills ( agenda setting, goal setting, meeting management, reaching consensus, developing shared values, negotiating differences, creating a productive work environment, enhancing motivation, etc.  Before teams begin their work, each must asked to submit a project choice memo (2 pages long) that outlines the topic, its relevance to business leadership, the group(s rationale for the choice, and learning objectives for the proposed project and for presentation (i.e., What do you hope the class will learn from your choice?  How do you know your audience needs/will want to learn this? What data is needed from your audience to facilitate class learning, as well as your own?). 

Leader Interviews:  Students can increase their leadership skills, confidence, and knowledge by interviewing a successful leader. The objective is two-fold:  (1) learn from the experiences of another to ground and understand better theories and readings from the course; and (2) develop a written mini-case from the interview as a way to share learnings with the class. An alternative asks each student to submit a written report and analysis (5-6 pages) of their interview experiences and learning.  Students should identify the individual interviewed, his/her position, and why the individual was chosen.   
Leadership Comfort Zones.  When we only have a hammer, all the world looks like a nail.  Leaders need a variety of diagnostic tools and perspectives to inform their work – and assess accurately the fit between their skills and organizational needs.  Students are asked to think about their past leadership experience – formal or informal – and to explore one situation where they felt most effective and most comfortable as a leader.  What about the situation contributed to the comfort?  Alternatively, students can think of a situation where they felt least comfortable.  The objective is to help developing leaders understand the range of their current strengths and comfort zones – and to develop strategies for stretching those.  Younger students who may struggle seeing themselves as leaders can explore their leadership comfort zones by reflecting on the course readings, cases and activities.  Which of the course readings, for example, introduced new ideas?  Which seemed intuitively “right” to you?  In what ways did they connect to past experiences or your strengths?  Which ideas seemed most foreign or confusing?  Why do you think that is so? After a period of reflection and small group discussions,  students can outline learning plans to stretch and strengthen themselves.    

Organizational Culture:  The art activity in the syllabus offers one way to explore issues surrounding organizational culture.  Others include:

(1) Send students on an “artifact tour.” Student teams should review Schein’s chapter and make a check list of the kinds of artifacts and expressive indicators that convey an organization’s culture.  When ready, send them off through the building where the class is taking place to see what they can learn about the organization’s culture by studying its critical cultural artifacts and cultural indicators.  When finished, the group should return to the classroom to discuss (a) what the observed artifacts convey about the organization’s culture, and (b) how the group’s findings and conclusions compare with the espoused cultural values conveyed through the institution’s websites, public marketing materials (like course catalogues, recruiting pamphlets), and so on.  The instructor will need to provide access to these public materials. 
(2) Ask students to do the above activity themselves in their place of work.  

(3) Combine activities (1) and (2) above to explore the challenges in understanding and diagnosing culture for insiders or for individuals working alone.    

(4) Ask students to describe the culture of an organization or institution of which that they have been part; assess the culture(s contribution to bottom-line success; and explore the implications of that culture for the student own satisfaction and abilities to succeed.  Be sure to stress the essential link between artifacts/evidence and conclusions: have students (a) state the evidence that they used in determine the culture and (b) discuss their reasoning about how they interpreted the artifacts and the cultural conclusions drawn from them. This can be a written assignment or preparation for an in-class discussion. 

Organizational Culture and Leadership Learning Modules
A series of learning modules on organizational culture and leadership is provided below. They are adapted from the instructor’s guide
 for Management Skills: A Jossey-Bass Reader (San Francisco: Jossey-Bass, 2005).  The study questions and activities suggested within each module work with Edgar Schein’s chapter 28 (Creating and Managing Culture: The Essence of Leadership) in Business Leadership – and offer instructors additional ways to engage students in thinking about the broader issues of leadership and culture.  The modules also serve as a model for developing courses or training programs that supplement Business Leadership with a larger work by one of the volume’s authors.  Edgar Schein’s Organizational Culture and Leadership is used here.  
…………………………………………………….

Organizational Culture and Leadership Training Modules 
GOAL:  The purpose of this series of modules is to explore the concept of organizational culture and the leadership skills needed to manage and sustain culture change. The modules can also be adapted into a graduate seminar in organizational culture, be incorporated into a larger course on organizations or leadership, or developed into a training program on the topic.  Readings are all from Edgar Schein’s Organizational Culture and Leadership (3rd edition). San Francisco: Jossey Bass, 2004 and from Business Leadership (2nd edition).   

module one: 
Understanding Organizations, Organizational Culture, and Leadership 

Readings: 
Schein, chapters 1-4



BL Chapter 1.   John P. Kotter.  What Leaders Really Do 

BL Chapter 3.  James Kouzes and Barry Posner.  The Five Practices of Exemplary Leadership 



BL Chapter 4.   Lee G. Bolman and Terrence E. Deal.  Reframing Leadership 

questions for discussion:


1.  What is organizational culture?  How is it formed?  How can we know it? 

2.  What is the relationship between organizational culture and leadership?

3.  What makes a great manager?  A great leader?  What are the core requirements? 

4.  In what ways are leaders and managers shaped by their organization’s culture?  How in turn do they shape and manage the culture?

5.  Schein states that culture is “morally neutral.”  What does he mean?  Do you agree?  

6.  How do your work experiences compare with the organizational examples used by Schein?  Where do the organizations that you have worked with differ?  In what ways are they similar?  

7.  What is the role of personal and evaluative assumptions in diagnosing culture?         

activities: 

1.  Use Schein’s levels of culture to diagnose the culture of an organization, group, or subunit of which you are a member.  What would you predict about what great leadership means within that culture? 

2.  Interview someone you consider a great leader.  What makes them great?  How do their account for their success?  How do they understand their organization’s culture?

3.  Pick a category or type of organization (e.g., a 4th grade classroom in a school, a library, a store, a bank, a restaurant, a scout troop, etc.)  Visit four or five different representatives of your organizations, and identify cultural differences in their functioning.  

4.  Practice observing and diagnosing norms and behaviors.  Pick a random situation where people can be observed in action (e.g., a train station, a hotel lobby, an office).  Watch the action until you can see norm – those unwritten rules of behavior that everyone seems to naturally follow.  What norms can you find?     


leadership skills: observational skills,  diagnostic skills, communications skills  

module two:    Shaping Culture and Work life
 
Readings: 
Schein, chapters 5, 6
BL Chapter 2.  Daniel Goleman, Richard Boyatzis, and Annie McKee.  Primal Leadership: The Hidden Power of Emotional Intelligence   



BL Chapter 9.  Jim Collins.  Level 5 Leadership: The Triumph of Humility and Fierce Resolve



BL Chapter 23.  James MacGregor Burns.  The Power and Creativity of a Transforming Vision 



BL Chapter 24.  Burt Nanus.  Finding the Right Vision.  

questions for discussion:

1.  How do managers and leaders shape the work environment? 


2.  What leads to healthy work environments?  How do we know?

3.  What enables a leader to manage change?  What are the essential understandings?  The essential skills?

4.  Is managing change the same as organizational culture change?  Where is the overlap?  Where are the processes different?

5.  How are organizational mission and goals linked to culture?  Or are they?

6.  Define and illustrate a metric.  Define and illustrate an assumption.  What’s the difference between them?  

7.  What is the function of an organization’s culture?  

8.  Leaders shape and manage the internal environment of an organization through a variety of processes, from hiring to firing.  How does this daily work impact cultural integration?  The opportunities for cultural change? 

activities:
1.  Create a model for analyzing an organization’s external adaptation requirements (see exhibit 5.1, p. 88) and its internal integration processes (exhibit 6.1, p. 112).  Find a group and apply the model.  What did you learn about the model?  About the organization.    

2.  Repeat #1 above with a different organization.  What do you see by comparing two different organizations?  

3.  Create a new task group.  Have group members determine the norms, values, and culture of the group.  How easy is this to do?  Do the decisions made by the group match the behaviors and group functioning?  
  

leadership skills:   diagnostic skills, observational skills, self-reflection, communications

module three:   Motivation, Leadership, and Culture 
 
Readings: 
Schein, chapters 7-11
BL Chapter 13.  Joan V. Gallos.    Making Sense of Organizations: Leadership, Frames, and Everyday Theories of the Situation 


BL Chapter 34.  Kim Cameron.  Good or Not Bad: Standards and Ethics in Managing Change 



BL Chapter 36.  David Batstone.  Preserving Integrity, Profitability, and Soul  
questions for discussion:

1.  Schein tells us that groups need to learn to become groups.  Who teaches them?  What’s the learning process look like?  What is the leader’s role?  Where does “framing” come into play?
2.  What do leaders do to motivate others?  What do they do to stifle motivation? 

3.  How do cultural assumptions impact organizational processes, like communications?  Motivation?  Relationship development?  Leadership?  

4.  What is good feedback?  What norms are needed to support it?  What norms block it? If every organization espouses behaviors that support productivity, how come good feedback is so hard to do?  So hard to get?  

5.  Schein describes highly abstract aspects of culture, like assumptions about space,  time, truth, and reality.  What do each of these categories mean?  Illustrate them with examples from your own work life.   

6.  How can cultural analysis “do harm?”  What needs to happen in studying organizational culture to safe-guard institutional integrity? 

7.  Schein identifies different methods of inquiry.  What are they?  What are the costs and benefits for using each typology?  In other words, what would you see?  What would you miss with each?   

activities:
1.  Initiate a conversation about definitions of truth with a co-worker or fellow group member.  How well does it go?  Why?  What did you learn about the assumption individuals hold about the topic?  What did you learn about yourself? 

2.  Create a simple and unannounced experiment that “violates” (safely and legally) expectations that others have for time or space (e.g., stand closer or farther away than is expected during a conversation, talk more slowly than usual, be early or late for an appointment, etc.).  What happens when you behavior in ways that are inconsistent with an organizational norm?  Observe how others respond to the norm violation.  Talk with others and to elicit their understandings and explanations for your “violating” behaviors.   

3.  Review policy information about an organization.  What assumptions about human nature are reflected in the policies?  How do you know?  

4.  Think about organizations that you have worked in.  How do Theory X and Theory Y assumptions help to explain the differences?  Give examples.     

5.  Create a model for “no harm” cultural analysis.  What does it contain?  What elements make it “no harm?”  

6.  Practice in pairs critical skills, like giving good feedback, interviewing others, reflective listening, etc.  

7.  Go to a public place and practice watching others to identify emotions.  Keep a journal or diary.  

8.  Use the various typologies provided by Schein in chapter 11 to study an organization. 

leadership skills: 
communications, observation skills, analytic skills, listening, feedback, data gathering/research design    

module four:   Leading Complex Organizational Processes
Readings:   
Schein, chapters 12-14


BL Chapter 5.   James O’Toole.  When Leadership is an Organizational Trait


BL Chapter 10.  Steven B. Sample.   Thinking Gray and Free  
BL Chapter 11.  Philip Mirvis and Karen Ayas.   Enhancing the Psycho-Spiritual Development of Leaders: Lessons from Leadership Journeys in Asia

questions for discussion:
1. How are leadership, culture, and stages of organizational development linked?  Where, how and when does a leader’s psycho-social maturity enter into the equation? 
2. What organizational processes enable leaders to impact their culture’s culture?  Why do leaders often miss these kinds of opportunities?

3. What is the role of myths and stories in organizational productivity?  In great leadership?

4. Schein discusses the central role that leaders play in embedding their beliefs, values, and assumptions into an organization.  What about followers?  What is their role?  What mechanisms of influence are available? 

5.  What conditions are necessary for culture formation to occur?  

6.  How is culture “taught” to newcomers?  Provide examples from your own organizational experiences of this teaching process.  

7.  What does organizational mid-life look like?  Do organizations have mid-life crises?     

activities:
1.  Create a stage model of organizational development.  Choose three companies at different stages in that development.  Interview leaders at each to understand their role in culture building and change. 

2.  Collect founder stories for an organization from formal materials and interviews with individuals who have a long history with the organization. 

3.  Schein identifies a series of “embedding mechanisms” (p. 246, exhibit 13.1).   Use them to gather data and analyze a chosen organization.  What does the information tell you about the organization’s culture and the key assumptions that drive it?          

4.  Interview various members of a department or small organization to understand how they handle complex organizational processes, like conflict, crisis management, setting agendas and running meetings, feedback on poor performance, and so on.  What does this information tell you about the strength of the culture?  About important cultural assumptions?    

leadership skills:  communications, observation skills, analytic skills, listening, interviewing, data gathering/research design     

module five:   Building and Sustaining Leadership and Culture

Readings:  
Schein, chapters 15-19



BL Chapter 23.  James MacGregor Burns.  The Power and Creativity of a Transforming Vision



BL Chapter 30.  Douglas A. Ready.    Leading at the Enterprise Level 
BL Chapter 31. Larry Bossidy, Ram Charan with Charles Burck.   Execution: The Gap Nobody Knows 
BL Chapter 38.  Andre Delbecq.  Nourishing the Soul of the Leader  

BL Chapter 39.  Warren G. Bennis and Robert J. Thomas.  Resilience and the Crucible of Leadership
questions for discussion:
1.  What mechanisms are available for organizational culture change?  Are they all equally effective?  At all times?  Explain and illustrate your answers.

2.  What are the linkages between organizational culture change and individual leadership development? 

3.  What is the difference between planned organizational change and planned organizational culture change?  When is one preferable over the other?  Why?

4.  Schein describes a psychosocial model of organizational culture change.   How does it compare with the models of planned change offered by authors (chapters 12, 13) in the Reader?

5.  Compare and contrast James MacGregor Burn’s concept of transformational leadership with the transforming feature of organizational culture change.  What’s different?  What’s the same? 

6.  What sustains great leaders during complex change processes?  What’s the impact of that on the culture?

7.  What is a learning culture?  Do all cultures learn?  Why? Why not?

8.  What is a learning leader?  Do all leaders learn?  Why? Why not? 

9.  Why does Schein call his 10 step cultural assessment process an intervention?    

activities:
1.  Select one of the many books out that describe a major organization in some depth (e.g. Nabisco – “Barbarians at the Gate,” Microsoft – “Breaking Windows,” etc.).  Apply Schein’s 10 step model for assessing the organization’s culture.  What can you learn about the organization’s culture?  What can you learn about the completeness and workable of the model? 

2. Schein offers five characteristics of the learning-leader (pp. 414-417).  Assess your experiences and comfort with each dimension.  Create a development plan for strengthening your leadership capacities.  Share you plan with others.  Request and listen to feedback that confirms and disconfirms your self-assessment.  Refine your developmental plan.        

leadership skills:  self-assessment, observation skills, analytic skills, data gathering/research design, listening, interviewing skills      

 ............................................................................
Films and Videos: Options    

Two film clips are suggested in the sample syllabus.  However, a host of classic and popular films will stimulate good discussion on leadership and leadership effectiveness.  Films like Braveheart, Citizen Kane, Cry Freedom, Dead Poets Society, Gandhi, Glory, Henry V, Hoffa, Joan of Arc,  Julius Caesar,  Lawrence of Arabia,  Lean on Me, Mash, Hoosiers, The Bridge on the River Kwai, Malcolm X,  My Left Foot, Patton,  Roger and Me, Stripes, St. Joan, Schindler(s List,  Stand and Deliver, The Right Stuff,  Patton, The Karate Kid, Twelve O(Clock High, Wall Street,  and Young Mr. Lincoln each offer their own implicit definitions of (good( leadership. Though men tend to dominate films about leadership, provocative examples with female protagonists include Aliens (the leadership interest here is not the gory extra-terrestrials, but Sigourney Weaver as a strong combat leader);  Funny Girl (the biography of creative, iconoclastic Fanny Bryce starring Barbra Streisand); Julia (playwright Lillian Hellman(s recollections of how her exuberant friend Julia drew her into resistance work during World War II, starring Jane Fonda as Hellman and Vanessa Redgrave as Julia);  Marie (Sissy Spacek in the lead role blows the whistle on corruption in Tennessee(s parole system). Other options include 9 to 5, Norma Rae, The Diary of Anne Frank,  The Miracle Worker (powerful, Oscar-winning story of two very strong women: Helen Keller and her teacher, Anne Sullivan), The Lion in Winter (with Katherine Hepburn playing Eleanor of Aquitaine opposite Peter O(Toole(s Henry II),  The Prime of Miss Jean Brodie (Maggie Smith won an Oscar in the title role as an inspirational teacher), Silkwood (Meryl Streep as a young woman who became a whistle-blower in a nuclear plant),  What(s Love Got to do With It?  (Tina Turner(s evolution from small-town naïf to battered wife to superstar).  

The War and Remembrance miniseries on videocassette provides powerful fictional portrayals of the leadership of Churchill, Roosevelt, Hitler, and Mussolini during World War II. Bill Moyers examines similarities between Roosevelt(s and Adolf Hitler(s leadership in A Walk Through the Twentieth Century with Bill Moyers: The Democrat and the Dictator. A new series of documentaries, available from Critics( Choice Video, explores the leadership of Abraham Lincoln, Robert E. Lee, Ulysses S. Grant, and Stonewall Jackson during the Civil War. 

   
 Since any of these films and documentaries stimulates discussion about the meaning of leadership, choice of film depends on the audience and the instructor(s goals. The film Glory, for example, shows changes in Shaw(s leadership over time and is best for exploring different strategies and shifting leadership approaches. Twelve O(Clock High or Patton might be useful for raising questions about the connections between military imagery, gender, and many commonsense definitions of good leadership. Stripes and The Bridge on the River Kwai examine the evolution of up-through-the-ranks leadership in the face of challenge.  9 to 5, Aliens, St. Joan, and My Left Foot look at women leaders in action. 
   
A chosen film can be shown in its entirety;  however, with films, sometimes less is more.
  Instructors can pull one or two relevant scenes from any of the above pieces, or juxtapose two or more contrasting film clips to stimulate discussion about the complexities in defining and studying leadership, its moral dimensions, and the cultural and gender assumptions that underlie popular beliefs about leading. Instructors can, for example, illustrate two different images of leadership by comparing Professor Keating in Dead Poets Society with the general in Twelve O(Clock High, Gordon Gecko in Wall Street with Stephen Biko in Cry Freedom, or the Western conception of command and control leadership in Patton with the Eastern perspective of Mr. Miyagi in The Karate Kid.  They can compare large- and small-scale leadership efforts, for example, by comparing scenes from Gandhi with clips of Mr. Miyagi in The Karate Kid or Stephen Biko in Cry Freedom with Christy(s mother in My Left Foot. They can raise questions about good versus evil leadership [perfect for Barbara Kellerman’s chapter 33 on bad leadership in Business Leadership] with the film portraits of Roosevelt and Hitler in A Walk Through the Twentieth Century with Bill Moyers: The Democrat and the Dictator. They can contrast highly traditional masculine and feminine leadership with the first five minutes of the film Patton and Christy(s mother in My Left Foot.  Appendix B provides sources for locating other popular, historical, and training films; and sites like YouTube and others can facilitate student access and instructor choice.    
Cases: Options, Choices, and Teaching Support Materials 

Business Leadership is perfect for case courses; and a wealth of case materials is available for instructors.  Case choice and focus depend on the instructor’s teaching purposes.  Format-wise, there are traditional paper cases, video cases, multimedia cases, and cases set up for in-class simulations or role plays.  Cases can focus on organizational situations and challenges that require leadership action – opportunities to practice leading and to explore the consequences of choices.  Others are written to understand an individual leader:  they may contain interviews and biographical information that enables students to “get into the head” of the leader as he or she makes or enacts choices.  Biographies of popular business leaders are book-length descriptions of organizational challenges and can serve as an extended case, as it were, to which the class returns regularly throughout the semester to reexamine in light of new learning. Fiction offers additional possibilities.         

individual leadership cases 
Various case clearing houses offer on-line capacities to search for cases by topic, focus, sector (e.g., business, non-profit, government, education, etc.), and markets (e.g., technology, healthcare, manufacturing, service industries, etc. ). Many of the cases have teaching notes. [Full information about various case clearing houses is available in Appendix A.]   

The Case Clearing House at the Harvard Business School Press is a good place to start. It also offers educators convenience and support services beyond those available to other site users.  These support services are free for faculty who register with the site using their university email and address; and they include one-on-one consultations with field representatives about materials, case content, how to design a course, exam case suggestions, and much more. There are also good online supports for faculty, like free access to electronic previews of cases, simulations, and Harvard Business Review reprints before purchase; teaching notes; a personal library on the HBS site in which to store cases and articles of interest; options for an online course site; and capacities to search for cases by area, topic and focus.  The site also offers course development services; identifies cases that are most popular with instructors; and suggests sets of cases for courses or modules on leadership and organizations, managing human capital, leading change, human behavior in organizations, and power and influence.  Case sets for these subject areas are available at http://harvardbusinessonline.hbsp.harvard.edu/hbsp/academic_discipline/organizational_behavior_leadership.jsp?N=510814  Cases for exploring leadership ethics and accountability are at http://harvardbusinessonline.hbsp.harvard.edu/b01/en/files/academic/Leadership_Corp_Accountability.pdf   A number of Harvard Business School syllabi are also available for download, as are relevant podcasts, interviews with CEOs and thought leaders, blogs by well known authors and practitioners – including a number whose work appears in Business Leadership.  The HBS site is well worth bookmarking. 
For instructors who prefer case books, there are many options.  A number of leadership books are heavy on case examples that can be deepened by articles from the popular press.  For example, Barbara Kellerman’s Bad Leadership (Harvard Business School Press, 2004) provides detailed mini-cases of leaders gone awry for each category in her bad leader typology – a way to back into good leadership by exploring exemplars of incompetence or evil.  More traditional case books offer collections of short cases that allow instructors to focus on particular sectors or industries.  These might include   
business
W. Glenn Rowe.  Cases in Leadership (Ivey Casebook Series).  Sage, 2007.   
L. Carter, D. Giber, M. Goldsmith, W. Bennis.   Linkage Inc.'s Best Practices in Leadership Development Handbook: Case Studies, Instruments, Training. Pfeiffer, 2000. 

 L. Carter, D. Ulrich, and M. Goldsmith. Best Practices in Leadership Development and Organization Change: How the Best Companies Ensure Meaningful Change and Sustainable Leadership.  Pfeiffer, 2004.  

A. Glass and T. Cummings.  Cases in Organization Development. Irwin, 1990

R. Golembiewski and G. Varney.  Cases in Organization Development. Wadsworth Publishing, 2000

K-12 education
ETS Staff.  Case Studies in School Leadership: Keys to a Successful Principalship. Prentice Halal, 2006. 

Richard Gorton, Judy Alston, and Petra Snowden.  School Leadership and Administration: Important Concepts, Case Studies, and Simulations. McGraw-Hill Humanities, 2006.

Merseth, Katherine K.  Cases in Educational Administration.  Addison-Wesley, 1997.   

public administration 
T. Rhodes, P. Alt, C. Brown, M. Brown, R. Gassner, S. Gelmon, G. Rassel, C. Jurkiewicz, L.Swayne, D. Thompson.  The Public Manager Case Book: Making Decisions in a Complex World.  Sage, 2002. 

M. Wood.  Nonprofit Boards and Leadership: Cases on Governance, Change, and Board‑Staff Dynamics. Jossey-Bass, 1995. 

healthcare/public health  
S. Capper, P. Ginter, and L. Swayne.  Public Health Leadership and Management: Cases and Context.  Sage, 2001. 
higher education 
A. Padilla.  Portraits in Leadership: Six Extraordinary University Presidents. Praeger, 2005.  

V. Pelote and L. Route.  Masterpieces in Health Care Leadership: Cases and Analysis for Best Practices.  Jones and Bartlett, 2007.  
hospitality industry 
William Fisher.  Executive decisions: Hospitality case studies in leadership, ethics, employee relations and external relations.  Educational Institute of the American Hotel & Lodging Association, 2002. 

book-length leadership cases 

Popular business books about leaders or companies can also serve as cases.  Students find them fun and easy to read. The amount of detail is greater than in many traditional case studies, and they offer helpful quotations and insights into the thinking of key case figures.  There are additional pedagogical benefits to book-size cases, as well.  Encouraging students to probe for new and deeper levels of understanding when students are sure that they’ve “got the story” from a first read is a valuable lesson for leadership and for organizational life. Book length descriptions also look at an organization or situation over time, reminding students that leadership is complex work that takes persistence and may require adjustments in approach or strategy.       

Any good book store and online book sellers like Amazon.com are good sources for biographies and autobiographies of visible – and sometimes controversial – business leaders.  Jack Welsh, for example, has written multiple books about his leadership, like Winning (New York: Collins, 2005) or Jack: Straight from the Gut (New York: Warner Business Books, 2001), and many have been written about him.  Robert Slater, for example, has four all published by McGraw-Hill:  Jack Welsh and the G. E. Way: Management Insights and Leadership Secrets of the Legendary CEO (1998), The G. E. Way Fieldbook: Jack Welsh’s Battle Plan for Corporate Revolution (1999), 29 Leadership Secrets from Jack Welsh (2002), and Jack Welsh on Leadership (2004).  Jeffrey A. Krames has authored another four, again for McGraw-Hill: The Jack Welch Lexicon of Leadership: Over 250 Terms, Concepts, Strategies & Initiatives of the Legendary Leader  (2001), The Welch Way : 24 Lessons From The Worlds Greatest CEO (2003), Jack Welch and the 4 E's of Leadership (2005), and What the Best CEOs Know : 7 Exceptional Leaders and Their Lessons for Transforming any Business (2003).  A 60 Minutes interview with Welsh and his wife is available through major outlets like Amazon.com.  Harvard Business School Press also has a series of cases and multi-media materials on Welsh at G.E. Those include:
GE’s Two Decade Transformation: Jack Welsh’s Leadership (# 399150) 24 pgs. 1999

Supplement: GE’s Two Decade Transformation: Interview with Jack Welsh (video #300508; DVD # 300510) November 1999

Supplement: GE Compilation: Jack Welsh 1981-1999 (#300511) 

Supplement: GE Compilation: Jack Welsh 1981-1999 Video (DVD #300512) 
Carly Fiorina is another business leader whose autobiography can be read in tandem with others’ observations about her leadership at Hewlett Packard.  Fiorina’s book, Tough Choices: A Memoir (New York: Penguin, 2006), fits well, for example, with Peter Burrows’s book Backfire: Carly Fiorina's High-Stakes Battle for the Soul of Hewlett-Packard (New York: Wiley, 2003) or George Ander’s book Perfect Enough: Carly Fiorina and the Reinvention of Hewlett-Packard (New York: Penguin, 2003).  A 60 Minutes interview with Fiorina after her firing from HP is easily available.  Search for “Carly Fiorina” on the Harvard Business School Press site to identify the ten cases on HP, including one that explores leadership transition issues for Fiorina’s successor: Mark Hurd at HP: Driving Strategic Execution (#SM160, 2007, 16 pgs).  Those interested in looking at women and leadership issues at HP might also be interested in the 60 Minutes interview with ex-chairwoman of the HP board, Patty Dunn, who was accused of spying on fellow board members. The Harvard Business School case Hewlett-Packard Company: The War Within (#9-107-030, 2007, 35 pgs) explores the spying allegations.   
There are also a number of well-received books on the leadership of U.S. presidents, historical figures like Lewis and Clark, religious and civic luminaries such as Martin Luther King, and military leaders (current and past).  These options might fit instructor and student needs well.  Books of particular note are any of the works by award-winning writer David McCullough, such as 
1776. Simon & Schuster, 2003.  [good contrasting leadership portraits of George Washington and King George III]

John Adams. Simon & Schuster, 2002. 
Mornings on Horseback: The Story of an Extraordinary Family, a Vanished Way of Life and the Unique Child Who Became Theodore Roosevelt. Simon & Schuster, 2001.

Truman.  Simon & Schuster, 1993.  [reframes public views of Harry Truman’s presidency; winner of the Pulitzer Prize.] 

Brave Companions. Simon & Schuster, 1992.  [17 portraits of diverse thought leaders across industries and issues: science, engineering, business, literature, political and social change, the arts] 
The Great Bridge: The Epic Story of the Building of the Brooklyn Bridge.  Simon & Schuster, 1983. 

Path Between The Seas : The Creation of the Panama Canal, 1870-1914.  Simon & Schuster, 1978.
Another option is to examine the leadership of lesser-known public figures. Tracy Kidder’s award winning,  Mountains Beyond Mountains: The Quest of Dr. Paul Farmer, A Man Who Would Cure the World (New York: Random House, 2004), for example, explores Dr. Paul Farmer’s work to establish health care systems in Haiti and other developing nations; and it is filled with learning about leadership across organizations, cultures, and political circumstances.  The Farmer case offers rich opportunities to explore personal theories of leadership, links between leadership and change management skills, and the power of one individual to change the world.  It balances a focus on the individual leader with recognition of the need for support networks and infrastructure to sustain system and organizational initiatives. The case has a public health/non-profit  focus, but the power of the story, the beauty of Kidder’s writing, and the book’s lessons are relevant across sectors.  Farmer has received a fair share of notice in recent years – he is the creator of the successful non-profit Partners in Health; a Harvard Medical School faculty member; winner of a MacArthur genius grant; an honorary degree recipient from Princeton, Boston College, and elsewhere; and the subject of a PBS documentary – so students can research him and his leadership beyond the Kidder book and see him in action.  His quiet genius, compassion, and mild mannered approach are often a surprise to those who have read about his commitment, passion, persistence, and accomplishments.  
For instructors searching for a global leadership cases in the profit sector, C. K. Prahalad’s The Fortune at the Bottom of the Pyramid: Eradicating Poverty Through Profits (Upper Saddle River, NJ: Wharton School Publishing, 2006) might work.  The book challenges business leaders to rethink the meaning of corporate social responsibility and proposes a provocative model of business leader as agents of social change.  The book is filled with mini-cases and comes with a downloadable set of video interviews with the individuals profiled in the book.  The book is powerful, and it shatters pre-conceived notions about the relationship among business, government, and the non-profit sectors.
Other options include book-level leadership cases involving leadership in  particular industries, companies, or markets.  These might include works like:
James Benjamin Brown.  The Most Effective Organization in the U.S.: Leadership Secrets of the Salvation Army. Crown, 2001. 
D. Magee.  How Toyota Became #1: Leadership Lessons from the World's Greatest Car Company.  Portfolio, 2007. 

F. T. Hoban, W. Lawbaugh, and E.J. Hoffman.  Where Do You Go After You’ve Been to the Moon: A Case Study of NASA’s Pioneering Effort at Change.  New York: Krieger, 1997.     

D. Blank.  Breaking Windows: How Bill Gates Fumbled the Future of Microsoft.  New York: Free Press, 2001.

H. Schultz. Pour Your Heart Into It: How Starbucks Built a Company One Cup at a Time.  New York: Hyperion, 1999. 

B. McLean and P. Elkind.  The Smartest Guys in the Room: The Amazing Rise and Scandalous Fall of Enron.  New York: Portfolio, 2003. 

NOTE:  Teaching materials on the Enron case were prepared by author and editor, Alan Shrader for the first edition of Business Leadership.  These continue to be made available to readers in Appendix D of this document.  
fiction as a business case
 


Various works of literature can be used as interesting leadership cases to explore leadership development, its complexities and opportunities, or specific aspects of the process. The major challenges of business leadership – understanding others in context, motivating and influencing, managing enduring differences, recognizing the roots of competing interests and conflicts, generating productive alternatives to complex problems, and the list goes on – are echoes of critical life issues, asserts James G. March, the distinguished organizational theorist who taught a popular, literature-based leadership course at the Stanford Graduate School of Business for fifteen year and until his retirement.  (That course is chronicled in On Leadership by James G. March and Thierry Weil. New York: Wiley, 2005.)  And literature provides students the unique opportunity to view and study those critical life challenges deeply and from the inside out. 


“Literature is an extension of life not only horizontally, bringing the reader into contact with events or locations or persons or problems he or she has not otherwise met,” philosopher of aesthetics Martha Nussbaum reminds us, “But also, so to speak, vertically, giving the reader experience that is deeper, sharper, and more precise than much of what takes place in life.” 
   Good fiction also enables students to see events from multiple perspectives – their own, fellow students, the writer’s, and the various characters in the story – increasing their understandings of complex topics like human diversity, ambiguity, and power and everyday politics; the impact of time, culture, and experience on events; and the personal frames of reference used to make sense of all that.   

The health sciences, for example, have a long history of using literature – the reading and writing of it – for teaching and training: the medical humanities are a well-established curricular tradition in medical education. Robert Coles, in The Call of Stories: Teaching and the Moral Imagination (Boston: Houghton Mifflin, 1989), asserts that fiction and storytelling powerfully deepen the inner life of those who work on life’s interpersonal boundaries.  Coles and colleagues Randy Testa created an anthology of literary works for health care leaders, A Life in Medicine: A Literary Anthology (New York: New Press, 2002), to help them explore the ethical and leadership dilemmas that flow from scientific advances and changes in medicine.  Many of the pieces and issues are also perfect for business leadership audiences.  Leadership looks more like the gritty and human process that it is – and less glamorous and heroic – when seen through the difficult choices of compelling characters in action.  


For example, “The Secret Sharer”
 by Joseph Conrad offers a powerful portrait of leadership development. Readers are privy to the inner struggles of a young sea captain seeking to understand what he must do to rise to the leadership challenge. Students easily find parallels between the captain’s leadership struggles and their own – and the captain’s framing of his fears and challenges gives students language and a comfortable entry point to talk about their own.  Like many of the students, the captain has degrees and technical know-how – training from a top seafaring academy and solid experience as first mate on comparable vessels – but is untested in translating all that into action. At the helm for the first time, he is surprised by what he finds – and finds out about himself.  Leading is a lot harder than expected: followers must be earned, the pace of the work is fast and steady, decisions are often made in the face of ambiguity, and mistakes can be costly to the leader and the entire enterprise.  Leadership is lonely work – and Conrad’s straight-forward prose enables students to “feel” this and to see its impact on the captain’s spirit and decisions. By the end of the story and class activities connected to it, students understand cognitively and emotionally that leadership engages mind, heart, body, and soul – and that even the most prepared are never fully certain they will succeed until tested.   


Conrad’s story is short in length but rich for exploring a host of issues reflected in Business Leadership: the meaning of leadership character and resolve [see Business Leadership chapters by Bennis and Thomas (39), Kouzes and Posner (3), George (8), Collins (9), Batstone (36), Kellerman(33)]; leader as facilitator of adaptive change [Heifetz and Linsky (35)];  leadership passages [Dotlich, Noel and Walker (37),  Bennis and Thomas (39)]; decision making under stress [Bolman and Deal (4), Delbecq (38), Quinn (12)]; healthy followership [Kellerman (33), Cameron (34),  Delbecq (38), Bolman and Deal (4)];  power and influence [Kotter (29)]; integrity [Batstone (36), Quinn (12), George (8)]; inner spiritual growth (Delbecq (38), Quinn 12)]; and more.  And it is, of course, only one literature choice for exploring any of the above issues – or many others.     

Project Gutenberg http://www.gutenberg.org/wiki/Main_Page makes finding and using literature in the study of leadership easy.  Its online data base has over 20,000 free books of all kinds and short stories available for free download; its affiliate partners provide access to 100,000 others.  Some are available in multiple languages, and the diversity of the Project’s available selections is impressive.    


There are also a number of good resources available to build both instructor confidence in using literature and a list of relevant readings. William Howe in “Leadership Vistas: From the Constraints of the Behavioral Sciences to Emancipation through the Humanities” [Journal of Leadership Studies, 3(2), 32-69, 1996] examines the liberating nature of literature for leadership education with examples from specific plays, poems, and fiction. Clemens and Mayer in The Classic Touch: Lessons in Leadership from Homer to Hemingway (Chicago: Contemporary Books, 1999) and Robert Coles in The Call of Stories: Teaching and the Moral Imagination (Boston: Houghton Mifflin, 1989) discuss the larger issues in using literature and suggest specific works. A number of experienced faculty have published versions of their literature-based courses. These are triple wins: a course design, reading suggestions, and teaching strategies. James March, as noted, outlines his Stanford course in On Leadership (March and Weil. New York: Wiley, 2005) and discusses use of Shakespeare’s Othello, Shaw’s Saint Joan, Tolstoy’s War and Peace, and Cervantes’s Don Quixote. Joseph Badaracco in Questions of Character: Illuminating the Heart of Leadership through Literature (Boston: Harvard Business School Press, 2006) and Sandra Sucher in Teaching the Moral Leaders: A Guide for Instructors (London: Routledge, 2007) explore their versions of their Harvard Business School leadership course. Sucher has also created a student text, The Moral Leader: Challenges, Tools, and Insights (London: Routledge, 2007) that contains background information, prework, and assignments – a good learning resource for instructors too. 

The Hartwick Humanities in Management Institute http://www.hartwickinstitute.org/  has a wide assortment of excerpts from larger literary works that can be used to teach a host of leadership issues.  Hartwick case teaching notes assist instructors in identifying the leadership themes in pieces. They also provide teaching strategies, discussion questions, social and historical background, relevant management and leadership theories, and a short bibliography.  

And instructors can be creative in choosing works of fiction that they enjoy to explore the process of or preparation for leading.  Classics like Hemingway’s The Old Man and the Sea or J. D. Salinger’s The Catcher in the Rye examine personal change and growth – and are a vehicle for exploring leadership issues like power, confidence, and self-efficacy.  Arthur Miller’s Death of a Salesman is perfect for exploring the concept of the leadership dream – and a video starring Dustin Hoffman is a nice teaching complement.         
multi-media case-based simulations  
Case situations that lend themselves to organizational simulations or role plays offer unique opportunities for students to diagnose their leadership-in-action and to examine the effectiveness of their choices and strategies. Harvard Business School Press http://www.hbsp.harvard.edu/hbsp/index.jsp?_requestid=12506 has a number.  Search their website for “simulations” to see the full array.  Two of particular note are:  
(1) Everest Leadership and Team Simulation (# 2650). The web-based simulation of a Mount Everest expedition is designed to explore team leadership and the importance of collaboration, although it is equally powerful for examining individual leadership choices and their individual and organizational consequences.  Players are assigned to one of five roles on a team attempting to summit Everest. The simulation lasts six rounds that take about 1.5 hours. During each round, team members analyze information on weather, health conditions, supplies, goals, or hiking speed, and determine what to communicate to their teammates and to do. They then collectively discuss whether to attempt to reach the next camp en route to the summit. The team decides critical issues like how to distribute supplies and oxygen bottles that affect hiking speed, health, and ultimately individual and team success. Failure to accurately communicate and analyze information as a team has negative consequences for all.  A Facilitator's Guide and teaching notes are available.  
(2) Columbia’s Final Mission (product # 9-305-032).   In this simulation, students explore the situation that led to Space Shuttle Columbia’s tragic disintegration on re-entry into the Earth's atmosphere in 2003 from the perspective of six key managers and engineers associated with NASA's Shuttle Program.  Students are pre-assigned the role of one of these six real-life individuals. An online application replicates the desktop environment of each individual, and through a password system, students review the actual e-mails they would have seen and sent. They also listen to audio re-enactments of crucial meetings, and review space agency documents.  Students use all this data as a way to prepare to play their assigned role in a classroom re-enactment of a critical Mission Management Team meeting. The power of the activity rests in the fact that students recognize leadership is needed to avoid the loss of astronaut lives.  Since much pre-work happens online and before class, the simulation can be run in class meetings of different time lengths.  An instructor’s multimedia packet contains an introductory video and general background information on the case both set into an attractive PowerPoint.  A Facilitator's Guide contains an overview of simulation screens and teaching notes. The fact that this case really happened also allows instructors and students to gather data from other sources, as well. 
Finally,  Lee Bolman has two simulations that offer opportunities for students to explore their leadership strategies and effectiveness in roles at the top, middle, or bottom of the organizational hierarchy in fictional manufacturing firms.  The simulations complement Business Leadership chapter 14 by Michael J. Sales, Leadership and the Power of Position: Understanding Structural Dynamics in Organizational Life. Outlines and role descriptions for the simulations can be found at www.leebolman.com  

.........................................................

Appendix A: Sources for Cases
Case Clearing Houses and Sources    
Amazon.com  http://www.amazon.com/ is a source of individual cases from a variety of journals, as well as leadership and organizational change case books. Search for “leadership cases” once you log onto the Amazon site and have selected the search for “books” option.    

American Council on Education is an excellent source for cases in higher education leadership and institutional management. http://www.acenet.edu/ 
CasePlace.org is a free, online searchable database.  Developed by The Aspen Institute’s Business and Society Program (BSP), the site locates cases, references, commentary, and supplemental teaching materials published by and for business educators, especially materials that deal with pressing social and environmental issues.  The cases come from sources including Harvard Business School Publishing, The Darden Case Collection, Richard Ivey School of Business, University of Western Ontario (Canada), and the European Case Clearinghouse; they cover a wide array of disciplines including Marketing, Finance, Accounting and Management. Cases are easy to search by keyword and themes such as Human Rights, Stakeholder Relationships, and Crisis Management.  http://www.caseplace.org 
Case Studies in Marketing, Business is an internet site that provides links to eight sources for marketing, careers, and product research cases. http://www.knowthis.com/academic/casestudies.htm
Darden Graduate School of Business Case Collection, University of Virginia; http://www.dardenbusinesspublishing.com 
The Electronic Hallway at the University of Washington, Daniel J. Evans School of Public Affairs in Seattle is an online repository of teaching cases and other curriculum materials for faculty who teach public administration, public policy, and related subjects. Cases are available in numerous policy areas, as well as on economic development, education, environment and land use, human services, international affairs, nonprofit, state and local government issues, utility and transit issues, and urban and regional issues. Many Hallway cases include teaching notes, and several have videos of cases being taught by experienced case instructors.  www.hallway.org   
The European Case Clearing House is described as the world’s most comprehensive catalogue of worldwide case studies for management education. There are office in the U.K. at Cranfield University, Wharley End, Bedford MK43 OJR, England; http://www.ecch.com   and in the U.S. at Babson College, Babson Park, Wellesley MA 02457; www.ecch.com.
Hartwick Humanities in Management Institute is the source for cases that excerpt larger works of great literature, historical documents, speeches, and more.  http://www.hartwickinstitute.org 
HBS Case Services, Harvard Business School.  The case catalog is available online, and registering at the site as an educator enables you to download review copies of cases, as well as some articles and teaching notes. A well-organized site and knowledgeable staff to assist in course preparation. http://www.hbsp.harvard.edu/hbsp/case_studies.jsp   The general HBS Press site has monthly interactive cases, blogs, mini-videos of leaders, regular online interactive cases, and other materials of note. That can be found at http://www.hbsp.harvard.edu/hbsp/index.jsp;jsessionid=D2C3RN2DYWDCAAKRGWCB5VQBKE0YOISW?_requestid=177850  
Harvard Graduate School of Education, Programs in Professional Education Current Case Catalogue. http://gseweb.harvard.edu/~ppe/ K-12 through higher education cases across settings, issues, and sectors in the U.S. and abroad. You’ll have to navigate around the site to locate the appropriate area – it seems to change. 
Richard Ivey School of Business, University of Western Ontario.  http://www1.ivey.ca/cases/  A searchable online catalog is available with a large collection of business cases set outside the United States, including many in Canada, Asia, or Europe. This collection now includes Thunderbird cases from The Garvin School of International Management, well known for their focus on global leadership situations. Registration is required to search the site.

John F. Kennedy School of Government Case Services, Harvard University.  A searchable catalog is available online, and registered users can download many cases in PDF format for review or purchase  http://www.ksgcase.harvard.edu 
The Times 100 Cases provides free access to a large number of short, downloadable business cases organized by business and course topics.  The site also offers teaching assistance and a glossary. http://www.thetimes100.co.uk/welcome.html  

Appendix B: Sources for Films and Videos
Film and Video Clearing Houses 
The Film Connection is a national film library, based in Seattle and online at  http://www.thefilmconnection.org/  It is a source for films and videos that provides film listings by genre, topic or country of origin, along with detailed explanations of what the film is about.  Library staff can assist with discussion questions for use in teaching.  The Film Connection has an extensive catalogue and allows you to borrow the movies at no cost (for now).  The library says that there is no copyright problem showing one of their films in class.  There is a simple online registration, and the Film Connection will mail requested DVDs to you in a SASE envelope so you can return them as soon as you are finished. 

Sources for Popular Films and Public Television Videos 
Amazon.com  http://www.amazon.com/  You can search with the DVD pulldown or if looking for a leader or leadership topic,  use the general search engine on the site. 
Barnes and Noble http://www.barnesandnoble.com/ 
Critics’ Choice Video http://www.ccvideo.com/
WGBH Public Television Media Access Group, WGBH Educational Foundation, 125 Western Avenue, Boston, MA 02134; http://main.wgbh.org/wgbh/shop 

PBS Video, 475 L’Enfant Plaza, S.W., Washington, D.C. 20024; http://www.pbs.org 
Historical Footage  

John F. Kennedy School of Government, Harvard University, 79 JFK Street, Cambridge, MA 02138; Web: http://www.ksg.harvard.edu 
The Kennedy Library and Museum, Columbia Point, Boston, MA 02125; toll-free telephone, (866) JFK-1960  http://www.jfklibrary.org 

Training and Development Films
A key source for locating training and development films is the Educational Film and Video Locator of the Consortium of College and University Media Centers, 4th ed., vols. 1 and 2 (New York: R. R. Bowker, 1990). A copy of this easy-to-use reference book is available in most college libraries and university media centers.

Appendix C: Other Teaching Resources and Materials  
MERLOT (Multimedia Educational Resource for Learning and Online Teaching) at http://www.merlot.org/Home.po is a free educational resource that supports multiple disciplines.  Its business collection http://business.merlot.org/ provides links to a broad array of educational resources (including experiential exercises, simulations, and other activities), peer and editorial board reviews, and suggested assignments in the management sciences.

Reframing Teaching Resources website, created by Lee Bolman, has cases, activities, articles, simulations, and links relevant for leadership teaching. Of particular note are two power simulations, the Leadership Orientations Assessment instrument, and a graduate syllabus using Business Leadership and Reframing Organizations by Bolman and Deal.  www.leebolman.com 
The Journal of Management Education and its predecessor The Organizational Behavior Teaching Review contain a trove of experiential exercises and reviews of instructional materials.  An article index to JME (February 1999-current issue) is available online at http://jme.sagepub.com/archive . Membership in the Organizational Behavior Teaching Society allows online access to full text articles from both publications, a search of the Society’s listserv (which includes member recommendations for activities, films, video, books, teaching designs, etc.), as well as a range of experiential activities and training exercises at www.obts.org
The Association for Experiential Education offers links to journals and publications on outward bound and other outdoor educational activities and practices.  http://www.aee.org/customer/pages.php?pageid=11
The Academy of Management http://www.aomonline.org  has a professional development site that provides links to a variety of teaching and support materials.  The site includes information and sources for: 

(1)  Case studies, the case method, course design using cases, and a variety of other case-related resources
(2) Exercises, multimedia activities and resources, and management simulations

(3)  College teaching associations, organizations, and conferences

(4) Teaching journals and management education-related articles

(5) Teaching books and textbooks to assist instructors in improving their teaching. 
The Academy of Management Learning and Education regularly reviews books and texts http://journals.aomonline.org/amle/  
Pfeiffer Publishers http://www.pfeiffer.com/WileyCDA/Section/id-101564.html is a rich source of training materials and books on experiential activities and exercises.  
Appendix D: The Enron Case by Alan Shrader from BL (1st Edition)  
The Enron Case

The Enron case represents a spectacular failure on many levels—financial, managerial, ethical, and legal.  But perhaps most of all, it represents a clear failure of leadership.  The case materials here, from Business Week and The New Yorker, can help students to understand the consequences of failing to attend to the core dimensions of leadership: self, others, organization, and mission/meaning.  The Enron story can also help students understand that each of these dimensions has a dark side as well as a positive side.  

Exercise 1

Divide the students into four teams of 3 – 5 students each.  (In large classes, it will be necessary to divide the class into sections first.) Each team should read the Business Week material only.  

Assign each team one of the four foci of leadership as described in the Dimensions of Leadership material:  self, others, organization, and mission/meaning.  Each team, on it’s own, should prepare an argument supporting the point that lack of attention to the focus it has been assigned is the primary (not necessarily the only) reason for the Enron failure.  That is—

Team A argues that the primary reason for Enron’s failure is that its leadership neglected the realm of The Self: failing to pay proper attention to character, values, courage, and self-understanding.  

Team B argues that the primary reason for Enron’s failure is that its leadership neglected the realm of Others: failing to provide proper guidance to followers according to their willingness and ability.  

Team C argues that the primary reason for Enron’s failure is that its leadership neglected the realm of The Organization: failing to pay proper attention to systems, processes, and teamwork.  

Team D argues that the primary reason for Enron’s failure is that its leadership neglected the realm of Mission/Meaning: failing to define reality appropriately and establish a clear and compelling vision.    

Gather the teams together around a table and have each team present its own case in a five-minute presentation, then allow 20 to 30 minutes for a discussion period, asking the whole group to examine the various arguments and decide which is best.  Emphasize that this should be a discussion, not a debate, and ask them to try to come to a consensus about which leadership dimension’s absence was primarily responsible for Enron’s fall.  (The instructor may want to let the discussion go on for a while and then announce, “If your group cannot agree on a single dimension, see if you can agree to two.”)  When the time is up, ask each group to report out to the class as a whole, and keep a tally of the conclusions.  Then open up the discussion to the class a whole.         

Variation:  After the groups have had their discussions and reached a conclusion, ask them to read the New Yorker article, and ask them if the article might cause them to reconsider their conclusion.  (The New Yorker article stresses the organizational focus.)

Exercise 2

As the students to read both the Business Week and The New Yorker articles.  Divide them into discussion groups and ask each group to discuss and decide on the dark side of each of the four foci discussed in Dimensions of Leadership, based on the Enron materials, the readings in Business Leadership, other course material, and their own experience.  As an explanation of what “the dark side” means, try some variation of the following:  

“Even positive qualities can have drawbacks, when pushed to extremes or misused.  We’d all agree that honesty is a virtue, for example.  But people who blurt out whatever they are thinking aren’t called honest.  We say they lack tact and are insensitive to the feelings of others.  In talking about leadership, the dark side of focusing on the self could be selfishness or narcissism, as explained in the New Yorker article.  The dark side of the organizational focus could be a rigid bureaucracy bound up with red tape.”  

Ask each discussion group to come up with at least two possible negative consequences of an inappropriate use of each of the four foci.  

	Focus
	Dark Side or Negative Consequence

	Self
	1.

2.



	Others
	1.

2.



	Organization
	1.

2.



	Mission/Meaning
	1.

2.




Allow 20 to 30 minutes for a discussion period.  When the time is up, ask each group to report out to the class as a whole.  Then open up the discussion to the class a whole.     

Follow-Up or Additional element:  Ask students to come up with strategies to avoid or counteract the dark side consequences they have identified for each leadership focus.  

…………………………………………………………………
BUSINESSWEEK:  DECEMBER 17, 2001


The Fall of Enron 


How ex-CEO Jeff Skilling's strategy grew so complex that even his boss couldn't get a handle on it 

	Timeline: A Star Is Born, Then Burns Out 

	JANUARY, 1997
Jeffrey Skilling is named president and COO. In six years, he had put Enron on the map as a natural-gas and electricity trading powerhouse.


JULY
Enron pays $3.2 billion for Portland General Electric to combine the utility's wholesale and retail electricity expertise with Enron's natural-gas and electricity marketing and risk-management skills.

AUGUST
Enron branches out beyond energy, introducing commodity trading of weather derivatives.

MAY, 1998
Rebecca Mark, a rising star who helped cinch Enron's $3 billion power plant in Dabhol, India, in the early '90s, is named vice-chair. She had been a rival to Skilling as a successor to Chairman and CEO Ken Lay.

JULY
Enron pushes into foreign markets, paying $1.3 billion for the main power distributor to São Paulo and $2.4 billion for Britain's Wessex Water. Wessex becomes a building block for Mark's new global water business, Azurix Corp.

APRIL, 1999
Enron agrees to pay $100 million to name Houston's new baseball stadium Enron Field.

JUNE
Enron sells a third of Azurix to the public, raising $695 million.

NOVEMBER
Skilling launches EnronOnline, a Net-based commodity trading platform. A few days later, proclaiming "this is Day One of a potentially enormous market," he introduces trading of broadband capacity.

JULY, 2000
Enron launches online metals trading.

AUGUST
A power shortage darkens California, and state politicians blame Enron and other energy outfits. Problems at Azurix drive its stock to $5, down from $19 at the IPO. Mark resigns as Azurix' chief and an Enron director.

SEPTEMBER
Enron launches online trading of wood products.

DECEMBER
Skilling is promoted to CEO, effective Feb. 2001. Enron's stock has soared 87% in 2000. Enron offers to take Azurix private.

MARCH, 2001
California officials investigate alleged price gouging by Enron and other power marketers.

JUNE
Enron execs sold shares in the first half as the stock slid 39%. Skilling's total: $17.5 million.

AUGUST
Skilling stuns investors by quitting, for "personal reasons." Lay reclaims the CEO title.

OCT. 16
Enron reports a third-quarter loss of $618 million and shrinks shareholder equity by $1.2 billion, citing losses due partly to partnerships run by then-CFO Andrew Fastow.

OCT. 22
Enron says the SEC has started an inquiry into Fastow's partnerships. Two days later, he's out.

OCT. 31
Enron sets up a committee to conduct an investigation of its accounting.

NOV. 8
Net income is revised back through 1997, trimming it by $586 million.

NOV. 9
Dynegy Corp. agrees to buy Enron for $10 billion.

NOV. 15
Lay says Enron made billions of dollars of "very bad investments."

NOV. 19
Enron says it may have to repay a $690 million note and take a $700 million pretax charge.

NOV. 28
Dynegy bails out of the merger after seeing unanticipated debt and cash flow problems in Enron's 10Q filing. Enron's credit is downgraded to junk status.

DEC. 2
Enron files for the largest Chapter 11 reorganization in history.

Data: Company reports, Business Week 




To former Enron CEO Jeffrey K. Skilling, there were two kinds of people in the world: those who got it and those who didn't. "It" was Enron's complex strategy for minting rich profits and returns from a trading and risk-management business built essentially on assets owned by others. Vertically integrated behemoths like ExxonMobil Corp., whose balance sheet was rich with oil reserves, gas stations, and other assets, were dinosaurs to a contemptuous Skilling. "In the old days, people worked for the assets," Skilling mused in an interview last January. "We've turned it around--what we've said is the assets work for the people."

But who looks like Tyrannosaurus Rex now? As Enron Corp. struggles to salvage something from the nation's largest bankruptcy case, filed on Dec. 2, it's clear that the real Enron was a far cry from the nimble "asset light" market maker that Skilling proclaimed. And the financial maneuvering and off-balance-sheet partnerships that he and ex-Chief Financial Officer Andrew S. Fastow perfected to remove everything from telecom fiber to water companies from Enron's debt-heavy balance sheet helped spark the company's implosion. "Jeff's theory was assets were bad, intellectual capital was good," says one former senior executive. Employees readily embraced the rhetoric, the executive says, but they "didn't understand how it was funded."

Neither did many others. Bankers, stock analysts, auditors, and Enron's own board failed to comprehend the risks in this heavily leveraged trading giant. Enron's bankruptcy filings show $13.1 billion in debt for the parent company and an additional $18.1 billion for affiliates. But that doesn't include at least $20 billion more estimated to exist off the balance sheet. Kenneth L. Lay, 59, who had nurtured Skilling, 48, as his successor, sparked the first wave of panic when he revealed in an Oct. 16 conference call with analysts that deals involving partnerships run by his CFO would knock $1.2 billion off shareholder equity. Lay, who had been out of day-to-day management for years, was never able to clearly explain how the partnerships worked or why anyone shouldn't assume the worst--that they were set up to hide Enron's problems, inflate earnings, and personally benefit the executives who managed some of them.

That uncertainty ultimately scuttled Enron's best hope for a rescue: its deal to be acquired by its smaller but healthier rival, Dynegy Inc. Now Enron is frantically seeking a rock-solid banking partner to help maintain some shred of its once-mighty trading empire. Already, 4,000 Enron workers in Houston have lost their jobs. And hundreds of creditors, from banks to telecoms to construction companies, are trying to recover part of the billions they're owed.

From the beginning, Lay had a vision for Enron that went far beyond that of a traditional energy company. When Lay formed Enron from the merger of two pipeline companies in 1985, he understood that deregulation of the business would offer vast new opportunities. To exploit them, he turned to Skilling, then a McKinsey & Co. consultant. Skilling was the chief nuts-and-bolts-operator from 1997 until his departure last summer, and the architect of an increasingly byzantine financial structure. After he abruptly quit in August, citing personal reasons, and his right-hand financier Fastow was ousted Oct. 24, there was no one left to explain it.

Much of the blame for Enron's collapse has focused on the partnerships, but the seeds of its destruction were planted well before the October surprises. According to former insiders and other sources close to Enron, it was already on shaky financial ground from a slew of bad investments, including overseas projects ranging from a water business in England to a power distributor in Brazil. "You make enough billion-dollar mistakes, and they add up," says one source close to Enron's top executives. In June, Standard & Poor's analysts put the company on notice that its underperforming international assets were of growing concern. But S&P, which like Business Week is a unit of The McGraw-Hill companies, ultimately reaffirmed the credit ratings, based on Enron's apparent willingness to sell assets and take other steps.

Behind all the analyses of Enron was the assumption that the core energy business was thriving. It was still growing rapidly, but margins were inevitably coming down as the market matured. "Once that growth slowed, any weakness would start becoming more apparent," says Standard & Poor's Corp. director Todd A. Shipman. "They were not the best at watching their cost." Indeed, the tight risk controls that seemed to work well in the trading business apparently didn't apply to other parts of the company.

Skilling's answer to growing competition in energy trading was to push Enron's innovative techniques into new arenas, everything from broadband to metals, steel, and even advertising time and space. Skilling knew he had to find a way to finance his big growth plans and manage the international problems without killing the company's critical investment-grade credit rating. Without a clever solution, trading partners would flee, or the cost of doing deals would become insurmountable.

"HE'S HEARTBROKEN." No one ever disputed that Skilling was clever. The Pittsburgh-born son of a sales manager for an Illinois valve company, he took over as production director at a startup Aurora (Ill.) TV station at age 13 when an older staffer quit and he was the only one who knew how to operate the equipment. Skilling landed a full-tuition scholarship to Southern Methodist University in Dallas to study engineering, but quickly changed to business. After graduation, he went to work for a Houston bank. The bank later went bust while Skilling was at Harvard Business School. Skilling said that fiasco made him determined to keep strict risk controls on Enron's trading business. He once told Business Week that "I've never not been successful in business or work, ever." Skilling now declines to comment, but his brother Tom, a Chicago TV weatherman, says of him: "He's heartbroken over what's going on there.... We were not raised to look on these kinds of things absent emotion."

Enron's "intellectual capital" was Skilling's pride and joy. He recruited more than 250 newly minted MBAs each year from the nation's top business schools. Meteorologists and PhDs in math and economics helped analyze and model the vast amounts of data that Enron used in its trading operations. A forced ranking system weeded out the poor performers. "It was as competitive internally as it was externally," says one former executive.

It was no surprise then that Skilling would turn to a bright young finance wizard, Fastow, to help him find capital for his rapidly expanding empire. Boasting an MBA from Northwestern University, Fastow was recruited to Enron in 1990 from Continental Bank, where he worked on leveraged buyouts. Articulate, handsome, and mature beyond his years, he became Enron's CFO at age 36. In October, 1999, he earned CFO Magazine's CFO Excellence Award for Capital Structure Management. An effusive Skilling crowed to the magazine: "We didn't want someone stuck in the past, since the industry of yesterday is no longer. Andy has the intelligence and the youthful exuberance to think in new ways."

But Skilling's fondness for the buttoned-down Fastow was not widely shared. Many colleagues considered him a prickly, even vindictive man, prone to attacking those he didn't like in Enron's group performance reviews. Fastow, through his attorney, declined to comment for this story. When he formed and took a personal stake in the LJM partnerships that blew up in October, the conflict of interest inherent in those deals only added to his colleagues' distaste for him. Enron admits Fastow earned more than $30 million from the partnerships. The Enron CFO wasn't any more popular on Wall Street, where investment bankers bristled at the finance group's "we're smarter than you guys" attitude. Indeed, that came back to haunt Enron when it needed capital commitments to stem the liquidity crisis. "It's the sort of organization about which people said, `Screw them. We don't really owe them anything,"' says one investment banker.

While LJM--and Fastow's direct personal involvement and enrichment--shocked many, the deal was just the latest version of a financing strategy that Skilling and Fastow had used to good effect many times since the mid-'90s to fund investments with private equity while keeping assets and debt off the balance sheet. Keeping the debt off Enron's books depended on a steady or rising stock price and an investment- grade credit rating. "They were put together with good intentions to offset some risk," says S&P analyst Ron M. Barone. "It's conceivable that it got away from them."

Did it ever. The off-balance-sheet structures grew increasingly complex and risky, according to insiders and others who have studied the deals. Some, with names like Osprey, Whitewing, and Marlin, were revealed in Enron's financial filings and even rated by the big credit-rating agencies. But almost no one seemed to have a clear picture of Enron's total debt, what triggers might hasten repayment, or how some of the deals could dilute shareholder equity. "No one ever sat down and added up how many liabilities would come due if this company got downgraded," says one lender involved with Enron. Many investors were unaware of provisions in some deals that could essentially dump the debts back on Enron. In some cases, if Enron's stock fell below a certain price and the credit rating dropped below investment grade--once unimaginable--nearly $4 billion in partnership debt would have to be covered by Enron. At the same time, the value of the assets in many of these partnerships was dropping, making it even harder for Enron to cover the debt.

HIGH HOPES. Skilling tried to accelerate the sale of international assets after becoming chief operating officer in 1997, but the efforts were arduous and time-consuming. Even as tech stocks melted down, Skilling was determined not to scale back his grandiose broadband trading dreams or the resulting price-to-earnings multiple of almost 60 that they helped create for Enron's stock. At its peak in August, 2000, about a third of the stock's $90 price was attributable to expectations for growth of broadband trading, executives estimate.

That rapidly rising stock price--up 55% in '99 and 87% in 2000--gave Skilling and Fastow a hot currency for luring investors into their off-balance-sheet deals. They quickly became dependent on such deals to finance their expansion efforts. "It was like crack," says a company insider. Trouble is, Enron's stock came tumbling back to earth when market valuations fell this year. By April, its price had fallen to about 55. And its far-flung operational troubles were taking their own toll. In its much-hyped broadband business, for instance, a capacity glut and financial meltdown made it hard to find creditworthy counterparties for trading. And after spending some $1.2 billion to build and operate a fiber-optic network, Enron found itself with an asset whose value was rapidly deteriorating. Even last year, company executives could see the need to cut back an operation that had 1,700 employees and a cash burn rate of $700 million a year.

"SOMETHING TO PROVE." And the international problems weren't going away. Enron's 65% stake in the $3 billion Dabhol power plant in India was mired in a dispute with its largest customer, which refused to pay for electricity. Some Indian politicians have despised the deal for years, claiming that cunning and even corrupt Enron executives cut a deal that charged India too much for its power.

Enron's ill-fated 1998 investment in the water-services business was another drag on earnings. Many saw the purchase of Wessex Water in England as a "consolation prize" for Rebecca P. Mark, the hard-charging Enron executive who had negotiated the Dabhol deal and other investments around the world. With Skilling having won out as Lay's clear heir apparent, top executives wanted to move her out of the way, say former insiders. A narrowly split board approved the Wessex deal, which formed the core of Azurix Corp., to be run by Mark. But Enron was blindsided by British regulators who slashed the rates the utility could charge. Meanwhile, Mark piled on more high-priced water assets. "Once [Skilling] put her there, he let her go wild," says a former executive. "And she's going to go wild because she has something to prove." Mark spent too much on a water concession in Brazil and ran into political obstacles. She declined to comment for this story.

But if Azurix was a prime example of Enron's sketchy investment strategy, it also demonstrated how the company tried to disguise its problems with financial alchemy. To set up the company, Enron formed a partnership called the Atlantic Water Trust, in which it held a 50% stake. That kept Wessex off Enron's balance sheet. Enron's partner in the joint venture was Marlin Water Trust, which consisted of institutional investors. To help attract them, Enron promised to back up the debt with its own stock if necessary. But if Enron's credit rating fell below investment grade and the stock fell below a certain point, Enron could be on the hook for the partnership's $915 million in debt.

The end for Enron came when its murky finances and less-than-forthright disclosures spooked investors and Dynegy. The clincher came when Dynegy's bankers spent hours sifting through a supposedly final draft of Enron's about-to-be-released 10Q--only to discover two pages of damning new numbers when the quarterly statement was made publicly available. Debt coming due in the fourth quarter had leapt from under $1 billion to $2.8 billion. Even worse, cash on hand--to which Dynegy had recently contributed $1.5 billion--shrunk from $3 billion to $1.2 billion. Dynegy "had a two-hour meeting with the new treasurer of Enron, who had been in that seat for two weeks," said a source close to the deal. "He had no clue where the numbers came from."

RESPECT FOR ASSETS. Skilling and Fastow face most of the wrath of reeling employees. "Someone told me yesterday if they see Jeff Skilling on the street, they would scratch out his eyes," says a former executive. One of Fastow's lawyers, David B. Gerger, says his client has been the subject of death threats and anti-Semitic tirades in Internet chat rooms. "Naturally people look for scapegoats, but it would be wrong to scapegoat Mr. Fastow," says Gerger.

He confirms that Fastow has hired a big gun to handle his civil litigation: David Boies's firm, which represented the Justice Dept. in its suit against Microsoft Corp. On Dec. 5, Milberg Weiss Bershad Hynes & Lerach filed a suit against Fastow, Skilling, and 27 other Enron executives, saying they illegally made more than $1 billion off stock sales before Enron tanked. And a source at the Securities & Exchange Commission says four U.S. Attorney Offices are considering whether to pursue criminal charges against Enron and its officers.

Would the cash squeeze have caught up to Enron, even without Skilling's and Fastow's fancy financing? Credit analysts still argue that the debt would have been manageable, absent the crisis of confidence that dried up Enron's trading business and access to the capital markets. But even they have a new respect for old-fashioned, high-quality assets. "When things get really tough, hard assets are the kind you can depend upon," says S&P's Shipman. That's something Enron's whiz-kid financiers failed to appreciate. 
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By Wendy Zellner and Stephanie Anderson Forest in Dallas with Emily Thornton, Peter Coy, Heather Timmons, Louis Lavelle, and David Henry in New York, and bureau reports.

“The Fall of Enron: How ex-CEO Jeff Skilling’s strategy grew so complex that even his boss couldn’t get a handle on it.” Reprinted from December 17, 2001 issue of Business Week by special permission. Copyright © 1988 by The McGraw-Hill Companies, Inc.

Everyone Loved Enron 
Here's what some management gurus said about Enron's rise, and what they think now

JAMES J. O'TOOLE, Professor, Univ. of Southern Calif.

Before:
"Leadership is not a solo act...it is a shared responsibility, a chorus of diverse and complimentary voices. To an unusual degree, [Enron] is chock-full o' leaders"

After:
"Egg all over the face is an understatement. As embarrassing as it is, we basically took the word of Lay and his people. Was there a way to spot that the emperor was wearing no clothes? I don't think so."


CHRISTOPHER A. BARTLETT, Professor, Harvard Business School

Before:
"Skilling and Lay created `a hotbed of entrepreneurial activity and an engine of growth."'

After:
"There are absolutely some strong, helpful lessons to learn by what they did right. Unfortunately, all those are trumped by the mistakes they made."


GARY HAMEL, Consultant and Chairman of Strategos

Before:
"Enron isn't in the business of eking the last penny out of a dying business but of continuously creating radical new business concepts with huge upside."

After:
"Do I feel like an idiot? No. If I misread the company in some way, I was one of a hell of a lot of people who did that."


SAMUEL E. BODILY, Professor, University of Virginia

Before:
"Skilling and others have led a transformation in Enron that is as significant as any in business today. This is brand new thinking, and there are broad implications for other companies."

After:
"History can't be very kind to it. It's sad: The innovation and ideas and what was good about what they did may be lost in the demise of the company." 
……………………………………………………………………………………………
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At Enron, "The Environment Was Ripe for Abuse"

The company's unrelenting stress on growth and its absence of controls helped push execs into unethical behavior

At Enron, they called her "the Weather Babe." Lynda R. Clemmons, a French and history major from Southern Methodist University, was supposed to be emblematic of the rebels in Enron's freewheeling culture. In 1997, as a 27-year-old gas-and-power trader, she launched an esoteric enterprise in weather derivatives. Within two years, her startup had written $1 billion in weather hedges to protect companies against short-term spikes in the price of power during heat waves and cold snaps. 

Clemmons' story made the rounds, from a favorable Harvard Business School case study to The New York Times' business section, where she was pictured in black leather on a Harley-Davidson. She was, after all, a product of what Enron's culture was supposed to be all about: smart, sassy, creative, and risk-taking. And Enron made the most of her business, trumpeting weather derivatives as yet another high-potential deregulated market. 

Like other Enron initiatives, this one never lived up to the hype. "It was such a flaky business," says John Olson, an analyst at Sanders Harris Morris in Houston. "They got more mileage out of the public relations than they actually made in earnings." Not exactly the way Enron's "cultural revolution" was supposed to play out. But as everyone knows, with Enron, nothing was quite as it appeared. 

CORE VALUES.  For most of the 1990s, CEOs at Old Economy companies struggled to turn slow-moving organizations into nimbler, more flexible outfits. Failure cost chieftains their jobs at General Motors (GM ), Eastman Kodak (EK ), Westinghouse, and a host of other behemoths. Truth is, real transformations are the exception rather than the rule. Changing the core values, the attitudes, the fundamental relationships of a vast organization is overwhelmingly difficult. General Electric's (GE ) Jack Welch and IBM's (IBM ) Louis V. Gerstner Jr. have been lionized for having led two of the very few successful makeovers. 

That's why an army of academics and consultants descended on Enron in the late 1990s and held it up as a paragon of management virtue. Enron seemed to have transformed itself from a stodgy regulated utility to a fast-moving enterprise where performance was paramount. The Harvard case study put it simply enough: "Enron's transformation: From gas pipelines to New Economy powerhouse." 

If only that were true. Many of the same academics are now scurrying to distill the cultural and leadership lessons from the debacle. Their conclusion so far: Enron didn't fail just because of improper accounting or alleged corruption at the top. It also failed because of its entrepreneurial culture -- the very reason Enron attracted so much attention and acclaim. 

The unrelenting emphasis on earnings growth and individual initiative, coupled with a shocking absence of the usual corporate checks and balances, tipped the culture from one that rewarded aggressive strategy to one that increasingly relied on unethical corner-cutting. In the end, too much leeway was given to young, inexperienced managers without the necessary controls to minimize failures. This was a company that simply placed a lot of bad bets on businesses that weren't so promising to begin with. 

SKILLING'S MODEL.  Before 1990, Enron was a sleepy, regulated natural-gas company dominated by engineers and hard assets. That year, Enron Chairman Kenneth L. Lay hired McKinsey & Co. partner Jeffrey K. Skilling, who had been advising Lay as a consultant. Skilling's mandate was to build Enron Finance into an asset-light laboratory for financially linked products and services. Skilling expanded the unit into a model of what all of Enron would become. Its success led to his promotion to president in 1997 and to CEO in early 2001. 

Skilling's recipe for changing the company was right out of the New Economy playbook. Layers of management were wiped out. Hundreds of outsiders were recruited and encouraged to bring new thinking to a tradition-bound business. The company abolished seniority-based salaries in favor of more highly leveraged compensation that offered huge cash bonuses and stock option grants to top performers. Young people, many just out of undergraduate or MBA programs, were handed extraordinary authority, able to make $5 million decisions without higher approval. 

In the new culture, success or failure came remarkably fast. "One potential flaw in the model was that Enron managers tended to move relatively quickly, not within businesses but between businesses," says Jay Conger, a management professor at London Business School who studied Enron. "If you move young people fast in senior-level positions without industry experience and then allow them to make large trading decisions, that is a risky strategy." 

"KIDS RUNNING LOOSE."  It was not unusual for execs to change jobs two or three times in as many years. Indeed, turnover from promotions alone was almost 20%. Clemmons, for example, went from analyst, to associate, to manager, then director, and finally to vice-president running her own business, all in seven years. 

"In larger companies like IBM and GE, even though there is a movement toward youth, there are still enough older people around to mentor them," says James O'Toole, professor at the Center for Effective Organizations at the University of Southern California. "At Enron, you had a bunch of kids running loose without adult supervision." 

In theory, of course, the kids were closely supervised. Skilling often described the new culture as "loose and tight," one of the eight attributes of the successful companies profiled by McKinsey consultants Thomas J. Peters and Robert H. Waterman Jr. in their best-selling book, In Search of Excellence. The idea is to combine tight controls with maximum individual authority to allow entrepreneurship to flourish without the culture edging into chaos. 

At Enron, however, the pressure to make the numbers often overwhelmed the pretext of "tight" controls. "The environment was ripe for abuse," says a former manager in Enron's energy services unit. "Nobody at corporate was asking the right questions. It was completely hands-off management. A situation like that requires tight controls. Instead, it was a runaway train." 

COMPROMISED RELATIONSHIPS.  The train was supposed to be kept on the tracks partly by an internal risk-management group with a staff of 180 employees to screen proposals and review deals. Many of the unit's employees were MBAs with little perspective and every reason to sign off on deals: Their own performance reviews were partially done by the people whose deals they were approving. The process made honest evaluations virtually impossible. "If your boss was [fudging], and you have never worked anywhere else, you just assume that everybody fudges earnings," says one young Enron control person. "Once you get there and you realized how it was, do you stand up and lose your job? It was scary. It was easy to get into 'Well, everybody else is doing it, so maybe it isn't so bad.'" 

It didn't help that Enron's Risk Assessment & Control group was answerable not to the board of directors but to Skilling, who was encouraging all the risk-taking. Another essential "check and balance" in the culture -- Enron's in-house legal staff -- was also compromised because of its reporting relationships. Instead of being centralized at headquarters, it was spread throughout the business units, where it could more easily be co-opted by hard-driving executives. "The business people didn't want to slow down for much," says one former in-house lawyer. 

Central to forging a new Enron culture was an unusual performance review system that Skilling adapted from his days at McKinsey. Under this peer-review process, a select group of 20 people were named to a performance-review committee (PRC) to rank more than 400 vice-presidents, then all the directors, and finally all of Enron's managers. The stakes were high because all the rewards were linked to ranking decisions by the PRC, which had to unanimously agree on each person. Managers judged "superior" -- the top 5% -- got bonuses 66% higher than those who got an "excellent" rating, the next 30%. They also got much larger stock option grants. 

Although Skilling told Harvard researchers that the system "stopped most of the game playing since it was impossible to kiss 20 asses," other Enron managers say it had the opposite effect. In practice, the system bred a culture in which people were afraid to get crossways with someone who could screw up their reviews. How did managers ensure they passed muster? "You don't object to anything," says one former Enron executive. "The whole culture at the vice-president level and above just became a yes-man culture." 

EMPHASIS ON "I."  Several former and current Enron execs say Andrew S. Fastow, the ex-chief financial officer who is at the center of Enron's partnership controversy, had a reputation for exploiting the review system to get back at people who expressed disagreement or criticism. "Andy was such a cutthroat bastard that he would use it against you in the PRC," says one manager. He could filibuster and hold up the group for days, the exec adds, because every decision had to be unanimous. A spokesman for Fastow declined comment. 

Although managers were supposed to be graded on teamwork, Enron was actually far more reflective of a survival-of-the-fittest mind-set. The culture was heavily built around star players, such as Clemmons, with little value attached to team-building. The upshot: The organization rewarded highly competitive people who were less likely to share power, authority, or information. 

Indeed, some believe the extreme focus on individual ambition undermined any teamwork or institutional commitment. At other companies, by contrast, an emphasis on individual achievement is balanced by a strong focus on process and metrics or a set of guiding values. "In the Enron culture, there was no significant counterbalance," says Jon R. Katzenbach, a consultant and former McKinsey colleague of Skilling who has studied the company. "The lesson is you cannot rely solely on individual achievement to drive your performance over time. Companies with only that one path overemphasize it and run into trouble, switching over to vanity and greed." 

A CHEATING CULTURE.  That emphasis on the individual instead of the enterprise may have pushed many to cross the line into unethical behavior. The flaw only grew more pronounced as Enron struggled to meet the wildly optimistic expectations for growth it had set for itself. "You've got someone at the top saying the stock price is the most important thing, which is driven by earnings," says one insider. "Whoever could provide earnings quickly would be promoted." 

The employee adds that anyone who questioned suspect deals quickly learned to accept assurances of outside lawyers and accountants. She says there was little scrutiny of whether the earnings were real or how they were booked. The more people pushed the envelope with aggressive accounting, she says, the harder they would have to push the next year. "It's like being a heroin junkie," she says. "How do you go cold turkey?" 

The problem is, you can't. "For almost every model or system, there are certain limits," says USC's O'Toole. "It's harder to keep the growth growing and to keep coming up with new ideas. That kind of culture has a subtle encouragement to cut corners and to cheat. You can see everyone else moving forward, and you have to keep up." 

Clemmons, who left Enron in March of 2000, isn't so sure. "It's quite clear that there were some accounting issues and bad decisions that had nothing to do with the trading side of the business," she says. "To distill it all down to the culture is utter bulls---." As academics do their revisionist thing, they're not likely to agree. 



By John A. Byrne, with Mike France, in New York and with Wendy Zellner in Dallas 
“At Enron, the environment was ripe for abuse: The Company’s unrelenting stress on growth and its absence of controls helped push execs into unethical behavior.” Reprinted from February 15, 2002 issue of Business Week by special permission. Copyright © 2002 by The McGraw-Hill Companies, Inc.
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The New Yorker: July 22, 2002 
THE TALENT MYTH

by MALCOLM GLADWELL

Are smart people overrated?

Five years ago, several executives at McKinsey & Company, America's largest and most prestigious management-consulting firm, launched what they called the War for Talent. Thousands of questionnaires were sent to managers across the country. Eighteen companies were singled out for special attention, and the consultants spent up to three days at each firm, interviewing everyone from the C.E.O. down to the human-resources staff. McKinsey wanted to document how the top-performing companies in America differed from other firms in the way they handle matters like hiring and promotion. But, as the consultants sifted through the piles of reports and questionnaires and interview transcripts, they grew convinced that the difference between winners and losers was more profound than they had realized. "We looked at one another and suddenly the light bulb blinked on," the three consultants who headed the project—Ed Michaels, Helen Handfield-Jones, and Beth Axelrod—write in their new book, also called "The War for Talent." The very best companies, they concluded, had leaders who were obsessed with the talent issue. They recruited ceaselessly, finding and hiring as many top performers as possible. They singled out and segregated their stars, rewarding them disproportionately, and pushing them into ever more senior positions. "Bet on the natural athletes, the ones with the strongest intrinsic skills," the authors approvingly quote one senior General Electric executive as saying. "Don't be afraid to promote stars without specifically relevant experience, seemingly over their heads." Success in the modern economy, according to Michaels, Handfield-Jones, and Axelrod, requires "the talent mind-set": the "deep-seated belief that having better talent at all levels is how you outperform your competitors."

This "talent mind-set" is the new orthodoxy of American management. It is the intellectual justification for why such a high premium is placed on degrees from first-tier business schools, and why the compensation packages for top executives have become so lavish. In the modern corporation, the system is considered only as strong as its stars, and, in the past few years, this message has been preached by consultants and management gurus all over the world. None, however, have spread the word quite so ardently as McKinsey, and, of all its clients, one firm took the talent mind-set closest to heart. It was a company where McKinsey conducted twenty separate projects, where McKinsey's billings topped ten million dollars a year, where a McKinsey director regularly attended board meetings, and where the C.E.O. himself was a former McKinsey partner. The company, of course, was Enron.

The Enron scandal is now almost a year old. The reputations of Jeffrey Skilling and Kenneth Lay, the company's two top executives, have been destroyed. Arthur Andersen, Enron's auditor, has been driven out of business, and now investigators have turned their attention to Enron's investment bankers. The one Enron partner that has escaped largely unscathed is McKinsey, which is odd, given that it essentially created the blueprint for the Enron culture. Enron was the ultimate "talent" company. When Skilling started the corporate division known as Enron Capital and Trade, in 1990, he "decided to bring in a steady stream of the very best college and M.B.A. graduates he could find to stock the company with talent," Michaels, Handfield-Jones, and Axelrod tell us. During the nineties, Enron was bringing in two hundred and fifty newly minted M.B.A.s a year. "We had these things called Super Saturdays," one former Enron manager recalls. "I'd interview some of these guys who were fresh out of Harvard, and these kids could blow me out of the water. They knew things I'd never heard of." Once at Enron, the top performers were rewarded inordinately, and promoted without regard for seniority or experience. Enron was a star system. "The only thing that differentiates Enron from our competitors is our people, our talent," Lay, Enron's former chairman and C.E.O., told the McKinsey consultants when they came to the company's headquarters, in Houston. Or, as another senior Enron executive put it to Richard Foster, a McKinsey partner who celebrated Enron in his 2001 book, "Creative Destruction," "We hire very smart people and we pay them more than they think they are worth."

The management of Enron, in other words, did exactly what the consultants at McKinsey said that companies ought to do in order to succeed in the modern economy. It hired and rewarded the very best and the very brightest—and it is now in bankruptcy. The reasons for its collapse are complex, needless to say. But what if Enron failed not in spite of its talent mind-set but because of it? What if smart people are overrated?
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At the heart of the McKinsey vision is a process that the War for Talent advocates refer to as "differentiation and affirmation." Employers, they argue, need to sit down once or twice a year and hold a "candid, probing, no-holds-barred debate about each individual," sorting employees into A, B, and C groups. The A's must be challenged and disproportionately rewarded. The B's need to be encouraged and affirmed. The C's need to shape up or be shipped out. Enron followed this advice almost to the letter, setting up internal Performance Review Committees. The members got together twice a year, and graded each person in their section on ten separate criteria, using a scale of one to five. The process was called "rank and yank." Those graded at the top of their unit received bonuses two-thirds higher than those in the next thirty per cent; those who ranked at the bottom received no bonuses and no extra stock options—and in some cases were pushed out.

How should that ranking be done? Unfortunately, the McKinsey consultants spend very little time discussing the matter. One possibility is simply to hire and reward the smartest people. But the link between, say, I.Q. and job performance is distinctly underwhelming. On a scale where 0.1 or below means virtually no correlation and 0.7 or above implies a strong correlation (your height, for example, has a 0.7 correlation with your parents' height), the correlation between I.Q. and occupational success is between 0.2 and 0.3. "What I.Q. doesn't pick up is effectiveness at common-sense sorts of things, especially working with people," Richard Wagner, a psychologist at Florida State University, says. "In terms of how we evaluate schooling, everything is about working by yourself. If you work with someone else, it's called cheating. Once you get out in the real world, everything you do involves working with other people."

Wagner and Robert Sternberg, a psychologist at Yale University, have developed tests of this practical component, which they call "tacit knowledge." Tacit knowledge involves things like knowing how to manage yourself and others, and how to navigate complicated social situations. Here is a question from one of their tests:

You have just been promoted to head of an important department in your organization. The previous head has been transferred to an equivalent position in a less important department. Your understanding of the reason for the move is that the performance of the department as a whole has been mediocre. There have not been any glaring deficiencies, just a perception of the department as so-so rather than very good. Your charge is to shape up the department. Results are expected quickly. Rate the quality of the following strategies for succeeding at your new position. 
a) Always delegate to the most junior person who can be trusted with the task. 
b) Give your superiors frequent progress reports. 
c) Announce a major reorganization of the department that includes getting rid of whomever you believe to be "dead wood." 
d) Concentrate more on your people than on the tasks to be done. 
e) Make people feel completely responsible for their work. 

Wagner finds that how well people do on a test like this predicts how well they will do in the workplace: good managers pick (b) and (e); bad managers tend to pick (c). Yet there's no clear connection between such tacit knowledge and other forms of knowledge and experience. The process of assessing ability in the workplace is a lot messier than it appears.

An employer really wants to assess not potential but performance. Yet that's just as tricky. In "The War for Talent," the authors talk about how the Royal Air Force used the A, B, and C ranking system for its pilots during the Battle of Britain. But ranking fighter pilots—for whom there are a limited and relatively objective set of performance criteria (enemy kills, for example, and the ability to get their formations safely home)—is a lot easier than assessing how the manager of a new unit is doing at, say, marketing or business development. And whom do you ask to rate the manager's performance? Studies show that there is very little correlation between how someone's peers rate him and how his boss rates him. The only rigorous way to assess performance, according to human-resources specialists, is to use criteria that are as specific as possible. Managers are supposed to take detailed notes on their employees throughout the year, in order to remove subjective personal reactions from the process of assessment. You can grade someone's performance only if you know their performance. And, in the freewheeling culture of Enron, this was all but impossible. People deemed "talented" were constantly being pushed into new jobs and given new challenges. Annual turnover from promotions was close to twenty per cent. Lynda Clemmons, the so-called "weather babe" who started Enron's weather derivatives business, jumped, in seven quick years, from trader to associate to manager to director and, finally, to head of her own business unit. How do you evaluate someone's performance in a system where no one is in a job long enough to allow such evaluation?

The answer is that you end up doing performance evaluations that aren't based on performance. Among the many glowing books about Enron written before its fall was the best-seller "Leading the Revolution," by the management consultant Gary Hamel, which tells the story of Lou Pai, who launched Enron's power-trading business. Pai's group began with a disaster: it lost tens of millions of dollars trying to sell electricity to residential consumers in newly deregulated markets. The problem, Hamel explains, is that the markets weren't truly deregulated: "The states that were opening their markets to competition were still setting rules designed to give their traditional utilities big advantages." It doesn't seem to have occurred to anyone that Pai ought to have looked into those rules more carefully before risking millions of dollars. He was promptly given the chance to build the commercial electricity-outsourcing business, where he ran up several more years of heavy losses before cashing out of Enron last year with two hundred and seventy million dollars. Because Pai had "talent," he was given new opportunities, and when he failed at those new opportunities he was given still more opportunities . . . because he had "talent." "At Enron, failure—even of the type that ends up on the front page of the Wall Street Journal—doesn't necessarily sink a career," Hamel writes, as if that were a good thing. Presumably, companies that want to encourage risk-taking must be willing to tolerate mistakes. Yet if talent is defined as something separate from an employee's actual performance, what use is it, exactly?
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What the War for Talent amounts to is an argument for indulging A employees, for fawning over them. "You need to do everything you can to keep them engaged and satisfied—even delighted," Michaels, Handfield-Jones, and Axelrod write. "Find out what they would most like to be doing, and shape their career and responsibilities in that direction. Solve any issues that might be pushing them out the door, such as a boss that frustrates them or travel demands that burden them." No company was better at this than Enron. In one oft-told story, Louise Kitchin, a twenty-nine-year-old gas trader in Europe, became convinced that the company ought to develop an online-trading business. She told her boss, and she began working in her spare time on the project, until she had two hundred and fifty people throughout Enron helping her. After six months, Skilling was finally informed. "I was never asked for any capital," Skilling said later. "I was never asked for any people. They had already purchased the servers. They had already started ripping apart the building. They had started legal reviews in twenty-two countries by the time I heard about it." It was, Skilling went on approvingly, "exactly the kind of behavior that will continue to drive this company forward."

Kitchin's qualification for running EnronOnline, it should be pointed out, was not that she was good at it. It was that she wanted to do it, and Enron was a place where stars did whatever they wanted. "Fluid movement is absolutely necessary in our company. And the type of people we hire enforces that," Skilling told the team from McKinsey. "Not only does this system help the excitement level for each manager, it shapes Enron's business in the direction that its managers find most exciting." Here is Skilling again: "If lots of [employees] are flocking to a new business unit, that's a good sign that the opportunity is a good one. . . . If a business unit can't attract people very easily, that's a good sign that it's a business Enron shouldn't be in." You might expect a C.E.O. to say that if a business unit can't attract customers very easily that's a good sign it's a business the company shouldn't be in. A company's business is supposed to be shaped in the direction that its managers find most profitable. But at Enron the needs of the customers and the shareholders were secondary to the needs of its stars.

A dozen years ago, the psychologists Robert Hogan, Robert Raskin, and Dan Fazzini wrote a brilliant essay called "The Dark Side of Charisma." It argued that flawed managers fall into three types. One is the High Likability Floater, who rises effortlessly in an organization because he never takes any difficult decisions or makes any enemies. Another is the Homme de Ressentiment, who seethes below the surface and plots against his enemies. The most interesting of the three is the Narcissist, whose energy and self-confidence and charm lead him inexorably up the corporate ladder. Narcissists are terrible managers. They resist accepting suggestions, thinking it will make them appear weak, and they don't believe that others have anything useful to tell them. "Narcissists are biased to take more credit for success than is legitimate," Hogan and his co-authors write, and "biased to avoid acknowledging responsibility for their failures and shortcomings for the same reasons that they claim more success than is their due." Moreover:

Narcissists typically make judgments with greater confidence than other people . . . and, because their judgments are rendered with such conviction, other people tend to believe them and the narcissists become disproportionately more influential in group situations. Finally, because of their self-confidence and strong need for recognition, narcissists tend to "self-nominate"; consequently, when a leadership gap appears in a group or organization, the narcissists rush to fill it. 

Tyco Corporation and WorldCom were the Greedy Corporations: they were purely interested in short-term financial gain. Enron was the Narcissistic Corporation—a company that took more credit for success than was legitimate, that did not acknowledge responsibility for its failures, that shrewdly sold the rest of us on its genius, and that substituted self-nomination for disciplined management. At one point in "Leading the Revolution," Hamel tracks down a senior Enron executive, and what he breathlessly recounts—the braggadocio, the self-satisfaction—could be an epitaph for the talent mind-set:

"You cannot control the atoms within a nuclear fusion reaction," said Ken Rice when he was head of Enron Capital and Trade Resources (ECT), America's largest marketer of natural gas and largest buyer and seller of electricity. Adorned in a black T-shirt, blue jeans, and cowboy boots, Rice drew a box on an office whiteboard that pictured his business unit as a nuclear reactor. Little circles in the box represented its "contract originators," the gunslingers charged with doing deals and creating new businesses. Attached to each circle was an arrow. In Rice's diagram the arrows were pointing in all different directions. "We allow people to go in whichever direction that they want to go." 

The distinction between the Greedy Corporation and the Narcissistic Corporation matters, because the way we conceive our attainments helps determine how we behave. Carol Dweck, a psychologist at Columbia University, has found that people generally hold one of two fairly firm beliefs about their intelligence: they consider it either a fixed trait or something that is malleable and can be developed over time. Five years ago, Dweck did a study at the University of Hong Kong, where all classes are conducted in English. She and her colleagues approached a large group of social-sciences students, told them their English-proficiency scores, and asked them if they wanted to take a course to improve their language skills. One would expect all those who scored poorly to sign up for the remedial course. The University of Hong Kong is a demanding institution, and it is hard to do well in the social sciences without strong English skills. Curiously, however, only the ones who believed in malleable intelligence expressed interest in the class. The students who believed that their intelligence was a fixed trait were so concerned about appearing to be deficient that they preferred to stay home. "Students who hold a fixed view of their intelligence care so much about looking smart that they act dumb," Dweck writes, "for what could be dumber than giving up a chance to learn something that is essential for your own success?"

In a similar experiment, Dweck gave a class of preadolescent students a test filled with challenging problems. After they were finished, one group was praised for its effort and another group was praised for its intelligence. Those praised for their intelligence were reluctant to tackle difficult tasks, and their performance on subsequent tests soon began to suffer. Then Dweck asked the children to write a letter to students at another school, describing their experience in the study. She discovered something remarkable: forty per cent of those students who were praised for their intelligence lied about how they had scored on the test, adjusting their grade upward. They weren't naturally deceptive people, and they weren't any less intelligent or self-confident than anyone else. They simply did what people do when they are immersed in an environment that celebrates them solely for their innate "talent." They begin to define themselves by that description, and when times get tough and that self-image is threatened they have difficulty with the consequences. They will not take the remedial course. They will not stand up to investors and the public and admit that they were wrong. They'd sooner lie.
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The broader failing of McKinsey and its acolytes at Enron is their assumption that an organization's intelligence is simply a function of the intelligence of its employees. They believe in stars, because they don't believe in systems. In a way, that's understandable, because our lives are so obviously enriched by individual brilliance. Groups don't write great novels, and a committee didn't come up with the theory of relativity. But companies work by different rules. They don't just create; they execute and compete and coordinate the efforts of many different people, and the organizations that are most successful at that task are the ones where the system is the star.

There is a wonderful example of this in the story of the so-called Eastern Pearl Harbor, of the Second World War. During the first nine months of 1942, the United States Navy suffered a catastrophe. German U-boats, operating just off the Atlantic coast and in the Caribbean, were sinking our merchant ships almost at will. U-boat captains marveled at their good fortune. "Before this sea of light, against this footlight glare of a carefree new world were passing the silhouettes of ships recognizable in every detail and sharp as the outlines in a sales catalogue," one U-boat commander wrote. "All we had to do was press the button."

What made this such a puzzle is that, on the other side of the Atlantic, the British had much less trouble defending their ships against U-boat attacks. The British, furthermore, eagerly passed on to the Americans everything they knew about sonar and depth-charge throwers and the construction of destroyers. And still the Germans managed to paralyze America's coastal zones.

You can imagine what the consultants at McKinsey would have concluded: they would have said that the Navy did not have a talent mind-set, that President Roosevelt needed to recruit and promote top performers into key positions in the Atlantic command. In fact, he had already done that. At the beginning of the war, he had pushed out the solid and unspectacular Admiral Harold R. Stark as Chief of Naval Operations and replaced him with the legendary Ernest Joseph King. "He was a supreme realist with the arrogance of genius," Ladislas Farago writes in "The Tenth Fleet," a history of the Navy's U-boat battles in the Second World War. "He had unbounded faith in himself, in his vast knowledge of naval matters and in the soundness of his ideas. Unlike Stark, who tolerated incompetence all around him, King had no patience with fools."

The Navy had plenty of talent at the top, in other words. What it didn't have was the right kind of organization. As Eliot A. Cohen, a scholar of military strategy at Johns Hopkins, writes in his brilliant book "Military Misfortunes in the Atlantic":

To wage the antisubmarine war well, analysts had to bring together fragments of information, direction-finding fixes, visual sightings, decrypts, and the "flaming datum" of a U-boat attack—for use by a commander to coordinate the efforts of warships, aircraft, and convoy commanders. Such synthesis had to occur in near "real time"—within hours, even minutes in some cases. 

The British excelled at the task because they had a centralized operational system. The controllers moved the British ships around the Atlantic like chess pieces, in order to outsmart U-boat "wolf packs." By contrast, Admiral King believed strongly in a decentralized management structure: he held that managers should never tell their subordinates " 'how' as well as what to 'do.' " In today's jargon, we would say he was a believer in "loose-tight" management, of the kind celebrated by the McKinsey consultants Thomas J. Peters and Robert H. Waterman in their 1982 best-seller, "In Search of Excellence." But "loose-tight" doesn't help you find U-boats. Throughout most of 1942, the Navy kept trying to act smart by relying on technical know-how, and stubbornly refused to take operational lessons from the British. The Navy also lacked the organizational structure necessary to apply the technical knowledge it did have to the field. Only when the Navy set up the Tenth Fleet—a single unit to coordinate all anti-submarine warfare in the Atlantic—did the situation change. In the year and a half before the Tenth Fleet was formed, in May of 1943, the Navy sank thirty-six U-boats. In the six months afterward, it sank seventy-five. "The creation of the Tenth Fleet did not bring more talented individuals into the field of ASW"—anti-submarine warfare—"than had previous organizations," Cohen writes. "What Tenth Fleet did allow, by virtue of its organization and mandate, was for these individuals to become far more effective than previously." The talent myth assumes that people make organizations smart. More often than not, it's the other way around.
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There is ample evidence of this principle among America's most successful companies. Southwest Airlines hires very few M.B.A.s, pays its managers modestly, and gives raises according to seniority, not "rank and yank." Yet it is by far the most successful of all United States airlines, because it has created a vastly more efficient organization than its competitors have. At Southwest, the time it takes to get a plane that has just landed ready for takeoff—a key index of productivity—is, on average, twenty minutes, and requires a ground crew of four, and two people at the gate. (At United Airlines, by contrast, turnaround time is closer to thirty-five minutes, and requires a ground crew of twelve and three agents at the gate.)

In the case of the giant retailer Wal-Mart, one of the most critical periods in its history came in 1976, when Sam Walton "unretired," pushing out his handpicked successor, Ron Mayer. Mayer was just over forty. He was ambitious. He was charismatic. He was, in the words of one Walton biographer, "the boy-genius financial officer." But Walton was convinced that Mayer was, as people at McKinsey would say, "differentiating and affirming" in the corporate suite, in defiance of Wal-Mart's inclusive culture. Mayer left, and Wal-Mart survived. After all, Wal-Mart is an organization, not an all-star team. Walton brought in David Glass, late of the Army and Southern Missouri State University, as C.E.O.; the company is now ranked No. 1 on the Fortune 500 list.

Procter & Gamble doesn't have a star system, either. How could it? Would the top M.B.A. graduates of Harvard and Stanford move to Cincinnati to work on detergent when they could make three times as much reinventing the world in Houston? Procter & Gamble isn't glamorous. Its C.E.O. is a lifer—a former Navy officer who began his corporate career as an assistant brand manager for Joy dishwashing liquid—and, if Procter & Gamble's best played Enron's best at Trivial Pursuit, no doubt the team from Houston would win handily. But Procter & Gamble has dominated the consumer-products field for close to a century, because it has a carefully conceived managerial system, and a rigorous marketing methodology that has allowed it to win battles for brands like Crest and Tide decade after decade. In Procter & Gamble's Navy, Admiral Stark would have stayed. But a cross-divisional management committee would have set the Tenth Fleet in place before the war ever started.
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Among the most damning facts about Enron, in the end, was something its managers were proudest of. They had what, in McKinsey terminology, is called an "open market" for hiring. In the open-market system—McKinsey's assault on the very idea of a fixed organization—anyone could apply for any job that he or she wanted, and no manager was allowed to hold anyone back. Poaching was encouraged. When an Enron executive named Kevin Hannon started the company's global broadband unit, he launched what he called Project Quick Hire. A hundred top performers from around the company were invited to the Houston Hyatt to hear Hannon give his pitch. Recruiting booths were set up outside the meeting room. "Hannon had his fifty top performers for the broadband unit by the end of the week," Michaels, Handfield-Jones, and Axelrod write, "and his peers had fifty holes to fill." Nobody, not even the consultants who were paid to think about the Enron culture, seemed worried that those fifty holes might disrupt the functioning of the affected departments, that stability in a firm's existing businesses might be a good thing, that the self-fulfillment of Enron's star employees might possibly be in conflict with the best interests of the firm as a whole.

These are the sort of concerns that management consultants ought to raise. But Enron's management consultant was McKinsey, and McKinsey was as much a prisoner of the talent myth as its clients were. In 1998, Enron hired ten Wharton M.B.A.s; that same year, McKinsey hired forty. In 1999, Enron hired twelve from Wharton; McKinsey hired sixty-one. The consultants at McKinsey were preaching at Enron what they believed about themselves. "When we would hire them, it wouldn't just be for a week," one former Enron manager recalls, of the brilliant young men and women from McKinsey who wandered the hallways at the company's headquarters. "It would be for two to four months. They were always around." They were there looking for people who had the talent to think outside the box. It never occurred to them that, if everyone had to think outside the box, maybe it was the box that needed fixing. [image: image7.png]



“The Talent Myth: Are Smart People Overrated?” by Malcolm Gladwell. From The New Yorker, July 22, 2002. Used with permission of the author.
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