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				Professor Jorge Vasconcellos e Sá introduces with his new book a fascinating, and most certainly polemic, subject for discussion in all major professional, as well as academic forums. The provocative title of the book, standing on its own, seems almost to indicate that leadership “de facto” doesn’t exist - or isn’t required - in order to be successful in business, and that it is effective management what really matters and counts in order to achieve results, and be successful in human endeavors, particularly in business. But the reading of the book quickly shows us that we are facing a subject of far more reaching philosophical complexity, and thus with a potential of increased controversy and constructive discussion potential. 

				As in other books written by Professor Vasconcellos e Sá we are dealing again with a masterfully researched work, exceptionally well written, and with a profusion of images and graphic explanations that make the reading a real pleasure, almost a lively interaction with the author’s uncommon and privileged brain. 

				Vasconcellos e Sá uses major historic battles to address the subject at hand, and to draw his conclusions, driving us to agree with them, because he makes them so simple, apparently, even when dealing with subjects of utmost complexity. This methodology of explaining what sometimes seems to be, or even truly is, a complex issue, using the excruciating description and dissection of a battle, makes it easier for us to understand that we do deal permanently with “battle fields” throughout our lives, be it in personal or professional matters. The Human Being is genetically programed to fight battles, and needs to fight them in order to survive, and make developmental steps for Humanity that ultimately allow us to survive collectively.

				In this book we go through his masterfully researched description of the battle of Chancellorsville, one of the most critical battles during the American Civil War, while in his past recently launched book “Shakespeare, Henry V and the Lessons for Management”, a book that overwhelmed me for its incredible practical value for managers, entrepreneurs and business leaders, in particular the whole chapter around hiring and motivating the best available talent (“no organization is better than its people”), Vasconcellos e Sá developed his thoughts using the battle of Agincourt (1415, a battle of the 100 Years War), one that put France and England facing each other. This particular book stays, ever since I read it, on my desk in the office, and it is with undeniable pleasure that I review its content from time to time! 

				The interesting fact is that both battles portray similar starting situations, where an overwhelmingly stronger opponent (the French at Agincourt, the Union lead by general Hooker at Chancellorsville), loses the battle to a significantly “weaker” enemy (the English at Agincourt, Lee’s Confederate army at Chancellorsville), in both cases for Darwinian reasons (it’s never the mightiest and the bigger of the “species” who survive, but the most swift and flexible adapting to a changing environment), as well as for a huge amount of mistakes that can be easily compared to the ones being made today in the business environment by failed companies (and in our families and personal lives as well!).

				I am not going to make this time any considerations of personal nature about Vasconcellos e Sá, his impressive career in business and academic areas, his remarkable contributions to the discipline of Management, his formidable communication skills, be it in class, be it in written form, as here is the case with his new masterpiece. It would be a boring repetition of what I have already written in the preface to the book I mentioned before (Shakespeare, Henry V and the Lessons for Management, published by Vida Económica). I truly encourage though the patient and interested reader of this book to not miss by any chance the opportunity of reading the other one. Both are complementary, and make the picture much clearer for managers and entrepreneurs about the areas to prepare, cover, anticipate, and effectively manage, in order to be successful.

				I would like to finalize this short foreword with a challenging thought. Vasconcellos e Sá, close to the end of this particular book, makes a bold statement: 

				“So, what is the difference between a Leader (who sets goals, organizes, uplifts and motivates people, and controls their performance), and a Manager? None. A leader must manage, and a manager has to lead. They are one and the same thing”. 

				A footnote in that page explains what some people believe is the major difference between a leader and a manager, and I won’t quote it here because I would like that the patient reader really goes through the book, makes his own judgment, and forms his own opinion, eventually contributing to the discussion at hand by writing to either Professor Jorge Vasconcellos e Sá, and /or to me. 

				My personal opinion is that the only difference between a leader and an effective manager is the sustainability of the results achieved by both. If you go back a few lines to the description of a leader, the most important component is “uplifting and motivating people”. Both a leader and an effective manager can do that. But a leader can do that always, while the effective manager will eventually fail to have tools and processes to do it. The manager will be able to motivate people for a while using incentives and other related tools and HR processes, but the leader inspires and generates emotions that today are as critical, if not even more critical, than plain “motivation exercises” based on HR gimmicks and techniques. 

				The leader loves people, always thinks about the wellbeing of others first, putting the interests of others ahead of his own. The manager, no matter how effective he might be, is incapable of doing that in the long run, because he makes things purely rationally, not with passion, having the result, not the people, in his mind. The leader cares genuinely about people, knowing that results will come as a natural consequence.

				As in many examples brought by Vasconcellos e Sá, the trait that differentiates (in my modest opinion) effective managers from leaders, when misused, creates monsters. History is full of those charismatic “leader-monsters”. But to the extent that energy, love for people, and passion are well placed to serve others and the community, a leader makes wonders for as long as he leads (Jack Welch), while a manager quickly gets “out of steam” with the next economic cycle, or the next downturn.

				Opinions required: jose.de.sousa@libertyseguros.pt
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				Simplicity is complexity solved, said the great architect Constantin Brancusi.

				And something, clearly needed in the field of leadership: if one googles the words management leadership, one gets thousands of hits. 

				Certainly that the subject is important. However, such a torrent of books also portrait a great deal of controversy. There are functional, transactional, transformational, neo-emergent, and so on, theories of leadership1. And all that in spite of the fact that, most definitions of leadership are simply enough: getting things done through others, or getting others to achieve certain objectives (which comes down to the same). Wikipedia for instance, defines leadership as the process by which one person enlists the aid of others in accomplishing a task.

				… Could it be that leadership authors are again here exemplifying the old parable of the blind, who after touching different parts of an elephant, came out each, describing a different animal?

				Then, some say leadership is born. Others, that it can be developed.

				For some, leadership is a question of personal traits; others stress skills, knowledge and intellect.

				And how does business leadership differ from leadership in other areas: military, scientific, and so on?

				To answer these questions, we need a source of unquestionable authority. Of unsurpassable credibility. And there is only one such source: History.

				For three reasons. First, History belongs to all of us, not to some. It’s universal, not parochial. Not a specific case-study, of a particular firm, in such and such circumstances: I am myself and my circumstances, said Ortega y Gasset.

				Second, History is the memory of mankind. Which according to Socrates is more important than intelligence, since a person only knows… what he/she can remember…

				Finally, History is a source of examples and examples are always far more powerful than intellectual arguments. People learn more through their eyes than through their ears, as the saying that a picture is worth a thousand words, reminds us.

				So History, (1) belongs to all of us; (2) It’s our experience crystallized; And (3) it exemplifies.

				But if History teaches by examples, we better use a “perfect” example. An example made “perfect” by its simplicity and power. 

				Happily, for us, there is one such an example: it’s called Chancellorsville. A major battle of the American civil war, in Virginia, which lasted seven whole days from April 30 to May 6, 1863.

				And where the Confederate (southern) side led by Robert Lee, defeated an Union (northern) army, which under the command of general Joseph Hooker, had from the start five crucial advantages:

				First: an army more than double the enemy size (134,000 against 61,000 men);

				Second: the Union forces were much better supplied;

				Third: after several months of inactivity, the northern Union army of the Potomac was well rested;

				Fourth: the southern Confederate forces were scattered all over the state of Virginia; and

				Finally, the engagement began with a well elaborated Union battle plan: a double envolvement of enemy forces.

				However, in spite of these five crucial advantages of the north, Robert Lee forces attained a tremendous victory in what has been understandably described as the perfect battle.

				And so from such a perfect example (Chancellorsville) and our the most credible source (History), come the answers we need.

				Neither. Leadership is neither born, nor developed. But self-made.

				How? Through improvement in three areas: 1) personal traits, 2) skills and 3) knowledge (chapters five to seven, next).

				No, there is no difference between business leadership, military leadership or any other type of leadership. There is only leadership.

				Better. There is indeed no leadership at all. There is only effective management. Leadership is nothing else than sound management.

				And so – as we shall see –, to ask what is leadership about, is a false question. The right question is: what is effective management? And here lies the root that explains the endless flood of books on leadership. By asking the wrong question, authors fall short of providing fully satisfactory answers. False pro-blems always provide unsatisfactory responses, which, thus, require more: that is, other answers. And so on. Endlessly.

				However, when an answer plainly satisfies, by perfectly fitting our sense of reality and experience of life, then, it not only brings a sense of achievement, but it also becomes timeless.

				And that is our case: the lessons taught by the perfect example of Chancellorsville in the 19th century2, are exactly those of the first, and still the best, book on leadership according to Peter Drucker: Xenophon’s3 Cyrus the Great. Almost two thousand and five hundred years before Chancellorsville: in the late 5th century BC.

				So let’s start by giving the word to History and hear what it has to say: beginning with the 19th century. More precisely with the 30th of April, 1863, the date of Chancellorsville.

				And then exemplifying the implications for management, in the largest part of this book, from chapter four to eight, by using some of the best books on management ever.

				The implications for management are three: First, there are only two temperamental traits that a manager must have4. Second, sound decision making requires the discipline of following through ten steps. And third, building great teams means using an inverted hierarchy pyramid.

				Six main authors will be used to illustrate these tenets.

				First Alfred Sloan whose book My Years with General Motors is, according to Bill Gates, the only book on ma-nagement to read, if one wants to read only one. And which Drucker labeled the best management book, ever. And in any case, an autobiography of consensuously the best manager of the first half of the 20th century. 

				Just as Jack Welch5 and Andy Grove6 are reputedly two of the best – if not the very best –, managers of the second half of that century.

				Turning the century we have the interviews, speeches and books of the CEO’s of two great success stories: Bill Gates of Microsoft and Steve Jobs of Apple.

				And finally to put everything under perspective, we will use Drucker. Of course Drucker.

				What do you read on management?, Bill Gates was once asked: Drucker of course, came his answer promptly, only to pause and then say: and … and…

				So regardless of others debts7, first and foremost this book owes greatly to the six above authors and managers.

				It’s about time to start. With the perfect example: Chancellorsville.
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						1 Functional leadership: a leader’s main concern is with group effectiveness. Transactional leadership: the group follows the leader into accomplishing goals in exchange for rewards. Neo-emergent leadership: the source of leadership is information.

					

					
						2  Chancellorsville does not cover, of course, all but only some areas of management. But they are enough to bring home that point.

					

					
						3 Stateman, soldier and disciple of Socrates.

					

					
						4 Character, fortress and responsibility (which follows from the first two).

					

					
						5 Winning; Straight from the Gut; Winning: the Answers – confronting 74 of the toughest questions in business today.

					

					
						6 Only the Paranoid Survive; High Output Management; One on one with Andy Grove: How to manage your boss, yourself and your co-workers.

					

					
						7 Most specially Ram Charan, Jim Collins, Donald Hambrick, L. Iacocca, Robert McNamara, Richard Straub (by alphabetical order), are among others quoted extensively in this book and to whom we are grateful.

					

				

			

		

	
		
			
				II. PRELUDE (BEFORE THE BATTLE)
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				After the defeat inflicted by the south on the northern forces at the (first) battle of Fredericksburg (December 13, 1862), Lincoln appointed Joseph Hooker as head of the Union army.

				After Winfield Scott, Irvin McDowell, George McClellan, John Pope and Ambrose Burnside (...!), Lincoln hoped that Joseph Hooker (who had de-monstrated great courage and effectiveness as a division and corp commander in previous battles), was the  general he needed. Lincoln knew that he had more than enough men to crush the southern armies, but he did not have a commander with the will to use them. No general yet found, he said, can face the arithmetic, but the end of the war will be at hand when he shall be discovered.

				Hooker was decided to prove worthy of his appointment. He dedicated himself to justify Lincoln’s full support. He cleaned up the camps, made sure his men were paid and well fed, tightened discipline, and even devised insignia badges for the men of each corps to boost morale. Under Hooker, a soldier later recalled, we began to live.

				Finally he carefully developed the Union army plans, taking all the necessary time until he had (in his own words) 80 chances in 100 to be successful. My plans are perfect, Hooker then said. May God have mercy in General Lee8, for I will have none.

				His plans involved an envelopment of Lee’s forces, by a part of the (northern) Union army (70,000 strong) that would first march northwest, then turn south and finally east to strike at Lee’s rear (see figure 2-1).

				A second corp (of more than 30,000) would strike Lee’s front, pressuring and keeping the southern army busy.

				And finally 7,5009 Union cavalry (under general George Stoneman) were to raid deep into the confederate rear areas, destroying supply depots along the railroad from the Confederate capital in Richmond, to cut both the lines of communication and supply (figure 2-1).

				So the Union plan called for an envelopment; a frontal; and a rear attack (figure 2-1).

				But Hooker’s confidence was not based exclusively on the ingenuity of his plan. The disproportion in numbers also emboldened his confidence.

				The Union army (134,000) was more than double the size of the Confederate (61,000) one. As mentioned, it was also well supplied, well rested, and both discipline and morale ranked high. Finally Lee’s Confederate forces were scattered all over the state of Virginia10.

				The stage was set to inflict a decisive blow on the Confederate army and bring the civil war to an early end.

				Everyone repeated ‘Lee is in our power!’, a Union officer remembered. Nobody doubted that before two days all our past reverses would be effaced by the annihilation of (Lee’s) army. 

				Lincoln, he himself was also hopeful, but wary: The hen is the wisest of all the animal creation, he said, because she never cackles until after the egg is laid...

				And the stage was set for the battle of Chancellorsville.
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						8 Commander of the southern (Confederate) army.

					

					
						9 The remain of the 134,000 men of the Union army remained in defensive positions and managing supply lines (see figure 2-1).

					

					
						10 In fact, over 10,000 men of the army of Northern Virginia, under general Longstreet stationed near Norfolk and dealing with a federal threat at Suffolk, failed to arrive in time to help Lee.

					

				

			

		

	
		
			
				III. CHANCELLORSVILLE 

				(the perfect battle from the american civil war)
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				The battle of Chancellorsville, lasted for seven days from April the 30th till May the 6th and although complex it can be summarized in ten major phases:11

				First: Before engaging, on April 27, the Union general Hooker began his envelopment, moving towards Chancellorsville, ten miles west of Fredericksburg. In parallel, the Union forces were supposed to do a frontal attack from Fredericksburg (see figure 3-1).
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				Hooker and his officers were confident that within forty-eight hours they would destroy the Confederate army. The enemy must either ingloriously fly, Hooker said, or come out from behind his defences and give us battle upon our own ground, where certain destruction awaits him. 

				Second: The Confederate commander Lee was not fooled by Hooker’s feint frontal attack at Fredericksburg, and defying military convention, he split12 his smaller force leaving 12,000 men there and rushing the others west to shore up his left flank (see figure 3-2).
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				Third: So, when on May 1, Hooker’s men began moving south toward the Confederate lines, the Confederates were prepared, waiting for them and opened fire. Then inexplicably, Hooker, although outnumbering the enemy (by 70.000 against 49.000), ordered his forces back to Chancellorsville, leaving the woods – and the initiative – to the Confederates.

				Fourth: That night, Stonewall Jackson persuaded Lee to divide his (49.000) army a second time, and led 26,000 men on a fourteen-mile march to attack the next day the Union’s right flank. That is, the south performed a second flanking to outflank the northern flanking.

				Both the woods and the Confederate attack at Chancellorsville kept the Union forces from spotting Jackson on his long flank march, which took the best of all day. There was a single sighting shortly after Jackson’s corp disengaged from Union forces south of Chancellorsville. But the Union ge-neral Hooker thought that his cavalry under Stoneman working behind the Confederate forces, had cut Lee’s supply line and that therefore Lee was about to retreat. In any case, he stayed right where he was and failed to contemplate an all-out attack, sending only 13,000 of his men forward under general Sickles.

				Fifth: Protected by the forest and smog, the southern army achieved a major surprise on the northern one. It was about 5:30 that afternoon, the men on the Union right were boiling coffee and playing cards, when suddenly boun-ding through their camp came Jackson’s men. It was a perfect whirlwind of men, a survivor said. The enemy seemed to come from every direction. 

				The Federals were taken totally by surprise and unprepared (although Hooker had ordered them to provision defense in case of a surprise attack). So, more than 4,000 Union soldiers surrendered without firing a shot. The rest were routed and fell back two miles before Union artillery and falling darkness stopped the Confederate sweep just short of Chancellor House (see figure 3-3)13.
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				Until bad luck knocked at the door of the southern army.

				Indeed, eager to fight on, Jackson rode out between the lines to reconnoitre for a night attack. After Union pickets had fired at him, he wheeled back toward his own lines, when jumpy Confederate pickets mistook his party for northerners and opened fire again. Two of Jackson’s aides fell dead from their saddles. Jackson himself was hit once in the right hand and twice in the left arm. His shattered arm was amputated and later Jackson died of complications.

				Stuart, who assumed command of Jackson’s forces, launched another massive assault all along the Union’s right flank.

				Sixth: Stuart’s continuous flanking attack made Hooker concerned about Sickles’s 13,000 men ability to hold what was now a salient into the Confederate lines, ahead of Chancellorsville and so he ordered to pull back to Chancellorsville that night, giving the Confederates two great advantages: it reunited Jackson (Stuart) and Lee’s forces; and it gave them control of a hilltop in the woods called Hazel Grove, one of the sole places in which artillery could be used effectively14 (see figure 3-4).
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				So, while Hooker watched the fighting from the Chancellor House, a Confederate shell split the pillar against which he was lea-ning, and knocked him senseless. Although he remained groggy all day, he refused to turn over command to his su-bordinates.

				Seventh: Meanwhile, Union troops finally performed the frontal attack and advanced across the Fredericksburg plain. The Union general Sedgwick had been delaying the attack believing that the Confederate general Early had more troops than he did have. In any case, when the federals finally attacked they broke through, although slowly and sluggishly (see number seven in fi-gure 3-5).

				

				

				

				

				

				

				

				[image: Livro%20Lideran%c3%a7a%201A.pdf]

				

				But it was too late. Confederate reinforcements (the initially 49.000 corp) arrived from Chancellorsville late in the afternoon and the combined Confederate forces (49 + 21) halted Sedgwick’s advance.

				Eight: On the evening of May 3 and all day May 4, the Union general Hooker remained in the defensive, while the joint forces of Lee and Early battled Sedgwick, who first stood his ground and then withdraw back across the Rappahannock river during the pre-dawn hours of May 5. That was another miscommunication between him and the commanding general Hooker who wanted him to hold on so that Hooker could withdraw and cross again the river near Sedgwick’s position, to attack once again the southern forces (number eight in figure 3-5).

				Ninth: Finally, Hooker ordered his men to fall back. The Confederates followed, lobbing shells among them. And on May 6, the Union army had retreated back across the Rappahannock river. The battle was lost and Hooker had lost 17,000 men (figure 3-6).

				Tenth: Stoneman, who at the head of 7,500 cavalry after a week of ineffectual raiding in central and southern Virginia, behind enemy lines, failed to attack any of the objectives Hooker set out for him - and therefore Lee’s army kept on being regularly supplied –, withdrew into Union lines east of Richmond on May 7, ending the campaign (figure 3-6). 
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				A succession of dismissals followed. Hooker relieved Stoneman (who at the head of the cavalry failed to disrupt Lee’s supply lines) for incompetence. And Hooker, himself was later dismissed in June 28, just before the battle of Gettysburg.

				What are the lessons? What is History teaching us here? Let’s see what the next chapter has to say.

				
					
						11 Henceforth northern union and federate army shall be used as synonymous; as well as southern and confederate.

					

					
						12 But not equally. Lee concentrated most of his resources on the greatest threat. Indeed out of the 61000 men Lee had under his command, he sent 49000 to try to stop the flanking movement which threatened to envelop his army and dedicated only 12000 to fight against the northern frontal attack.

					

					
						13  A simple illustration of the Cyrus words by the pen of Xenophon:

						Using unexpected tactics confuses the foe … good leaders must plot and plan to catch the enemy out of formation … so we can catch them off guard. And it’s best of all to catch the enemy asleep while our own men are fully awake with weapons in hand. And then Cyrus adds: leaders must be creative and invent stratagems for use against the foe. In war the newest stratagems  work best because they’re unexpected. Being unexpected, they offer you the best chance of confusing the enemy.

					

					
						14  Being the woods so dense and tangled (the locals called them the wilderness), the Union army was unable to use its huge advantage in artillery to any great effect.

					

				

			

		

	
		
			
				IV. THE CAUSES OF VICTORY AND THE LESSONS FOR MANAGEMENT
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				The battle of Chancellorsville formed the basis for Stephen Crane’s 1895 novel The  Red Badge of Courage and made the civil war to continue for another two years of bloodshed.

				But what are its lessons? What explains that such huge Union advantages in men, firepower, preparation and initiative, all failed to materialize?

				As always the answer lies in a mixture of:

				–	the mistakes (by the defeated);

				–	the qualities (of the winners); and

				–	sheer (good, bad) luck.

				4.1. The role of luck

				Chance, as always – and reminding us of Von Clausewitz15 statement that War is the stage of uncertainty 16 – was present in five ways:

				Besides the woods (known as the wilderness of Spotsylvania), and the fai-lure of general Howard (the commander of the Union right side) to make defensive preparations, the appearance of fog allowed the southern forces to move initially westward towards Chancellorsville, undetected by the northern forces which confronted them for the frontal attack at Fredericksburg.

				Then, in the beginning and until May 2, Hooker (the top northern commander) and Sedgwick (in charge of the northern troops at Fredericksburg) were unable to communicate with one another because of a failure of telegraph lines.

				Still on May 5, another miscommunication happened between the northern commanders Sedgwick and Hooker. The latter wanted the former to hold on to his position so that Hooker could withdraw and re-cross the river to attack again. However Sedgwick retreated back over the river, eliminating Hooker’s options to save the campaign.

				But as frequently, luck affected both sides. Not only one. Bad luck also stroke against the south. Initially at Fredericksburg the southern forces retreated thanks to a misinterpreted order from Lee. Bravery and later reinforcements from Chancellorsville were able to later halt the northern advance.

				Then Jackson, the distinguished southern commander responsible for the surprise attack on the northern right side, was twice the victim of bad luck: first he was shot by friendly fire; and then, although after the amputation of his left arm he seemed to be recuperating, he later developed pneumonia and died17. 

				It was a devastating loss to the south. Lee was horrified: He has lost his left arm, he said, but I have lost my right.

				And the southern President Jefferson Davis declared a day of national mourning (see figure 4-1).
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				In any case, the relative importance of these (bad luck) factors – in top of that, that they affected both sides –, cannot explain the northern defeat, which had an overwhelming superiority in numbers (more than 2 to 1), firepower (artillery), initiative and preparedness.

				The explanation must thus be found in the weaknesses of the defeated and the qualities of the victorious.18

				4.2. The weaknesses of the defeated

				All four major northern generals lacked in leadership.

				The overall commander Hooker, in spite of his numbers at Chancellorsville (70,000 against 49,000), after an initial attack, 1) stayed tamely in the defensive and 2) even forced one of his generals (Sickles) to retreat from the salient (at Hazel Grove) that he had achieved. As mentioned, that allowed Jackson (Stuart) and Lee to join forces and the south to control an elevated clearing (Hazel Grove), which was one of the few places in which artillery could be used effectively. 

				When later asked why he had ordered a halt to his advance at Chancellorsville on May 1, Hooker responded: For the first time, I lost faith in Hooker.

				A third mistake by Hooker was, when informed of Jackson’s southern cavalry movements at Chancellorsville, and even of his approach, rather than foreseeing an attack, he somehow persuaded himself that Jackson was retreating. His sense of insecurity led him to succumb to wishful thinking believing that Jackson’s cavalry movements signalled an intent to retreat when indeed they were preparing to attack.

				Finally, over 26000 men stayed behind, as a reserve, and never fired a shot. They could obviously have been used to press either the flanking, or the frontal attack. 

				Recalling that, in battle what counts it is not the absolute sizes of the armies, but their relative size at the point of contact. Napoleon Bonaparte was a master in dividing his enemy and then attacking each one, a time.

				Mao Tse Tung stated: I have 10 against 100; but attack always 10 against one. One hundred times. And so I win.

				 Then, Sedgwick, the northern commander in charge of the frontal attack at Fredericksburg, also failed in lea-dership. His role was to attack to pin down the southern forces, which he failed to do effectively. He, first delayed the attack (in spite of Hooker’s orders), since he mistakenly believed that the southerners had more men than they did19.

				The initial delay was then subsequently followed by 1) a sluggish advance; 2) a tactical retreat (when southern reinforcements came from Chancellorsville); and finally a strategic retreat (across the Rappahannock river, although miscommunications with the overall commander Hooker played a role, here too20).

				 Also, Howard, the northern commander in charge of the right side of the Union army failed to follow orders from Hooker and prepared no defenses whatsoever against the surprise attack by Jackson: his corp was not anchored on any natural obstacle; there were only two cannons pointing out into the wilderness; and the soldiers, were preparing tea and cooking dinner, when Jackson’s 26,000 men came running out of the wilderness and hit Howard’s corp by surprise. As mentioned, 4,000 Union soldiers were taken prisoners without even firing a shot and most of the rest was easily routed.

				Finally, Stoneman, who at the head of 7,500 cavalry was operating behind the southern army, failed to disrupt the supply lines and finally withdrew on May 7.

				In short, the northern generals displayed a fundamental lack of leadership, which is summarized in figure 4-2.
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				In the case of Stoneman and Howard, there was even sheer incompetence. In failing to achieve the stated objectives and performing the minimum of preparedness.

				Before we move into evaluating which qualities of the south contributed to its victory, four aspects are noteworthy.

				First, there is an old military saying, that There are no victories in strategy.

				When implementation falls short, the best plan is worthless. As Drucker put it: unless a plan degenerates into concrete actions, it is only good intentions. Of course, that on the other hand, execution by itself is not enough; a sound strategy is also needed. So both 1) a good plan and 2) proper implementation, are necessary for competitiveness.

				And Hooker’s failures in execution are all too obvious. In first failing to enforce that his subordinates followed through the plans and carried the orders at all cost (Sedgwick with the frontal attack); and then in controlling the actions of both Stoneman, the cavalry commander behind enemy lines (more difficult), and Howard (easier since he was close to Hooker as his right wing commander).

				So execution, the discipline of getting things done, and which will be analyzed in chapter VI, is paramount. One needs both implementation and control. As has been said it only exists what one controls (J. Welch), since what happens is not what one expects but what one inspects (Louis V. Gerstner, Jr.). 

				Second, the main responsible for proper execution is the top commander.

				To start with, it’s up to her (or him) to select the team. That’s where the buck stops, or as the latin maxim has it, úbi comodo, ibi incomodo: responsibility comes with power. Julius Caesar in his memories of the galic wars stressed again and again that every soldier has the right to a proper command.

				Third, Hooker’s failure is most remarkable, since it is true that he had been an effective division and corp commander in several battles. But now, as independent commander of an overall army, he failed.

				Again, the main responsibility must be attributed to who put the right man (an excellent division and corp officer) in the wrong place (as a general at the head of a whole army): Abraham Lincoln.

				It is interesting here, to contrast this situation with another, one hundred years later, during World War II and between the US chief of staff (Marshall) and George Patton. 

				George Patton was by any standard one of the – if not the very best – corp commander of the II World War. But when he was proposed for an independent command21, George Marshall, the chief of staff, turned him down. Patton is the best subordinate the American army has ever produced, but he would be the worst independent commander.

				However, as a subordinate corp leader and at the head of his 3rd army, in only two years (1944/5), Patton travelled two thousand km; freed twelve thousand cities and villages; occupied 200 thousand km2; made 1,2 million prisoners, inflicted 386.000 injured and 144.000 dead, for a total of nearly 1,7 million disable enemy soldiers. 

				The message is simple: people should not be promoted based on their past performance, but rather on their qualities for the future job: intellect, knowledge, skills and temperament.

				To start with, experience is specific, particular to concrete situations. And job requirements change from function to function. They are never the same. Even when they have the same title. Take for instance the case of an assistant to the general manager of a factory. What will his primary role be?

				Will it be required from him that he steps in, and solves as needed, urgent problems across the factory, here and there?

				Or will he primarily be asked to obtain, analyse and report on financial data to his boss?

				Or still will his role be mostly ceremonial, freeing the general manager from such tasks as receiving visitors, institutional representation near the local community and sitting in internal meetings the general manager must or prefer to pass on?

				The three cases differ to start with, in the type of knowledge needed: technical in the first case; accounting in the second; none in the third.

				Then in terms of required skills: verbal to pass on the message fast and clear in the first case; written skills in the second; knowing how to listen, political awareness and courtesy in the third situation.

				Then the needed temperament characteristics are also distinct.

				In the first case where the person is mostly a fire-fighter, characteristics such as creativity (to consider for each problem a diverse range of possible solutions), decisiveness (to opt for the best under the available circumstances and timeframe) and the capacity to cope with stress are paramount.

				In the second situation, the required personal characteristics are mostly analytical capacity, care for detail, and liking to work in isolation.

				All to be replaced in the third role, where the assistant is basically a representative of the general factory manager, by sociability (liking human beings), empathy (understanding the others’ points of view) and sympathy (personal warmth): see figure 4-3.
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				And finally, the type of intelligence needed also differs: speed of reasoning in the first case; deductive in the second; emotional intelligence in the third; and so on.

				But then, of course, it is very hard to find someone who excels in all those variables: knowledge; skills; and temperament. No person, nobody has only strengths. There are no universal geniuses.

				Decisive people rarely care for details; people who like to work alone, generally lack empathy and seldom enjoy representative roles; and so on. Even because a person has the defects of her qualities and viceversa: those prudent rarely are quick; those who care for details usually lack a global vision; either one is reflective or active; discreet or charismatic; organized or creative; with spirit of initiative or a team player; etc.22

				The ideal is, of course, to find a person who has both 1) the (required) experience and 2) talent for the new job. But the latter is far more important since only talent, that is (a person’s) strengths which match (the job) success factors, can guarantee performance. If one can have both talent and experience, so much better. But talent is the major requirement. With it, adaptation to the new function will happen sooner, rather than later. Further decreasing the importance of experience.

				And so, to promote based on experience or past performance, will simply lead to the well known Peter Principle, which states that people will be promoted to the level of their incompetence. And then, they will stop being promoted. Consequently, organizations tend to be filled with incompetents at all hierarchical levels. 

				In short, we should not promote based on past performance, but on the qualities required for the new job. That is the sole guarantee of future competence.

				Fourth and finally, why did Hooker fail in his duty as supreme commander?

				To start with, he obviously selected his team wrongly. From the timidity of Sedgwick in carrying out the frontal attack, to the negligence of Howard in protecting the northern right flank against a possible counter-attack by the enemy, to still the total ineffectiveness of Stoneman who behind enemy lines failed to carry out his mission of disrupting supplies.

				That is the subject of chapter seven.

				But Hooker did not fail only regarding the selection of his subordinates; he also failed in terms of his own personal characteristics.

				He lacked perseverance when doing the flanking attack. And self confidence, twice. First, confusing reality with his wishes: when he saw Jackson’s movements behind the southern lines, he chose to conclude that the enemy was withdrawing, rather than preparing for an attack. Pure and simple wishful thinking.

				Second, with his self-confidence shattered (for the first time I lost confidence on Hooker, he said of himself later) he never contemplated calling the reserves and pressing the frontal attack, or trying a second flanking movement. On the contrary, he was only too happy to order a general withdrawal.

				Chapter five deals with temperament and its role in leadership and effective management and chapter seven with team building: selecting, uplifting, communicating with and motivating subordinates.

				In any case, the outcome of Chancellorsville cannot be explained solely by the northern mistakes.

				Had Lee made mistakes on his own, and the result would have been (at best) a stalemate.

				Northern mistakes, prevented victory. But an indecisive outcome could still have been possible. It was not to be, but rather a defeat because Lee performed brilliantly in another major area of leadership and management: decision making.

				4.3. The qualities of the south

				Lee started by identifying where the greatest danger came from: Chancellorsville, where 70,000 northern soldiers pushed through23; and because the objective of the Chancellorsville attack was first to envelop and then to attack the southern forces by the rear (number one in figure 4-4).
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				After having identified the number one problem, Lee then did not split his resources evenly, but rather concentrated, focused his resources in solving that problem: quantitatively (Lee moved most of his resources to the left flank) and qualitatively: he put there the best of his generals (Jackson) and personally led his men towards Chancellorsville.

				Then (third), Lee defined what was success, what constituted acceptable performance in solving his prio-rity problem. And he defined success as 1) pulling back the enemy + 2) quickly + 3) with minimum losses.

				Pulling back the northern army and not simply halting its advance. Because otherwise Lee would never be free to go back and help his army at Fredericksburg which was undergoing the frontal attack. Indeed, had Lee not forced a northern withdrawal, the northern army would renew the advance as soon as possible to join forces with the army fighting the frontal attack. 

				Quickness was also paramount to Lee, since he did not know how long the 12.000 strong southern army would hold against the frontal attack by 30.000 northerns. Thus, the need for speed, the second success criteria. Time was an enemy, not an ally. It was part of the problem, not of the solution.

				Finally, the 1) quick 2) retreat of the north had to be achieved with 3) minimal losses, given the large inferiority in manpower of the south vis a vis the north.

				Having defined what constituted success, Lee then (fourth) looked for a type of solution which met the above three criteria.

				To stay simply on defense?: out of question since that would not force the enemy retreat.

				Alternatively, a frontal attack?: Lee had not enough men for, as military tradition demands at least a superiority of 2 to 1 and in any case that would imply heavy losses (thus violating the success criteria number three: a solution with minimal losses).

				Also, encircling the enemy would require considerable time, something that Lee could not afford.

				So Lee opted for a flanking movement against the northern right side, a solution which met all the three above criteria (quickness, forcing the enemy to retreat and minimal losses) and in top of that created an effect of surprise, since as the old military saying goes, what is expected less, results best (line four in figure 4-4).

				Finally, after successfully pushing back the enemy (and thus solving problem number one), Lee shifted his resources to address problem number two: the northern frontal attack. Something he achieved easily by joining his army (49+12) to confront 30.000 men. Figure 4-4 summarizes these five steps in Lee’s decision making a subject that chapter six will address.

				4.4. Summary

				So, where does all this leaves us?

				It is true that in this battle Lee lost 25% of his army in casualties, a much higher percentage than the 19% northern rate (plus the 4.000 taken prisoners by Jackson’s double envolvement).

				But with its victory, the south lived to fight another day. In reality, Chancellorsville victory allowed the south to fight on for two more years.

				And as figure 4-5 schematizes, the outcome of the battle can best be explained in terms of the importance of three main factors:

				–	luck;

				–	northern weaknesses in temperament, execution and team building; and

				–	southern strengths in decision making.

				It is time now to apply these lessons to management. Starting with the temperament a leader must have. That’s the next chapter’s task.
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						15  Prussian military historian and one of the great interpreters of Napoleon Bonaparte.

					

					
						16 And life is war, was the motto of Marcus Aurelius (121 - 180), the philosopher emperor, consensuously one of the best Roman emperors ever, and whose book Meditations is still by far one of the best of the kind. Then, in business, war is continuous. Everyday. Facing competition. Without peace, which Thucydides (460 BC – 395 BC) said was a simple and short interval in a continuous state of war. In business, there are no intervals at all. And so, luck (good or bad) is as much a part of ordinary life, as of business, or war. Of all.

					

					
						17 General Hill who replaced Jackson was soon incapacitated too and had to be replaced by a third commander: Stuart.

					

					
						18  There are examples of other battles where luck favoured one side, only. However, even then, wars can be won, since if today luck is on one side, tomorrow it will be on another. And so wars are won by those who (in the long run) make fewer mistakes (Lord Arwell).

						And that is the case in any type of activity. Including sports, or football. The great Dutch striker, Johan Cruyff, one of the best players ever, when he became a coach insisted with his teams that (1) football is a game of mistakes; so (2) the number one priority of any team must be to minimize the number of mistakes per season; and (3) only then talent would make a difference.

					

					
						19 As mentioned, fog played a role here since preventing Sedgwick from having a clear view of the initial move by Lee towards west into Chancellorsville.

					

					
						20 As referred in page 36.

					

					
						21  For chief of operation overlord, the Normandy disembark, whose command was given to a former Patton’s subordinate: Omar Bradley.

					

					
						22 On this see by the same authors: Shakespeare, Henry V and the lessons for management.

					

					
						23  As mentioned, the northern frontal attack at Fredericksburg was carried by only 30,000 men.

					

				

			

		

	
		
			
				V. TEMPERAMENT: THE CHARACTERISTICS TO DEVELOP
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				5.1. Leadership is contingent

				One of the leadership theories is that a leader must have some (temperamental) characteristics. 

				Indeed, the search for the traits of a lea-der has been going on for centuries, inclu-ding, some of History’s greatest works, such as Plato’s Republic, or Plutarch’s  Lives, and still Carlyle’s Heroes and Hero Worship, Galton’s Hereditary Genius, explored the question of the temperamental characteristics that a leader must have and the idea that leadership is based on specific temperamental attributes (mental openness, emotional stability, patience, initiative, perseverance and so on) is known as the trait theory of leadership.

				Such a theory has two main characteristics: first, the traits are born, not developed; and second, the leadership qualities are mostly temperamental (courage, calmness, charisma, etc.) and in a lower number physical (resistance, energy) and less even so skills (knowing how to listen and manage conflict, courtesy/manners, and so on).

				However, after a long life, the trait theory died. A death to be regretted since, had the trait leadership theory remained faithful to two and only two traits (and thus slim) and it would have been proven useful. 

				As it happens the demise must be attributed to three factors.

				First, for reasons of weight: as the works increased, so did the number of leadership characteristics, until they reached the hundreds.

				Second, some traits are really not important, since they can be replaced by others in an equally effective way.

				Roosevelt was an effective leader. So was Eisenhower, to be followed by Kennedy. But they all learned (to lead) in very different ways.

				Roosevelt was a listener, not a reader. So its staff prepared him through face to face, not written reports. Eisenhower, however was a reader. And he required written reports to be given to him well in advance of any meeting. Kennedy on his own was also a reader, but he frequently read in the very eve of important gatherings, or still before the people who walked in and handled to him a report, requiring a decision.

				Third, with the exception of two, the importance of all other traits, is contingent upon the specific circumstances and they are situational.

				An entrepreneur or a manager in a very small organization must excel in flexibility, initiative, ability to cope with stress and have low risk aversion.

				However, in more structured environments, such as those of large corporations, the above traits are to be replaced by others such as tolerance (to internal corporate restraints to one’s activities), the capacity of organizing one’s workload so that progress is achieved under those restraints, the discipline of pursuing results day after day and human relation skills (see figure 5-1).

				Still, is mental openess important? And creativity? And tolerance to unstructured situations? Together with flexibility? Sure, if I am the manager of a research department. Or in the creative department of an advertising agency.

				But they are secondary if I manage an accounting department. Or legal. Or the head of auditing and cost control24 (see figure 5-1).
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				By the same token, sociability (the liking for human relations), bonomy (personal warmth), empathy (the ability to put myself on another person’s shoes) and even a certain sympathy are necessary if I am in charge of public relations, be it a firm or department.

				However if I am the manager of the logistics department, then initiative (and flexibility), decisiveness (prioritizing), pragmatism and the ability to cope with stress, become much more important.

				Also, the importance of the situation, respects not only to (temperament) traits, but also to skills.

				For instance, who appointed the leader? Some external (or hierarchically higher) entity or the organization members? If so, then political awareness (knowing how to manage the “equilibriums”), the ability to manage conflicts and to seek consensus, as well as human skills (knowing how to deal with people), come much more important than in the former case.

				Finally, the required qualities of a leader, vary not only with the type of organization (large or small, a R&D unit or the accounting department, human relations or logistics, and so on), but also with the concrete situation the organization is in.

				Take the case of an army division commander. What is his primary task? To train new recruits for combat? To lead the division into combat? Or to restore the moral of a beaten army division?

				To achieve the first objective, dynamism, pragmatism and short-term orientation are musts.

				To achieve the second, charisma, human warmth and joviality are helpful.

				In the latter case, success is measured by (1) how fast (2) the moral is uplifted. And to achieve it, one needs a “condotieri” full of “bravado”. And never mind if he is a braggart or even a windbag (dreadful traits if he was to lead the division into combat). As one can also forget about all other traits, listed in figure 5-2, such as: emotional stability, patience, self confidence, decisiveness, and so on.
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				In short, temperament is not the key to leadership. Because some traits can replace others, with equal effectiveness. Because which traits are important is contingent upon the situation. As well as upon the specific circumstances the organization is in.

				With two exceptions. And as the saying goes it is the exceptions which make the rule.

				Those exceptions are character and fortitude (self-confidence). And Hooker, in Chancellorsville, failed in both.

				5.2. Character

				Hooker publicly criticized his superior, president Lincoln, even forcing him into writing an admonition.

				Of course that he was entitled to his opinion. But whatever the divergences, he had only two options: to resign, or to abide. And keeping his thoughts to himself. The alternative Hooker followed, if replicated down to the ranks (and bad examples spread faster than fire in straw) would lead to generalized gossip, dissension, lack of discipline and of cohesion.

				As Sloan once said: a man who openly criticizes his superiors, does not deserve the loyalty of his subordinates.25

				And Hooker’s example shows why character is specially important among leaders. A lab technician lacking moral, demoralizes the microscope; the faulty behavior of a repairman hurts machines; but a leader has people beneath him and so his impact can be catastrophic. At three levels.

				First on the perpetrator, himself, on how he sees his own image in the mirror. At a certain point (most people) will start having doubts on how they feel about themselves. 

				Then, and even if that is not the case, the leader will destroy people, as they see themselves unfairly treated and so will feel miserable. Others, still, will be pushed into unethical behavior, openly or simply by the leader’s example, and thus, sooner rather than later, suffer from the cognitive dissonance as they realize: that’s just not me.

				But, thirdly, ethics is good for the competitiveness, of any organization. Demoralized people do not produce. In the realm of intrigue reigns disunion. If the leader is seen as dangerous, subordinates will retire on the job doing the just good enough, for their own protection, or to get even through passive resistance. In any case important information will be withhold: “who cares?”

				And in general there is the resentment that poisons the social relations within the organization, makes communication specially difficult and reduces the chance of achieving high levels of performance. The feeling of denial of justice and fairness breeds hostility and spreads generalized animosity. A ruin is made of stones just like a building, except that the stones do not support each other. As Lincoln noted: no house will stand, divided among itself.

				So, cynically it can be said that integrity, is not only a question of feeling good about oneself and respecting others, but that it is also good for…business. As Confucius put it: a prince can reign in wealth as in poverty; but he will not thrive with injustice26 (see figure 5-3).
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				But integrity, is not only a question of lying, cheating or stealing from the petty cash.

				Other “small” things do count, that in the day by day of organizations, often make a great difference.

				5.2.1. Arrogance

				Integer people are simple. They do not bring trash into the work, either by bullying or by being arrogant (figure 5-4).
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				And it is not only a question of caring (for others) and thus being careful. It is also a matter of seeing how unimportant oneself is, as compared to the task, since, as has been said, arrogance is vanity of ignorance.

				But ignorance of what?

				Of four basic and simple things. First, that a leader exists to produce results, to get the job done. He, was chosen to his position, not by some divine providence, but by a formal or informal contract with her followers to take care of the greater good; the collective future. A leader is a professional who has the organization, or the group, as her client. Just as an engineer or a doctor, or any other professional has her own clients.

				But then, still, results exist outside, not inside, the group or the organization. They are goals to be obtained or markets to be served. And therefore leaders must look at the window, not at the mirror.

				Thus (and thirdly) a leader must submit himself to the task and if focuses on himself, he unleads.

				Finally, and as a consequence, the leader knows how unimportant he is compared to his task. The goal is important, the person is a server. The goal is to be taken seriously, not the leader. And so, he keeps an eye on the task, not on himself: When blameworthy humble yourself before your critics and let everyone witness your acts of reconciliation, said Cyrus the Great. Only to add: serve as a moral compass; and then: leaders must be a living law.

				It is an irony of life that frequently those who humble themselves are precisely those who have more reasons to stand out.

				Alfred P. Sloan was the incarnation of rectitude. The GM chairman of the board was a kind of corporate monk: he lived in a cubicle in General Motors dormitory in Detroit, which did not even have a private bathroom, he had a similar cubicle in the General Motors offices in New York and seldom did he use his apartment on fifth avenue27. However in all GM, Sloan was, according to Drucker, well known to be the man to see if in trouble. Once, he gave up most of a Christmas vacation, to find the hospital where the badly burnt child of a plant manager could get the best medical care – and he had never even met the plant manager.

				And in their first meeting, Drucker saw why Sloan had moral authority to spare among his executives. You probably heard, Mr. Drucker, he said, that I did not initiate your study28. I saw no point to it. My associates overruled me. It is therefore my duty to make sure that you can do the best job you are capable of. Come and see me any time I can be of help. In short, Sloan was not the kind of person to tell even the most unimportant socially lubricating lie.

				It is frequently forgotten that arrogant people are not only unethical to others, but also dysfunctional to organizations: 1) they never go the extra-mile, since that would be beneath them; 2) they never accept any type of criticism because, they are above all type of them; 3) they know it all and thus they do not know what… they do not know (the unconscious ignorance, by far the dangerous type of all); 4) they never have enough, pushing organizations into an escalade of growth and acquisitions which can only end in disaster; 5) they reproduce homosexually by hiring only those at their image and similitude, not on merit29; and finally (6) their disrespect for the others (even unloading on them what should be their work), makes the best (who are always those with more options) to leave.

				The consequence can’t be other than organizational failure. A study by Chatterjee and Hambrick30 found empirical evidence that CEOs’ narcissism is positively related to strategy “grandiosity” engendering extreme and fluctuating organizational performance.

				Messier’s tenure (1996-2001) at the head of Compagnie Generale des Eaux is as good an example, as any. Variously described as colorful, self-absorbed and egomaniacal, he diversified a profitable (water, electrical and wastewater) utility company into the unrelated business of media and entertainment industries where Messier had neither any experience, nor the company any capabilities at all. Why? By all accounts: Messier’s need for effusive applause. Indeed he sometimes signed his e-mails J6M, short for Jean-Marie Messier moi-même Maïtre du Monde. The result? The company collapse, of course.

				Unfortunately Messier does not seem to be an isolated case. Richard Straub31 reports that in a Gallup poll on honesty and ethics among 21 different types of professionals, only 12% of the respondents rated business executives as high or very high in integrity. And that another study by Richard Layard indicated that the boss was the last person the employees liked to interact with.

				In short, they destroy everything around them: the others and the organizations. That’s why vanity is – as the Ecclesiastes said – devil’s favorite sin.
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				5.2.2. Salaries

				Arrogance is not only verbal. One can say everything without spelling a single word. And a common way is through the exorbitant executive salaries, which, being a denial of justice and of fairness, bread a strong resentment.

				In a 1977 interview Drucker told Forbes: few top executives can even imagine the hatred, contempt, and even fury that has been created – not primarily among blue-collar workers who never had an exalted opinion of the “bosses” – but among their middle management and professional people. Only to add: the resentment against the big salaries of the top executives poisons the political and social relations and increases the difficulty of communication… salaries are hell on the management outlook.

				In the sixties the average CEO earned 42 times the salary of average workers. By the mid-nineties that number had increased to ± 200 times. According to Drucker, the ratio of pay between the average employee and the top can be no higher than twenty without injuring company morale.

				Even more so when companies are downsized to enhance the value of corporations stocks, which are a part of… executive compensation. Or when downsizing simply goes together hand in hand with increases in the monetary salaries of the top echelons.

				5.2.3. How to recognize character

				Regardless of its impact on others, or the company, there is one basic principle and two simple enough ways, to distinguish those who have character, from those who have not.

				The principle is never to make exceptions, never to tergiversate or prevaricate, since as Lincoln once noted: one can fool all during some time; one can even fool some during all the time; but one can never fool all, all the time.

				Nobody wants to talk to me, Drucker complained to Brown, the General Motors vice-president who had hired him to make a management audit.

				And as Drucker recalls the dialogue went on something like this:

				Brown: Is there any way we can solve that?

				Drucker: Yes, it’s quite easy. All we have to do is to tell all of them that I am writing a book, since everybody in this country will do anything for a writer.

				Brown: I’m almost 60, and I have never lied to any of my colleagues and I won’t start now.

				Drucker: Well… if you are not willing do let me say that, I think that it is going to be very difficult…

				Brown: let me think about it.

				One week later:

				Brown: I have made a few checks and yes, you are right. But I will not allow you to say anything that is not true. So the executive committee has authorized me to let you write a book.

				Drucker: I hope you’ll edit it to make sure there’s nothing in it that you find very offensive.

				Brown: I don’t believe in censorship. We will read it for factual errors. Period.

				The book? It was of course the great success which launched his career: The concept of corporation.32

				But if when hiring a manager one must look for integrity, what is that? And how to find (the lack of) it?

				Character is basically the Hippocrates oath: Not knowingly do harm. And there are two simple indicators for what constitutes lack of character. The first is miss Sophy’s (Drucker’s first grade teacher) test: a man should never be appointed to a managerial position, if his vision focuses on people’s weaknesses rather than on their strengths. Simply because character breeds a generous attitude towards other people’s potential and a leniency regarding their shortcomings.

				And then, there is the final test of integrity with a simple question: would I like that my son or daughter works under that man? That is, according to Drucker, the ultimate test.

				So much for character, but where Hooker failed mostly was on fortitude, as he himself, admitted.33

				5.3. Fortress

				Without inner-strength three things happen to a leader:

				1st – He becomes a non decider, “specializing in no decisions”: one in five34 of the northern soldiers never fired a shot, staying needlessly in reserve, and very far away from where any action was occurring;

				2nd – Most if not all of his decisions are involved in excessive caution. Hooker ordered the withdraw from a salient that his forces had achieved, a hilltop called Hazel Grove, offering the enemy the advantages: the possibility of reuniting its forces and of controlling one of the only places where artillery could be used effectively (page 34).

				3rd: Wrong decisions are taken due to wishful thinking. Indeed, as next chapter will discuss, the first step in decision making is to see reality as it is. If we have the facts wrong, only by mere chance, will we ever have the decision right.

				When Hooker was told about the southern’s cavalry movement which were to outflank him, he chose not to consider that possibility, but opted for believing what he wished: that the enemy was retreating (page 44).

				Also, when trying to hold against the southern doubleflanking, an enemy shell split the pillar against which Hooker was leaning, knocking him senseless (page 35).

				In spite of remaining groggy all day, he refused to turn over command to his subordinates.

				An obvious mistake. He was not in condition, as the series of faulty decisions which followed would prove.

				And finally Hooker at the later stages of the battle, was only too happy to give in and order a general withdrawal (page 36).

				So, as the above indicates, within the concept of fortitude, of fortress, there are really three distinct elements:

				1 – Self-confidence (in us and our ability to show it to others);

				2 – Courage (in order to balance boldness with caution); and

				3 – Perseverance, not (easily) giving in.
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				5.3.1. Self-confidence

				From self-confidence, derives the ability to see the world as it is, and transmitting security to the others. Bill Gates defends the primary importance of developing self-confidence through self-exploration.35

				Such a capacity to see reality, in black, white, grey, whatever, but never colored rosy by one’s fears and wishes, has been baptized by Jack Welch as the edge.

				Noel Tichy, the well known business professor designated Jack Welch as Mr. Edge.

				At a GE training session, Tichy defended his three attributes model of leadership: ideas; values; and energy.

				You forget one thing, Welch replied to Tichy, A leader must have edge. Without that, the rest becomes irrelevant. A lot of people has good ideas; sound values; and plenty of energy. But never make it. Because they lack edge. Which is a combination of two  things: to see reality as it is and not as one would like it to be.

				And then to act upon that reality whatever the cost. Both qualities in a leader are required: not to engage in self-delusion, denial. And to do whatever it takes. Both require courage.36

				That led Tichy to conclude that a CEO, in order to go beyond doing reasonably well and being extremely successful, should (in Tichy’s words) have edge flowing in their veins. Edge is not something which appears once a year. And Jack Welch was the ultimate Mr. Edge.

				Without the edge, one does not know the facts. Some are distorted, others even totally ignored. The consequence is that decisions are always off the track. Suboptimal at best. Harmful frequently.

				While all sorts of reasons are advanced for why companies fail, the simple truth, (and as the Ockham’s law defends the simplest explanation is often the best), is that most business failures are not the result of things being done poorly, or even the wrong things being done. Businesses fail because the CEO’s assumptions about the outside provide decision frameworks for the institution which no longer fits reality (Peter Drucker).

				These assumptions respect the markets, customers, technology, and ours and competitors strengths, weaknesses and objectives.

				Andy Grove, in his book “Only the paranoid survive” recalls that while some companies (NCR and HP) modified their strategies to benefit from the increasing power of microprocessors, others entered in denial.

				In 1984, the then CEO of DEC, the largest minicomputer producer at the time, described PCs as cheap, short-lived and not very accurate machines. An irony since DEC broke into the world of computers in the 1960s by designing less expensive mini-computers, vis a vis the mainframes which then dominated the industry.

				 In the movie, the Godfather (I), the consiglieri of the family Corleone was dining in a producer’s house, who told him bluntly that never, never, the godson of Mr. Corleone would be given the role in an incoming movie, he wanted so badly.

				The consiglieri, stopped eating, put down the tableware, and retorted calmly: could you kindly call me a taxi? I would like to tell the news to Mr. Corleone right away. You see, Mr. Corleone always insists on knowing the bad news, faster than the good ones.37

				A sharp contrast to the fall leading to the last shah of Persia. After the demise, when an American diplomat was asked how that had been possible he retorted: to the father no one could lie; to the shah no one could tell the truth.

				In any case, a dangerous characteristic since as Andy Grove once put, denial does not change reality but can make it mortal.

				

				And a sharp contrast to Microsoft’s culture, as Bill Gates acknowledges38: bad news must travel fast and I have a natural ability to find bad news. If it’s out there, I want to know about it. The people who work for me have realized this and keep me informed… a product fails… a customer suddenly switches to another company… a competitor brings out a product that appeals to a broad new market… losing market share… and internal product is going to be late… an essential quality of a good manager is the ability to seek bad news rather than deny it.

				And Bill Gates, advises three steps in order to make sure that bad news from customers reach those in charge, regardless of the sector the company is in: 

				1.	Concentrate on the most unhappy customers;

				2.	Use technology to gather information on their unhappy experiences with your product and to find out what they want the product to include;

				3.	Use technology to pass the news to the right people as fast as possible.

				By doing these things, one will turn bad news experiences into an opportunity of improving the product, or service. And so, unhappy customers can be, besides a concern, also a great opportunity, by listening to and learning from them, rather than by being defensive.

				Something apparently easier to do in stable industries39, but – as the above example of Bill Gates exemplifies – not only needed, but possible in all types of environment.

				Two thousand five hundred years before, Cyrus the Great recommended to every recently appointed governor: anticipate the difficulties that the future will bring and recognize the inevitability of conflict.

				And then it is Cyrus, the Great, again who calls attention to the second aspect of self-confidence, namely that one must always exude confidence and never anxiety and the need to strengthen one’s composure at the moment of crisis40. As has been said, a leader is the one who hides his fears from the others (figure 5-7).
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				In short, nobody performs his duty well if in a storm they see the ship’s commander in panic. Thus the adage that may God have mercy on those who lack self confidence.41

				5.3.2. Courage to balance boldness with caution

				A courageous man makes a majority, so said Andrew Jackson. And Aristotle defined courage as the mean between fear and recklessness and as the French writer Anaïs Nin remarked, life shrinks or expands in proportion to one’s courage. And from courage follows the ability to balance boldness with courage.

				Without fortitude, hard decisions are postponed if ever taken at all, making a failure of people who otherwise had all to excel in performance.

				Take Schumpeter, the brilliant economist. After the WWI, he was an Austrian minister of finance totally unsuccessful in stopping inflation before it got out of hand. He simply did not dare to take the required (contractionary, budgetary and monetary) measures.

				A few years later, Viktor Kienböck, a non distinguished lawyer and with no special training in economics, was appointed minister of finance. And in a couple of years he managed to stop inflation and save Austria’s economy and middle class.

				He simply entered into his office, sat down, quietly called his staff and asked: What do we have to do? He was told about both the required contractionary measures and how unpopular they would be.

				His answer was: we are here to do, what has to be done. Whatever it takes. When can we start?

				Here Grant, the northern commander who finally won the civil war, was (just as Lee)42 a sharp contrast with Hooker. As Lincoln put it: the great thing about Grant, I take it, is his perfect coolness and persistency of purpose. I judge he is not easily excited, which is a great element in any officer. (see figure 5-8)
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				Lyndon Johnson was widely regarded as one of the most gifted and well prepared politicians of his time. His great prestige even forced Kennedy to offer him the vice-presidency, in spite of mutual personally dislikes and political divergences.

				By most accounts43, however Johnson fall short of the expectations and even decided to throw in the towel and give up his bid for another term of the presidency (in 1968).

				The latter can be explained by Vietnam, but there were two personal characteristics which deeply affected Johnson’s ability to perform while at the White House.

				Let us give the word to Robert Menzies, the late Prime Minister of Australia.

				Menzies rightly believed that politicians had (among others) to have two important characteristics. Be thick-skinned and able to concentrate in the important in spite of the urgent. Lyndon Johnson failed in both. 

				According to Menzies, Johnson was one of the most thin-skinned presidents he had ever met. And that although he had great respect for Johnson’s abilities – a brilliant politician, in his words. Already in the early 1960s Menzies had detected in the Texan the obsession with the public and press opinion, that would cause him so much pain later in his presidency and after it. Now, you and I know the press doesn’t matter, Menzies used to say. And added: I often used to say to Lyndon, ‘Don’t be so sensitive about what these fellows write about you. They weren’t elected to do anything, you were. They speak only for themselves. You speak for the people’.

				Then Menzies pinpointed Johnson’s other great weakness: his inability to sit still for even a few moments. You never feel he is paying attention, Menzies said. He’s always grabbing for the telephone in the middle of a conversation.

				Johnson had three television sets in the Oval Office so he could watch all three networks at once. In contrast Menzies’s housekeeper told that the Prime Minister never read about himself in the newspapers during controversies. Though he once said: When they quit abusing me, I’ll know I’m finished.

				Only the strength of will, allows leaders to act upon their convictions, be they outward or inward directed. Including discipline in the latter case.

				Andy Grove, for instance, brought discipline into an industry (the semiconductors) which had the reputation of having cowboys as managers. While many firms try to make the work environment funny, unpredictable, gregarious and so on, A. Grove, since the inset of Intel always worked towards achieving precisely the opposite.

				One of the symbols of discipline at Intel was the creation of a list of the retardees, which made even top managers run in the parking lot; another was the halt to industrial secrets leaving Intel; quantitative evaluation for all personnel was introduced; and a culture of openness and transparency made of the company a tough place where there was constructive confrontation.

				All great leaders are demanding. And it can be no grey area here. As Steve Jobs put it: My job is to not be easy on people. My job is to make them better. My job is to pull things together from different parts of the company and clear the ways and get the resources for the key projects. And to take these great people we have and to push them and make them even better, coming up with more aggressive visions of how it could be.

				Tough leaders, J. Welch says, are looked for those who wish to win; those who underperform avoid them (and bad mouth them most of the times incognito). And of course that tough means demanding but also fair, rewarding and open not “bossy”, power freaks, sinuous and monopolize of the laurels.

				Frank Rijkaard, after retiring from a very successful career as a football (soccer) player, became coach of F.C. Barcelona. There, once, in the dressing room before an European match (against the SK Matador Puchov), Lopez, a fundamental mid-field player, answered a call in his mobile phone, what went against the internal rules of the club.

				Rijkaard, did not hesitate a moment and immediately took him off the team. Because there was no replacement at same level for Gerard Lopez, Barcelona played badly and the match resulted in a draw. Only two weeks later, did Barcelona manage in the second hand of the eliminatory at home, to overcome the risk of being eliminated, through a clean victory.

				Joaquim Meirim, another famous football (soccer) coach, was training the modest Oriental when it was about to play against the world known Benfica.

				Minutes before the start of the game and in the dressing room, the player who was supposed to follow closely in the field Benfica’s famous mid-fielder Sheu, showed his disagreement by acts.

				At that time no players substitution was allowed after the name of the players had already been given to the referees. What was the case, making it for all purposes impossible to replace the player.

				Meirim, nevertheless – rather than accepting the player’s behavior – simply opted for leaving him out of the game, and so the modest Oriental played 10 against 11 of Benfica. From start to end.

				The fact that the Oriental team achieved a draw is not the point, here. Oriental could have been defeated (and even crushed). The point is that Meirim preferred to risk a loss than to tergiversate in what had been a serious breakdown of discipline. And that has a name: it is called courage (Drucker said Jack Welch had the courage of a lion).

				A quality, which Churchill said was the supreme quality, since it was beneath all others. Intelligence, knowledge, values, whatever, do not become practical, applied, unless there is also courage. Solutions are frequently simple; but rarely easy. In decisions, like in medicines, what count are results, not the flavor.

				The prophet Isaiah recommended to King David in the Old Testament: send the worse half of your army away; and then still the worse half away; with those left, you will win. Union fortifies; weakness, divides.

				Without courage one can be an excellent professional, but not lead people, as the lack of decisiveness, harms not only the self, but the whole group.

				Just as many decision makers need around them who suggests and evaluates alternatives (a task which to be done well, requires considerable research and thought), so too many bright people just cannot handle pressure of having to decide.

				That is why so many numbers two, the seconds, seem so promising in this role, only to fail later miserably when promoted to number ones.

				Anthony Eden, the former British prime minister was on all accounts a very good man. He occupied under Churchill several positions in the government and he even became vice-prime-minister during four years (1951-55).

				But when Churchill finally left in 1955, Eden on whom the highest admiration was deposited by friends and foes alike, stayed only two years as prime-minister and came to resign for reasons of health: he just couldn’t handle the stress, waking up his ministers in the middle of the night with various petty problems and so Eden soon became totally exhausted.44

				In short, to be a market leader, you have to have big goals. You can’t just look at the past or the current state of the market. To win big, sometimes, you have to take big risks. Today looking back, it’s easy to believe that Microsoft’s success was inevitable. But at the time we made our big bets (Bill Gates). Business are imagination plus nerve, said G. Shackle.

				So much for boldness. But, did you as I did, notice the word: sometimes? What it means is that there is another side to moral strength. And ironically, it’s just the opposite to boldness: caution.

				But the contradiction is just apparent: prudence, comes from patience; and patience is a direct consequence of the inner strength of controlling oneself.
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				The weak do not have the power to control their own actions (much less those of the others). They fall easily into anger. And rage which is the prelude of all types of mistakes.

				I am pleased that (my enemy) the King of Assyria has anger consuming him, said Cyrus the Great. He is foregoing the thirty days of preparation he had mentioned in his letter to Gobryas (one of his generals), and is mustering his forces for an immediate attack. Nothing better than anger for driving an enemy to foolish decisions.

				So inner strength, is indispensable both for boldness (and control of others) and caution (control of ourselves). Meaning that only fortitude allows for control, be it outward, or inward directed, and a balance between both. 45

				5.3.3. Perseverance

				The last of fortitude’s implication is perseverance: the capacity of never giving in. As Jack (and Suzy’s) Welch put it: the first quality of leadership is positive energy: the capacity of working, working, working… in the good and bad moments… and stimulating others, freeing positive energy to all in order to face any obstacle.

				Take Watson. He started out poor as a teenage drummer, almost a simple peddler. He managed to become the star salesman for the then-new National Cash Register Company of Ohio, the first business-machine company in history. In just fifteen years Watson had become the company’s sales manager. But then the company was indicted for antitrust violations, with which, we now know, Watson had little or nothing to do.

				Watson received a stiff fine and a one-year jail sentence. Although the conviction was set aside two years later, by the Court of Appeals, and the government dropped the case, Watson lost his job, his career and his reputation.

				Over forty, he then had to begin all over again as general manager for a small and until then quite unsuccessful company that owned the punch-card patents. It was not until he was past sixty, in the mid-1930s, that he succeeded in establishing his company, on a firm footing. The name is of course, IBM.

				 Steve Jobs in his 2005 commencement address at Stanford, tells of a similar story: 

				As Apple grew we hired someone who I thought was very talented to run the company with me, and for the first year or so things went well. But then our visions of the future began to diverge and eventually we had a falling out. When we did, our Board of Directors sided with him. So at 30 I was out. And very publicly out. What had been the focus of my entire adult life was gone, and it was devastating. How can you get fired from a company you started?

				I really didn’t know what to do for a few months. I felt that I had let the previous generation of entrepreneurs down. I was a very public failure, and I even thought about running away from the (Silicon) valley. But something slowly began to dawn on me — I still loved what I did. The turn of events at Apple had not changed that one bit. I had been rejected, but I was still in love. And so I decided to start over.

				I didn’t see it then, but it turned out that getting fired from Apple was the best thing that could have ever happened to me. The heaviness of being successful was replaced by the lightness of being a beginner again, less sure about everything. It freed me to enter one of the most creative periods of my life.

				During the next five years, I started a company named NeXT, another company named Pixar. Pixar went on to create the worlds first computer animated feature film, Toy Story, and is now the most successful animation studio in the world. In a remarkable turn of events, Apple bought NeXT, I returned to Apple, and the technology we developed at NeXT is at the heart of Apple’s current renaissance. 

				Winston Churchill, again, provides a marking example. In the early 1930s, Churchill’s career had descended into a quagmire from which there seemed to be no return. In his late fifties, fattening up, losing hair, Churchill was widely blamed for Britain’s financial dislocation in the Depression.46

				He’d also broken with his party, isolating himself from the mainstream by his opposition to Indian rule and then refusing even to meet with Gandhi. More. He was accused of being the architect of the World War I tragedy at Gallipoli (a failed plan to knock Turkey out of the war, and to attack Germany and Austria from the southeast), which cost 213,980 British casualties for zero gain.

				The 1929 stock market crash cost Churchill a considerable fortune. And on December 12, 1931 as he walked on Fifth Avenue in New York, a car blindsided Churchill, knocking him yards. The accident threw him into the hospital, a long recovery and a severe depression.

				Lady Astor (the first woman to sit as a British member of Parliament and a prominent conservative on her own right) visited with Joseph Stalin, who asked her on the political landscape in Britain. Astor platted on about the powerful, the up-and-coming, naming Neville Chamberlain as the star. 

				What about Churchill?, asked Stalin.

				Churchill?, Oh he’s finished, replied Astor…

				…

				Eight years later, on June 4, 1940, Churchill stood in front of Parliament as prime minister while Hitler’s divisions were sweeping across France. Poland was gone. So was Belgium, Holland, Norway, Denmark. And now France was collapsing, while England was reeling from the rout leading up to the withdrawal from Dunkirk.

				Churchill glowered out across the British parliament and issued his famous words, We shall never surrender, and even if, which I do not for a moment believe, this island or a large part of it were subjugated and starving, then our empire beyond the seas, armed and guarded by the British fleet, would carry on the struggle, until, in God’s good time, the new world, with all its power and might, steps forth to the rescue and the liberation of the old.

				In 1941, during England’s darkest days, Churchill went back to his old school Harrow (where he had received always low scores) to give a commencement address. As the headmaster glanced at Churchill, he had fallen asleep, slumbering through the best part of the ceremony. When finally introduced, Churchill made his way to the podium, stared out over the assemblage of students and gave his commencement message, This is the lesson: never give in, never give in, never, never, never, never – in nothing, great or small, large or petty – never give in except to convictions of honour and good sense. Never yield to force; never yield to the apparently overwhelming might of the enemy.

				So the lesson is simply: never to give in.

				Together with Cela, the Nobel prize winner whose motto was who perseveres, wins, Steve Jobs advocated never lose faith. Leaders know that indeed only they, themselves can declare defeat; until then all that can happen is that they are losing. Indeed it is when we think that we cannot give a step further, that that step assures us of victory (Churchill).

				Of course that, that does not mean obstinacy regarding tactics. If need be, one changes course. Watson changed firms. Jobs started a new company. Churchill cross over party lines. Monsenhor Escrivá47, following the advice of a high level Vatican member, during years after years worked in almost absolute clandestinity, faking to be dead, or at least not breathing heavily, said the advisor. Perseverance is solely regarding the core purpose.

				We all make mistakes. But what distinguishes failures from successful people is the ability of the latter to learn with the experience of their errors.

				So, leaders are willing to kill failed business ideas, or shutter a big operation one has been in for a long time, or to evolve into an entirely different portfolio of activities, but leaders never give up on their ultimate aim: creating their own future.

				They embrace loss, endure pain and can even temporarily lose freedom, but they never give up faith in the ability to prevail.

				Churchill recalled success in life as going through a series of failures without ever stopping.48 Bill Gates early failures include customers who went bankrupt and didn’t pay us… customers who we spent a lot of time with who never built micro-computer-based machines… I worked for a long time on an APL interpreter and I almost got that done but then it looked like it wasn’t going to have much of a market… Focal, an interpretive project was a dead-end-project… there was a big project we did for Texas Instruments and they failed in the personal computer market… Multiplan, targeting the 8-bit machines instead of just relying on the next generation to come, the IBM PC generation, that was a huge error… in retail marketing we made a number of mistakes… we had in a few countries agents… and you really don’t want to use agents… you want to have your own people… etc…

				And then to the question (by Peter Jennings on ABC News), Can you tell me two things that you have changed your mind about in the last year?... Well, let’s see… when will speech recognition be good enough for everybody to use?... Also the idea of how the phone and the PC are coming together… and…

				Indeed, regardless of the sector, leaders must exude the trait of perseverance, be they in the business, or in the social sector.

				Josemaria Escrivá, who as mentioned, started as a simple priest in a small parish in the outskirts of Zaragoza within Spain and within a few decades created Opus Dei, an organization which nowadays has around one hundred thousand members to whom the organization is an integrant part of their daily life49, worldwide.

				Such an achievement is of course, the eulogy of a relentless, unending effort. Indeed, nothing, nothing made Escrivá give in or give up: to the first meeting he organized, only three people showed up; his spiritual director was from the start a strong opponent; during the Spanish civil war, the certainty of meeting the firing squad, if discovered, did not stop his apostolate; slanders (from bloody rituals, to human sacrifices to…crucifications in a cross in a house of the Opus Dei in Barcelona) followed him and his work; the Vatican boiled with the antagonism of his enemies who made several files with serious accusations reach the secretary of the Pope Pio XII; and so on.

				In short, leaders are absolutely unbending regarding goals and totally flexible over means50.

				Drucker recommended: try once, try twice, try even another time. If it fails, change.51

				Leaders change because they have the courage to recognize their failures and not to fool themselves (only the weak never concede – Cardinal of Metz) and because, knowing how to decide (next chapter), they recognize that almost all goals are indeed means. Indeed everything in life is a chain of means-ends-means-ends. Except the ultimate goal: our and others welfare. Under whatever the circumstances happen to be52. Even if that implies, from the leader’s perspective, not being able to choose between the good and very good. But forced to settle for the bad, rather than the very bad.

				Initially the confederates thought that they would be better off with independence and war.

				But then, after Lee’s defeat at Five Works (in the 1/2 April, 1865), he asked Grant, the northern commander for terms. When questioned but general, what will History say about the surrender of the army in the field?, Lee retorted: Yes, I know they will say hard things of us. They will not understand how we were overwhelmed by numbers. But that is not the question. The question is it right to surrender this army (for the well being of all)? If it is right, I’ll take responsibility.

				And so, responsibility comes to be the very essence of leadership. Which takes us to the last section of this chapter:

				5.4. Responsibility

				There is a scene from the famous World War II movie Twelve o’Clock High, in which a new commander is called in to straighten out an unruly squadron of men who had become undisciplined to the point of self-destruction and mutiny. On his way to take charge, the new commander stopped his car, stepped out and smoked a cigarette, while gazing off into the distance. Then he calmly threw the cigarette down, headed into the car and said to his driver: Okay, Sergeant, let’s go. That scene illustrates a superbly enacted instance of building up the determination necessary to undertake the hard and unpleasant task of leading a group of people through a set of changes. And take responsibility.

				Drucker stressed that over and over: with authority, more than power, comes responsibility. Taking care of the others and assuming the harsh decisions, knowing that the buck stops here, as Truman had written in a plaque in top of his desk.

				And creating within the corporation a culture, a mindset of accountability as S. Jobs did in Apple. Where everyone knows who did what (a consequence of a straightforward and simple organizational structure) and out of every meeting coming out what in Apple’s language is called a DRI: the directly responsible individual. For every decision.

				And decision making is precisely the subject of the next chapter53.

				
					
						24 Here the liking for routine, the spirit of detail, capacity of organization and discretion are non negotiable criteria.

					

					
						25  He was referring to Eisenhower the US president, a man Sloan disliked. Eisenhower had many leadership qualities. Some of which will be enhanced in this book. But he was not of course perfect. Indeed, none of the leaders used in this book as examples were absent of shortcomings. But they surely came closer to Plato’s “perfect prince” than many others. And for practical matters that’s all that counts.

					

					
						26 Of course, that History is full of examples of tyrants who not only achieved longevity, but even some managed to die in their beds. Just as in monopolies, people can get away with almost everything. But the question is, how far could they have gone, what more could they have achieved, had they led positive (and not just by fear) motivated people; fully (and not merely formally) loyal; and heading a truly cohesive (and not divisive) group?.

						It is only too easy to forget that people can actively (and quite easily) boycott performance by passively resisting whatever they come across. After all, what is a strike of zeal, if not people following strictly their jobs norms and rules, doing “their job by the book”, as well as exulting a total absence of flexibility and initiative?

						When employees go by the book, the result is always the same: morosity and lack of performance. And nothing works.

					

					
						27 A sharp contrast with recent times. The fringe benefits of Jack Welch at General Electric (before and after his retirement) included the use of the GE Boeing 737 jet; and of helicopters; a luxury apartment in Manhattan; first row tickets for the New York Knicks (basketball) and Flushing Meadows (tennis) games; VIP places in Wimbledon; a box at the Metropolitan Opera and Red Sox (baseball) games; several country clubs membership dues; and so on.

					

					
						28  The first management consulting job Drucker was assigned to and which would lead to his first best seller: The concept of the Corporation (1946).

					

					
						29 Thus, one of the consequences of character is the inexistence of nepotism in managing (be it in hiring or promoting) people and in having the jobs filled with competence. Chapter seven will address that issue. And another important consequence is the existence of diversity among the ranks. A must for proper decision making, as chapter six will analyze. 

					

					
						30 Administrative Science Quarterly, May 2007.

					

					
						31 Managing in the Next Society, EFMD Global Focus, 2010.

					

					
						32 Published in 1946.

					

					
						33 See page 44.

					

					
						34 26.000 men in a total of 134.000.

					

					
						35  In an interview to the Smithsonian Institute and a topic we will go back to, in chapter 8 (conclusion).

					

					
						36  The second aspect of fortitude: courage, and which will be analyzed next.

					

					
						37 As is recalled the Corleone’s godson ended up having the role, after the producer woke up one morning with the head of his favorite horse in the bed.

					

					
						38  Business @ the speed of thought, Penguin Readers, USA, 1999

					

					
						39 Although a CEO’s ability to learn seems to depend on how stable the industry is a very interes-ting empirical study by Henderson, Miller and Hambrick, concluded that in stable industries, the firm-level performance improved steadily with a CEO’s tenure, something untrue in more dynamic environments. Check: Industry dynamism, CEO tenure and company performance; published in the Strategic Management Journal, 2/27/006.

					

					
						40 When Cyrus arrived to confer with his uncle and ally, the king of the Medes, he found his uncle’s court in disarray because of the tremendous nervousness of the king.

					

					
						41  Who, in his infinite mercy, frequently does the task, but probably not too happy for having to do what is someone’s responsibility…

					

					
						42 Who in an apparently desperate situation at Chancellorsville, outnumbered 2 to 1 and under a frontal and flanking attacks, did not hesitate to risk everything in a doubleflanking move: the only way out of an impossible situation (on this see chapter six, next).

					

					
						43 And although he introduced some breakthrough legislation, for instance in the field of civil rights.

					

					
						44 The Suez crisis was of course a major defeat. But it occurred one year before and not a direct cause of Eden’s resignation in 1957.

					

					
						45 Buda had a saying: stretch a cord too much and it will break; don’t stretch it enough and it will not make any sound; stretch it enough and it will play.

					

					
						46 Churchill put Britain back on the gold standard as the chancellor of the Exchequer.

					

					
						47 Founder of Opus Dei, nowadays an organization in about 100 countries, worldwide.

					

					
						48 Ironically, Bernard Shaw, a man who built with Churchill a relation of strong mutual dislike, once commented with his witt: when young 9 in 10 things I worked, failed; thus I simply worked 10 times more… And Thomas Watson, IBM’s founder, offered as recipe for success to duplicate the rate of… failures.

					

					
						49 Not counting the so called cooperators who although participating in monthly meetings and other events such as reflections and gatherings, have a far weaker link, and thus are not considered, an integrant part of the organization.

					

					
						50 And the list is endless. When he was young, Thomas Edison’s parents took him out of school, as his teachers considered him to be “stupid” and “unteachable.” Edison, then, spent his next years working and being fired from various jobs, culminating in his firing from a telegraph company at the age of 21. Despite these numerous setbacks, he Edison was never discouraged and made true his saying that 1% inspiration and 99% perspiration. Among his inventions are the light bulb, the stock printer, the phonograph and the alkaline battery.

						Milton Hershey’s, path to the top of the chocolate industry was also through a long series of failures. Hershey dropped out of the 4th grade to take an apprenticeship with a printer, only to be fired shortly. Next he started three unsuccessful candy enterprises.

						After these unsuccessful attempts, Hershey founded the Lancaster Caramel Company, whose caramel recipe was a huge success. Looking beyond caramel, Hershey believed that chocolate products had a far greater future, and so sold the Lancaster Caramel Company and started the Hershey Company, which brought milk chocolate to the mass market.

						Bernard Shaw wrote throughout his 30s five novels: all of them failed. It was not until the age of 38 that he made his professional debut. Even then it took a while before his plays became popular. 

					

					
						51  S. Jobs started a new firm. So did Watson. Churchill crossed party lines twice (from conservatives into liberals and then back). J. Welch during his two decades at the helm of GE sold or closed 117 businesses.

					

					
						52 As Ortega y Gasset in the introduction put it: I am myself and my circumstances.

					

					
						53. Although at this stage, there are a few, most specially two, questions which arise: is that all (what about other temperamental characteristics such as e.g. charisma)? And can temperament be developed and if yes up to which extent?

						Let us, tough, leave these two important questions for the conclusion, after we have addressed the other characteristics leaders must exude.

					

				

			

		

	
		
			
				VI. HOW TO MAKE DECISIONS AND TO GET THINGS DONE (EXECUTION)
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				This chapter summarizes the ten basic steps in decision making.

				6.1. First step: Focus only on a few problems and disregard all the rest

				Effective managers do not make many decisions. They concentrate in the most important ones, since as Drucker shrewdly noted there is nothing as stupid, as doing well the irrelevant. And Pareto’s law of 20-80, applies to decision making as to everything else: 20% of decisions represent 80% of the value to be created.

				At the root of the problem is the fundamental confusion between effectiveness and efficiency, between doing the right things and doing things right.

				Microproblems can and should be delegated, regardless whether a higher ranking manager would tackle them better. Because centralization creates an opportunity cost of time and energy which could be dedicated to alternative more important issues. As the latin maxim says, minimum non curet praetor.54

				There is then two other reasons to be selective in the decisions one undertakes. Some problems are solved by themselves. Time will heal or at least soften them. To do nothing, is then the right option and by doing so, we make of time, our ally, instead of our enemy. We will get back to that subject later on in 6.6, when discussing creating the largest possible number of alternative solutions.

				Also, some issues are simply a bother, a nuisance, but really nothing important can come out of them. What happens if “this” goes unchecked? Nothing much. So forget it. It simply not worth it: the time, the energy and the resources.55

				In short, for any of these three reasons, some problems should simply never be tackled, as it is simply useless to do, what should never be done at all (see figure 6-1). The question is not whether we are busy. But busy with what?
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				6.2. Second step: Deal with one problem a time

				When faced with two simultaneous (important or/and urgent) problems, one must define the priority among all (priorities) and address each, a time. Some are important. Others are urgent. Some are important and urgent. But regardless of their nature, one issue, and only one, should be selected to be tackled initially: the one that – if gone unchecked – potentially creates the greatest harm.

				The reason being that if two (or more) untamed problems, cause different potential damage, by splitting our resources (people, money, energy, time) among them, two things happen. First, we create an opportunity cost: our resources produce less.

				And second, we even risk achieving an inferior solution to the most pressing issue, as compared to if we had focused exclusively on it, to start with.

				Meir Dagan, the leader of Mossad, one of the best secret services in the world, repeats incessantly: if we keep on pretending we can do everything, we will end up by doing nothing. 

				And the Arabs, have another proverb conveying the same message: I against my brother; I and my brothers against my family; I and my family against my village; I and my village against the world.

				Lee? He was under two major attacks: a frontal one conducted by 30.000 men and a flanking movement implemented by another 70.000. Between the two, the highest danger (the above stated criteria of the greatest potential harm) came from the flanking: because it involved more than double the enemy forces and threatened to encircle the southern army, thus cutting any possibility of retreat, imprisoning it and thus threatening for all purposes, not only to win the battle, but also to put an end to the whole war.

				And so Lee tackled the problems, per order. First, the flanking movement. Then, the frontal attack.

				The choice is between setting one’s agenda (hard as it may be), or suffer from the ADD affliction (common as it is): attention deficit disorder. Being a fire-fighter running from problem to problem.

				Do we control events or are we controlled by them?

				6.3. Third step: Define well the problem

				In my early years I used the summer holidays at the university to work for a consultancy company, and so once we were doing a management audit in a large retail store.

				One day after lunch, we chose to enter the building from a place, different than usual.

				It was absolute chaos, as it was undergoing major reconstruction. As we managed to come up to our meeting with top management, we asked what was all that about.

				We have a problem, started the administrative manager in charge of installations. In the entrance you came in, there is only – besides the stairways – a single elevator. And that creates a major problem. You see, we are an eight flour building. So, people come in from the street, press the elevator button and wait. Then, as the (sole) elevator makes its way, stopping in most floors, customers start getting impatient; they look at the clock; they look at each other; they start becoming nervous; and, finally, some opt for leaving. We lose a large number of customers that way.

				Thus the decision was taken to narrow the stairways all the way up to the eight flour in order to be able to fit a second elevator. 

				It’s both cost and a mess. But it’s the only way to stop the loss of between 15 to 20% of the incoming customers. We are starting now and hope to get finished within a couple of months.

				You are defining the problem wrongly, said my senior consultancy colleague in charge of our team. Your problem is not that people wait, your problem is that people 1) grow tired of 2) waiting.

				So?... asked the administrative manager defiantly. So, by defining your problem in the latter way you can opt for acting upon the waiting, or the tiring.

				So?... pressed on, now openly ironically the manager.

				So, if you decide to act upon the tiring instead of the waiting, you can try something I saw once at another retail store.

				?

				Stop all construction work for two weeks and try this: put mirrors in all walls of the hall in the entrance floor. Call a specialist to change lights, so that the customer projected image in the mirrors becomes the most favourable possible. And wait to see what happens.

				What happened was, of course that – and amusing as it was, - we started using part of our breaks to go down to the entrance and discreetly observe – a woman would enter the building. Press the button. And wait. Then suddenly she realized that she was in the middle of… mirrors ...

				And what does women do in front of mirrors? They advance, and start immediately checking the make-up, lipstick, eyebrows, the dress, their silhouette, everything. Top to bottom. So, she is occupied, as time goes by, unnoticed.

				Then, here enters a man. He sees a woman. What does he (more often than not) do? He looks at the woman obviously (a few others, opted for looking at the mirror, tying their knot, checking how their coats fitted them, whatever).

				So everybody is busy doing something. As time goes by. Unnoticed. Until the old elevator, makes its way through all eight floors and finally reaches ground level. Enabling everybody to walk in, press the button of their choice and go about their business.

				Problem solved. With a few mirrors and some lights. Instead of major construction works costing hundreds of times more.

				And a simple consequence of defining the problem as people 1) growing tired of 2) waiting, instead of simply (1) waiting.

				This episode shows how (simple and) less costly, solutions may be, if one defines a problem well.

				But then, defining correctly the problem is not merely a question of saving resources, but also of utility: in extreme cases, of saving lives.

				 On January 27, 1986, a NASA manager contacted the engineers at Morton Thiokol, a subcontractor that provided rocket motors to NASA. The forecast for the Kennedy Space Center in Florida, where the space shuttle Challenger was scheduled to be launched the next day, called for temperatures in the twenties in the early morning hours of the 28th, with the launch-time temperature expected to remain below 30 degrees F. The NASA manager asked the Morton Thiokol engineers to consider the effect of cold weather on the solid-rocket motors, and the engineers quickly assembled to discuss the issue which could cause a catastrophic explosion.

				The lowest launch temperature in all twenty-four previous shuttle launches had been 53 degrees, more than twenty degrees above the forecast for the next day’s scheduled launch, and the engineers had no conclusive data, about what would happen at 25 or 30 degrees.

				A teleconference followed leading up to Morton Thiokol’s engineering conclusion that it could not recommend launch below 53 degrees. NASA engineers, however, pointed out that the data were conflicting and inconclusive. They did have a lot of conflicting data in there, later reported a NASA engineer. Further adding to the confusion, the Morton Thiokol subcontractor hadn’t challenged on previous flights that had projected launch temperatures below the 53 degrees mark, although none close to the twenties. That appeared inconsistent with their current recommendations.

				In her book The Challenger Launch Decision, sociologist Diane Vaughan refutes the myth that NASA managers ignored unassailable data and launched a mission absolutely known to be unsafe. In fact, the conversations on the eve of the launch reflected the confusion and shifting views of the participants: a NASA manager exploded, when do you want me to launch, next April?, while another stated, I will not agree to launch against the contractor’s recommendation. The deliberations lasted for hours, in the absence of clear data. As another manager later reported: We just didn’t have enough conclusive data to convince anyone.

				Convince anyone of what, exactly? That’s the key of the matter. Somewhere, in the reasoning, the problem had turned 180 degrees. Instead of Can you prove that it’s safe to launch? – as had traditionally guided launch decisions, - it was inverted to Can you prove that it’s unsafe to launch?. Hadn’t that all-important shift been made, or if the data had been absolutely definitive, Challenger would very likely have remained on the launch pad. For the simple reason that the downside of a disaster, totally dwarfed the downside of waiting a few hours, days, weeks, or whatever.

				No normal person would do that. But the data were ambiguous and the problem definition had changed. Being all unable, to prove beyond a reasonable doubt that it was unsafe to launch. At 11:38 the next morning, in 36-degree temperatures, the Challenger exploded into a fireball. All seven crew members perished as remnants of Challenger fell nine miles into the ocean.

				The Challenger story highlights the importance of defining the problem, to be solved well: can we prove it’s safe to launch, instead of can we prove it’s not safe to launch. The burden of proof should have remained on the side of safety, and not the reverse. Meaning, of course, that unless proven beyond a reasonable doubt that it’s safe to launch, it should be delayed. Rather than the other way around. And the Challenger tragedy would not have occurred.

				The examples of the retail department store and of NASA illustrate that – as Drucker insisted – defining the problem may very well be the most important element in decision making; and unfortunately the one managers pay the least attention to.

				The right answer to the wrong problem is not only irrelevant, but also very difficult to fix, since it is extremely hard to diagnose. For the simple reason that there is no feedback.

				However, even a wrong answer to a right problem is useful. It can be repaired. And progress made by improving on the solution. By, at least, successive approximations.

				Lee, at Chancellorsville, defined the problem very well.

				The problem was not that he was being attacked in his left side. Had it been that and the shift of part of his forces to defend that side56, would have done the job.

				The problem was that Lee was (1) suffering two simultaneous attacks + (2) risking being outflanked and (3) encircled from behind. Threatening imprisoning the whole southern army and bringing to an end, not only the battle but the war.

				In other words, the problem was not an attack; but the threat of encirclement. Under a two front attack.

				So the solution called for – as will be analysed next in 6.4 – was not merely stopping the federals, but indeed pushing them back. And as fast as possible.

				But, when is a problem well defined?

				In general there are three rules which must be followed (see figure 6-2).
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				First, if the same (or similar) problem occurs repeatedly, then that is not a problem but a mere symptom of a deeper one: if over time, one salesman after another, demonstrate lack of commitment to the job, then the problem is not that the organization has the wrong people, but surely lies somewhere else: in the incentive system; in leadership; in the recruitment process; whatever.

				The armed forces budget of many nations in the world, provides another example. Every year, there is, repeated contention. Average-high sophisticated planes are bought? Fewer and more sophisticated should have been the option. Surface vessels are acquired? Submarines would be better. And so on. Periodically. Repeated across the globe. As newspapers report it.

				And the fact is that nobody knows, neither can indeed know, if the acquisitions, whatever, are indeed the proper ones, or not. Because planes, ships, submarines, whatever, are simply means, which may, or not, be adequate, depending upon the end, the mission, of the armed forces.

				And that is the core of the issue: no one ever defines it. And they can be several, including (among others) four:

				1. Guaranteeing the nation’s survival in case of a nuclear holocaust (the doomsday scenario of the day after);

				2. Safeguarding national independence in the face of conventional warfare;

				3. Preserving the internal stability (against terrorism, etc.) and the national patrimony (combating smuggling, forest fires, floods, storms, earthquakes; and protecting the maritime zone from the incursion of foreign fishing vessels); or

				4. Participate in international missions, in order to promote the country’s (political and economic) world prestige or for humanitarian grounds.

				If the mission of the armed forces is all four, none will be done as well as if a few of them are chosen as priority. Man who chooses two rabbits catches none, remembered Confucius.

				So, to put (scarce) resources serving several, instead of one or a few of the, missions, makes sense if and only if they are all equally important. What in this world, more frequently than not, is a simple sign of stupidity or cowardice. Or of both, of course. Says more about the man, than reality.

				Without posterities there are no priorities. Not that posterities have zero importance, but only that they are less important. So, one must be selective, in terms of mission. And then choose the means, (the type of resources), which better implement the preferential mission(s).

				Guaranteeing the nation’s survival in case of a nuclear holocaust (first column in figure 6-3)? The type of weapons needed are mostly light weaponry for the day after, masks and radioactive suits. The whole population must undergo periodic training in the use of shelters, the evacuation of cities and survival techniques; there must also be leadership plans for the “day after”. The information system should focus on the potentially belligerent, which possess nuclear arsenal nations and most of the expenditures are, of course, items such as atomic shelters, medical installations, food reserves.
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				Some countries are located in parts of the world, which leads them to think that they face deadly threats from neighbours.

				Well, in such a case, how sophisticated must be weaponry is defined by the enemy’s level, which sets the minimum floor to be satisfied.57

				The target of training should be both a professional and a citizen’s army, including a militia for guerrilla warfare, if things turn out for the worse.

				The information system is focused on the source of the threat and the major expenditures are tanks, submarines, large vessels and planes (second column of figure 6-3).

				If however, the priority mission is to preserve both internal stability and defend the national patrimony (third column in figure 6-3), then, the armed forces are little more than a complement to the police and they need training in combating forest fires, all types of natural disasters (floods, earthquakes, etc.), as well as maintaining public order and fighting terrorism.

				The information system is bifocal: inward and outward centred on the world terrorist organizations.

				Major expenditures are in fire and natural disaster prevention and combat systems; and reconnaissance airplanes to control smuggling and illegal fishing, as well as in small fast boats for rescue or/and interception missions. Here, quantity is more important than quality. And speed and range than fighting power. Oceanographic research vessels are also a must, if the country has a large maritime zone to explore.

				Finally, if none of the above, but participation (for political, economic or humanitarian reasons) in international missions is the priority, it follows that weaponry must be state of art; the army small and professional; the information system focused on the most troublesome world spots; and the major expenditures directed to mostly (top quality) airlines and ground equipment. All rest is secondary (column 4 in figure 6-3).

				In short, where the money and effort goes, depends upon the mission attributed to the armed forces. If all four (and others) are important, none will be done as effectively, as if one (or a few) were selected.

				In the absence of an option, recurrent contention will occur. Regardless of the country and of the part of the world. Simply indicating that repeated problems (of the same type), are mere indications that they are just symptoms of deeper problems, lying beneath the surface. Which go unsolved.

				The second check on whether a problem is well defined utility one can expect from solving it. How useful is a solution, if we find it?

				Take Gordon Bethune, the CEO of Continental Airlines who made recently the news (in an interview to the Financial Times) by saying that the customer is not always right. Then Michael O’Leary, head of Ryanair went a step further by saying that the customer is usually wrong.

				And the article continues: generations of managers have been taught that the client is always right; but this sentence is always wrong.

				?...? Let’s see. To define the problem on whether the client is, or is not, always right is a non issue. A vacuity. A good for nothing.

				For the simple reason – and Mr. La Palisse would not put it better – that the customer, right or wrong – is all that matters. He is who pays the bills. So he is both the boss and sole guarantor of a job. 

				Indeed, the only profit center in a company is a check from a client that does not bounce back; everything else are costs58 (and so to speak of profit centers within a company is an euphemism, at best).

				Thus, to discuss whether the client is always, mostly, often, seldom, or whatever, right, is a dead end. For the simple reason, that whatever the answer she or he, the client is always important.

				The client is not right and not satisfied? She simply does not pay. Letting, the firm to stay with two things. Its rightness. And bankruptcy.

				The simple truth is that, orders who can and obeys who must, is recognized in Sicily by the saying that: when money plays, people dance. In the USA: when money talks, people listen. In the UK: he who pays the fiddler, calls the tune. And in Russia: I sing the song of whose bread I eat.

				The final criteria in defining a problem, is to go as deep as possible in the ends-means chain.

				In an organization everything is simultaneously a means to a higher end and an end to a lower mean. One obtains financing to buy; one buys raw materials to produce; one produces to sell. And one sells to have profits.

				The marketing department makes a sketch. Which goes into an advertisement. For a security employee. To prevent vandalism. Which decreases costs, wastes time and degrades the company’s image. All three decreasing profits. Devaluating the stock market price of the company. Making it less attractive to invest in. And so on.

				So, when defining a problem, one should go as down as possible in the ends-means chain.

				If property is damaged then the problem should (alternatively) be defined as vandalism, or misuse by employees or still, natural disasters: not damaged property.

				If the product fails in quality, before searching for a solution, the root cause should be – if possible - defined: the raw materials? A certain type of components? Or the quality control system? And so on?

				By defining problems as deep as possible, one narrows down the number of alternative solutions. By opposition, if a problem is defined at a very high-end level, it is at the top of many means-ends chains. And so, the number of solutions which must be considered, are considerably higher. Making problem solving more difficult.

				6.4. Fourth step: The type and level of solution needed

				Having carefully defined the problem which must be before all others preferentially addressed, the next step in decision making is to define the type and level of solution needed.

				Type means whether the problem requires a faster (but riskier), or allows for a slower (but safer) solution. And here the choice basically depends on the role time plays. Does it worsen the situation, or does it remain roughly the same? Is time by acting against us part of the problem, or not playing a major role?

				Then there is the level of solution which must be met. Meaning that we must define success, what leaves us satisfied. So that we can recognize when the problem is solved and we are free to move on into another pressing issue.

				Again, in the case of Chancellorsville, Lee did both.

				He needed a fast solution since any delay could mean (1) being encircled, (2) cut off from any possibility of retreat and (3) forced to surrender. Moreover his right flank of 12.000 men was under a frontal attack by an enemy 2,5 times the size: 30.000 (see figure 6-4).

				

				

				

				

				

				

				[image: Livro%20Lideran%c3%a7a%202A.pdf]

				

				Then Lee also defined what was success for him. Not merely to stop the enemy, since that would allow it to regain the attack, as soon as Lee turned right to help his other forces under the frontal attack.

				Neither could success mean to destroy the enemy since (1) Lee lacked the resources (he had 49.000 against 70.000 men) and (2) even if he was able to achieve such a victory, that was the kind of victory he could not afford. Given the large inferiority in overall manpower of the south as compared to the north, that would certainly be a pyrrhic victory.

				Nor was success to encircle the enemy. Lee was outnumbered. And it would take too long for Lee to be able to help his right side outnumbered by 2,5 to one.

				So Lee defined success as making the enemy retreat enough, so that he stopped being a threat: to force the enemy retreat considerably from his present position. That meant making the enemy withdraw to near the Rappahannock river.

				That and only that would then allow Lee to go and help the other part of his army under the frontal attack – without the risk of the north encircling him.

				6.5. The fifth step: Settle on the facts

				In his book Only the Paranoid Survive, Andy Grove advises to start any debate and argument with data in hand. Altogether too often people substitute opinions for facts and emotions for analysis. 

				Every decision must start with the facts. Reality. What we know (for sure). We do not know (really). And what we are uncertain about. All three count. As Alfred Sloan insisted: what matters are the facts, not the opinions.

				Indeed, those who take decisions based on anything else but facts (opinions, “it seems to me, I think, I feel that”) are only assuming59 a world different from what it actually is.

				Such a place may be the planet Zorg in the Lalaland constellation, or whatever. But certainly it is not planet Earth of the Milky Way. Making of such a person undoubtedly a schizophrenic. And schizophrenics are dangerous. To themselves and to others.

				Hooker in the face of the southern cavalry movements (page 32) “saw” that they were about to retreat, not to outflank him by the right. So he was taken by surprise when that happened.

				Sedgwick, the union general in charge of the frontal attack “saw” a much larger southern force in front of him although in reality he had an advantage of 2,5 to 1 (30.000 against 12.000 men). So he chose, first not to advance and then – when pressed by Hooker – to do it timidly enough to never become a threat.

				Howard, the federal commander in charge of the right side of the army, “saw” no need to prepare any defenses, whatsoever, against a possible outflanking by the southern army. So soldiers were taken prisoners by the thousands, while they were cooking dinner, playing cards and without even managing to fire a shot (page 45).

				So, it is well true that denial cannot change reality, but can make it mortal (A. Grove), as he offers the example of IBM in his book Only the Paranoid Survive: the computer industry used to be vertically aligned meaning that an old-style computer company would have its own semiconductor chip implementation, build its own computer around these chips according to its own design and in its own factories, develop its own operation system software (the software that is fundamental to the workings of all computers) and market its own applications software (the software that does things like accounts payable, or airline ticketing, or department store inventory control). This combination of a company’s own chips, own computers, own operating systems and own applications software would then be sold as a package by the company’s own salespeople.

				So, a company competed in this industry as one vertical proprietary block against all other computer companies’ vertical proprietary blocks. And this was how business was done for decades.

				Then the microprocessor appeared, followed by the “10X” force of the personal computer built on it, which now permitted putting what before had been many chips on one single chip, and that the same microprocessor could be used to produce all kinds of personal computers. And the economics of mass production kicked in making manufactured computers became extremely cost-effective.

				Over time, this changed the entire structure of the industry and a new horizontal industry emerged. In this new model, no one company had its own stack. A consumer could pick a chip from the horizontal chip bar, pick a computer manufacturer from the computer bar, choose an operating system out of the operating system bar, grab one of several ready-to-use applications off the shelf at a retail store or at a computer superstore and take the collection of these things home. Over time, this changed the entire structure of the computer industry and a new horizontal industry, emerged.

				And here enters IBM:

				IBM had been the strongest player in the old industry. What was the impact of this change on IBM?

				First of all, IBM’s growth slowed down as much of computing went from mainframes to microprocessor-based personal computers. But that’s not all: even something as simple as the choice of the name “OS/2”showed how IBM missed the significance of the horizontal industry. It took a long while before IBM actually provided the necessary adaptations to OS/2 (a new personal operating system introduced in 1987 at the same time as a new line of IBM personal computers called the PS/2), to make it work with other manufacturers’ computers and an even longer time before IBM started marketing their operating systems to other computer manufacturers – their competitors – so that those manufacturers could ship OS/2 with their computers, as they were accustomed to doing with DOS and Windows.

				Clearly, the old world was no more. But denial took the form of IBM management steadfastly blamed weakness in the worldwide economy as the cause of their troubles (A. Grove). Year after year in their annual reports, while enduring all types of hardships.

				Losses: 17,5 billion dollars in three years. Stock market devaluation of 75 billion dollars (in a single year). The downsizing of its workforce by 1/3 (from 400.000 to 260.000). And being forced to sell divisions (of photocopies to Xerox, telephone to Siemens and satellite do MCI).

				Indeed, the example of IBM is not different from that of so many other companies (Remington Rand, Olivetti, ICC, Bull, Unisys, …): few of the top ten participants in the new world of the horizontal industry, rose from the ranks of the old vertical computer industry. The newcomers are now Microsoft, Apple, Compaq, Dell, Intel, and so on.60 

				All recalling how true Drucker was when he commented that most businesses fail not because things are done poorly, but because assumptions about the outside no longer fit reality.

				So, schizophrenia is a deadly disease. But unfortunately it is also pervasive among many organizations. There are several reasons for that.

				The first reason for living in a state of denial is obviously fear due to the lack of fortitude. The so-called edge of the previous chapter. Wittgenstein, the philosopher acknowledged that the easiest thing in life is to deceive ourselves.
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				Without inner strength, some put their heads in the sand, others suck their thumbs while closing their eyes, and all put themselves at the mercy of reality.

				The second cause for denial is confusing one’s desires with reality: wishful thinking, a deadly sin since it never becomes a self-fulfilling prophecy. In 1984 the then head of Digital Equipment Corporation, by far the largest minicomputer manufacturer at the time, described personal computers as cheap, short-live and not-very-accurate machines.

				A third reason is simply poor intellect, confusing what it is (de facto), with what should be (de jure).

				Drucker, when discussing a case-study, insisted over and over with his students: do not argue with the facts; accept them.

				And finally, there is vanity61. The NIH syndrome of not invented here. And its reversal. Starting with a conclusion and then going into hunting for facts (?) which may support it.

				Sloan was by no means a intuitive decision maker. So he was careful enough to make sure that one always tested opinions against facts and that never did one start out with a conclusion and then looked for the facts that supported it.

				Whatever the causes of schizophrenia (fear, wishful thinking, poor intellect, vanity), it is always a dangerous disease, to be avoided at all costs: facts are obstinate, they do not disappear only because we ignore them (Aldous Huxley).

				And there are basically three ways to obtain information and two pitfalls to avoid.

				First, a fact based attitude and culture must be created across the organization. A  permanent insistence on facts. That, of course, starts at the top. Roosevelt, the US president had a distich in top of his desk warning the incomers not to bring opinions, but facts.

				When McNamara was working for Ford Motor Co he was amazed at the success of the VW Beetle.

				Why?, he asked. Answer: We think, we believe, that most clients are recent immigrants from Europe.

				McNamara ordered a market research. The result? The overall majority of the clients were (born) Americans. Teachers. Doctors. Lawyers. Between 25 and 35 years old.

				Again, the question: Why?. And again the same answer: We believe, we think, that it is a question of status, of European glamour.

				McNamara ordered a new market research. The result: clients wanted a smaller, more discreet and manoeuvrable, easier to park, car.

				So Ford launched a compact car. The name? Falcon: one of the greatest successes, ever.

				The second way to gather information is actively search for any numbers which may quantify facts, since when we put a number in something, we know something about that thing (Einstein).

				That is the method recommended by Bill Gates in the book Business @ the Speed of Thought:

				Know your numbers is a basic business principle. You need to gather your business data at every step of the way and in every interaction with your customers – and with your partners, too. Then you need to understand what the data means. The numbers shouldn’t be your only concern, but you should objectively understand everything possible about your business. If you’re considering exchanging short-term profits for long-term gains, for example, you need to know as closely as possible the cost of that trade. Companies can use the data they collect to improve the efficiency of their businesses, strengthen their relationships with both customers and partners, extend their businesses in new ways, and develop better service and new products.

				There are two ways to use customer data. The first is to gather the numbers that show trends and patterns on which to base analysis, planning and decisions. The second is to collect detailed information on the individual customer so that you can provide personal service.

				A third way to know the facts is through deep plunging into the organization’s operations and not accept things at face value, but keep on going deeper until the root cause is reached and thus all makes (finally) sense.

				And again, McNamara, provides a crucial example here. When at the head of the US aviation statistical office during the WWII, he discovered that 20% of the planes aborted their bombardment mission over Germany.

				Why? Technical failures, according to reports. McNamara decided to plunge in. He contacted directly the mechanics and confronted them with the reports.

				The answer? They hadn’t found anything in the planes supposedly malfunctioning.

				Thus the real reason: fear. The reports were excuses for avoiding the threat posed by the fact that in every mission, 4% of the planes were shot down.

				At McNamara’s request, General Lemay issued then an order that henceforth any report containing false information would lead directly to... martial court. What happened to the percentage of aborted missions?... It decreased almost to zero % (from the previous 20% level...).

				If attitude, numbers and a deep plunge are three ways for fact finding and a reality check, there are two pitfalls to be avoided (figure 6-6).

				

				

				

				

				

				

				

				

				

				[image: Anexo%202%20-%20VE.pdf]

				To start with, one must accept that there cannot exist such a thing as perfect information in an imperfect world. And so all decisions must be made accepting that information is always imperfect.

				At Chancellorsville, while Lee acted decisively upon the information he had, the northern generals bumbled because...

				First, Sedgwick could not ascertain (due to fog) what were the southern forces doing62. So he did nothing instead of (cautiously) pressing on the enemy to keep it occupied and give time to Hooker to encircle it.

				Howard? He had no information on Jackson’s movement... so he did... nothing. 

				Hooker? Had some but not definitive information. So? So he chose to do... nothing, too. In any case, Howard should have at least (as Hooker ordered him to) prepare the defenses. You don’t need to have definitive information that the enemy will attack, in order to prepare defenses.

				The point is: we must accept that your information will be always imperfect. Ask ourselves how important and how much time you need to obtain the answers. And opt for not deciding only when the first answer is a great deal and the second, not much. Otherwise we will decide not to act, not because of information, but because of fear. We are a non-decider.

				Let us give the word to Iacocca63, former Ford and Chrysler president: 

				 “If I had to sum up in one word the qualities that make a good manager, I’d say that it all comes down to decisiveness. You can use the fanciest computers in the world and you can gather all the charts and numbers, but in the end you have to bring all your information together, set up a timetable, and act. And I don’t mean act rashly.

				Whenever I’ve taken risks, it’s been after satisfying myself that the research and the market studies supported my instincts. I may act on my intuition – but only if my hunches are supported by facts.

				Too many managers let themselves get weighed down in their decision-making, especially those with too much education. I once said to Philip Caldwell, who became the top man at Ford after I left: “The trouble with you, Phil, is that you went to Harvard, where they taught you not to take any action until you’ve got all the facts. You’ve got ninety-five percent of them, but it’s going to take you another six months to get that last five percent. And by the time you do, your facts will be out of date because the market has moved on you. That’s what life is all about – timing”.

				Real life just doesn’t work that way. Obviously, you’re responsible for gathering as many relevant facts and projections as you possibly can. But at some point you’ve got to take that leap of faith. First, because even the right decision is wrong if it’s made too late. Second, because in most cases there’s no such thing as certainty”.

				In short, the reason why so many managers are not truelly decision makers, but really indecision makers or no decision makers at all is that they fail to acknowledge that any decision starts with three facts, four questions and two options (figure 6-7).
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				Facts: What do we know for sure? What positively we do not know? And what are we uncertain about?

				Regarding the latter, then follows four questions: how important is what we ignore? How quick can we get the data? What is the cost involved? And the quality of the data gathered?

				After what, the two options are simple enough: act now or delay.

				But, to avoid delay becoming continuous procrastination, a deadline should be set, whereupon the decision is met again, and regardless of the information obtained, a decision must be made.64

				The second pitfall is to gather so much information that the analysis will die of overweight. Fact finding, should on the contrary, be parsimonious enough to avoid that the forest prevents the managers from seeing the trees.

				Less is more and more is less. And so the shorter the list (of relevant facts) the better, recalling O. Wilde’s final sentence in a letter to a friend: I’m sorry for such a long letter but I had no time to make it shorter.65

				So only the upmost relevant facts, count. But relevant for what? To solve the problem. And so, the criteria to separate the relevant from the irrelevant is again simple enough: how does this information help me solving the matter at hand?, is the question to be asked.

				And for that, usually only a handful of facts matter.

				The watch industry was for long dominated by the Swiss with brands such as Longines, Tissot, Certina or Omega (figure 6-8).
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				Then suddenly, out of nowhere, came the Japanese with their tremendously successful brands, Seiko, Casio and Citizen.

				How many facts did the Swiss gather? Four and only four.

				First: what were the Japanese watches characteristics and how did they differ from those offered by the Swiss?

				Answer: quartz battery powered watches (and not mechanical or automatic watches).

				Second: what was their success based upon?

				Answer: price. Very cheap watches, now affordable to the lower classes (and not anymore a gift for special occasions).

				Third: How did the Japanese achieve such low cost?

				Answer: technology (quartz). Extense scale economies (due to large investments in factories). And a product which had large experience effects (that is, a sharp decrease in costs as cumulative production increased).

				And finally (fourth): can we Swiss replicate the Japanese low cost causes?

				Answer: yes, for technology. Difficult, for the large factory investment, as it required large sums of capital. No, for the experience effects (since the Japanese benefited already from large past cumulative production).

				So, what did the Swiss do? They rejected launching a me-too product, that is a quartz low cost watch66 (entering in the green area of figure 6-8 as the Japanese had done) and opted rather for using the same technology (quartz) for a different need: design, not price (the red area in figure 6-8).

				A watch for the humour of each day, under the name Swatch. In the beginning considerably more expensive than the Japanese watches and bought by higher social classes. In any case serving a different need.

				So, in figure 6-8, the Swiss were first in the yellow area, the Japanese occupied the green and finally the swatch the red area.

				And this strategy, which literature designates as a counter-attack strategy67, was opted for with great success.

				Other times, not even four, but just two facts are paramount, as what happened in the eighties in Seattle, USA and in the pickles industry dominated by Vlasic food division of Campbell Soup. 

				Although having by far the largest US market share, Vlasic Foods, did not dominate Seattle where, tiny Farmen, a local company, was the leader.

				So Vlasic decided to attack the Seattle market forcefully by decreasing its price from 1,89 ¢ to 79 ¢ per package and doubling the promotion budget.

				Under such an attack, what did Farmen do? It simply asked itself: what are the critical success factors, that is the criteria most customers use when selecting among pickle brands?

				There came two facts: quality that is, flavour (not price68) and image (not visibility).

				Two factors where Farmen was far better than Vlasic69. And so Farmen opted for simply doing… nothing, or so: it kept its price constant and increased its quality slightly.

				Three years later what was the result? Farmen’s market share was still ten times that of Vlasic. And the sales of Farmen had even increased, since the intensive promotion by Vlasic had the positive effect of increasing the overall market for all companies.

				In short, it is facts (not opinions) which count. The relevant ones (not all). And the less the better (to facilitate analysis).

				But one must state… the… facts. With that, our decision can be correct, or not. But without that, more probably than not, we will fail.

				6.6. The sixth step: Create the largest possible number of alternative solutions

				Roosevelt, the US president, followed the simple rule of never making a decision if it was consensual. He delayed it to allow everybody time to think.

				All decisions have plus and minus. They are risky. Thus all decisions should be controversial. Acclamation means that no one has done their homework.

				But if decisions require dissent, controversy and antagonistic positions, there are two basic ways of achieving that.

				The first is to force dissention in all meetings. As Alfred Sloan once said at a meeting of the GM board: Gentlemen, I take that we are all in complete agreement on the decision here. Everybody around the table nodded assent. Then, continued Sloan, I propose we postpone further discussion of this matter until our next meeting to give ourselves time to develop disagreement and perhaps gain some understanding of what the decisions is all about.

				Then, a culture of constructive confrontation (as A. Grove put it) must be pervasive across the organization: a style of ferociously arguing with one another while remaining friends.70

				Under Sloan, General Motors had a similar culture. At the time the board defined what made an executive at GM as a man who would be expected to protest officially against a policy decision to which he objects.

				Indeed, if the only tool one has is a hammer, then every problem looks like a nail. Thus, it is crucial to approach problems with a toolbox and not only a hammer, a screwdriver, or whatever.

				Lee used the toolbox approach when considering what to do regarding the northern flanking movement.

				On May 1, 1863, Lee, besides his staff, met his cavalry commander Jackson, and went over all the options the situation put before them: 1) withdrawal; 2) hold the ground; 3) try to surround the right wing of the federal army; 4) perform a frontal attack; and 5) a double flanking.

				For the reasons to be seen next (in 6.7), they opted for the latter and it was up to Jackson, a commander of true military genius, to carry it out.

				And so the toolbox approach requires three steps (figure 6-9). First, to list the largest possible range of alternatives. Second, to resist evaluating them immediately: otherwise some alternatives will be immediately dismissed; and it can happen that later under a more detailed scrutiny, the best solution happens to be a mixture of several alternatives including some which alone, by themselves, did not stand out as acceptable. And finally, to include among all alternatives the option of doing nothing.
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				As Drucker reminded us, one does not make unnecessary decisions any more than a good surgeon does unnecessary surgery.

				Again, is time my ally, or my enemy? Does the problem improve or worsen with time? Is time part of the solution or of the problem?

				A decision is surgery. And nobody cuts, just for the sake of cutting. One operates only under the demand of the situation and the knowledge that the problem will only increase with time.

				As since there is no risk free surgery, unnecessary operations should be shunned.

				Unnecessary decisions waste time and resources and risk even making others ineffectual. So, to do nothing, not to cut, should always be considered as an option.

				6.7. The seventh step: Choose the least of evils

				Selection is not about finding the perfect solution. In this world there is not such a thing as perfection.

				The choice is therefore between bad and worse, or if one is lucky enough, between good and fair: life is the art of the possible.71

				So the first principle in selection is to have the right expectations: to go over the range of alternatives and settle for the least of the evils. Just as Churchill once said about democracy: to find the worst solution (political system), with the obvious exception of all the others.

				The second step if to go over all alternative solutions and for each, to list carefully, one by one, its advantages and the disadvantages.

				The Irish writer Bernard Shaw (1856-1950), was by all accounts very ugly, but he was also a very witty man and so with great success among the ladies. Beatrice, was the name of one of the most beautiful actresses of the time and a long time girlfriend of Bernard Shaw. Unfortunately she had so much of beauty, as of not being specially bright...

				Bernard, she once said, we should have a child. Imagine what would be a child with my beauty and your intelligence…

				Bernard Shaw paused, smiled, and then retorted softly: darling, I’m not sure it is such a good idea. Imagine if our child had my beauty and your… intelligence…

				Thirdly, sometimes, when the problem is specially well defined and the facts well set, the solution becomes a direct logical consequence of both.

				As Sloan sat at a board meeting, a heated discussion erupted about the post war capacity of GM’s accessory divisions (see figure 6-10).
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				One group argued stridently that accessory capacity had to be expanded, while another group, equally fervently, argued in favour of keeping it low. Sloan listened for long without saying anything and then said: What is this decision really about? Is it about accessory capacity? Or is it about the future shape of the American automobile industry? You, and he turned to the most vocal advocate of accessory expansion, argue that we need to be able to supply independent automobile manufacturers with accessories they cannot make, and that this is our most profitable business – and so it has always been. And you, now turning to an antagonist of accessory expansion, argue that we need to confine our capacity to what our own automotive divisions and our dealers in the automotive after-market need. It seems to me that you argue over the future of the automobile industry in this country and not about the accessory business, do you agree? Well then, said Sloan, we all agree that we aren’t likely to sell a lot of GM accessories to our big competitors, to Chrysler and Ford. Do we know whether to expect the independent – Studebaker, Hudson, Packard, Nash, Willys – to grow and why? I take it we are confident that they will give us their business if they have any to give.

				But Mr. Sloan, said the advocate of accessory expansion, we assume that automobile demand will be growing, and then the independents will surely do well. Sounds plausible to me, said Sloan, but have we tested the assumption? If not, let’s do so.

				One month later the study came in and to general surprise it showed that small independents were doing badly and thus were being taken over by the big companies in times of rapidly growing automobile demand, and that they only did well in times of fairly stable replacement demand and slow market growth. So now, Sloan reasoned, the question is really whether we can expect fast automobile growth, once we have supplied the deficiencies the war has created, or slow growth. Do we know what new automobile demand depends on? Yes, we do know, Mr. Sloan, someone forwarded, demand for new automobiles is a direct function of the number of young people who reach the age of the first driver’s license, buy an old jalopy, and thereby create demand for new cars among the older and wealthier population. Just so, retorted Sloan, we learn that twenty years ago. And what are the figures for population in five, ten, fifteen years out? And as it turned out that the data indicated a fairly rapid growth of the teenage population for some ten years ahead, Sloan said: the facts have made the decision, and I was wrong. For then, and only then, did Sloan reveal that the proposal to increase accessory capacity had been his, initially.

				As figure 6-10 summarizes, sometimes the solution is a direct logical conclusion of data, facts and a correct definition of the problem.

				Other times, though, neither mathematics72, nor any type of mechanics, can replace judgement. The risk taking the task of weighting the pros against the cons of a decision.

				And help comes only from the 1) experience, 2) common sense and 3) know-ledge of the decision maker.73

				And all three should start by being applied to evaluate the option of doing nothing: is a decision necessary?

				Drucker suggests one uses the three rules of surgeons when making decisions:

				Rule one: In a condition that is likely to cure itself or to stabilize itself without risk or danger or great pain to the patient, you put it on watch and check regularly. But you don’t cut. To do surgery in such a condition is an unnecessary decision.

				Rule two: If the condition is degenerative or life-threatening and there is something you can do, you do it – fast and radically. It is a necessary decision despite the risk.

				Rule three: This is the problem in between, and it’s probably the largest single category – the condition that is not degenerative and not life-threatening but still not self correcting and quite serious. This is where the surgeon has to weigh opportunity against risk. And it is this decision that distinguishes the first-rate surgeon from the also-ran.

				Then experience, common sense and knowledge, should first of all be applied to the general criteria discussed in section 6.3 before: is the solution of the type (fast or slow) required? And does it fulfil, satisfy, the criteria for success? As table 6-11 in page 128, illustrates by applying these criteria to Lee’s decision making at Chancellorsville.

				Next, all alternative solutions should be evaluated in terms of six other, specific criteria, which are not general as those above, but contingent to each solution:

				The ratio of expectations between gains and losses: since there is no riskless action (just as does not exist riskless inaction), the decision maker must in each course of action weigh the risks (expected losses) against the expected gains; of special value is neither the former nor the latter, but the ratio between both.

				The waterline principle: independently of the ratio between expected gain and risk, no action should – in principle – be taken if its failure can carry the demise of the whole organization.

				Imagine being on a ship and that any decision gone bad will blow a hole in the side of the ship. If the hole is above the waterline, one can patch it and sail on. However, if the hole is below the waterline, gushers of water will be pouring in and pulling the boat towards the bottom of the ocean.

				Thus the crucial question: what’s the downside if events go badly? Can we live with the downside? Really? 

				If I’m on the side of a cliff with a storm booming in the distance, which can become a full-fledged fusillade of lightning, then, even if the probability of that happening is low, I obviously should not continue climbing to an exposed summit pitch. Regardless of how likely the occurrence of the storm is. The value of continuing the planned outing for the day, simply does not justify the risk.

				The exception is when the upside has such value that it justifies the risk. Anyway, the lower this, the better.74

				The fifth criteria is the productivity of the resources, that is the ratio between expected success and the level of the required resources.75

				Limitation of resources is the next criteria: do we have what it takes? Enough manpower, money, etc. all the means to carry things out? Or is it simply beyond our reach? It often happens that a course of action requires resources in quality and quantity, that we simply do not possess.

				Then there is the economy of effort criteria: which of the alternative lines of action promises the greatest results with the least effort?76 Many decision makers pick machine guns to chase sparrows. Just as others, violate the previous criteria (of resource limitation), by using slingshots against forty ton tanks.

				A final rule is – at the start – not to make compromises and accept only – and if need be – compromises at the end.

				When Drucker started his first big consulting assignment, a management audit of General Motors in 1944, Sloan called him at the beginning of the study and said: I shall not tell you what to study, to write, or what conclusions, to come to. This is your task. My only instruction to you is to put down what you think is right as you see it.

				And then only to add: don’t you worry about our reaction. Don’t you worry about whether we like this or dislike that. And don’t you, above all, concern yourself with the compromises that may be needed to make your recommendation acceptable. There is not one executive in this company who does not know how to make every single conceivable compromise without any help from you. But he can’t make the right compromise unless you first tell him what right is.

				So, no compromises at the start, where all compromises are bad and one should go after, seek, “the best” solution. But at the end yes, a compromise may be needed and even advisable. Or not. Because even here there are two different kinds of compromise. One is expressed in the proverb that half a loaf is better than no bread.

				The other is illustrated by the story of the judgement of king Solomon, namely the realization that half a baby is worse than no baby at all.

				Half a bread creates some value. Half a corpse destroys: it is two pieces of death.

				There is consequently a total of eight criteria (please refer to figure 6-11) the decision maker has at his disposition to sort-out the most favourable, or the least unfavourable, solution.

				And so figure 6-11 summarizes why it is easy to understand Lee’s decision at Chancellorsville.
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				His greatest threat came from the northern flanking movement. What was he to do?

				Do nothing? No. A decision had to be made since things only got worse by the hour: the threat of being surrounded and forced to surrender. So option A (first column), to do nothing, was out of the question.

				Then, three other tactics (withdraw, hold the ground or surround the enemy – columns B, C and D in figure 6-11) would neither meet the criteria of success: make the enemy withdraw to far enough, so that Lee could risklessly go and help the other part of his army undergoing a frontal attack77. Making the discussion of these tactics, in terms of other criteria, irrelevant.78

				Indeed only two solutions meet the success criteria and the type of solution required (a fast, not a slow solution).

				They are the frontal attack and the double flanking. And they both together satisfy two other criteria: the waterline (criteria number 4) and no compromises at the beginning (8th criteria).

				But that’s all they share, as the frontal attack is inferior in all other criteria, namely to start with in both the ratio of expectations and productivity of resources (criteria 3 and 5) since History has very few examples of successful frontal attacks with half the enemy strength (49 against 70). And successful frontal attacks usually require large superiority over the enemy. So while the frontal attack fails in criteria number six, the double flanking does not. And the latter is also superior in the economy of resources (criteria number seven).

				In short, a frontal attack, even if successful, could mean a pyrrhic southern victory, a waste of manpower, from which because of its inferiority in population, the south could not recover.

				And thus, as we look at table 6-11, it becomes quite straightforward to understand how Lee came to opt for such a bold solution as the double flanking is. Indeed, the only real alternative available to him, was a frontal attack on the rightwing of the federal army and such a tactic was a far inferior solution.

				Before moving into the next step, of implementation, figure 6-11 is also useful to illustrate the simplest way to go about making decisions.

				We start by eliminating all alternative solutions which do not meet either the criteria of success and type of solution needed.

				Then, among the remaining solutions, the best in the overall balance, criteria 3 to 7 is selected.

				Thirdly, one opts for compromises by mixing two or more solutions if, and only if, none satisfies the above criteria (see figure 6-12).
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				But one should of course always choose a decision (even if it means doing nothing). Bad as it may be. If still preferable to all others. Indecisiveness (which is different from deciding to do nothing) is the worst of all.

				Here is a manager. He leaves home with a galosh in one foot and a shoe in another. 

				Why the galosh?, asks a friend. 

				It may rain, answers the manager.

				But then why only one?, insists the friend.

				Because it is not likely that it will rain, retorts the manager.

				And then? What’s the next step in decision making? Well, “all” that is left to do, is the most important: execution.

				6.8. The eight step: Implementation and control

				The hunting season had just opened and the young rabbit was running wild in panic.

				An older rabbit, who happened to be passing by, approached and asked the young rabbit: what’s up, what seems to be the problem?

				Don’t you know, asked the young rabbit, that the hunting season is on and the fields are full of hunters trying to give a shot at us…?!

				The older rabbit sighed and retorted calmly: young fellow, there is a very simple solution: transform yourself into a tree; like that you will go undetected by every hunter…

				What a great idea, thank you so much, why didn’t I think about that earlier? Thanks a lot… I owe you.

				Do not mention it, it was a pleasure. Any time.

				But then as both rabbits were moving away in opposite directions, the younger one suddenly stopped, turned around and shouted: But… but… just a minute… excuse me… how do I transform myself into a tree?

				The old rabbit stopped in its turn, turned back and retorted: Youngman, I have given you great, great, advice. A fantastic solution to your problem. Now you ask me about implementation. Well, do I have to do everything? No, I don’t think so: I leave the small details up to you. Do something, yourself.

				It is in these “small details” that many organizations fail miserably. In getting things done.

				However unless a decision degenerates into action, it is only good intentions. And as Drucker remarked: What successful people have in common is the ability to keep the gap between decision and execution extremely low.

				Action without being carefully thought, is chaos. A decision without action, is irrelevant.

				So (proper) execution is as necessary, as (sound) decision making. They are the two wings of a plane or the two wheels of a motorcycle. One without the other is absolute futility. Thus, once taken a decision no further study, or taskforce, is needed. But simply: action. Gung Ho: go for it.

				But how to go about execution? In order to execute well, both 1) implementation and 2) control are needed. A plan to get things done. And means to guarantee that there is no deviation from the right course.

				6.8.1. Implementation

				For proper implementation, two things are a must: decisiveness; and immediateness.

				Decisiveness, since action is surgery, either one operates, or one does not operate. To take out half of the tonsils, or half of the appendix, has all the inconvenience of a surgery and does not solve the infection.

				Half an action is worse than no action, at all. As Clausewitz, the great interpreter of Napoleon, remarked: either one jumps; or one does not jump at all; half a jump and one falls into the hole.

				That means concentrate most, if not all, our resources in implementing the decision, just as Lee did by putting 49 of his 61.000 men (80%) in his number one problem.

				He did not split his resources evenly among the two threats. As the Marshall Foch, correctly remarked: the one who defends everything, defends nothing.

				Frederick, the Great, was one of the best military leaders, ever. As head of Prussia, a small kingdom by then, he once faced a very large coalition against him, which included Austria, France, Russia, Saxony and… Sweden.

				Attacked by all sides he never split his resources, since: better to lose a province than to divide the army and lose my kingdom, he used to say.

				Piecemeal implementation is slower, sloppier and even makes it easier for the antagonist to react successfully.79

				Something that Nestlé found when it launched in Europe its Findus brand of refrigerated meals. Instead of entering the market with all it got, it did one a time: first Nestlé launched an advertising campaign with only a handful of models; then increased its portfolio; later improved the refrigerant chambers; to be followed later by a decrease in prices; and so on.

				That enabled Unilever, the market leader (with its Iglo brand), to match Nestlé’s move by move. Something that would have been harder, had Unilever been forced to react to a Nestlé’s decisive market entry: with all it got.

				If I am a government minister in charge of transportation, and I decide that traffic should flow by the right, not the left, transition has to be made in a split second. Not gradually over one or two weeks…

				Then, in top of decisiveness, implementation requires promptness. To act right away. Action today was Churchill’s motto.

				Just as Bill Gates stresses the importance of getting to the market first: customers want high-quality products at low prices and they wanted them now… every business has to react quickly… few industries illustrate the pressure of shrinking time than the car industry in the 1980s… Japanese car makers could take a car from concept to mass production in three years. American car makers typically took four to six years.

				To delay action when a decision has been made, is to opt for inaction. For doing nothing. In practice. While reason advises to act.

				It is not only a question of the old adage that time is money. But also that conditions may change, making implementation costlier and riskier, since time does not wait (Shakespeare).

				The final advantage of immediateness in implementation is that it takes the enemy by surprise, making it motionless, not knowing how to react and demoralized for having been unable to predict our move. Again Nestlé and Unilever provide a good example.

				When Nestlé decided to launch its ice cream brand Camy in southern Europe, the preparation of the campaign took so long that the market leader Unilever (Ola brand) came to know and so was able to react instantly by launching more models and new refrigerant chambers, to double the advertising budget and to sharply decrease prices, making it all very difficult for Nestlé, when its Camy brand entered the market.

				Lee, it should be recalled, was prompt in implementing his decision, in trying to outflank the north. Once he had made his mind, he dispatched immediately Jackson, his cavalry commander, who run incessantly through the forest (and dense fog) to surprise the enemy as soon as possible. What explained in part the success of the decision (page 31).

				Recalling what Maharbal, the Carthaginian cavalry commander advised to Hannibal, after he had achieved his great victory at Cannae (in the second punic war): allow me to go at the front of the cavalry in the direction of Rome and the Romans will know we have arrived before being aware we were on the way.80

				And both decisiveness and promptness are summarized in one of Bill Gates favourite slogans: Take massive immediate action.

				During our lifetime, I suspect that we are all presented with thousands of good ideas and wonderful opportunities that could make us wealthy and allow us to fulfill our dreams. The problem is that most people even when they recognize that they have a good idea, do nothing with it.

				The real key to success is to find a good idea and take immediate and massive action. You’ll note that there are two factors here, immediate and massive.

				My experience is that if we don’t act on a good idea within 24 hours, we are less than 50% likely to ever act on it. If we haven’t acted on it inside of 7 days, then we are less than 2% likely to ever act on it.

				My advice is when you find a good idea act on it right away. That way you’ll find out quicker if it’s a good idea or not.

				The other key is to take massive action. The average person will try a new idea once or twice and if they don’t get an immediate result. They give up.

				When I was in Washington DC last, I visited the Smithsonian Institution and saw some of Edison’s failed experiments as he worked to perfect the incandescent light bulb. The problem was in the filament. They all burned out after a short time. Edison took massive action on the challenge and after thousands of failed attempts, he finally solved the problem. The solution made him a fortune.

				How is your massive “persistence” factor when you are trying out a new idea?

				There is no such thing as try. You either do it or you don’t! Edison simply decided to do it, no matter what it took. Do you?

				Proper implementation requires thus immediate action81. But this is difficult to conciliate with rigour. And one cannot have “sloppy” massive immediate action.

				So, the question is how to achieve both? On one side rigour. On the other, both decisiveness and promptness.

				There are, for such a purpose two very useful techniques.

				The first is again brought to us by Sloan, as he immediately after a meeting, would write a “dear colleagues letter” where he spelled out in considerable detail, 1) the key questions discussed in the meeting, 2) the decisions, 3) who was in charge of carrying out each and 4) the unsolved problems, passed on to the next meeting.

				Action cards is the second available instrument to make sure decisions are properly carried out (see figure 6-13).
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				As can be seen, in a single sheet of paper is indicated the (1) name and the (2) objective of the decision, as well as (3) why it is preferable to other alternatives and (4) where it must be implemented.

				Then (5) the goal (the quantification, the minimum level of the objective which defines success), the (6) date we want that to happen, the (7) present situation, the (8) variable which will be used to measure success, (9) the source of information, (10) the major actions which will be done, (11) who’s in charge, (12) the help it needs and finally (13) who across all levels of the organization must be informed about the decisions.

				The latter is far from being the least important aspect of implementation since frequently it is the difference between a decision being a simple hope, or becoming reality.

				One day I met the following situation at a very large company: a high-level team that included engineers, mathematicians and manufacturing people, had been organized.

				For the purpose of rationalizing production in one of the company’s divisions, that made medium-horsepower engines, large volumes of which were dispatched every year. The problem was that every customer, always wanted a slightly different design. Consequently, the division had hundreds of models and production was consequently chaotic. The division did not break-even since the chaos in design sharply increased manufacturing costs.

				The task force worked for months in a row and succeeded in getting the hundreds possible motor models reduced to a few dozens. The president and all top team were thrilled.

				Since these medium-sized motors went into a large variety of appliances and machines around the world, the company offered all customers who had bought motors within the last years the option to reorder within the next year the motors they had acquired, after which the company would discontinue production.

				But when that year was up and the production of hundreds of models discontinued, there were still parts to every one of them in the company’s inventory for several years in a row of normal production. They had to be written off at a large expense and loss. Why? The purchasing administrative employees had kept on ordering spare parts for the discontinued models, just as they had always ordered them: they kept on ordering spare parts against new incoming orders.

				Why? Simply because nobody had thought of communicating to the purchasing staff the actions they would have to do as a result of the new decision…

				Figure 6-14 presents some concrete examples of action cards.
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				They respect to an organization selling soft drinks.

				The objective of the first action card (figure 6-14-A) is to increase the rentability of all points of sale which are below a 15% net margin.

				The objective of the second card (figure 6-14-B), is to decrease to zero the number of points of sale which do not fulfill their contracts82.

				Card 6-14-C describes the defense of a city against a major attack by a competitor.

				And the final card (6-14-D) aims at motivating the repositioners, that is those hypermarket employees, responsible for replacing the products in the shelves and who are thus key both to the aspect and the space that the company brand enjoys in the shelves.

				 The concrete examples of figure 6-14 can be extended to all areas in an organization (besides marketing, also finance, human resources, manufacturing, and so on), as well as to all sorts of companies (consumer or industrial goods, or still services).

				Since, as mentioned before, all means are indeed ends to other actions instrumental to achieve them, in an endless ends-means chain in any organization, one could thus have in theory an action card for any variable. For practical purposes, however, one should reserve the use of them only to the truly important issues. Trivia does not deserve any investment in time, energy and people, as Cyrus the Great reminds us: let the tools be equal to the task (Xenophon).

				Also, since the action card enhances the organizational ends-means hierarchy , it allows to see the far away, near; and near as if it was far away, something that oriental philosophy, has taught us for millenniums to be of the upmost importance.

				And so action cards help to take any problem, one a time (step two before).

				Monsenhor Escrivá, founder of Opus Dei, was known for his pragmatism. One day as he was building the headquarters of Opus Dei in Rome, an assistant came to him in a state of great distress: Father I just received a phone call from the civil contractor. He has a new demand: we must pay him in dollars, not in liras (the Italian currency at the time). What do I tell him?

				Oh, my son, came the response, tell him that it’s fine. Just fine. That’s the least of my problems, now. Indeed, I do not even know how I’m going to pay him since I have no money, none, whatsoever. So, first we make the building. Then I have to find donors for the money. And then, and only then, will we worry about the currency: dollars not liras. One thing a time.

				The third benefit of the action card is that allows the decision maker to delve into details, whenever details can make the difference between victory and defeat.

				A practice of Cyrus the Great, in the eve of every major battle, as he went over all tactical details with his generals over and over again.

				One of the mottos of Napoleon was that the cult of detail is the religion of success. Winston Churchill once retorted that: what you call luck, does not exist; it is simply my attention to details. Important deeds always require the most unspectacular preparation.

				And – it should be noticed that – to delve into details is not, of course, contradictory with step one before (6.1) which recommended focusing only on the most important decisions.

				Details (of implementation) are important only when decisions are crucial.

				Only then do small things make a great difference. Otherwise, minutiae of minutiae is of course (double) minutiae.

				All this making the action card a simple way of achieving a proper balance between the much needed general vision and details.

				6.8.2. Controlling

				In one of Drucker’s lectures where I sat, he shared the following story of how he got interested in studying the management of research.

				We had just moved from New England to New York, and I was teaching management at NYU. And I had a neighbor who was research director of one of the large pharmaceutical companies, and we discovered that he and I were both enthusiastic but equally incompetent chess players. Nobody wanted to play with us, and so we played together. And one day I came home, and there was this fellow in a great state of agitation. He had waited for me. And I said, “What’s the matter, Stanley?” He was always very quiet. And he said, “You know, I’ve always been complaining to you how totally disorganized our company is, and how we need management. And then I told you about the new president of ours who came in six weeks ago, and how delighted I was with him because he was going to actually start managing the place. Well, he called me in today and said, ‘Stanley, I’ve accepted your proposal, and I’ll appoint a budget committee, and everybody will have a budget’. And I said, ‘Wonderful!’ and he said, ‘Stanley, you’re going to be chairman of this committee’. And I said, ‘Wonderful!’ and he said, ‘The first budget I want, Stanley, is that of the research department.’ And I said, ‘Mr. President, what we do in research isn’t determined by us, but by what a lot of rats and guinea pigs and white mice and hamsters do when we put substances under their skin or push them down their gullet’. And he said, ‘If that is the case, Stanley, please write out your resignation and nominate the brightest hamster. We’ll make him research director’”.

				A good many people still feel that way regarding control. Specially they, themselves, being controlled. However, we must always think through how we measure and how we appraise, as Louis Gerstner, who saved IBM83 insisted. Or as Lenin put it: trust is good, control is better.

				In simple terms: what isn’t controlled does not exist.

				And there are of course some organizations better at it than others, among them the military.

				When General Dwight Eisenhower was elected president, his predecessor, Truman said: Poor Ike, when he was a general, he gave an order and it was carried out. Now he is going to sit in that big office and he’ll give an order and not a damn thing is going to happen. The reason why not a damn thing is going to happen is not, however, that generals have more authority than presidents. It is that military organizations know that unless there is organized feedback to check on the execution of an order, futility is its destiny.

				And the higher the rank, the greatest the danger. When Mullen was designated in 2009 as head of the US armed forces he received a letter which said: congratulations, henceforth two things will happen: you will always eat well and never, never more, you will be told the truth.

				Regarding control, there is a major principle to be followed: it must focus on results, not behavior.

				A manager owns the organization, not behavior, not personality, but only two things: character and results.

				Drucker recalls that once he commented to Sloan that two divisional managers at General Motors could not be more different, only for Sloan to retort that he was deadly wrong. They were indeed very alike. On what matters: performance, they both produced results.

				We don’t want people to work hard. We want them to be productive. As a matter of fact if they can produce results working less, so much better. It’s healthier. And saves time for the family life. Or for whatever philanthropic work they wish to do.84

				Productivity is not, thus, the main thing. It is the only thing that matters: to reach the quantitative target (line five in figure 6-13) in the set date (line six of the same figure).

				Thus the focus of control becomes quite simple: results, not behavior; the end, not the means. And when going about it, the simpler the better, too.

				Pina Moura, who is now vice-president of Iberdrola, the major European energy company, made his reputation as an adjunct to the prime minister, by using the “technology” of paper and pencil: he would during government meetings literally seat with a pencil and paper and thoroughly write down all decisions, only to call the government ministers one or two days before the next meeting and ask them in detail the point of the situation of implementation and then report it to the prime minister.

				Figure 6-15, presents a very simple tableau de bord that can be used to control all approved action cards of figure 6-13 and 6-14, before. It is a straightforward method to inspect all “expectations”, as each action card is now put in an horizontal line.
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				There is then, the method used by Steve Jobs: to hold weekly general meeting to review with all leaders the projects they were engaged in.

				What we do every Monday is we review the whole business. We look at what we sold the week before. We look at every single product under development, products we’re having trouble with, products where the demand is larger than we can make. All the stuff in development, we review. And we do it every single week. I put out an agenda - 80% is the same as it was the last week, and we just walk down it every single week. 

				We don’t have a lot of process at Apple, but that’s one of the few things we do just to all stay on the same page. 

				And then S. Jobs adds: it’s one thing when the leader describes the process. It’s another thing altogether when the troops candidly parrot back the impact it has on them.85

				More than half a century before, Drucker recalls a similar experience as he worked at the Austrian Economist as a young journalist.

				Twice a year, after New Year and before summer vacations, Saturday afternoon and all of Sunday would be dedicated to discuss the work of the preceding six months. The editor started out with the things done well. Then he would proceed to the things tried to do well. To be followed by things not tried hard enough. And then, he would subject us to a scathing critique of the things we had done badly or failed to do. Finally the last two hours of the session would be focused on the work for the next six months: What are the things to concentrate on? What are the things to improve? What are the things to learn? And a week later, each participant was expected to submit to the editor in chief each’s program of work and learning for the incoming six months (see figure 6-16).
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				6.8.3. Execution (summarized)

				As the bestseller of the same name86 points out, many CEO’s fail not for the shortcomings of their strategies, but because of their inability of getting things done.

				Due to both failures in implementation and/or control. Many presidents choose to believe – for a mixture of laziness and ingenuity – that it is enough to plan in order for things to happen. However decisions are intentions, hopes, nothing more. And as has been said87, in order to have dreams one cannot have illusions. Illusions about what it takes, to translate plans into action: 1) carefully crafted preparation of the actions to implement the plan; and 2) mechanisms to control those same actions.

				Then, many managers do not know how to implement and control. What to aim at. And so, instead of focusing on results, they concentrate on behaviour. And rather than looking for problems with a telescope, they stick to the microscope. They substitute control for micromanagement.

				And so, regardless of the tools used to execute decisions – and there is a considerable variety of them – execution is foremost a question of attitude of knowing what has to be done. And then of looking for the most simple processes to carry that out. The simpler the better, because simplicity makes for clarity. But in the end, decision making and execution are very different processes. Decision making is an intellectual (judgement) process. Execution implies considerable time and energy. And the humility too to delve into details.

				Those who find beneath them to care for the details of preparing a proper execution plan, will never be effective managers, since they will never achieve results.

				For the simple reason that it is not decisions which move mountains. Bulldozers do. And decisions only point out to the bulldozers the job that has to be done.

				In other words, the work starts, does not end, with decisions.

				6.9. The ninth step: Shift gears to the second priority

				The final stage in decision making is of course to repeat for the second, third and other priorities, what has been done for the most important one: create a range of alternatives; define success (the type and level of solution needed); and so on.

				When? When the criteria for success regarding the first decision has been met. And that’s why it is so important (as analyzed in 6.3 and 6.7 and illustrated by the line of target in figures 6-13 and 6-14) to establish a minimum quantitative level to be attained.88

				And that is precisely what Lee did at Chancellorsville, when he pushed back the federal forces to near the Rappahannock river, by the force of successive assaults under Jackson first, and then Stuart. And by having forced Hooker to retreat from the salient they had achieved at the hilltop called Hazel Grove (battle phases 5 and 6 in pages 33 and 34).

				Then, and only then, did Lee convey that the right wing of the federal army did not pose a threat anymore. And so he could finally take his divisions and help the other part of his army undergoing the frontal attack.

				So Lee changed gears and concentrated the full remaining of his 49.000 men into the task of catching up with his other 12.000 men and holding back the attack by the 30.000 federals.

				6.10. The tenth step: When to review both decisions and execution

				The first lights of dawn foresaw a glorious day: the weather was warm and the sky blue. The two camping managers got out slowly of their tents, and glanced at the fantastic scenario.

				But then… suddenly, but still far away, they saw a bear. Huge. And there it was. However, he seemed to pose no problem, since he was distracted going about its business.

				But then, the bear first stopped, then looked at the two managers… and finally started slowly moving into their direction.

				Terrified, the two friends had just started moving backwards, when the bear began running in their direction. They immediately make a turn and run for their lives as fast as they can.

				They run and the bear run. They run still faster and so does the bear. Getting closer and closer and closer.

				It is at this moment that one of the managers stops, opens a small handbag he was carrying with him and puts a pair of tennis shoes on.

				The other manager couldn’t believe his eyes and tells him: What are you doing? Are you crazy? It’s pointless, we cannot outrun the bear. We are doomed.

				I know, his breathless friend manages to whisper: I know…, but I have now changed my objective. My objective now is not any longer to outrun the bear; my objective now is simply to outrun… you…

				As this story illustrates, decisions can and should be reviewed over time, obeying the management adage that plans are nothing and planning is everything. Or as military saying goes: bad is the plan who is not subject to revision.

				But on the other hand and as 6.1 before analyzed, decisions should be made only on crucial issues. Not on bagatelles, minutiae.89

				Then (as per 6.8) they should be executed as fast as possible. That’s the general rule.

				So no much time is left for revisions. Either in implementation or in decision making.

				So, again, when should they both be revised?

				There are three such instances as per figure 6-17, the first of which being when most of implementation has run its course, but results still fall short of expectations.

				We try once, we try twice, and then we submit to reality and change first the implementation and then in the presence of repeated failure, even the decision. By that order.
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				Another instance where we also modify execution, is when we run into unexpected and unsurpassable roadblocks.

				A situation faced by Steve Jobs when developing the movie Toy Story: When we were making Toy Story, there came a time when we were forced to admit that the story wasn’t great. It just wasn’t great. We stopped production for five months.... We paid them all to twiddle their thumbs while the team perfected the story into what became Toy Story. And if they hadn’t had the courage to stop, there would have never been a Toy Story the way it is.

				 We called that the ‘story crisis,’ and we never expected to have another one. But you know what? There’s been one on every film. We don’t stop production for five months. We’ve gotten a little smarter about it. But there always seems to come a moment where it’s just not working, and it’s so easy to fool yourself - to convince yourself that it is when you know in your heart that it isn’t. 

				Well, you know what? It’s been that way with (almost) every major project at Apple, too.... Take the iPhone. We had a different enclosure design for this iPhone until way too close to the introduction to ever change it. And I came in one Monday morning, I said, ‘I just don’t love this. I can’t convince myself to fall in love with this. And this is the most important product we’ve ever done.’ 

				And we pushed the reset button. We went through all of the zillions of models we’d made and ideas we’d had. And we ended up creating what you see here as the iPhone, which is dramatically better. It was hell because we had to go to the team and say, ‘All this work you’ve [done] for the last year, we’re going to have to throw it away and start over, and we’re going to have to work twice as hard now because we don’t have enough time.’ And you know what everybody said? ‘Sign us up.’ 

				That happens more than you think, because this is not just engineering and science. There is art, too. But we’ve always made it… I mean, we do put our heart and soul into these things.

				Then there are the instances when, we were able to delay implementation without risking to fail the target date, and we are now finally about to start execution.

				Here, it is generally useful to double-check the facts which led us to our former decision. Do they remain, or something that we took for granted is now a question mark? Or even something that we did not know, is now a certainty? Or is simply reality now distinct?90

				Jefferson Ice Co grounded – as its name indicates – owed its success during several decades, to the distribution of ice to homes. Ice of all sorts (natural and artificial water), sizes and textures. It even invented the ice cube.

				Then as (1) electric and (2) large freezers became increasingly common among US households of (3) all social classes, sales decreased to below the break-even point.

				Of course that the market had been diminishing for long. But the company’s dominant position and its cost efficiency allowed the company – even in a declining market -, to be very profitable.

				That was no more around the late forties and early fifties. Facts had changed: namely the increase in family disposable income and the lower price of freezers, now an integrant part of every US household.

				The first temptation of Jefferson Ice Co was to move into the production of freezers. Which would be sold, instead of ice, to the same previous customers.

				But as the company exploited this possibility it run into the major roadblock, that it lacked competitiveness in manufacturing as compared to Frigidaire and other market leaders.

				Jefferson Ice reviewed the decision, asked itself where its major strength was, and as the answer came: in distribution (not in manufacturing), it started distributing coal and fuel to the same households which had been its ice clients, all along.

				That worked for several years until air conditioning became as common among US households as freezers by now were.

				Again facts had changed. And again Jefferson had no know-how in manufacturing (this time of air conditioners). And still again, its know-how was – as always – in distribution.

				The question was how to use it? To which type of customers did it still make sense?

				And one more time the answer came through new facts. Namely the appearance of the convenience stores and small supermarkets91. They both needed huge quantities of ice to be used in arks where they displayed their fish, sea products, tropical fruits, and so on.

				And so Jefferson Co went simply back to its initial business of… ice distribution, only that this time to convenience stores and small supermarkets, rather than to households… and remains a very profitable company until present days.

				6.11. Conclusion

				Figure 6-18 shows the ten steps in decision making, starting with the choice of the problems to be tackled (as few and as important as possible), then defining the issue at hand very well and finally getting things done through execution and control.
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				(1) Make few decisions. (2) One a time. (3) Define well the problem. (4) And what constitutes success (together with the type of solution needed). (5) Settle on the facts. (6) Create a large range of alternative solutions. (7) Select the least of evils. (8) Implement and control. (9) Change gears to the second (and third and so on) priority. And finally (10) review both decisions and implementation whenever possible.

				As we look back, much seems pretty obvious. Precisely why it is so seldom practiced,  since, as has been said92, the most difficult is to see the obvious.

				It I also reasonable straightforward and simple, another reason for being so little practiced as there is nothing as complex as a simple thing.93

				Still simplicity does not mean that it is easy. It requires courage and discipline. The discipline of doing decisions in a systematic process with clearly defined elements and in a distinct sequence of steps (Drucker)94. One step after the other. Orderly. As the Italian saying goes chi va piano va sano; chi va sano va lontano (if it goes slow, goes well; and if it goes well, will go far away).

				Augustus, (the first and one of the best roman emperors ever) had as motto: if well thought, fast enough; if rushed, too slow.

				Much in the sense of another great roman emperor, Marcus Aurelius saying: festina lente (hurry up, slowly)

				And Drucker goes on: at the end it is an exercise of courage and responsibility. Of selecting which problems will be tackled. The order. The best possible solution. And in all the way never falling into the temptation of wishful thinking.

				A rational process regarding which Cyrus the Great advised that there was little room for emotion.

				
					
						54  The Praetor, a roman official, does not take care of minutiae.

					

					
						55 Thus, any decision, even a sound one, will create a greater loss (in terms of the utility created less the cost of energy and time), than the negative consequences of the problem going unsolved.

					

					
						56  Military analysts say that defense is superior enough to offense to justify an unfavorable ratio of 1 to 2, or even sometimes 1 to 3.

					

					
						57  Leading of course, to a constant arms race.

					

					
						58  Peter Drucker.

					

					
						59  It should be recalled the colloquialism that assume means to make an ass of u and me…

					

					
						60 NCR and HP were two of the exceptions that modified their strategies to take advantage of the power of the microprocessors.

					

					
						61  Being naturally arrogance, analyzed in the previous chapter, an extreme form of vanity.

					

					
						62 As a matter of fact they were moving to the left to face Hooker’s advance.

					

					
						63 Iacocca: an autobiography by L. Iacocca; Sidgwick & Jackson; 1985

					

					
						64. It should be recalled that statistics teaches us that there are two types of mistakes: type one – a decision is made and should not have been. And type two: no decision is made but should have been. The only way to avoid the latter is by continuously evaluating the 1) importance, 2) cost and 3) time needed to obtain, further information of 4) quality. Both repeated hastiness and systematic procrastination are errors.

					

					
						65. António Vieira, the great 17th century Portuguese jesuit wrote something similar to his king, João IV: forgive me for such a long letter, but I lacked the talent to make it shorter.

					

					
						66  What in strategy is called a blocking move.

					

					
						67  On this see Strategy Moves, Financial Times/Prentice-Hall, 2005.

					

					
						68 The product is relatively inexpensive.

					

					
						69  The large promotion budget of Vlasic achieved mostly visibility for its (low) price brand.

					

					
						70 As Walt Whitman, the favorite poet of the Dead Poets Society movie put it: Do I contradict myself? Very well, I contradict myself because I contain multitudes. Or in F. Scott Fitzgerald’s words: the test of first rate intelligence is the ability to hold two opposed ideas in the mind at the same time and still retain the ability to function.

					

					
						71  Scheherazade in the Thousand and One Nights, said that whenever she saw a rose, she always thanked God for having given rose to the thorns, instead of complaining the prickles of such a beautiful flower.

					

					
						72 Frequently quantification and the science method are wrongly identified. Indeed if quantification was the essence of science, then astrology would be the queen of sciences.

					

					
						73  Which is of course the best of all possible worlds since, if the decision maker is not up to the task, who is?

					

					
						74 That was precisely the mistake in the well known story of the two climbers in the Eldorado Canyon, Colorado which resulted in the tragic death of one. After the climbers anchored in the top of the cliff, right on top of an exposed pinnacle and as the storm rushed into the Canyon.

					

					
						75  Resources not risk, as in the first criteria.

					

					
						76 This criteria means that since resources are scarce – between two decisions with equal ratio of expected gains and both resources and risks (the 3rd and 5th criteria in figure 6-11), it is preferable the decision which consumes less resources.

					

					
						77 And – it should be recalled - with a 1 to 2,5 (12.000 against 30.000) inferiority.

					

					
						78 For the sake of illustration, however, the table 6-11 (in lines 3 to 8) indicate how each tactic B, C and D, rate in each criteria. And as it happens they fail in most.

						Indeed, to withdraw was a possibility, but that would mean losing the state of Virginia, and with it the confederacy capital, Richmond: a severe blow in terms of manpower resources, the international prestige of the confederacy and motivation of its inhabitants.

						Thus option B (second column) in figure 6-11 did not meet six of the criteria, being the exceptions that the south had enough resources to implement the solution and it involved no compromise to start with. It is even the least productive solution, as the available resources produce the worst results.

						Holding the ground was another (3rd) option, and it implied a double defense, one trying to halt the northern frontal attack and the other its flanking movement.

						Its great advantage would be the economy of resources, since military literature has it that in order to dislodge an army in a strong (meaning a favorable terrain) defensive position, the attackers must have at least twice the number.

						The ratio of armies engaged in the flanking and counter-flanking was 70 to 49, that is 1,4. But the ratio in the frontal attack was 30 to 12: 2,5. And further, the southern army did not benefit from any advantage in terms of terrain.

						So it was dubious that the confederates would hold the enemy for long and in fact they did not. Besides, with time, the 7.500 men of cavalry who were behind the southern lines would manage to disrupt its communication and supply lines. Finally, the north had 26.500 men in reserve, which they would with time call in. All together that would mean the overall collapse of the southern defensive system, with no terrain advantages and a total inferiority ratio of 2,2 (134.000 to 61.000 men).

						Then, if for lack of resources, it was very difficult for the confederacy to hold two simultaneous defensive positions for long, still harder would be to surround the federal corp trying to flank the confederates (which had a superiority of 70 against 49 = 1,4 ratio).

						There are some historical examples of success of a smaller army surrounding a larger one, such as the battle of Cannae in the second war between Rome and Carthage (the interest reader may check: The War Lords, Kogan Page, 1997); but they are very few; and even if that was achieved, the criteria and type of success to make the enemy 1) withdraw 2) fast in order to be able to help the other party of the army under a frontal attack, would not be met, making the solution valueless.

					

					
						79 Also transitions, internal changes, are frequently painful periods, making advantageous that action be done quickly.

					

					
						80 Historians have continually debated, even until now, whether Hannibal did not commit the cardinal mistake of his life by not marching on Rome (70 kilometers away), after his total victory. Although he may have regretted this decision later, at that time Hannibal did not have enough equipment for the siege and wagered more on the political consequences at home of the defeat of Rome.

					

					
						81  There are, of course, exceptions. But as the saying goes it is precisely the exceptions that (for being so) make the rules.

						And the exceptions, which are two, regard delay in implementation, not in decisiveness.

						Sometimes the timing for a decision to be implemented is not, the sooner, the better but a certain specific date. In such a case the deployment of resources (money, people, time) should start only with the lead time required to have things ready in the proper date (and allowing for a margin for unpredictable events). Other times, implementation is contingent upon getting other things done first.

						In any case, exceptions should not be confounded with the rule as the burden of proof lies upon procrastination and the benefit of doubt on immediateness.

						Last, regarding decisiveness/massive concentration of resources on the problem, it is important to distinguish it from economy or productivity of resources. The latter is a criteria to select the better solution. The former is the most appropriate way to implement it (and thus benefit from the favorable characteristics which led us to select it in the first place).

					

					
						82 That is, those agreements between the soft drink manufacturer and a store, under which in exchange of the former offering the furniture (tables and chairs), glasses, some types of freezers, etc., the store is obliged to fulfill a certain sales level of the manufacturer brands (although it can naturally carry on having competing brands (otherwise it would be a franchise)). These are special contracts with selected stores, and a very popular type of agreement in some European countries.

					

					
						83  Who said that elephants can’t dance?

					

					
						84  So, when someone does not produce results, but says that he is working very hard and doing his best, that’s awful news indeed. One problem in top of another. Since the lack of performance cannot be solved by putting more time into the job.

					

					
						85  These monday marathons are distinct in frequency and objective from another Apple’s event called the top 100 meeting, where every year Jobs gathered the selected few for an intense three-day strategy session at an undisclosed location, which satisfied two Jobs requirements: excellent food and no golf course.

						The Top 100 meeting was an important managerial tool for Jobs. He and his chief lieutenants used it to convey to a very selected group about where Apple is headed. The elaborately staged event also gave Jobs an opportunity to share his grand vision with Apple’s leaders.

						Jobs usually kicked things off personally and each session was just as well prepared as the public product announcements for which Apple is so famous. For presenters the career stakes are high, and for some it is as bad, as for others is a very good experience. But for all something they will always recall. Jobs also used the occasion to unveil important initiatives.

					

					
						86  Random House Business Books, by Larry Bosidy, Ram Charan and Charles Burck.

					

					
						87 Fernando Pessoa.

					

					
						88  In a few other instances, we may keep on deploying resources in order to go beyond the minimum level, as long as the marginal gains are superior to those which would be obtained by applying the same level of resources to the second opportunity. That is, as long as there is no opportunity cost. What is naturally a judgment decision.

					

					
						89 Which (1) time will solve or diminish, (2) the potential gain is not worthy the time investment and (3) in any case have the opportunity cost of not handling other problems.

					

					
						90  Also, is the problem definition still valid? The range of alternative solutions, the best we can think of? And so on, the whole process which led to the decision could be revised. But most important (because most likely to change) are the facts.

					

					
						91  Which had neither the space for, nor did make economic sense, to have an ice production machine in each (reasonably small) store.

					

					
						92 Edgar Allan Poe.

					

					
						93 Oscar Wilde.

					

					
						94 Which is naturally the opposite of obliquity and muddling through, as some suggest being the best way to go about making decisions.

						It is a fact that often people do not establish 1) objectives with 2) several alternatives and 3) choose the best; but

						1’) intermediary objectives, with 2’) few alternatives among which 3’) the least bad is chosen; and

						2’) both objectives and the means are changed with time and learning.

						These two tenets do not pass, however, the test of reason. Regarding the second argument, it is plainly obvious that one can only change either objectives or means, if they were set in the first place. And there is – as step ten before discussed -, nothing wrong with changing decisions and courses of action, as need be.

						Then, the first tenet makes no more sense either. One thing is what (some) people do. Another is what they should do. To improve performance. Based on best practices. And what reason advises.

						Are there companies which do well, but do not go through the ten steps described before in this chapter? Sure. However, the point is that they would surely still do better, were they to improve their decision making process.

						They do well in spite of their decision making process (and do well because of a multitude of other variables, such as the quality of their people, their technology, strategy, whatever), and not because of how they make decisions. After all, business is more than decision making.

						So the fact that some defend that the best decision making process is just to muddle through, tells more about the person than the thesis. It is basically a tentative of solving cognitive dissonance by changing attitude due to behaviour and not the other way around. What is precisely what should be.

					

				

			

		

	
		
			
				VII. TEAMBUILDING AND MANAGING PEOPLE: THE INVERTED PYRAMID
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				7.0. Introduction

				The importance of the management of people is the last message of Chancellorsville: Lee had a cohesive group of highly talented individuals (Jackson, Stuart, Early). While Hooker’s army as a whole valued less than the sum of its parts. The rightwing was disconnected from the center. The rearguard did not engage the enemy at all. And Stone, the cavalry commander rode behind southern lines at the head of its 7500 men ineffectively for over a week, failing to accomplish any of his objectives: and as a consequence Lee’s army kept on being regularly supplied.

				Although there is no shortage of books on the topic of team building, more often than not, people seem to forget to practice a few basic principles. Among them:

				1. The need to uplift employees;

				2. Staffing for quality, which means that:

					2.1. There is no such thing as good people, but good for what?; and

					2.2. Having a “no friends at the workplace” policy;

				3. That communicating is mostly done by:

					3.1. listening (well); and 

					3.2. using the receiver’s mindset; and finally that

				4. People are basically motivated by their own self-interest.

				And the reason managers often forget the above, is that their actions are influenced by a wrong concept of what the hierarchy pyramid really is. In fact, managers should use an inverted pyramid.

				7.1. The inverted pyramid

				As Peter Drucker once put it, the only profit center in a company is a client’s check, which does not… bounce.

				Everything else are costs. And so, to speak of profit centers within an organization is, at best, an euphemism. Results are at the outside, not in the inside, of a firm.

				It follows that only clients can guarantee the employees jobs (J. Welch) and that the client is the boss (P. Kotler).

				So, clients are at the top of the pyramid hierarchy. Followed at the second level by the employees who directly serve them, which are those who directly bring cash into the organization: the workers behind a balcony in a banking agency, refilling the shelves in a supermarket, or selling goods in a store.

				Which, on their turn, are served by those who help them bringing money in and getting their jobs done: the supervisors and middle-managers.

				What leaves, of course, top management at the bottom of the pyramid (as figure 7-1 shows), serving those who serve the employees at the front line, who bring cash in by directly serving the clients.
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				These simple facts imply, on their turn, five straightforward consequences:

				First, that the traditional organizational pyramid is inverted regarded the true, functional pyramid, the one which brings cash in. And the only one which can guarantee everyone’s jobs, as well as the inexistence of significant inefficiencies across the organization.

				That was precisely how J. Carlzon saved SAS - Scandinavian Airline Systems. Having assumed the presidency in 1981, SAS grew exponentially from losses to large profitability in only half a decade and to become the recipient of all kind of business distinctions (figure 7-2).
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				Carlzon started his first day in the office by (figure 7-3):

				1st – Presenting the inverted pyramid to the employees;

				2nd – Stating that his job was not to make business, but to ensure that others could make business; and so

				3rd – he needed employees to assume responsibility, since they were the ones who must help him and not the other way around.
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				In short, Carlzon likened the job of management to that of being a coach, sitting on the sideline and cheering the team in the field.

				It follows, finally, that the major characteristics of a leader is that rather than seeing himself as the source of authority, he recognizes that he is the ultimate focus of responsibility: The buck stops here distich, in top of Truman’s table.

				Or as Jim Collins’, in his analysis of How the mighty fall, put it:

				One notable distinction between wrong people and right people is that the former see themselves as having “jobs”, while the latter see themselves as having responsibilities. Every person in a key seat should be able to respond to the question “What do you do?” not with a job title, but with a statement of personal responsibility. I’m the one person ultimately responsible for x and y. When I look to the left, to the right, in front, in back, there is no one ultimately responsible but me. And I accept that responsibility. When executive teams visit our research laboratory, I sometimes begin by challenging them to introduce themselves not by using their titles, but by articulating their responsibilities. Some find this to be easy, but those who have lost (or not yet built) a culture of discipline find this question to be terribly difficult.

				What this means (second) is that the leader is, as Ferran Soriano puts it, basically a facilitator (figure 7-4), who after pointing out the direction and motivating his/her team, simply coordinates, solves conflicts, optimizes the working conditions and finally intervenes, whenever there are deviations, exceptionally, from the right path.
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				From 2003 (when Ferran Soriano joined as vice-president), Barcelona has been one of the – if not the most – successful football (soccer) club in the world.

				And a facilitator, a helper, is precisely how Soriano95 speaks of the role played by the two great coaches he hired: F. Rijkaard and P. Guardiola; and also how players describe Mourinho, the number one coach in the world: an older brother who is there to help and facilitate the work of others, who thus feel supported and unafraid that the leader will take away and steal their merits.

				In short the leader shepherds the tribe into the promised land, as those were the farewell words of Jesus: Peter, shepherd my flock.
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				Thirdly, if follows that the leader is not ahead but behind; rather than doing, making do (the Spanish hacer hacer instead of hacer); and improving performance not by inducing to work hard, but smarter: gently pushing, rather than harshly pulling (figure 7-5).
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				Fourth, the above does not mean any of two things. It does not mean the end of the hierarchy as some pretend, what is utter nonsense. In any institution there must be a final authority, a boss. Who makes the final decisions and to whom one owes obedience in the last resort.

				When a ship is in trouble, the captain does not call for a meeting, or designates a taskforce. He issues an order. And the salvation of the ship lies with carrying through well that order. Thus, both leadership and hierarchy, are the last hope in a crisis.

				And in fair weather, too, one must add. Otherwise there is no team, but total fragmentation (to use Hambrick’s words)96, with subordinates operating distinctly from each other, and creating a total which is far less than the sum of the parts.

				Where do you come from?, asked the sage to the passer-by. I want to hear a group of musicians play, was his answer. Only for the sage to ask again: Very well, and did they play together, or just at the same time?

				But then, if the inverted pyramid does not mean the end of hierarchy, neither does it imply a culture of facilitation.

				On the contrary. From the top to down, the left to the right, accountability should be pervasive across all the organization. That is the other side of the need for the leader to be demanding, as analyzed before, in chapter five.

				England expects that each one will do his duty, was the last message of Nelson, at Trafalgar97. And the US marines have a similar motto: nothing will happen during my watch.

				Something that Steve Jobs was adamant in inculcating into Apple’s culture. To shepherd his Apple flock he often appealed to parables, as the next, called: the difference between a janitor and a vice-president. 

				It’s a sermon Jobs delivers always when an executive reaches the VP level. Jobs imagines his garbage not being emptied in his office, and when he asks the janitor why, he gets the excuse that the locks have been changed, and the janitor doesn’t have a key. For Jobs that is an acceptable excuse coming from someone who makes a living emptying trash bins. The janitor gets to explain why something went wrong. Senior people do not. When you’re the janitor, Jobs repeatedly told his incoming VPs, reasons matter. Only to add: Somewhere between the janitor and the CEO, reasons stop mattering. That Rubicon, he has said, is crossed when you become a VP.

				Then, as referred before, Jobs indoctrinates a culture of responsibility by hosting a series of weekly meetings that set the beat for the entire company: on mondays he meets with his executive management team in order to discuss results and strategy, as well as to review every important project in the company; and on wednesdays he holds a marketing and communications meeting, where presentations are a responsibility of the lower level executives in charge of specific projects.

				To Apple’s legion of admirers, the company is a tech version of a Wonka’s factory, an enchanted place that produces wonderful items they can’t get enough of. However, Apple is also a place, where accountability is strictly enforced.

				Steve Jobs doesn’t tolerate duds. Shortly after the launch event, he summoned the MobileMe team. Jobs walked in, with his trademark black mock turtleneck and blue jeans, clasped his hands together, turned to the team and asked a simple question: Can anyone tell me what MobileMe is supposed to do? Having received a satisfactory answer, he continued, So why the fuck doesn’t it do that?

				And then for over half an hour, Jobs berated the group, starting with  You’ve tarnished Apple’s reputation, continuing with You should hate each other for having let each other down. And ending with Jobs on the spot naming a new executive to run the group.

				The accountability mindset extends down the ranks. At Apple there is never any confusion as to who is responsible for what. In Apple’s internal language there is even a name for it, the “DRI,” or directly responsible individual. The DRI’s name always appears in the agenda for a meeting, so that everybody knows who is responsible. All meetings at Apple have an action list, and next to each action item is the DRI. And as mentioned, a common phrase heard around Apple when someone is trying to learn the right contact on a project: Who’s the DRI on that?

				Making it all possible that on a regular basis either one gets positive feedback or one is told plainly to stop doing… stupid… things.

				In short and finally, the inverted pyramid is – as figure 7-6 illustrates – far different from the traditional hierarchy pyramid.
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				It has a culture of serving the client (rather than the boss), of responsibility rather than authority and composed of people who see themselves (as initiative prone) managers, rather than simple helpers/administrators.

				There is far greater decentralization, made possible by setting objectives and incentives and consequently the managers decision making is less in quantity and more in quality and as their daily work focus more on coordination, than in micromanagement.

				Control is mostly by results and not process, and communication macro, instead of micro: the most common words are “how can I help?” instead of “do it!”.

				The advantages are better 1) results, due to client focus, 2) better people, 3) higher motivation, and 4) a far easier to manage organization.

				7.2. The prerequisites to make the inverted pyramid work

				Implementation of the inverted pyramid is not, naturally, automatic and indeed four prerequisites are required98:

				First: uplifting people, through

				- training; and

				- decentralization;

				Second: staffing for quality, which means

				- staffing for strengths; and

				- a “no friends at the office” policy;

				Third: communicating by

				- listening better; and

				- using the receiver’s experience; and

				Fourth: using incentives shrewdly as most people are motivated by their self-interest.

				7.2.1. Uplifting the subordinates

				Drucker spoke of a constant distance between leaders and the average of their followers. And J. Welch said pretty much the same as he contemplated back at his career: when you’re a leader, success results from the growth of others. It has to do with making who works with you, more intelligent, mature, audacious. And then, there is nothing as important as the support and help that you give to your team… your success as a leader, will not result from your everyday’s work, but of the reflex of your team performance. Thus, to lead is not to ask how can I stand out, but how can I help others to do their jobs better?

				That is the first relevant aspect in uplifting the subordinates. The other is the so-called ripple effect: the best team attracts the best team, which on its turn attracts the best team and so on. A virtuous circle is created: I uplift them; they uplift me; and together we go up.

				Lincoln started winning the civil war only when he finally settled on general Ulysses S. Grant. In turn, Grant selected two top quality generals, Philip Sheridan and William Sherman. Working together, they reversed the trend and managed to win the war in about a year’s time. 

				Important as it is, the way to uplift people is threefold: training; decentralization; and accountability.

				Douglas MacArthur, a brilliant man, built a second to none team. Although also vain, and with a tremendous contempt for humanity since he believed that no one came close to him in intelligence, he nevertheless forced himself in every single staff conference to start the presentation with the most junior officer. And he absolutely forbade all interruptions. This greatly contributed to his ability to build an organization that was willing and able to fight against a vastly superior enemy. And win. It is very clear from his letters that this didn’t come easily to him. He always had to force himself. It wasn’t his nature, but it was the key task, and so it had to be done.

				 Sven Goren Eriksson owes also much of his astounding career as football (soccer) coach in the eighties, to his perfectionism in training.

				His motto of hard training making for an easy game and easy training for a lost game, landed him in a very short period at the best European clubs and selections. And it all started with an European (UEFA) Cup victory at the head of a third rate European club: the IFK Gothenburg.

				While most trainers do quite long and elaborate speeches just before the final match, Eriksson simply looked at his team, smiled and said: go out into the field and just do, what we have been training for over a year now. No more. No less. Just repeat what we have trained.99

				Decentralization100 is the second stepping stone in uplifting employees. It means to stop acting the supervisor and geld one’s managers into simple clerks, since people support what they help create, so goes the adage.

				And the first implication of decentralization is that it should follow the international commerce principle elaborated by the famous economist David Ricardo: countries (leaders) should specialize not on what they do best (absolute advantages), but on what they do far better (relative advantages).

				That is, a leader rather than doing what she performs better than her subordinates, should concentrate on the few tasks she does much, much, better. Otherwise she will be devaluing her time and lowering her global productivity. It would be like watering the wine.101

				The same reason for resisting the temptation of interfering after having decentralized (in top of demoralizing the subordinates): Roosevelt used to say that a good leader has to have as much common-sense to choose well his team, as self-control to not needlessly intervene.

				Second, the extent of decentralization depends upon the level of 1) commitment and 2) talent among employees (figure 7-7).

				When they both are high, decentralization can be maximum, although always (it goes without saying, but it goes better saying) under control.

				If commitment is high but not talent, then training (first) and hiring talent (if need be), are the options.

				In the reverse case (high talent but low commitment), obstacles should be removed, by identifying and solving the roadblocks; setting the vision (objectives), the incentive system, and if required by hiring people with strong work ethics: hard work, perseverance, spirit of initiative, etc.

				Last, if both talent and commitment are low, then the actions of cells two and three are, together, needed. Figure 7-7 is a simple summary of some of the tenets Jack and Suzy Welch use to define as a favorite company to work for.102
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				7.2.2. Staffing for quality

				For such a purpose two things are required: staffing based on strengths (rather than weaknesses) and a “no friends at the office” policy.

				7.2.2.1. Staffing for strengths

				Management literature is full of adages on the importance of the quality of people. That they are key (Bill Gates), that all companies are thus involved in a war to hire talent (Andy Grove), involving the higher echelons, since an essential part of the job of a president is to attract and keep the best (Steve Jobs). And so on.

				A study by the global consultancy company, Deloitte Estin & Co103, found that for a 10 year period, the correlation104 between the salaries paid by English football (soccer) clubs and their ranking is +0,97 meaning – if we assume that the level of salaries is an indicator of the quality of the players - , that J. Welch is indeed right when in a recently interview to Fox News he said that teams with the best players tend to win.

				The direct implication is not to be afraid of quality. And here J. Welch sets the tone again, this time in a recent conference to CEO’s: since my first day as a CEO, I was never the smartest guy in the room. And then pointing the finger at the audience: if you are the smartest guy, you are doomed.

				Andrew Carnegie, the nineteenth and early twentieth century entrepreneur and philanthrop chose as tombstone: here lies a man who was able to surround himself with people better than himself.

				A great strength of Churchill and a great weakness of (Franklin Delano) Roosevelt. Churchill, to the very end of his career, pushed and furthered young politicians: a hallmark of an effective leader, who doesn’t feel threatened by strength. Roosevelt, however, in his last years systematically cut down everybody who manifested any signs of independent will.

				With time many leaders tend to focus on self-aggrandizement, in the belief that this helps their cause. They become self-centered and hollow. They look at the mirror, instead of at the window.

				Having said that, there is no such thing as good people, since we all have the weaknesses of our qualities: audacious people are seldom prudent; those who enjoy immerse themselves in details, rarely have global visions of the issues; creative people are frequently disorganized; and so on (figure 7-8).
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				But then, as different jobs require different strengths, it all comes down to find a function of where what matters, the so-called key factors for performance, are also qualities of the holder: a (nearly) perfect match. And that is the simple secret of putting the right person in the right place.

				A saleswoman (figure 7-9) needs empathy and emotional intelligence (to relate to clients easily); liking human relations and emotional stability (since all she will ever achieve is through people and as the saying goes, it takes all kinds to make this world…); stress is part of the job; finally, ability to communicate verbally, speed of thought and spirit of initiative are also necessary to get the job done.
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				All strengths to be replaced in a good analyst by reflection, deductive reasoning and liking to be alone. Just as emotional stability is replaced by the need of a spirit of detail, stress by rigour, knowing how to speak by writing skills, speed by deepness of thought and finally, initiative by synthesis (see figure 7-9).

				Jackson (the southern cavalry commander) and Stuart (the officer who replaced him after the former was wounded), both excelled in 1) audacity, 2) initiative, 3) flexibility and 4) dynamism.

				A sharp contrast to Early, the confederate commander in charge of holding the federal frontal attack whose strengths, by all accounts were 1) organization and 2) detail (both qualities necessary to prepare the defenses); 3) perseverance/determination to first hold and then only slowly giving in terrain in face of an attack by a far superior enemy; and finally a master at imposing 4) discipline under the extreme conditions of constant pounding by the enemy.

				None of these (4+4) eight characteristics have anything to do with another, common to all, and a must in any army officer: courage. But rather with what defines courage. The cavalry commanders were condotieris, impetuous men always only too eager to embrace any dangerous mission which came in their way. Early, however, was the type of man that if ordered to seat on a block of ice, would steadfastly remain there until, hours later a kind soul finally relieved him from his duty.

				In short, a non-performer is a person out of place. Doing a job, he or she, lacks the qualities for. While another function, frequently at the side, would fit perfectly what his/her strengths are.

				As Napoleon Bonaparte remarked, people are like capital; their value depends up to where they are applied.

				7.2.2.2. A “no friends at the office” policy

				In Shakespeare’s Henry V, the young prince whose father had just died – he is now king – rides out. Falstaff, the old knight who has been the prince’s companion in drinking, and wenching, calls up to his “Sweet Prince Hal”, only for the new king to ride by without even a look at him. Falstaff is deeply hurt. He raised the prince since the old king was an unbecoming and a cold father, and the young man found warmth with him. Yet Henry is now king and has to set different standards for himself because he is visible. As a leader, one is visible, and there are many expectations to fulfil.

				Alfred Sloan also strongly believed that a chief executive should not have friends on the job. A friend only too easily becomes a favourite, Sloan argued, and a CEO has to be impartial and judge only by performance. So he added: I’m paid to have no favourites.

				And Sloan – often portrayed as impersonal and cold –, was really far from being so. Until deafness isolated him in old age, Sloan had been a man of strong and long friendships: some people like to be alone, he once said; I don’t. I have always liked good company. But I have a duty nor to have friends at the work place, I have to be impartial and must not give the impression of having favourites. How people perform, that is my job; whether I approve of them and the way they get their achievement done, is not.”

				Other leaders followed the same principle. Lincoln, became most effective after he had changed from close personal relations – e.g. with Stanton, his secretary of War – to aloofness and kept the distance. Roosevelt had no friends in the cabinet. General Marshall was similarly remote. However as Drucker put it: These were all warm men in need of close human relationships, endowed with the gift of making and keeping friends. They knew, however, that their friendships had to be off the job. They knew that whether they liked a man or approved of him was irrelevant, if not a distraction. And by staying aloof they were able to build teams of great diversity, but also of strength.

				But, what about creating a close knit, sound human relations and sensitivity training? And all the broaahh around this? One may ask.

				Well, for start let’s leave aside two things: character, analyzed in chapter five; and manners, the lubricant which prevents the friction when two corps touch, a law of nature. They are both a must.

				What we are talking about here, is people liking each other, enjoying each other’s company, even becoming friends.

				That is neither sufficient. Nor necessary. But is always dangerous.

				It is not sufficient for performance. No matter how many weekends people spend together, if still each one is not competent at his/her job, the company will not survive.

				Then, it is neither necessary that people like each other. It is only required that people respect each other. And that everyone is competent at what he or she does.

				Finally it is a dangerous distraction since it unfocuses from having the right person in the right place, that is the relation between task to person, to a person to person relation.

				Worse, it opens the door wide open to nepotism as some (the friends) receive preferable treatment over others.

				And this policy of sons and stepsons may even not be real, but only a perception. It makes no difference. It can be as damaging. Since perception is reality. And people behave not as things are, but as they think they are.

				Thus friendliness at work goes beyond being insufficient and unnecessary and it actually harms performance by being a: 1) distraction from the important; 2) a constant temptation; and 3) a permanent stimuli to wrong perceptions.

				As I sat in his class, Drucker once told me: You know Mr. Vasconcellos, how I select to whom I work for?

				Here comes this manager who invites me out for lunch. Usually he starts talking about the business of hiring me as a consultant, when we are about to order desert.

				If before, during the lunch, he said: ‘Richard performs, but it is a most difficult man, and so I’ll have to let him go’, I always find an excuse and never work for that man.

				However, if during lunch he told me, ‘Richard is a real pain in the…, but he is a first class performer, he delivers and that’s all that counts’, then I consider accepting the consultancy job.

				You see, Mr. Vasconcellos, friendliness in the workplace is immoral, an abuse of power, and destructive, since it constitutes a dangerous deviation from what really counts: to have productive people across the organization.

				The effective manager is not the one surrounded by “nice” people who produce nothing: it is the one surrounded by performers, regardless whether he personally likes them, or not.

				Businesses are not social clubs. That’s for weekends.

				No one owes a personality to an organization. Only character, manners and performance. That’s all.105

				7.2.3. Communicating better

				The far greater decentralization of the inverted pyramid, requires better communications. Something to be achieved mostly by 1) listening and 2) using the receiver’s mindset.

				7.2.3.1. The importance of listening (well)

				Grant your supporters freedom of speech and absorb as many knowledge as possible… listen to the warnings of the wise, advised Cyrus the Great, only to ask his generals in the eve of the great battle which led to the conquest of Lydia, in the north of Mesopotamia106: Have I neglected anything important? If so, please, come forward.
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				To know how to listen by keeping the mouth shut more often than not, is a great advantage, as the Arab proverb, I am a slave of my words and master of my silence, reminds us that the good Lord has endowed us with two ears, but just one… mouth. To understand to be understood.107

				And both the art of listening and the art of silence (and one cannot have the former without the latter), has been practiced throughout history by leaders. Managers and politicians, alike.

				In 1956, in the XX congress of the communist party of the Soviet Union, Khrushchev, with Stalin dead, accused him of all sorts of crimes. And as Khrushchev went on and on and on, suddenly from the back of the huge auditorium someone shouted: And you, comrade Khrushchev, where were you when all that happened? 

				Khrushchev, who had of course been a member of the inner circle of Stalin, stopped talking, put down his glasses, paused, glanced shortly at the hundreds in from of him and asked: Who spoke?

				Silence. A deep and long silence was the sole answer.

				Who spoke?, insisted, now shouting Khrushchev.

				The silence of a tomb was again the only reply, as people were absolutely petrified.

				Who spoke?, insisted a third time, Khrushchev, only then to smile, sigh and simply say: Yes, comrade, yes. I was where you are now: silent and with the mouth shut.

				This true story illustrates the advice of Tony Blair (the former English prime minister) in his memories: I learn that in meetings, it is as important to know how to listen as to speak. To know when remain silent, it is one of the vital rules in life, and most specially in politics.

				Basically most people are psychological nomads looking for someone who is willing to listen to them speaking about themselves and who considers what they have to say as wise and stimulating. And that applies to all levels. And then Blair adds: Indeed, the higher the level, the truer it is. In most my meetings with other political leaders, specially in those where I did not know them well and there was not urgent business at hand, I just stayed listening to them and asked them questions so that they would talk. A good meeting is one where we listen more then we talk. Besides, it is important to know when to disagree, or to let it go… If the issue at hand is critical and silence may create a misunderstanding, one should interrupt and contradict; not, even if the other party makes an absurd comment, to contradict him will only provoke a futile and sterile discussion, and henceforth an embarrassing meeting. So, unless the other side comment is really related to the issue at hand, my advice to you is: ignore it.

				… On listening there are two basic and simple principles. First it is a simple skill, a question of discipline. Anyone can do it. All one has to do is to keep the mouth shut. Enter meetings mute and leave silent. That’s all.

				By all sources, one of the great advantages of J. Welch was that he was a great listener. He entered the meetings, remained silent, listened and made a few questions. Only at the end, only then, would he intervene and say: so my understanding is that so and so has been agreed, to be done by x and y, until z and d. Gentleman: I remain waiting… if there is any problem do let me know… blow the whistle. Otherwise… And so he prevented what Drucker criticized in most meetings: that they remained murky.

				Second, listening requires, not only giving the opportunity to employees to speak their minds as reported before that Steve Jobs did in his marketing and communication Wednesday meetings, when junior staff would present the point of situation of their projects; but also in some instances to force employees to teach their superiors.

				Tom Watson, Sr., the creator of IBM, once let somebody go who Peter Drucker thought was able and so he asked why. Watson answered: He is not willing to educate me. I am not a technical man, I am a salesman. But this is a technical company, and if they don’t educate me in technology, I can’t give them the leadership they need. And then Drucker concluded: It’s that willingness to make yourself competent in the task that’s needed that creates leaders.

				When Intel was making its transformation from a semiconductor company to a microcomputer company, I (Andy Grove) realized that I needed to learn more about the software world. After all, how we would do our job depended on the plans, thoughts, desires and visions of the software industry. So I deliberately started to spend a significant amount of time getting acquainted with software people. I set out to visit heads of software companies. I called them up one at a time, made appointments, met with them and asked them to talk to me about their business as it were, to teach me.

				This entailed some personal risk. It required swallowing my pride and admitting how little I knew about their business. I had to walk into conversations with important people whom I had never met, not having a clue how they would respond. It also required a measure of diligence; as I sat talking with these people, I took copious notes, some of which I understood and some of which I didn’t. I then took the stuff that I didn’t understand back to our internal experts and asked them to explain what this individual might have meant by it. Basically, I went back to school.

				Admitting that you need to learn something new is always difficult. It is even harder if you are a senior manager who is accustomed to the automatic deference which people accord you owing to your position. But if you don’t fight it, that very deference may become a wall that isolates you from learning new things. It all takes self-discipline.

				7.2.3.2. Using the receiver to communicate

				You ask me why so many people in leadership fail?, went Drucker. Well, there are two reasons. One is that they go by what they want, rather than what needs to be done.

				The second is the enormous amount of time and effort to make oneself understood, to communicate.

				So, the most important thing anybody in a leadership position can do is ask what needs to be done (rather than what wished to do). And make sure what needs to be done is well understood.

				The questions is how? How to make oneself understood? The answer is twofold: in whatever the sender issues, less is more and more is less; and… letting the receiver do the communication. Let’s go briefly over each of these topics.

				First and foremost, one should keep all communication by the sender as simple (candid) and frequent as possible. Ram Charan, the well known consultant calls this “live ammo” (ammunition).

				So simplicity is precious; and we started this book by quoting C. Brancusi when he said that simplicity is complexity solved; or the ultimate sophistication in the words of Leonardo da Vinci, the great renaissance writer.

				However to achieve simplicity is easier said than done. In life what is simple is to complicate and what is complicated is to simplify. Any fool – as the saying goes can take something simple and make a mess out of it.

				And the best way to achieve simplicity, is by keeping communication as brief as possible. Synthetic. Short. More is less and less is more. That forces us to take out the secondary so that the most important can stand out.

				For Drucker, there was no such a thing as a too brief report and he refused in his classes to read beyond page five in any case-study solutions handed out by the students. What again is hard work. I think it was Churchill who once said, that it took him a whole week to prepare a 10 minute speech; but that a two hour speech he could start right away.

				Something that Jan Carlzon, the former Scandinavian Airline System CEO, did not shy away from. He struggled to keep his messages simple and direct. And then, he always tried also, to reverse the approach by considering the words the receiver could best absorb, and make them his own (figure 7-11).
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				What leads us to the second way to communicate well: to speak in the receiver’s words.

				Just as we see things, not as they are but as we expect/wish that they are108, we hear what we expect to hear and are able to understand. Therefore communication is not in the mouth of the sender, but in the ears of the receiver.

				The obvious solution is to talk to people in terms of their experience. In Plato’s Phaedo, Socrates advised: If you talk to a carpenter, speak using examples of carpentry. And Jesus taught through parables. That is, turn upside down the terms of the conversation. In order to be understood, one must first understand (the other person’s mindset).109

				And here enters the management letter, a tool recommended by Drucker (figure 7-12). A letter written by the subordinate in which he spells out to his superior, 1) the objectives of both, 2) the means the subordinate will use, 3) what constitutes success, 4) the difficulties, obstacles he will have to overpass, and 5) the help (what and from whom) he expects.
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				The objective of the management letter is to avoid the superior to ask: What is this? Only to get the answer: Don’t you remember what you said last spring going down in the stairways with me?

				Then, other advantages follow: the manager’s letter also brings out whatever inconsistencies there are in the demands made on a person by her superior and by the company. Does the superior demand both speed, low cost and high quality all together? Does the boss demand initiative and judgment of her people, but also that they check back with her before they do anything and everything? Does she expect subordinates to maintain high standards of performance, but forbids them from removing underperformers? And so on.

				In short:
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				7.2.4. Using incentives shrewdly

				When using the inverted pyramid, incentives, most specially positive ones, play a far larger role (than in the traditional pyramid). So we should pay special attention to Cyrus the Great’s four principles when motivating people (figure 7-13).

				First, the loyalty of followers comes from self-interest: thus, unless the leader acts in the self-interest of their followers, their sense of loyalty will collapse.

				Second, rewards should be given with generosity: otherwise they are good for nothing, simple placebos and subordinates will have their expectations defrauded. Sociologists have for long pointed out that dissatisfaction comes, not from the worsening of reality, but from the widening of the gap between expectations and reality.110

				Third, one should reward the type of behavior one expects, as people in organizations, do not behave as we ask them, but as we incentivate them (Drucker).

				Fourth and finally, rewards should be open, visible to all.

				

				

				

				

				

				

				

				

				[image: Livro%20Lideran%c3%a7a%202A.pdf]

				Being the first principle (although easily forgotten) quite obvious111, let us dwell briefly on the last three.

				Generosity means that rewards must really differentiate, in order for their impact to be meaningful. Whatever they are. Salary raises. Promotions. Or praises.

				And differentiation is an integrant part of life, since the first grade. It started with elementary school, then with sports teams, honor societies and university admissions. So, since inception, life is differentiation. And there is no reason for the workplace to be any different.

				Also, no organization has such a thing as the choice of having, or not, an incentive system. Even, when it has not, it has one; in the absence of an incentive system, the organization is simply incentivating laziness and complacency.

				For the same reason across the board generosity is out. When the crisis happens, starts J. Welch, the manager knows exactly who must go: Joe and Mary who for years are underperformers.

				He calls each for a meeting. But why me?, ask both.

				Well, because you have underperformed, was the bumbled answer.

				But during 30 years I have been told that I was doing alright?! What’s up?

				Good question. Had the manager done his job well and to be fired would come as no surprise to either Joe or Mary.

				More. Knowing of their situation, they themselves would have long ago sought an alternative job. But now they are forced to do so in the middle of a recession. So much for “niceness” in management.

				The next thing about generosity is that although money is important – even for those who say it is not112 – there are many other ways to motivate. Besides obvious things such as a nice environment.113

				Acknowledgement when a person does something remarkable is one of them. By speaking about that in every opportunity, special deference in contacts, the place at the table, or even distinctions.114

				The next tool is celebration. Even of small victories, such as a new order which just came in. Ticket’s for a game, the movies, or the theater, whatever.

				There is then, using the job to provide people with fulfillment self-realization. That is why, challenging jobs are so important to so many people. They provide a sense of accomplishment and self-worth.

				And that is also precisely the reason why the final non monetary motivation tool is so useful: vision, as it provides everybody with a common goal. A sense of common purpose: something to conquer the soul and to enrapture the heart of the employees.115

				Vision is one of the three secrets of success, as Bill Gates defends in a recent interview with Larry King at CNN.116

				Vision is a common trait to successful people. Ray Kroc, founder of McDonalds had a vision of what McDonalds could be: an international franchise operation dominating the world of fast food. And he had that vision since he first met the McDonald brothers in their little outlet in San Bernadino, Southern California. The McDonald brothers, they thought that he was crazy right away. They just couldn’t see it.

				By the same token, Bill Gates “saw” that the future of computers was in software, not in hardware. And he “saw” that at a time when IBM dominated the world of computers with huge mainframes and when apples were something that grew on trees.

				In the 1950s? Walt Disney “saw” a place called “Disneyland” where people would come from all over the world to play. Until then amusement parks were tacky places staffed by weird people.

				And so on. Vision besides a facilitator by providing direction, is also a powerful motivator as it gives to all involved a sense of purpose and fulfillment. Others put it best: Inspire your people with an enticing vision for the new order (Cyrus the Great). And leader is who lifts his vision to higher sights (Drucker).

				And – of course – there should be negative, as positive incentives. Meaning, letting people go if they are repeated non performers.

				That’s not a choice. It’s an obligation. For the colleagues: the strength of a chain is the strength of its weakest link. For the company, since bad examples spread faster than fire in a hayloft. And even for the employee, himself, for whom it’s better to go now, alone, than in the middle of a general layoff caused by a recession, when the underperformers are always the first being forced to leave.

				There is no kindness on keeping a person in a job where he will not grow, not prosper and risks being told later in his career – when job options are limited – that they… just… don’t… belong...? That’s cynicism and false kindness. Here, as frequently in life, strength is the major kindness.

				So, negative incentives are important, in top of positive ones. But when let someone go? And whom?

				Drucker and Welch advise to divide people among the four cells of figure 7-14.
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				Those in cell one, who both perform and have values should be kept at all costs. Losing them is a sin. Welch “advises” to “hug” them, “kiss” them, do whatever it takes, but no to lose them. And to conduct postmortems on everyone lost. As well as holding management accountable for those losses.

				Then there are those with character but which underperform. If they try, they should be given another opportunity within the company.

				People in cell four (who lack both performance and character) are easy to let go.

				But the most difficult decision regards those in cell three: they perform, but lack values. That is the type of people who generally destroys organizations. They do the job, but, more often than not at the cost of the others. And they destroy people.117

				So, for the sake of the organization, and also for the sake of the CEO - if she does not wish to come out as a cynic who says one thing and does another – they should be forced to leave.

				Something to be done even faster in small than in large organizations. Here there are other employees who can cover for the mistakes of their colleagues. Much less so in small companies. A reason more to leave the company as soon as possible from underperformers or valueless people.

				But frequently it is not even necessary to force a person out. When an employee is repeatedly, year after year, told he is in the bottom 10%, receives no raises, no options, nothing. When his (non)performance is made known, across the whole organization with openness and transparency – something to be analyzed next - , when he’s made feel he is not welcome, then in most instances, it is the employee, himself, who will take the initiative to leave and end in a job more appropriate to him, elsewhere.

				The third motivational principle in figure 7-13, is to carefully reward the behavior one wants, since what one incentivates is what one gets (J. Welch).

				Toward evening, said Cyrus the Great, we came back to the palace and enjoyed a great feast. The places for the guests were chosen with care. Everyone looked to my left side to identify the man I honored most that evening, for I avoided assigning the highest place to the same guest indefinitely. The same rule applied to the other sears at my table: anyone who excelled in my service would rise to a higher seat, while anyone who rested on his laurels would fall to a lower.

				As the wine went round and round, Hestifer turned to me and said, ‘Would you be upset, Cyrus, if I asked you something I really need to know?’

				‘Highly unlikely’, I answered. ‘In fact I’d be troubled if you didn’t’

				‘Tell me then: did I ever refuse to come when you called me?’

				‘You? Of course not!’

				‘And have I ever been slow to answer your call?’

				‘No, never’, I assured Hestifer.

				‘Or neglected to do anything you ordered?’

				‘No, not at all. I’ve always been happy with your service’, I testified.

				‘Whatever you asked me to do, I always did it heart and soul, did I not?’

				‘Absolutely.’

				‘Then why, Cyrus, why in heaven’s name you singled out Kryzantos for a seat of honor higher than me?’

				‘Well, Hestifer’, I began, ‘unlike you, Kryzantos never waits to be called. He has the knack of showing up whenever I need him, and he performs not only what he’s ordered to do, but also anything else he thinks will bring us closer to our goals. When something special has to be asked of the allies, he suggests the best way to appeal to their self-interest. Sometimes Kryzantos can express my deepest thoughts better than I can myself, and he’s happier about my success than I am. So blessed are those who take the initiative.’

				This episode enhances that incentives should be distributed openly (last principle in figure 7-13). Something for which there is no greater defender than J. Welch: it’s your duty… even to older people who after long decades of suffering hate ambiguity and evasiveness… one of the most frequently common problems in business is the absence of candor.

				Ambiguity prevents people from knowing what is expected of them. How to improve their performance. Why they are evaluated the way they do. Thus creating a general sense of directionless, injustice and lack of trust.

				Then transparency, has two other advantages: enables everyone in the organization to know who are the top performers (and so reinforces the power of rewards as they act also as status symbols); and, by the opposite, incentivates non performers to leave, without being forced to.

				Transparency leads to trust and is built through 1) words, 2) actions and 3) examples.

				Words. Dreystadt was Cadillac’s service manager when the Depression hit. Chevrolet (GM’s brand of lowest priced cars) did all right despite the Depression. But Cadillac could not sell its high-priced cars at all and was about to be liquidated. It was then that Nick Dreystadt – whom none of the board members had ever met – gate-crashed the meeting of the executive committee and pleaded to be given ten minutes, in order to present a plan for making Cadillac profitable again within eighteen months. His plan was to market it as a “status symbol”. Being in charge of Cadillac service throughout the country, Dreystadt had come to realize that Cadillac was very popular among the small community of wealthy afro-americans: a large number of Cadillacs were owned by black entertainers, black boxers, black doctors, black lawyers. Dreystadt investigated this surprising phenomenon and found that a Cadillac was the only success symbol the affluent afro-american could then buy; he had no access to (because of discrimination) to luxury housing, luxury resorts, or to any other sign of worhlly success and status. And so Dreystadt, in the depths of the Depression, set out to save Cadillac by developing the afro-american market – and was indeed first able to sell enough cars to make Cadillac division break even by 1934 and later to make Cadillac into a money maker.

				As – after having convinced the GM board to go ahead with his plan -, Dreystadt was about to leave, one board member turned to him and said: You realize, don’t you Mr. Dreystadt, that if you fail there will be no place left for you, anywhere in GM?

				Yes, Sir, I do, came the answer.

				But I do not, intervened Alfred Sloan. As long as I am president of this company, there will always be a place for someone with spirit of initiative and who’s willing (to get out of his comfort zone) and take risks.

				You take care and worry about Cadillac, Mr. Dreystadt. And let me worry about your career at GM118.

				The first way to be candid is thus by being outspoken. To save no words in spelling out want one wants.

				Then there is action: a person’s time is an extremely valuable, yet tremendously finite119 resource. Thus, Andy Grove used it at Intel, as a symbol of what he considered more and less becoming.

				Leaders must act as they preach. And not say one thing and do another. Incentivate subordinates to go for high budgets, but penalize them if they fail to attain them, although they made a very good year. To preach consumes service, only to allow the factory to dispatch faulty products. And so on.

				Finally, company’s policies are to be completed by the personal example (figure 7-15) of the leader.

				Ralph Waldo Emerson once commented: what you do speaks so loudly that I cannot hear what you say.
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				And in his sermons, the great Jesuit Antonio Vieira, asked why it was so hard to convert the brazilian-indians to the Catholic faith? Only to answer that it was most probably because people learned more by the eyes than through the ears and so more by examples and less by words.

				Since the example is, worth a thousand words, leaders must serve as a moral compass and a living law of what they expect from their subordinates. Not to be faint-hearted, when they encourage subordinates to assume risks. Not to indulge in large expenditure accounts, while arguing for thrift and savings all across the company.

				Not to promote candor as a policy and then penalize criticism, as a practice.

				Openness derives from the company doing what the leader says and the leader exemplifying what the company does.

				7.3. Conclusion

				Great teams are easy enough to define: they produce stronger results, while being far simpler to manage.

				And these are both things to be obtained through the use of the inverted pyramid.

				However, it is the traditional hierarchical pyramid which more often than not, permeates organizations.

				And that explains why a few basic principles, that everybody knows, are so easily forgotten. Namely: that 1) an underperformer is simply someone out of his place; 2) employees must – for the benefit of all –be uplifted; 3) a no friends policy should be in vigour at the workplace; 4) the importance of listening and 5) communicating well; and 6) that people are basically motivated by their self interest (and thus there must be a sound incentive system).

				A set of rules misleadingly simply enough to follow. Since where disregarded, people dangerously shift from the asset to the liability side. And so they become part of the problem, not of the solution. In any company.

				
					
						95 When Soriano joined Barcelona, his predecessor told him: forget the management concepts you practiced in your former consultancy company.

						Here it is only a question of, whether by chance, the ball enters the goal, or not. A few years later, F. Soriano wrote his answer in the book: The ball does not enter by chance, where he explains the management techniques he used in F.C. Barcelona.
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						99 And the IFK Gothenburg wan the final against Hamburg SV, from Germany by 4-0.

					

					
						100 Decentralization is broader delegation; delegation is micro decentralization.

					

					
						101 To concentrate in the very, very important decisions is precisely the reason Paul Newman attributed to his marriage (to Joanne Woodward) surviving for the decades.

						It’s very simple, said Newman once, at an interview. I take the real important decisions and Joanne the rest.

						Joanne prefers the east coast, while I prefer the west; we leave in the east coast.

						When she wants the kids to go to one school and I to another, they go to Joanna’s choice: she likes a house and I do not? We end up buying it.

						So what kind of real important decisions I take? Many. Whether Taiwan should enter the United Nations, or not, for instance.

					

					
						102  As a side point, one of the basic problems of government if that it does not understand the basic principle of decentralization, namely the separation between deciding and implementing.

						The purpose of government is 1) to evaluate fundamental choices and 2) make fundamental decisions.

						Why should it also be to implement all decisions and operate full grown bureaucracies?

						Industry separates decision making organs from doing and thus making possible for top management to concentrate on decision by leaving “doing to operating managers”. Why can’t government behave the same way?: establish broad policies, supply the funding, and leave implementation to nongovernmental institutions (business and NGOs)?

						Drucker calls this “reprivatization”. Assigning to business and nonprofits the tasks which flowed to government in the last century because the original private institution of society, the family, could not discharge them…
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						105  Not to mention, of course, that it is very hard – if at all possible to change a men’s temperament. On this, see Shakespeare, Henry V and the lessons for management; by the authors.

					

					
						106  Present day Iraq.

					

					
						107  Stephen Covey.

					

					
						108 Thus, perception is reality and we do not sell things as they are, but as we are, in the words of Anaïs Nin, the French writer. Steve Martin, the comedian put it best: reality is a concept.
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						110 One of the explanations for the French 1879 revolution was precisely the sudden collapse of the economy, while expectations had been raising all along a decade of economic growth.

					

					
						111  It is a tautology to say that people strive for happiness and that all their lifelong actions are submitted to that. Indeed, even those who opt for suicide, do so, because they think they will be happier in the aftermath (whatever they believe it to be), than by keeping on living. And the reason why nature has endowed human beings with the instinct of pursuing happiness is self-evident: otherwise nihilism and death would prevail. With the consequence that, then, nature would simply destroy itself into oblivion. In short, without the pursuit of happiness, of self-preservation, nature would not exist.

					

					
						112 For the self and/or the family, providing security. As a demonstration effect providing status. Or just a way of keeping score, as compared to the others: the company’s bonuses, e.g. play a major role here in providing a sense of self-worthiness.

					

					
						113 And besides, of course, formal evaluation systems such as General Electric 20/70/10 reward and promote the top 20; develop the next 70; let the bottom 10 go.

						That systems, also known as the ABC system or vitality curve, applies formal incentives such as salary increases, stock options and promotions, to the above three levels of performance evaluation.

						The As get raises that are two to three times the size given to the Bs, which, on their own, receive solid increases which recognize their yearly contributions. And Cs receive nothing. Also 60% to 70% of Bs also get stock options, although the same people might not receive them every time. Repeated Cs should leave (after two, three years at maximum), the company.

					

					
						114 Gratitude awards, employee of the month, and so on.

					

					
						115 Besides providing, of course a clean direction. As the motto of sailors go: when we do not know where to we want to go, the wind blows always in the opposite direction.

					

					
						116 The other two were: to be in the right place at the right time and taking massive immediate actions, something we already went over, in the last chapter.

					

					
						117  On this see in chapter five, the section on character.

					

					
						118 Drucker believed that “the better a man is, the more mistakes he will make, for the more things he will try. I would never promote a man into a top-level job who had not made mistakes and big ones at that, otherwise he is sure to be mediocre.

						And Sloan believed in pretty much the same. One day a manager who had made a huge mistake was called to Sloan’s office: Am I being fired? asked the manager.

						Fired?, retorted Sloan.

						Don’t be ridiculous. Now that your learning, cost this company so much, that we have invested so much on you, are we going to throw all that out of the window?

						No. I just want to know what did you learn from that experience, so that you can improve your performance in the future. So seat down and tell me.

					

					
						119 Indeed time is the only resource which (contrary to all others, money, people, land and so forth) is not only scarce, but ever diminishing. In the process of becoming extinct. As every single day passes.

					

				

			

		

	
		
			
				VIII. CONCLUSION: THERE IS NO LEADERSHIP; ONLY EFFECTIVE MANAGEMENT
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				8.0. Introduction

				History’s (perfect battle) and Xenophon’s (Cyrus the great), stress four aspects of leadership:

				1 - character;

				2 - fortitude;

				3 - decision making (plus execution); and

				4 - team building: the inverted pyramid.

				The first two are temperamental traits, the last two skills and knowledge120 (as per figure 8-1).
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				And so four questions remain:

					First: How do those lessons from 2500 years, differ from present day views on leadership, e.g., those of Jack Welch?

					Second: What about charisma, a topic so far absent from this book?

					Third: Is leadership born, or taught?

					Fourth: What is the difference between leadership and management?

				The answers are:

					- In no way (none);

					- Irrelevant;

					- Neither: it is self-taught; and

					- None: they are one and the same thing.

				Let us briefly see why.

				8.1. Comparing leadership 2500 years ago and modern-day leadership

				Jack Welch stresses eight leadership characteristics:

				1 – integrity:

				2 – emotional stability;

				3 – the willingness to assume risks and make hard decisions;

				4 – positive energy (the never ending capacity to work);

				5 – the ability to stimulate others;

				6 – the capacity of getting things done;

				7 – passion, leaders are interested, so says Welch; and finally

				8 – intelligence.

				The first trait, character, was analysed in section two of chapter five (5.2) and so there is no difference here, regarding its importance.

				The next three characteristics are, according to chapter five, a direct consequence of fortitude, namely of:

				-	self confidence – section 5.3.1

				-	courage (to balance boldness with caution) – section 5.3.2; and

				-	perseverance – section 5.3.3.

				Stimulating others (5th) regards the management of people, which was the task of chapter seven: uplifting, incentivating and communicating well.

				The sixth variable (getting things done) is part of execution, how to implement, analysed in chapter six, section eight (6.8).

				Finally, the last two characteristics offered by Welch as leadership traits, are indeed not leadership specific. Passion for the job is the first. Any professional (an architect, a doctor, an auditor, a lawyer, a tax accountant, a broker, a mechanic, a stoneman, whatever) any, if he loves what he does will always be better at it, as he will never go to work. He will learn faster, spend more time and care more for what he does. Improved performance, follows.

				Then, there is intelligence. Intelligence (in the sense of a high IQ), is not a success factor in leadership. Of course that no mentally retarded can ever lead. But (neither) can he be a good professional in any area: biology, linguistics, engineering. Only in the more mundane of tasks: such as gardening or simple manual jobs.

				But brightness per se, does not make a difference in leadership. Grant, the hero of the northern army was not specially brilliant (see figure 5-8 before). Neither was Patton. Or Truman. Or Reagan. But they all go their jobs done. Winning the civil war; achieving 1,7 million enemy prisoners, etc.; winning the second World War II and implementing the American economy transition to peace; winning the cold war and creating a decade of economic prosperity for the USA; respectively.

				Welch, himself could have recognized it, as he was considered one of the, if not the very best 20th century manager.

				However (as mentioned before in section 7.2.2.1) – Welch was by his own admission “never the smartest guy in the room” and if that had happened, he would have been (in his own words) “doomed”.

				So, there is no basic difference between Welch’s leadership characteristics and those taught to us by 2500 years of History. As figure 8-2 summarizes.
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				But what about other characteristics usually associated with leadership?

				Although numerous, they are secondary at best, if not totally irrelevant.

				Extroversion is one of them. But Augustus the first and one of the very best emperors who ruled the roman empire for nearly 40 years, was deeply introverted. And Sloan, who headed General Motors for decades cultivated distance and circumspection. Montgomery was almost pathologically shy.

				Joviality? It is certainly a facilitator as it contributes to optimism and a “nice” environment to work in. But many great leaders were taciturn (Marshall, A. Grove), with others going a step further as almost ill tempered: Steve Jobs, was someone you had to be careful not to enter the elevator with, in the wrong day.

				Pragmatism is another advantage, as many leaders have an amazing ability to find the Columbus egg and untie the Gordian knot.

				 Julius Caesar is an example. And so was, José Maria Escrivá who – as mentioned before – starting as a priest in a forgotten parochy in the northeast of Spain, created a global “multinational” called Opus Dei; present in nearly one hundred countries.

				One day, recounts a friend, I got up with a pimple in the nose.

				‘Juan, you have a pimple in the nose’, told me the first person I encountered as I went to breakfast.

				‘Good morning Juan, have you noticed the pimple you have in the nose?’, said another as I sat down.

				As I was finishing breakfast a latecomer looked at me and said: ‘man, have you seen your pimple?’

				I headed back towards my room and crossed father Escrivá in the corridor. He smiled and said to me: ‘Good morning, my son’.

				I said to myself: ‘Well, it’s the first one who did not notice my pimple’.

				A few minutes later there is a knock in the door of my room: ‘the father sent this cream for your pimple’.

				Complicated people who create problems instead of finding solutions, never get things done. But neither does any professional who deals with unstructured environments: a sailor, a farmer, a police officer, or an information systems consultant, whatever.

				And then pragmatism, as a trait, helps a leader, but is not a must. Sloan, was an effective manager as any, but he was belittled as an organization and committee man.

				He achieved results through his organization skills (in decision making and execution) and choosing for each step the right man for the job. His subordinates. And it were they, themselves, who would bring the needed pragmatism and initiative to get the job done.

				And the literature list goes on and on, with e.g. adjustment, that is openness to experience. But is there any profession where that is not needed? Those who do learn with the feedback from reality are condemned to repeat the same mistakes, over and over, again.

				Conscientiousness? It includes deliberation, self discipline and ambition. The first two – as we have seen – are decision making and execution steps; and the third is a trait, whose absence prevents anybody from succeeding in anything: from athletics to mathematics. And over-ambition can be the undoing of leaders, as it induces reckless behavior and hasty decisions.

				Thus, all the above variables (extroversion, joviality, pragmatism, openness to experience, conscientiousness and so on) are at best, facilitators of leadership. Not a must, a necessary condition, as character, fortitude, decision making (and execution) and teambuilding.

				There were proud leaders (but not destitute of character) as MacArthur. And there were those humble to the point of almost having an inferiority complex: Lincoln and Truman, e.g. And all three were equally effective. They got the job done.

				And again, Drucker put it best: I soon learned that there is no “effective personality”. The effective people I have seen, differ widely in their temperaments and their abilities, in what they do and how they do it, in their personalities, their knowledge, their interests – in fact in almost everything that distinguishes human beings. All they have in common is the ability to get the right things done.

				Among the effective people I have known and worked with, there are a few men among them who would answer to the popular conception of a “leader”. But equally there are colourless men who would attract no attention in a crowd. Some are scholars and serious students, others almost unlettered. Some of the men are self-centered; if not indeed selfish. But there are also some who are generous of heart and mind. There are men who live only for their work and others whose main interests lie outside – in community work, in their church, in the study of Chinese poetry, or in modern music. Among the effective people I have met, there are people who use logic and analysis and others who rely mainly on perception and intuition. There are men who make decisions easily and men who suffer agonies every time they have to move.

				Effective people, in other words, differ as widely as physicians, high-school teachers, or violinists. They differ as widely as do ineffectual ones, are indeed indistinguishable from ineffectual people in type, personality and talents.

				What all these effective people have in common is the practices that make effective whatever they have and whatever they are. And these practices are the same, whether he or she works in a business or in a government agency, as hospital administrator, or as a university dean.

				But whenever I have found one, no matter how great the intelligence, the industry, the imagination, or the knowledge, who fails to observe these practices, I have also found one deficient in effectiveness.

				Makes sense. And fits reality. But ... but aren’t we overlooking one, and only one characteristic, very often associated with leadership?: what about charisma?

				8.2. The irrelevance of charisma

				Old age and (the unjustified) fame of being a good public speaker, have brought to me all sorts of invitations: could you run a workshop on how to acquire charisma?, was I once asked by a dead earnest manager sitting across the table, at my office121.

				Let’s step back for a minute. Charisma is undoubtly a “hot word” these days. If you google the word, hits will be on the hundreds of thousands.

				Something which would undoubtedly have surprised Max Weber, the first to offer a definition of charisma as the:
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				According to Weber, people would look at charismatic persons with “awe” as they emanated a special glow. And indeed contemporaries of Hitler recall that they were forced to lower their eyes when he looked straight at them.

				Thus, - and in spite of Weber insisting that charisma was an inborn characteristic, not something which could be acquired, - there is no shortage of “how to” books which pretend to teach anyone, the secrets of developing charisma.

				What is utter nonsense, of course. First, charisma cannot be acquired. Second, neither is it necessary (for leadership). Third, much less is it sufficient. And finally charisma can indeed be very dangerous.

				B. Montgomery was an effective leader. However if there is one thing that all his contemporaries agree upon, is that, if you dined with him, your risked having your nose in the soup as you fall asleep, since he was utterly boring.122

				George Marshall? By all accounts a singularly uninteresting man. Those who shared intimacy with D. Eisenhower recall him as a very ordinary man. Harry Truman was as charismatic as a frozen mackerel. Sloan was also non-charismatic, just as Adenauer, the Chancellor who rebuilt the german nation after WWII.

				Yet, yet, the first three, Montgomery, Marshall and Eisenhower defeated the two most charismatic personalities of the XX century: Hitler and Mussolini ... (figure 8-3).
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				So much for charisma as a necessary condition for leadership. But, what about it being sufficient?

				Charisma does not, by itself, guarantee effectiveness in a leader. John F. Kennedy was one of the most charismatic presidents ever to occupy the White House. However he accomplished little and failed in many. The Bay of Pigs for a start. Then he tried to “nice” Krustschev when they first met, creating an impression of weakness in the latter (by his own accounts) and thus leading to the near-holocaust of the Cuban missile crisis, when the Soviet Union tested the American will. Kennedy was a center to the left politician, yet it was left to his successor, Johnson, to pass most of the civil rights legislation.

				Finally charisma can be dangerous, as Drucker notes: it can be the undoing of leaders as charisma makes them inflexible and convinced of their own infallibility. Mao Tse Tung – after having won the civil war – led the Chinese nation, from disaster to disaster: the great leap forward first and the cultural revolution next. Resulting in an economy in shambles and in the death of hundreds of thousands, if not millions. Stalin? Seeded misery and disgrace around him, as he was unable to change any of his policies: economic; social; or political.

				So charisma does not guarantee effective leadership. Many charismatic persons were misleaders. Accomplishing nothing or less than they could (Kennedy). Or destroying everything around them (Hitler, Mussolini, Stalin, Mao-Tse Tung).

				What distinguishes a leader from a misleader (part of the problem), or an underleader (part of the landscape), and both the latter a vivid illustration of the cost of opportunity, is that the leader produces results. Gets the job done. Is effective. And efficient. Through organisations, whose purpose is precisely to enable ordinary man and woman to do extraordinary things. Thus, intrinsic to leadership is not charisma, but performance. Doing, not “bravado”. Competence, not bruaa. Management practices123, not some kind of special “mana”.

				8.3. Leadership is neither born nor taught

				We need people in the hundreds of thousands for executive functions in our modern organizational society; a society where almost all tasks are done through large  institutions. As Richard Straub put it: our society is made up of institutions and organizations that need highly skilled people called managers, who achieve their objectives with others and through others.124 And, that explains the thousands of articles and books that have been written on the topic of whether leaders are born or developed.

				Let’s step back for a minute. 

				Chancellorsville lessons were 1) character, 2) fortitude (self confidence, courage and perseverance)125, 3) decision making (and execution) and 4) the management of people.

				The first two are temperamental traits. The last two are mostly skills and knowledge.

				The first temperamental trait is character, which is innate. It cannot be taught, neither (feigned to be) practiced. As the latin proverb goes: magis movent exampla quam verba (there is no feeling that action will not reveal).

				Self confidence, courage and perseverance are a mixture. Partly genetic. Partly developed. Although distinct concepts, it is also true that self confidence leads to courage, and that sometimes an abrupt event makes for a huge jump in self confidence: a summer spent in the dangerous waters of Cape Cod fishing to make ends meet for the in-coming college. One year after high school helping the father start the business of his dreams. Finding oneself trapped in the middle of civil unrest in a foreign country, and being able of setting out safely.

				But most of the times, self confidence is built block after block, one after the other, progressively, creating an ever fuller reservoir.

				That is what Jack Welch calls the “small victories approach”. Setting up a short term realistic objective; then another (more demanding); then a third one still more challenging; and so on.

				And during this (slow) “long march”, one feels increasingly better, as self confidence improves. Step by step.

				When Jack Welch made his first speech in the seventies, he spent weeks of complete panic practicing the speech in front of the mirror, hoping not to stutter as he read from carefully typed sheets of paper. The speech lasted a lifelong time of 15 minutes.

				As the career of Jack Welch moved along, he had to repeat the ordeal. Over and over. And slowly it ended being a probation, to become something he looked forward to.

				And now, after having made speeches for decades for all kinds of audiences and answered all sort of questions without any notes, Welch acknowledges that for him public speaking has become both pleasurable and fun126.

				Thus the path to self confidence and courage is by building them, slowly, with small steps, one after the other, following the example of Milo of Croton, the famous wrestler of classical antiquity.  He was a man of such extraordinary strength that he could carry a full-grown bull on his shoulders.

				When asked how he had achieved that, he explained that since the bull was a newborn calf, he practiced to put it on his shoulders, every… single… day …

				Since what we will achieve inwardly, will change outer reality (Plutarch), the interested reader will have no shortage of advice on how to go about developing self confidence.

				Bill Gates recommends self-exploration: Hey, I know this pretty well. I know this better than the teachers. Let me try and see if I can understand at the next level. Maybe I’m pretty good at this stuff.

				Drucker suggests the feedback technique, first invented by Calvin and S. Inacio Loyola, founder of the Jesuit order, which is a simple five step process: 1) when you start an activity, write down in a paper the expected results; 2) after nine months check on what was obtained; 3) reaffirm success; 4) abandon failures; 5) and constantly reevaluate objectives. 

				One finds one’s strengths, as one moves along a virtuous circle of increasing self confidence and success. One feeding the other. And by doing so one addresses the root cause of the lack of self confidence: low self-esteem. As one feels better about oneself, one is able to be confident127;128.

				Patton tested his looks at the mirror as well as all other aspect of body language: the position of his hands and his head, how he walked, stood and sat. Everything.

				Patton’s inner was frequently in shambles but he was ice, outside. And thus he performed the first duty of any leader: to exude confidence and never anxiety, as also advised Cyrus the great (figure 8-4).
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				So much for the temperamental traits of character and fortitude. But there are then two other lessons of Chancellorsville: decision making (and execution) and teambuilding.

				These are mostly (as chapter six and seven illustrated) skills and knowledge. So, they can be obtained (figure 8-5).

				True, that temperament also plays a (secondary) role. In, e.g., the acceptance of risk, and thus the ability of balancing boldness with caution. But again, and according to J. Welch, that is something which can be trained and that he compares to trench warfare as the feedback from reality improves our practice.

				And according to Augustus the first roman emperor, patience – so often the companion of success – can be developed: when angered he always started counting all letters of the abecedary. He believed that patience, again, is like a muscle, which can be worked on and thus improved.

				But mostly decision making and teambuilding are a question of learning (the concepts and methods) and practicing (the skills): the sequence of steps in decision making, the action card in implementation (Sloan, Roosevelt, etc.), of uplifting people as MacArthur, Watson, Gates; of stating clearly the goals and the mission, as per Drucker and Welch; of creating a rigorous meritocracy according to Grove and Gates.

				 And these practices are the same, whether the leader works in a business, in a government agency, in an university, or in a hospital.

				So, in other words, effectiveness is a habit; a system of practices. And practices can always be learned. Practices are simple, and so it is not difficult to understand a practice. But practices are always very hard to do well. For that they must be, repeated and repeated ad nauseam until “8 x 8 = 64” has become unthinking, a conditioned reflex, and a firmly ingrained habit. 

				Practices, one learns by practicing and practicing and practicing again. To every practice applies what my old piano teacher said to me in exasperation when I was a small boy: ‘You will never play Mozart the way Arthur Schnabel does, but there is no reason in the world why you should not play your scales the way he does’. What the piano teacher forgot to add – probably because it was so obvious to her – is that even the great pianists could not play Mozart as they do unless they practiced their scales and kept on practicing them.

				There is, in other words, no reason why anyone with normal endowment should not acquire competence in any practice. Mastery might well elude him; for that one might need special talents. But what is needed in effectiveness is competence. What is needed are “the scales” (Drucker).

				In short, we first make our practices, then our practices make us129, as Aristotle was the first to stress the now exceedingly famous learning curve: the simple fact that repetition leads to efficiency. If not to perfection, as the adage pretends. Success comes from self-confidence and self-confidence is a direct result of preparation.

				So, where does all this leaves us? With two very simple tenets.

				First: not all are born to be leaders (Welch): one must have a minimum of temperament for that. People painfully shy, or with a pathological inferiority complex, do not meet the minimum standards.

				Second: However, neither do we need nor do we want, confederate cavalry commanders, or Pancho Villas, to spread among corporate boardrooms.

				Leadership is not a question of having specially gifted people, as Rembrandt was for painting, Chopin for music and Nureyev for dancing.

				We simply need to fill the organizational (managerial) jobs with people who can be effective and produce results.

				And for that we have millions. Millions with the minimum temperamental standards. Who can then work in developing further their traits. And acquire knowledge and skills in decision making, execution and the management of people (see figure 8-5).
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				Did you notice it was said that can be developed and acquired? That is because leaders are, indeed, neither born nor taught. They are self-made. 

				A good example of this, as reported again by Drucker, was Harry Truman who became president of the United states, upon the sudden death of Franklin D. Roosevelt at the end of World War II. Truman had been picked for the vice presidency because he was totally concerned with domestic issues. For it was then generally believed that with the end of the war – and the end was clearly in sight – the United States would return to an almost exclusive concern with domestic affairs. Truman had never shown the slightest interest in foreign affairs, knew nothing about them, and was kept in total ignorance of them. He was still totally focused on domestic affairs when, within a few weeks after his ascendancy, he went to the Potsdam conference after Germany surrendered. There he sat for a week, with Winston Churchill on one side and Joseph Stalin on the other, and realized, to his horror, that foreign affairs would not only dominate, but also that he knew absolutely nothing about them. He came back from Potsdam convinced that he had to give up what he wanted to do and instead had to concentrate on what he had to do, that is, concentrate on foreign affairs. He immediately put himself into school with General George Marshall and Dean Acheson as his tutors. Within a few months, he was a master of foreign affairs, and he, rather than Churchill or Stalin, created the postwar world – with his policy of containing Communism and pushing it back from Iran and Greece: with the Marshall Plan that rescued Western Europe; with the decision to rebuild Japan; and finally, with the call for worldwide economic development.

				And Truman repeated the self learning process for two other areas, where he had also strong deficiencies and indeed scarcely knew anything about, economics and defense: he worked incessantly on improving himself on both.

				That was the first open secret of Truman’s success.

				The second was that he asked not what he wished to do, but what should be done. Not what he wanted to do, but what his contribution should be.

				Alfred Sloan, used to recall that a leader – like any other professional, a physician or an architect – has a client: the organization, or community she works for. And that it is thus her duty to subordinate her interests to those of the client. So, the leader, in order to be a true professional must be a server.

				Not all are born to be leaders? True: a small minority not. But we all can have the right attitude: willingness to learn and then ask ourselves: what is that must be done? After all that’s why “we” are here. And that’s why all leaders are self-made. Otherwise they mislead.

				8.4. There is no leadership only effective management

				Although leadership is all about the rage, today, Chancellorsville (history’s perfect battle) and Xenophon’s (Cyrus the great), stress, as noted, two (and only two) important traits of the leader: character and fortitude, and then they turn, immediately, into the practices of the leaders: what they do regardless of their personality.

				Indeed, as mentioned, Roosevelt, Churchill, Marshall, Eisenhower, Montgomery, McArthur, Sloan, Welch, Grove, Gates, Jobs, were all highly competent leaders. But no two of them shared any list of personal traits or qualities.

				Some were extroverts (Welch e.g.), others aloof (Sloan, for instance). Some aggressive (Jobs), others painfully shy (Montgomery). Some eccentrics (MacArthur), others conformists (Marshall). Some were worriers (Grove), others more relaxed (Eisenhower). Some were man of great charm (Churchill), others had no more warmth than a block of ice (Montgomery). Some were intense (Jobs), others extremely polite (Sloan). Some were fat (Churchill), others lean (Gates).

				In History (and in the history of management), there were all kinds of leaders: scholars and almost unlettered men; men with a wide general culture, and men ignorant of absolutely everything except their narrow area of work; some had their many interests outside the job, others cared for nothing except what they did.

				In other words, leaders differ as widely as physicians, university professors, architects, piano players, or engineers.

				What they all have in common is their practices. What they do to get the job done and produce results. “To deliver the letter to Garcia”.

				For such a purpose they start by thinking through the organization’s mission and objectives and defining them clearly. Something that pulls people together and provides all with a sense of purpose and fulfillment.

				What are you doing?, asks the foreigner to the first of three stone-cutters. I’m making a living, answers the first worker. And you? I’m cutting stone, retorts the second. And you? I’m building a cathedral, was the third’s answer.

				Without visible goals, one runs fast, but not knowing of where to (as the French president Mitterrand once accused his sucessor Chirac of); or one may want strongly something, but not knowing what (as Caesar criticized Brutus for).

				Without direction, there are no good news: On a late-night flight over the ocean, the pilot announces good news and bad news. The bad news is we have lost radio contact, our radar doesn’t work, and clouds are blocking our view of the stars. The good news is there is a strong tailwind and we are making excellent time.

				That’s why MBO – management by objectives – fails so often: it is a great idea, if only we knew what the objectives … were…

				But goals, are always (figure 8-6) outside, never inside. Within the company there are only costs. Thus to speak of profit centers is at best an euphemism, since the only profit center in a company is a client’s check which does not rebound.
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				Having said that, the plan must be firmly executed (leadership is to have a plan and execute it firmly, Warren Bennis). What requires organizing, deciding on how to carry on implementation, selecting people and putting them where they can produce more, train, coordinate by listening and communicating simply, motivate, decentralize (not transforming managers into simple clerks), and controling.

				During all that process the leader asks herself a few, but exceedingly important questions (figure 8-7):

				First and foremost, what needs to be done (and not what do I want to do). There is nothing as stupid as doing well what does not have to be done at all.
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				Then, what is right for the company and not for me. The leader is a professional whose client is the company. A leader who focuses on himself, misleads. The objective is sales, not applauses.

				Next, the focus must be on results, on what defines success, not on micromanaging the process. On getting the job done, not on the minutiae of the means.

				Throughout all the organization, there must be one and only one person responsible. Just as one slave with two masters is a free man, no task is ever done if two people are responsible. (figure 8-7).

				What is not controlled, does not exist, so control must accompany the (progress during the lifetime of the) task. Poor Ike, was the current voice among the military when Eisenhower was elected president of the USA: he’s used to the military discipline and control. Now in government he will give an order and not a damn thing will happen …

				All leaders (from Iacocca to Grove) abhorred permissiveness, since it is as compatible with performance, as oil with water. They’re contradictory in terms (just as burocratic dynamism or academic pragmatism). Practices must be internalized, by carefully repeating them as need be. Again, just as a musician practices the scales in a piano daily. If not, “after a couple of days, I myself, will start hearing the mistakes; within a week the critics and after the end of two weeks, even the damn public”, so goes the adage among musicians130.

				Then, and as figure 8-7 enhances, with authority, more than power, comes responsibility. For two reasons. It’s the right thing to do. And it’s the best way to achieve performance.

				Power abuse, says Brutus in Shakespeare’s Julius Caesar play, is when conscience becomes separated from power. And the only latin maxim states that: who benefits must also toil. It’s a simple question of fair mindness.

				Leadership is responsibility rather than rank and privilege. Competent leaders are not permissive, but when things go wrong they do not blame others. “The buck” stops with them.

				And precisely because sound leaders know that they and no one else, are ultimately responsible, they are unafraid of quality among the subordinates. Misleaders are, and so they go in for purges. But an effective leader wants strong associates: she encourages them, uplifts them, puts the laurels on them. Just as a leader is ultimately responsible for the errors of her subordinates, she also sees their victories as her triumphs and never as threats. Since as has been said, teams with the best players tend to win (J. Welch) competent leaders want, able, independent, self-confident people around them and so they encourage, praise and promote their subordinates131.

				Finally, all the above is impossible to happen without the leader earning trust. Something Welch is adamant about. Without it there won’t be any followers and by definition a leader is someone who has … followers.

				These do not have to like the leader. Neither agree with her. They must only recognize that she means what she says, that is, that she follows her words with deeds. 

				Can leaders go by without the eight factors in table 8-7? Certainly, as it is also certain that one of two things will happen: either misdirecting the organization, or making it underperform. And then, rather than a leader one has a misleader, or an underleader. Being the difference between them simply a question of degree.

				So, what is the difference between a leader (who sets goals, organizes, uplifts and motivates people and controls their performance) and a manager?

				None. A leader must manage and a manager has to lead. They are one and the same thing.132 And something we should have not needed over two hundred pages to conclude.

				What is the most common definition of a leader in literature?133 Someone who gets things done through others. And leadership is getting others to attain certain objectives.

				And what is the definition of management? Even the simplest of encyclopedias (as Wikipedia) defines it as the act of getting people to accomplish objectives (using available resources efficiently and effectively).

				Indeed management is a Danish word brought into the English language in the 9th century by the Vikings: manager is the one who leads, who is responsible for the work of men134.

				Jack Welch in a recent article135 defined leadership as 1) positive energy, 2) vision, 3)  great teams, 4) care and reward, 5) teach, 6) decide, 7) innovate and 8) execute. And… Henry Fayol, one of the founders of management, 100 years before? He defined management as 1) planning, 2) organizing, 3) commanding, 4) coordinating and 5) controlling… So they are basically one and the same thing.

				Unless one uses Fayol’s commanding as a synonym of leading, and then leadership would come as a subset of management.

				But in such a case – one must ask ourselves – if the leader gets things done through others, how does she achieve that, without 1) planning, 2) organizing, 3) coordinating and 4) controlling? That is, without all the other functions Fayol attributed to management?

				The leader can have the most fantastic personality, but without the above, she will accomplish no results, at all. Thus leading its subordinates into nowhere and the organization (or community) into oblivion.

				Thus, there is no difference at all between what (we saw in this book that) constitutes good leadership and the requirements we have known for decades of what is a competent manager. 

				And that it took the author well over two hundred pages to come to that simple conclusion, is something that only the benevolence of the reader will classify as underleadership and not indeed as true misleadership.

				
					
						120 Learned by practice and thought respectively.

					

					
						121 Since I’m in the mood for confessions, let me add that, that did not top the list: once the phone rang: we would like you to come in and change our company culture; we need you to get the job done within a week...

					

					
						122 During the North Africa campaign, the Eight Army captured the Field Commander of the Afrika Korps, General Wilhelm von Thoma, and General Montgomery invited his captive to dine at his general headquarters trailer. This horrified many in Britain, but Churchill’s reaction was rather more measured. I sympathize with General von Thoma, he said: defeated, humiliated, in captivity, and… (long pause for dramatic effect)… dinner with Montgomery…

					

					
						123 In decision making and team building.

					

					
						124 Managing in the Next Society; EFMD Global Focus; 2010.

					

					
						125 Responsibility, a third temperamental trait is a direct consequence of character and fortress.

					

					
						126 Of course that failures will confront us once and a while. However, these, rather than defeats, are lessons for future victories. As Simon Bolivar said: it is when defeated, that one learns how to win.

					

					
						127 Literature is not short of supply of other techniques to boost self confidence: the practice of meditation to relief from stress and increase energy (feeling rested helps being self confident);repeatedly training responses to dangerous situations; being an avid reader of biographies of self-made and examples of success by perseverance: the Jobs, the Edisons, the Hersheys, the B. Shaws,  the Churchills of this world.

					

					
						128 Also, closely related to perseverance is willpower, the subject of a 2011 study by Baumeister, one of the world’s leading social psychologists. He concluded that willpower is like a muscle which, the more one exercises it, the stronger it gets.

						The study goes on to provide a variety of techniques to develop willpower, including practicing self-denial and building self-esteem; e.g. an individual suffering from ego depletion enters a vicious circle of spending, debt, problems and ever diminishing self-control.

						Baumeister also concludes that like all muscles, willpower is subject to weariness (decision – psychological – fatigue) and affected by biological processes: diseases, flood and sleep deprivation and the general state of tiredness; thus the old-fashioned recipe of resting to change batteries, does indeed work. In Baumeister’s words: many studies in our lab show that that old Victorian notion has some validity to it.

					

					
						129 Charles Noble.

					

					
						130 Pedroto, the famous football (soccer) coach, started as a player, in the fifties at F.C.Porto, by then a 3rd rate European club. 

						One day Porto went to play in Milan with A.C. Milan, at the time one of the top European clubs.

						In the balneary just before the game, the coach told his team: I want all of you to pretend that you are world champions and play as them: you as Vavá; you there as Didi; you yourself as Garrincha (all then world champions by Brazil). We’re going to play in the attack. No defensive tactics. By pretending you will make it happen.

						Well, the result was four : null, … in favour of A.C. Milan, of course.

						After the game the coach was extremely disappointed as he sat alone, in a corner of the balneary.

						Pedroto, seeing that the coach was sad beyond consolation, got up, walked to him, touched his shoulder and said: mister, do not be like that, do not be sad…, you know what?: just pretend that we … won.

					

					
						131  That is of course a risk since able people tend to be ambitious. But good leaders realize that it is a smaller risk than to be served by mediocrity.

					

					
						132  Some pretend that the difference between a leader and a manager is that the leader does the right things, while managers do things right. That is, leaders are effective, while managers are efficient.

						Nice words, but can anyone attain the most basic of all objectives, the survival of the organization, if it is not competitive through efficiency? And what is the point of doing well the irrelevant? Being efficient in the ineffective?

						Results require both effectiveness (to heat the target) and efficiency (to do so at minimum cost). Otherwise one is not competitive. So there cannot be effectiveness without efficiency, neither efficiency without effectiveness, in any position in a company. 

					

					
						133  On this, please refer to the introduction.

					

					
						134  Source of my first “humiliation” at the hands of Drucker. First class, PhD seminar.

						Drucker starts talking about management. Suddenly he stops, looks at his students and asks: by the way, what is management?. As everybody stood silent I thought to myself: That I know, as I had been repeatedly taught it by my undergraduate teachers back home; Boy, aren’t you lucky, Jorge? First class, first question and here you go … 

						Professor Drucker, we know that management comes from “manus” which in latin means hand; so management means to have things in the hand, under control.

						That’s what everybody thinks, Drucker cut me short only to continue, but it’s deadly wrong (a much Druckerian expression). If it was so, we would have a management word in all European latin rooted languages: Portuguese, Spanish, French, Italian, and so on. And that’s not the case.

						Indeed management comes from 9th century Danish manager which means the one responsible for the work of men…” 

					

					
						135 Business Week, 29/April/2009.
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Tenth: Review both decision and implementation whenever possible
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number of the ). finally performs the frontal attack and forces the
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[8 | Forces of the (eft flank) South join and repel the North frontal attack (while
Hooker remains in the defensive)
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FORTITUDE: BALANCING BOLDNESS WITH CAUTION

Hooker:

“For the first time I lost faith in myself”

C.

E. Atkinson:

“Grant’s distinctive feature as a general was his character; controlled by a
tremendous with Grant action was translated from thoughtto deed by
the force of a fremendous personality. This moral of Grant’s was all
apparent and overpowering to all who came into close association with
him”.

Lincoln:

“The great thing about Grant, I take it, is his perfect nd

persistency of purpos, Ljudge he is not easily excited, which is a great
element in an officer”.

Sherman:

<1

“Iam a damn sight smarter than Grant. I know a great deal more about war,
military history, strategy, and administration, and about everything else than

hedoes. But I tell you where he beats me, and where he beats the world. He
doesn 'm that the enemy goes out of his sight, but it scares me
like hell ... Grant’s strongest feature was his ability to go into battle without

esitation, doubts, or reserve
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, Lee sent Jackson and 26,000 men — guided by locals
who knew the way through the dense wilderness — marching around Federal’s
lines to perform a on the Union’s right, on the morning of May 2.
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ARROGANCE

Is ignorance that

1. Leader exists to produce results

2. Results exist outside not inside

3.(Thus) a self-centered leader does not produce and
misleads

4. A leader is far less important than the objective

And has the
following
“advantages” for
the organization

1. Promotes laziness

2. Denies criticism

3. Are unconscious of what they do not know

4. Push organizations into frenetic growth

5. Select people not on Competence at each
merit but on similarity to function
oneself Sound decision making

6. Disrespect others making the best to leave
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Take seriously the goals, not themselves

Have a client: the company

XENoPHON'S

‘When blameworthy humble yourself
before your critics and let everyone
wilness your acts of reconciliation.
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Figure 6-14 (cont.)

ACTION CARD

1 ACTIONNAME Motivating therepositioners
2 OBJECTIVE Toimprove the image and space our brands oceupy in the shelves
3 JUSTIFICATIG Key peopleto achieve the goal
4 WHERE Most specially in hypermarkets (not in supermarkets)
B GOAL Space: 95% according to our contracts with the hypermarkets
(QUANTIFICATION) TImage:sixina 1 to 7 scale being 4% the average of competition
6 | DATEFORTHEGOAL ‘Within three months
Inaverage 20%less space than under the contracts and below average brand
7 | PRESENTSITUATION image on the shelf (internal estimate by the marketing audit department)
8 MEASUREMENT Spaceand imay
VARIABLE P e
SOURCE OF
9 NFORMATION External market research company Y
Develop and distribute among hypermarket repositioners
aportfolio ofgifts namely football balls, DVD movies
Programmatic: and watches with the company s logo
Hire market rescarch firm for evaluation
10 ACTIONS Costofthegifts
“Football balls: 500 x 10 dollars = 5.000 dollars
Financial - Watches: 500 x 8 dollars =4.000 dollars
-DVD: 500 x 2 dollars=1.000 dollars
“Total =10.000 dollars
11 | PERSONINCHARGE Suzan Connors
12| LIMITATION/HELP N
NEEDED one
13 | WHONEEDSTOKNOW Sales force
(ABOUT THE DECISION)? Purchase department
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NORTHERN MISTAKES IN LM

Hooker (overall

commander)
Hooker: “for the first
time I lost faith in myself”
2.1. Delayed the beginning
Sedgwick (frontal [ =)
attack commander) -2 Aftack ()

2.3. Retreat (bold)

3.1. Defemses

3.2. Nafuralobstacles__

Howard (commanderin [ 3.3 Only 2 cannons pointing out into the wood

charge of the right side )
{ 4 thousand surrender

Rest runs away

EWL\

(7,5 cavalry)

Failed to disrupt the South supply lines
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LEADER
ISNOT BUT YES
1. Ahead 1’. Behind
2. Doing 2’. Making do
(hacer hacer)
3. Forcing to work 3’. Inducing to work better
hard /complicating ( work smart)/Simplifying

4. Pulling 4’. (Gently) Pushing
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Optimizing working conditions

Controlling (intervene when there are deviations/mistakes)
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The northern plan to defeat the southern army led by Lee
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DEFINE WELL THE PROBLEM
+
SET WELL THE FACTS

EXAMPLE
IMPORTANCE

Qnesuon

Should 7 capacity of GM’s component factories? |

i

[ Future automotive industry? |

o

[ Only part: independents (Studebaker, Packard, Nash, etc.) |

f (.{ Chryslerand Ford don’t buy from GM. ..

[0 ] Future of independents? |
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QUALITIES OF THE SOUTH: DECISION MAKING PROCESS

,/’-\\

L Greatest danger: { )
N AN
Lee concentrated Quantity 49
IL | resources in problem Jackson
number one Quality Timself
3.1. Pull back the North advance
Defined what success was
oL ertommance) 3.2 Quickly
3.3 Minimum of losses
Notto stay in defense because that did not guarantee the victory:
PESSY
SEIN
\
[ 125%)
\
- .

Had no time

Couldn’tlose many men

H Oz ® 5

Not to opt for a frontal f
attack or circle but for

aflanking, because Lee

Didn’t have enough men

wpg ZOo-HODO®

Military saying: What is expected less, results best

Then, Lee withdraw to join the rest of the army and stop the frontal attack on North
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Figure 6-14

ACTION CARD

1 ACTIONNAME Low rentability points of sale (POS)
2 OBIECTIVE To increase margin of contribution of all which are below 15%
N JUSTIFICATION Only the 15% mark wil allow for the target a refurm on equity of the

company
4 WHERE Nationwide
5| QuantmicaTion Decrease to zero the mumber of POS of low rentability
6 | DATEFORTHEGOAL End of the year
7 | PRESENTSITUATION 18% o£POS are below the 15% mark
B MEASUREMENT Price x quanity of sales

VARIABLE arible costs* ivestment in POS (fumiture, gasses, eic)
SOURCE OF
B R EEN Customerrelationship marketing
Division ofthe POS below 15% among the sales force
10 ACTIONS
173 of sales force and its incentives finked to this objective.
11| PERSONINCHARGE Joe Doe
LIMITATION/HELP
12 NEEDED None
12 | WHONEEDSTOKNOW Sales force
(ABOUT THE DECISION)? Fuman resources (incentives department)

¢ Figure 6-14-B

ACTION CARD

1 'ACTION NAME Zero tolerance with POS
2 OBJECTIVE To decrease POS ot fulfilling their contracts
Demoralization of the sales force which negotiated the contracts (as they go
unfulfilled)
3 JUSTIFICATION Bad example, for others POS
‘Negative impact on sales
4 WHERE In the southem five federal regions of the country
GOAL y
B (QUANTIFICATION) To decrease the number of non performing POS to zero
6 | DATEFORTHEGOAL Year end
7 | PRESENTSITUATION 12% of POS are not fulflling their contracts
MEASUREMENT
8 ARLABLE Target sales stipulated in each POS contract
SOURCE OF

FORMATION

Internal accounting

Regional meetings with POS in fault

10 ACTIONS Training
Monthly control
11| PERSONINCHARGE Mary Wilson

LIMITATION/HELP
NEEDED

Fromthe training department to train POS

"WHO NEEDS TO KNOW
(ABOUT THE DECISION)?

Sales force and hmeman resources (iaining department)
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Figure 5-2

FUNCTION

SUCCESS

CRITICAL SUCCESS FACTORS

NOT IMPORTANT

Restoring the
moral of 2
beaten army
division

1. Uplift of moral

1.1. Charisma

1.2. Human warmth

13 Joviality

2. Speed

2.1. Dynamism

2.2 Pragmatism

2.3. Short term oriented

By opposition to

Ex1: Traininga new division for combat

Ex2: Leading a division into combat

Emotional stability
Patience
Self-confidence
Decisiveness
Team player
Stress
Perseverance
Fortitude
Conformism
Work capacity
Discretion
Calm
Concentration
Matuity
Following through
Discipline
Detail
Mental openness
Tolerance
Learning with experience
Humble/arrogance
Audacity/prudence
Global/Strategic vision
Ete. etc.
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Figure 6-9

I List the largest possible range of alternatives

II. Resist the temptation of immediately evaluating each

III. Include the option of doing nothing.
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“Quality of an individual personality by virtue of which he is set
apart from ordinary man and treated as endowed with
supernatural, superhuman, or at least specifically exceptional

powers or qualities.”

Max Weber
(1864-1920)
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Figure 7-11

every employee understands and absorbs it.

This means you have to reverse the approach: you must
consider the words that the receiver can best absorb and.
Jan Carlzon, ex-CEO of SAS malke them your own. And speaking always in simple

Net operating income Gmillion dollars) 210
111
e 77
- 35
R S
1978 1979 1980 1981 1982 1983 1984 1985 1986
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Figure 6-7

ANYDECISION STARTS WITHTHREE FACTS +
FOUR QUESTIONS + TWO OPTIONS

1; 1. What we know
C | T Whatwe do not know
S (@D What we are not sure of

8 1. How important is it?

E 1L How quickly can we get the
H information?

S III. How much does it cost?

N IV. What is the expected quality?
(o]

£ I. Act

1

Q .

by IL Wait
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Figure 1-1

E IS NO LEADERSHIP: ON]J

EFFECTIVE MANAGEMENT

(LESSONS FROM LEE'S PERFECT

BATTLE AND XENOPHON'S
RUS T}

n&%ém

Bill Gates
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Figure 3-6

9 F Hooker orders a general withdrawal
eee| 265 |...
20U Rappghannock river
75
10 [ Ending the battle with 17.000 federates dead.
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Figure 6-12

The criteria for success
" Eliminate all alternatives and
First: 3 . .
which do not satisfy The type of solution
needed
Use all the other five criteria to select the best strategy
Second: a
in overall
Third: If none meets satisfactorily the criteria. compromise by
B mixing two or more strategies
Fourth: Select the least of evils (including inaction)
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Figure 4-1

LUCK CANNOT EXPLAIN THE
NORTHERN DEFEAT SINCE IT

AFFECTED BOTH SIDES
Luck of the “TWaris the stage
“Lifeis war” ofuncertainty”
South North
'Woods and fog (avoided South N
to see double flanking by thewest) | [ 1] Misinterpreted orders
Failure of telegraph B 2.1. Victimof
(in 2/5 of the North) A friendly fire
c "
K 22. Amp:nbmuon
s Pneumonia
Misinterpreted orders (between the North o
in5/5) N Death

< e

<: <L have lostmy right arm”
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Figure 3-4

Hooker concerned about the ability to hold the bridgehead (@ )

ordered to pull back

Northerns

Southerns

Creating two
advantages to the
South

EE Allows to reunite its forces
g Control of a hilltop (Hazel Grove)

El
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Figure 6-4

Characteristics General Lee at Chancellorsville
Fast (but riskier)
Type or Fast (since time was against Lee)
Slower (but faster)
stop
Not destroy the enemy
Level ‘What is success? encircle
Yes Make the enemy withdraw
to a considerable distance






OEBPS/images/Livro Liderança 2A_fmt18.png
Figure 6-17

I Implementation does not
produce expected results

II. Unexpected roadblocks appear

IIL. Facts have changed

IV. There is a considerable lead
time between the time of decision
and the start of implementation

Then
review

First: execution

Then: the decision
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THERE IS NO LEADERSHIP:

ONLY EFFECTIVE MANAGEMENT

Lessons from Lee’s Perfect Battle, Xenophon’s Cyrus the
Great and the practice of the best managers in the world

“A wonderful book about effective (and ineffective) leadership:
enlivened by numerous examples, engaging graphics, grounded
in serious scholarship and rigorous historical analysis, this book
is a real treat. This book is tremendous.”

Donald Hambrick (Evan Pugh Professor and Smeal Chaired Professor
of Management, The Pennsylvania State University)
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INVERTING THE PYRAMID

Customers

Front-line employees

Supervisors

Managers

President

President

Managers

Supervisors

Front-line employees

Customers

Source: Adapted from Joan A
Barton andD. Brian Marson,
Service Quality, Province of
British Columbia, 1991
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Figure 7-9: THE STRENGHTS WHICH MUST HAVE A:

Saleswoman

Analyst

Empathy

Reflective

Emotional intelligence

Deductive reasoning

Liking human relations

Liking to be alone

Emotional stability

Detail

Stress

Knowing how to speak

Rigour

Knowing how to write

Speed of thought

Deepness of though

Initiative

Synthesis






