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LEADERS
- Strategies for taking charge
By Warren Bennis and Burt Nanus
Publishers: Collins Business Essentials, 2003
Leaders are different from managers. While mangers do things right, leaders do the right thing. Leadership is necessary to help organizations develop a new vision of what they can be, then mobilize them towards the new vision. Leaders articulate a clear vision, commit people to action, convert followers into leaders, and makes them agents of change. Leaders create meaning for people in the organization. This best selling book tells us what great leadership is all about.
Introduction
Through the years, our view of what leadership is and who can exercise it has changed considerably. Leadership competencies have remained constant, but our understanding of what leadership is, how it works, and how it is applied has shifted. 

Leadership skills were once thought a matter of birth. Then came the theory that great events made leaders of otherwise ordinary people. Many other theories of leadership have come and gone. Some have looked at the leader. Some have looked at the situation. None has stood the test of time. What is clear is that leaders mobilise power, the basic energy to initiate and sustain action, thereby translating intention into reality. Leadership is the wise use of this power.
Effective leadership is all about moving organizations from current to future states, creating visions of potential opportunities, instilling within employees commitment to change and shaping new cultures and strategies. 
Many organizations are excellent in handling the daily routine, yet never question whether the routine should be done at all. “To manage” means to bring about, to accomplish, to have responsibility for, to conduct. On the other hand, “Leading” is influencing, guiding in direction, course, action, opinion. The difference may be summarized as activities of vision and judgement – effectiveness – versus activities of mastering routines – efficiency. 
Attention through vision 
Leaders have compelling visions that pull people toward them. They do not have to coerce people to pay attention. Leaders are so intent on what they are doing that they draw others in. The visions leaders convey bring about a confidence on the part of the employees, a confidence that instills in them a belief that they are capable of performing the necessary acts. 

A vision articulates a view of a realistic, credible, attractive future for the organization and provides the all-important bridge from the present to the future. When the organization has a clear sense of its purpose, direction, and desired future state and when this image is widely shared, individuals are able to find their own roles and feel empowered and energised. 

A shared vision of the future helps individuals distinguish between what is good and what is bad for the organization. People can make difficult decisions without having to consult senior people in the organization each time because they know what end results are desired. 

By focusing attention on a vision, leaders operate on the emotional and spiritual resources of the organization, on its values, commitment and aspirations. Great leaders inspire their followers to high levels of achievement by showing them how their work contributes to worthwhile ends. They make an emotional appeal to some of the most fundamental of human needs – the need to be important, to make a difference, to feel useful, to be a part of a successful and worthwhile enterprise. 
Often superb listeners, leaders establish both formal and informal channels of communication to tap new ideas. Most leaders spend a substantial portion of their time interacting with advisers, consultants, other leaders, scholars, planners, and various people both inside and outside the organization in this search.  

Leaders require foresight, so that they can judge how the vision fits into the way the business environment may evolve; hindsight, so that the vision does not violate the traditions and culture of the organization and a worldview, within which to interpret the impact of possible new developments and trends. They must get the whole picture in appropriate detail and perspective; anticipate the possible responses of competitors and other stakeholders to the new direction and be prepared to change as the environment changes. Leaders must also decide the appropriate time horizon to address, the extent to which it will represent continuity with the past as opposed to a radical transformation, the degree of optimism or pessimism it will contain, its realism and credibility, and its potential impact on the organization.

Meaning through communication 
Believing in one’s dreams is not enough. Success requires the capacity to relate a compelling image of a desired state of affairs that induces enthusiasm and commitment in others. People must be aligned with the organization’s overarching goals. 

The vision must be successfully communicated throughout the organization and effectively institutionalized as a guiding principle. Vision is often communicated best by metaphors, or models. Leaders articulate and define what has previously remained implicit or unsaid. Then they invent images, metaphors, and models to communicate their vision. In any communication, some distortion takes place, but great leaders find just the right metaphor that clarifies the idea and minimizes distortion. In short, an essential factor in leadership is the capacity to influence and organize meaning for people in the organization. 
A leader must be a social architect who understands the organization and shapes the way it works. The social architecture of any organization determines who says what to whom, about what, and what kinds of actions then ensue. It governs the way people act, the values and norms that are subtly transmitted to groups and individuals, and binding and bonding within a company. Social architecture provides context (or meaning) and commitment to its membership and stakeholders and presents a shared interpretation of organizational events, so that people know how they are expected to behave. It also generates a commitment to the primary organizational values and philosophy. Finally, an organization’s social architecture serves as a control mechanism, sanctioning or prescribing particular kinds of behavior. 
It might be useful to summarize how a social architecture comes into being and is maintained. First, a founder or founding group comes together to make something or offer a service. The founder(s) have attitudes and values about their product, and the product or function itself has characteristics that define how it can be performed. In turn, the market, product, or service will be positioned so as to attain a distinctive niche in the environment. Then, reward systems will be initiated and evolved to match the attitudes or style of the founding father(s) as well as the goals of the organization and the character of the processes that are performed.

As the organization continues to evolve and change, the tasks, the performance, the market, and the delivery all may shift. At the same time, the social architecture (or culture) does not change commensurately. Sometimes the style of the founding fathers will work in conjunction with change. More often, the style remains but is inappropriate.  In short, when management attempts to shift the goals of the organization, to adopt new work methods, or to create any fundamental change, the culture may not only fail to support these changes but may actually defeat them. 
The major elements that define an organization’s social architecture are its origins; its basic operating principle, the nature of its work; the management of information, decision making and power; influence; and status. The leader, must align the elements of the social architecture so that, it helps in realizing the guiding vision. Change management involves revamping the social architecture.

Trust through positioning
Trust is the lubrication that makes it possible for organizations to work.  Trust implies accountability, predictability and reliability. Trust is the glue that maintains organizational integrity. Trust improves when there is predictability, people’s positions are known and these positions are maintained.

Positioning is the set of actions necessary to implement the vision of the leader. If vision is the idea, then positioning is the niche the leader establishes. For this niche to be achieved, the leader must be respected not only for clarity but also for constancy and reliability. By establishing the position and staying the course, leadership establishes trust.

Trust binds followers and leaders together. The accumulation of trust is a measure of the legitimacy of leadership. Leaders cannot inspire trust without two conditions: 

· The leader’s vision for the organization must be clear, attractive, and attainable. Vision represents the context for shared beliefs in a common organizational purpose.

· The leader’s position must be clear. People want to know where the leader stands in relation to the organization and how he has positioned the organization relative to the environment. 
Deployment of Self

The management of self is critical. Effective leadership has much to do with the creative use of one’s self. Great leaders know their strengths and leverage them. Yet, they are not self centred or narcissistic. They trust themselves without letting their egos get in the way. Recognizing strengths and compensating for weaknesses represent the first step in achieving positive self-regard. The second element in positive self-regard is the nurturing of skills with discipline – that is, to keep working on and developing one’s talents. It is the capacity to develop and improve their skills that distinguishes leaders from followers. The third aspect of positive self-regard is the capacity to discern the fit between one’s perceived skills and what the job requires. 

Positive self-regard creates in people around a sense of confidence and high expectations. It creates what is called the Pygmalion effect. 

Key attributes of leaders can be summarized as follows: 
· They accept people as they are, not as they would like them to be.

· They approach relationships and problems in terms of the present rather than the past.

· They treat those who are close with the same courteous attention that they extend to strangers and casual acquaintances. 

· They trust others, even if the risk seems great. 

· They function without constant approval and recognition from others. They realize that they cannot afford to be only “good guys.” 

· Perhaps the most impressive and memorable quality of leaders is the way they respond to failure. They simply don’t think about failure. For the successful leader, failure is a beginning, the springboard to hope.

· Effective leaders empower people by creating a powerful vision. They emphasise development and learning on the job, create a “family” like community and make people feel joined in some common purpose. Empowerment makes workers so much immersed in their work that they forget basic needs for long periods of time.

Leaders are perpetual learners. Leaders know how to learn in an organizational context. They are able to concentrate on what matters most to the organization and to use the organization as a learning environment. Leaders are open to new experiences, seek new challenges and treat mistakes as opportunities for self-improvement. 

Organizational learning is the process by which an organization obtains and uses new knowledge, tools, behaviors, and values. It happens at all levels in the organization. Individuals learn as part of their daily activities, particularly as they interact with each other and the outside world. Groups learn as their members cooperate to accomplish common goals. The entire system learns as it obtains feedback from the environment and anticipates further changes. At all levels, newly learned knowledge is translated into new goals, procedures, expectations, role structures, and measures for success.

The authors draw a distinction between maintenance learning and innovative learning.
Maintenance learning provides methods and rules for dealing with known and recurring situations. It enhances our problem-solving ability for problems that are given. It is the type of learning designed to maintain an existing system or an established way of life.  In maintenance learning, current performance is compared only with past performance, not with what might have been or what is yet to be. Corrective action is designed to deal with perceived weaknesses and failures, not to build on strengths and new opportunities. Maintenance learning is indispensable to the functioning and stability of every society. But for long-term survival, particularly in turbulent times, maintenance learning may not be enough.
Innovative learning focuses on preparing organizations for action in new situations, in anticipation of environments that have not yet appeared. Innovative learning deals with emerging issues – issues that may be unique, issues for which solutions are not known; and issues whose very formulation may be a matter of controversy and doubt. Therefore, innovative learning has often been neglected in many organizations. Managers are usually well equipped to handle maintenance learning, but it is the leader’s responsibility to ensure innovative learning.
There are six especially powerful modes of organizational learning:
· Reinterpretation of history 

· Experimentation 

· Analogous organizations 

· Analytical processes 
· Training and education 
· Unlearning
Leaders can energize learning behavior in various ways. They can use the full range of rewards and punishments, to appreciate learning behaviour. 
What are some of the behaviors to be rewarded? The leader must reinforce long-range thinking, innovation and creativity. Anticipation of future developments should be legitimized. Change and experimentation must be embraced. A general drive toward excellence and a shared commitment to the organization’s mission must be rewarded. New values and organizational arrangements should be encouraged to facilitate the sharing of knowledge. Leaders must design open organizations that are both participative and anticipative. 

An open organization has constant, intense interactions with its external environment and can respond quickly and flexibly to new information. In an open organization, people are alert to change, look for new options, and respect innovation and risk taking. An open organization is also future-oriented. Much of its behavior is governed by anticipations of future threats and opportunities and a concern for the future consequences of current strategies. Much attention is paid to information and communication systems, the channels through which learning is shared by all parts of the organization. Units of manageable size are created, small enough to let employees feel genuine responsibility for the unit and to measure their progress in accommodating environmental change. 

In a learning organization, individuals learn from each other what is happening in the outside world, what is worthy of attention, what achievements are possible and desirable, and how responsibilities should be apportioned. Through cooperative processes, they share their understanding and stimulate each other to invest time and energy for the organization’s benefit. Learning organizations are also good at anticipation. This usually occurs by establishing an effective planning process and rewarding people who use it as a mechanism for managing change.  
Managing knowledge workers
As the pace of knowledge obsolescence increases, workers will feel constantly bombarded by changes. Along with the added responsibility to act on the organization’s behalf, they’ll have fewer middle management buffers to insulate them from the turbulence they experience daily both at work and at home – and fewer safety nets to protect them against the consequences of their mistakes and those of others. So even as organizational lives become interesting, they will also be confusing, uncertain, risky and stressful. Therefore, leaders will have to act as compassionate coaches, dedicated to reducing stress by providing human and financial resources and emotional support and encouragement to people. Recognizing, developing and celebrating the distinctive skills of each individual will become critically important to organizational survival. 
Exploding Myths
We need to clear some misconceptions about leadership: 
Myth 1: Leadership is a rare skill. 
Nothing can be further from the truth. While great leaders may be few and rare, everyone has leadership potential. 
Myth 2: Leaders are born, not made. 
Major capacities and competencies of leadership can be learned. Moreover, natural endowments can be enhanced. Nurture is far more important than nature in the shaping of successful leaders.

Myth 3: Leaders are charismatic. 
Some are, most aren’t. Probably charisma is the result of effective leadership, not the other way around, and those who are good at it are granted a certain amount of respect and even awe by their followers, which increases the bond of attraction between them.

Myth 4: Leadership exists only at the top of an organization. 
The larger the organization, the more leadership roles it is likely to have at all levels.
Myth 5: The leader controls, directs and manipulates. 
Leadership is not so much the exercise of power itself as the empowerment of others. Leaders lead by pulling rather than by pushing; by inspiring rather than by ordering; by creating achievable, though challenging expectations and rewarding progress toward them rather than by manipulating. 

Myth 6: The leader’s sole job is to increase shareholder value. 
Exclusive attention to shareholder value often leads to decisions that undermine other important stakeholders at great cost to the long-term viability of the organization. The leader’s primary responsibility is to serve as trustee and architect of the organization’s future, building the foundations for its continued success.

Conclusion

Bennis & Nanus emphasise that in the coming years, the leaders who succeed will be those who are able to:

· Set direction during turbulent times
· Manage change while ensuring high standards of quality and customer service

· Attract resources and forge new alliances to accommodate new constituencies

· Harness diversity on a global scale

· Elicit commitment from people by inspiring optimism and enthusiasm 

· Lead knowledge workers effectively.  
