





  

    [image: image]


  














 


 


 


 


 


The POWER of FOUR


[image: Image]














 


 


 


 


ALSO BY JOSEPH M. MARSHALL III


 


Keep Going


 


Soldiers Falling into Camp: The Battles at the Rosebud
and the Little Big Horn (co-author)


 


Winter of the Holy Iron


 


On Behalf of the Wolf and the First Peoples


 


The Dance House: Stories from Redbud


 


The Lakota Way: Stories and Lessons for Living


 


The Journey of Crazy Horse: A Lakota History


 


How Not to Catch Fish: And Other Adventures of Iktomi


 


Walking with Grandfather: The Wisdom of Lakota Elders














 


 


 



The POWER of FOUR



LEADERSHIP LESSONS OF
CRAZY HORSE


[image: Image]


 


Joseph M. Marshall III


 


 


[image: Image]

New york / London
www.sterlingpublishing.com














 


 


 


 


STERLING and the distinctive Sterling logo are registered trademarks of Sterling Publishing Co., Inc.


 


Library of Congress Cataloging-in-Publication Data Available


 


10 9 8 7 6 5 4 3 2 1


 


Published by Sterling Publishing Co., Inc.
387 Park Avenue South, New York, NY 10016
© 2009 by Joseph M. Marshall III
Distributed in Canada by Sterling Publishing
c/o Canadian Manda Group, 165 Dufferin Street
Toronto, Ontario, Canada M6K 3H6
Distributed in the United Kingdom by GMC Distribution Services
Castle Place, 166 High Street, Lewes, East Sussex, England BN7 1XU
Distributed in Australia by Capricorn Link (Australia) Pty. Ltd.
P.O. Box 704, Windsor, NSW 2756, Australia


 


Manufactured in the United States of America
All rights reserved


 


Sterling ISBN 978-1-4027-4881-3


 


For information about custom editions, special sales, premium and corporate purchases, please contact Sterling Special Sales Department at 800-805-5489 or specialsales@sterlingpublishing.com.
















 


 


 



The POWER of FOUR




LEADERSHIP LESSONS OF
CRAZY HORSE


[image: Image]















CONTENTS [image: Image]



 


 


 


 


INTRODUCTION: What Is a Leader?


 


LAKOTA LEADERSHIP


 


THE FIRST PRINCIPLE: Know Yourself


 


THE SECOND PRINCIPLE: Know Your Friends


 


THE THIRD PRINCIPLE: Know Your Enemies


 


THE FOURTH PRINCIPLE: Take the Lead


 


AFTERWORD: To Be a Leader














 







	

INTRODUCTION:
WHAT IS A LEADER?




	
[image: Image]












 


 


 


 


Does having a position of authority automatically make someone a leader? The generally accepted answer to this question seems to be yes. What about passionate or persistent espousal of a cause—does that make someone a leader? Sure, we say, often buying into someone’s “authority” based on the volume of their rhetoric. Yet, according to most dictionaries, the true definition of a leader is “one who leads by influence.”


    Perhaps most of us are too busy just trying to survive and make a living to focus much attention on how our society functions. To be sure, people in authority will and do have an impact on our everyday lives. The actions and decisions of mayors, board chairmen, governors, chief executives, city council members, state legislators, and members of Congress affect most if not all of us in one way or another. These people may think of themselves as leaders because of the titles they hold or the authority vested in them, while we ordinary citizens accept them as leaders for no other reason than the jobs they have.


Too often we give people our trust without really knowing what does, or does not, qualify them for the positions they hold. We forget that anyone who runs for public office at any level is, first, a politician. Politicians may learn how to get themselves elected, but can they learn how to lead? Similarly, we forget that most people who occupy high-level corporate positions are there to serve the bottom line, for themselves and for the company. Witness the benefits reportedly given to corporate CEOs and the like, who seem to be more lucratively rewarded for not doing their jobs than they are for doing them. Corporate executives know how to make money, or be rewarded for failing do so, but they are not necessarily leaders.


So that demands the question: Can mayors, CEOs, senators, board chairmen, and the like be leaders? Of course they can, but they must rise above themselves and the positions they hold. The fact of the matter, however, is that many of them do not rise above, because people in authority tend to spend much time and effort working to keep their jobs. And they often fail to realize that there is a difference between the appearance and the reality of being a leader.


The word leader is often applied too freely. When we confer that label offhandedly, we forget that leadership cannot be mandated by a job description. True leadership is only possible when character is more important than authority—especially the authority to compel or control the actions of others. It is character, and not position, that can turn administrators, directors, supervisors, and even senators, congressmen, governors, and presidents into leaders.


In every society or culture throughout history, people from every walk of life and in every endeavor—good or bad, legal or illegal, moral or immoral, harmful or helpful—have undoubtedly influenced others to do something they may not have done on their own. Does this mean that we should consider Genghis Khan, Adolf Hitler, Mao Tse-tung, Attila the Hun, Ho Chi Minh, or Benito Mussolini to be effective leaders? After all, those men did convince people of the righteousness or necessity of their causes and influence them to follow. It is said that Adolf Hitler led the German people—meaning that they followed willingly on the path of fascism that caused so much death and destruction. Genghis Khan was intent on conquering the world, and nearly did, killing hundreds of thousands of people in the process. Mao Tse-tung, we are told, led millions and millions of his countrymen through a “cultural revolution” that brought China into the modern world. But we are only now learning of the unspeakable atrocities he caused to be committed against his own people, not so much in the name of change but to maintain his own authority.


Defined broadly, it seems that leaders can be villains as well as heroes, considering the fact that both are able to influence, manipulate, or coerce enough people to follow them that the consequences of their leadership extend far beyond themselves. We must not overlook the fact that any instrument, process, idea, or method that is used to accomplish good can also be used for dark or destructive purposes. Of course, it is also important to remember that a willing follower has just as much of a choice as a leader, and therefore bears the same responsibility. We can only imagine what would have happened, or not happened, had Hitler’s words fallen on deaf ears. The lesson here is that in order for societies, cultures, and nations to function and thrive, we must all aid and abet leadership on the side of morality, fairness, equality, and justice. To that end we must demand not so much that our leaders be more than we are as ordinary people, but that they epitomize and apply the best that we are as individuals, nations, societies, and cultures. We have the right to good, ethical, moral, dynamic, and even inspirational leadership. More importantly, we need it.


Back in the mists of time, humans learned the value of working together and the strength in numbers. Organization increased the odds of survival because a group could hunt and gather more efficiently, and protect itself more effectively against danger. At some point, someone took charge, either by the power of persuasion, which required reason, or the force of will, enforced by size and strength. However it occurred, the concept and practice of leadership became part of human existence. Since then, whether by force, assassination, trickery, election, consensus, appointment, or birth right, leaders have ascended to truly serve, to control, or to take advantage. And since that time, humans have wrestled with the issue of what makes a good leader.


Perhaps at this point in our social and cultural development we have refined the ways in which we select people to be in charge; but in terms of people’s motivations for wanting to become leaders, not much has changed. The truth is that people sometimes (or too often) seek to lead out of the desire for personal satisfaction or gain. Fortunately, many men and women who occupy positions of leadership and authority have no ulterior motives, and they do or try to do their jobs well. Kind or cruel, able or ineffectual, selfish or selfless, leaders come and go. Some achieve a solid record of accomplishment and serve the greater good, and some accomplish little or serve only themselves. When we consider the recurring themes of human history it becomes clear that none of this is likely to change anytime soon.


This does not mean, however, that we are doomed to suffer or thrive at the whim of those who lead us. Rather, it means that we must begin to take responsibility for our own roles in wielding and yielding to authority.


Back in the pre-reservation days, the Lakota people of the northern plains had the best deterrent to bad leaders: They simply stopped following them. As long as a leader was effective, people followed. If he abused the faith and trust placed in him, the people could turn away from him and there was nothing to be done. We may turn our backs on an ineffectual leader today, but there are the issues such as terms of office to contend with. In the field of health care, preventative measures are considered viable approaches to improve health and well-being; perhaps, in much the same way, more effective methods are in order for assessing our potential leaders. Even without a consistent, organized effort to this effect, it would behoove us ordinary people—who greatly outnumber our elected officials—to develop solid standards to which we hold the people we appoint, select, and elect. Those standards should go beyond academic credentials, political pedigree, party affiliation, or even religious affiliation, and be based strongly on character, first and foremost.


At the very least, a leader should be characterized by the following traits:


Selflessness


A selfless person puts the needs and concerns of others first by making an effort to meet or mitigate them. Perhaps the best example of selflessness was Mother Teresa, who made it her life’s work to literally comfort the afflicted. Yet, she also demonstrated another kind of selflessness: She had no personal need for recognition. Obviously the world took notice of her and of her work, but she wisely turned that attention into opportunity for her cause by focusing it toward the need and away from herself. As human beings we have a need for attention and recognition, and we feel good about ourselves when we are singled out and recognized for a job well done. But if we can commit ourselves to a calling without an unreasonable need for recognition, then we can be truly selfless.


Morality


Most of us are able to discern between right and wrong, but sadly this does not necessarily mean that we always choose right. Rather, our ethics are often clouded by circumstances—or at least by our perception of those circumstances.


We should expect our leaders to understand that our societies and cultures must be founded upon and grounded in morality. Furthermore, we should be wary of aspiring leaders who conveniently discover the necessity for morality only at the moment they decide to apply for a job or stand for election. Leaders need to demonstrate their morality in consistent action, not just rhetoric.


Experience


In our image-conscious, youth-oriented society, young and inexperienced men and women are too often given positions of significant responsibility. In many cases organizations make such leadership decisions based on finances alone, as a more qualified senior employee will have achieved a salary level many times higher than a young person can demand. On the other hand, young and inexperienced people are easier to influence and even control. Whatever the reason, in these instances valuable experience is cast aside and the organization suffers in the long run, its glitzy, youthful image unable to compensate for the deeper lack of leadership experience.


In pre-reservation days, the Lakota culture had a method that allowed young would-be warriors to gain firsthand experience. By accompanying military excursions and patrols not as full-fledged combatants, but as helpers and observers, they served an apprenticeship that afforded them the opportunity to learn from experienced warriors in the field.


The only antidote to inexperience is time and the accumulation of experience. American society and Western cultures in general have chosen to dispense with experience by ignoring older people. After a certain age these people are considered obsolete at best or, at worst, a burden. Rather than being valued for the wisdom of their acquired life experience, they are retired and put out to pasture. This may be the single most self-defeating mind-set in any society or culture.


Honesty


One has only to tune in to any popular network or cable news program to see yet another politician denying his involvement with the latest political scandal—often in the face of information or evidence to the contrary. Even once they are found guilty, these “leaders” often still assert their innocence. Politicians have certainly taught us that honesty is not synonymous with politics. So, while they may indeed be in positions of great authority, this lack of commitment to honesty disqualifies them from being good leaders.


Yet if the political climate is such that we are not surprised by the dishonesty of our elected officials, then perhaps this sad state of affairs is really a reflection on us. We, the ordinary people who make up the electorate, have allowed this to happen. And while it is usually too late to save a politician from himself, we can and must make an effort to save ourselves by assuring that the next candidate understands where we stand on the issue of character. If honesty is one of the basic virtues that anyone and everyone should live up to, that includes politicians and elected officials as well as those responsible for putting them into power.


Responsibility


In the course of daily life all of us are responsible for many things—from getting up and out of bed to face the day, to performing tasks related to keeping ourselves and our families functioning and happy, and doing our jobs to the best of our ability. Most of us as individuals and as members of our society understand what being responsible means in terms of demands on our time, effort, and financial resources, but what we sometimes overlook is that responsibility also draws on our values.


We know all too well how long it takes to drive children to school, or how many hours we have to work at our job to afford groceries or the car payment. But all too often we are also confronted with the choice between right and wrong. As we face those choices, the critical part of decision making is not so much a matter of cost in dollars and cents. It is a matter of applying the foundational values we learned from our families and our communities to make a choice that is good and healthy.


Because we are human, we do make mistakes; and when we do, we face another kind of responsibility. Sometimes we must pay for our errors in dollars or time or emotional hardship, but before we do that we must be willing to say, “I made a mistake.” Whether living up to that kind of responsibility is any harder, or easier, than working every day or paying bills or caring for our families is not the most important issue. The most important issue is to take responsibility for something that cannot be changed, even after we own up to our error. This is one of the most difficult responsibilities we face as individuals, societies, and nations, but it is also the most necessary. It is incumbent on any leader to take this responsibility seriously and act on it with integrity and commitment.


 


Power has always been the key to leadership. When it is gained through deception, coercion, threat, or brute force, such power tends to benefit only those who hold it—often to the detriment of their willing or unwilling dependents. Yet, if power can serve the leader, it can also serve the follower.


Many general elections in the United States, for example, feature close races, especially for congressional seats. Sometimes they are decided by less than a few thousand votes. Such narrow margins of victory are a message to the winners, especially incumbents. If, for example, one hundred thousand people vote for the winner but ninety-eight thousand voted for the other candidate or viewpoint, then it is in the elected official’s best interest to pay attention to the needs and desires of his or her entire constituency, not just those of supporters. Whoever wins must represent or work for all the people, including those who voted for the other candidate. If they do not, then it may well cost them the very power and authority with which they have been entrusted. Yet, if we, like the pre-reservation Lakota people, were to simply refuse to follow bad leaders, then it is unlikely that much positive change would be effected. In fact, the chances are that bad leaders would just continue to act unchecked in their own self-interest. And to merely settle for the “best of all evils” is to give away our power entirely. Instead, we must reassess our priorities in terms of what we expect from our leaders by redefining our idea of leadership altogether.


This is much easier said than done, of course, because our accepted definitions of leadership have historically been shaped by those who were elected or appointed, or who inherited, assumed, or took control. Part of redefining leadership, then, is to divest ourselves of the notion that the only leaders are people in positions of authority, especially in public service. If we accept the definition that a leader is one who influences others, then we should realize that anyone can be a leader. If we accept that premise, then parents, grandparents, teachers, pastors, and rabbis are also understood to be—and empowered as—leaders. As a matter of fact, anyone of character and principle can be a leader when the moment or the situation is right. That would mean, for instance, that the proportionately small number of women currently elected to the U.S. Senate are leaders not only because they are senators, but also because they are part of a growing number of women who seek public service. That is clearly an influence on other women, young and old.


It is better to influence leaders than to empower them. One way to do this is to hold them to realistic standards and expectations. Leaders should fit the requirements set by the group or community that they serve. To set those standards and establish basic requirements, we need to learn a good deal about the factors that make a good leader. One of the best ways to do this is to look to the past and take lessons from the leaders who have served before our time.


Throughout history there have been the despots and demagogues as well as fair-minded and just leaders, and those in between. Societies, cultures, and nations have risen on the backs of good and powerful leaders, and they have fallen because of their leaders’ misjudgments, mistakes, and vices. All of these are lessons we should heed. Yet it is often more productive to learn from the positive than to dwell on the negative or reinforce our belief in our own powerlessness.


There have been many good leaders throughout history who, despite their human imperfections, had a depth of experience and strength of character that helped them to succeed. One of those was the Oglala Lakota leader Crazy Horse, who achieved prominence and fame in the latter part of the nineteenth century. This common man was invested with power because his people saw that the characteristics that made him a good man and an exemplary warrior would also make him a good leader.


Crazy Horse did not aspire to leadership, but neither did he turn away from it when he was asked to make a choice. Beyond the good he did for his people during his own time, or even the place he still holds in history, the true legacy of Crazy Horse is the example he set and the lessons he offered to those of us who hold a vision for leadership that uses power in the interest of justice and service.


A Cultural Insight


The number four is extremely important in Lakota culture, for the simple reason that four is all around us: west, north, east, and south are collectively referred to as the four corners of the Earth, or the four winds. There are the four seasons—winter, spring, summer, and autumn—and also the four basic elements of life, which are earth, wind, fire, and water. We humans experience four stages of life, namely, infancy, childhood, adulthood, and elder years. And we should not forget the four greatest virtues, generosity, fortitude, bravery, and wisdom.


“Four” is at the very least significant as a concept and organizing principle. But traditional Lakota people believe that it has power. For that reason, we acknowledge and use it in our daily lives. It has been very natural for me, as a Lakota writer, to look at the life of Crazy Horse the man, delve into his persona as a leader, and see the four philosophies he used to be an effective and dynamic leader.


Non-Lakota people have long been fascinated with Crazy Horse, but that interest is primarily related to his exploits and accomplishments as a warrior. That, sadly, is where the perception of him usually begins and ends. As a matter of fact, while men such as Sitting Bull, Gall, Spotted Tail, and Red Cloud are often romanticized as warriors and “chiefs,” such perceptions are narrow and one-dimensional, preventing any insight into these great men as more rounded, complex human beings.


All Lakota males fulfilled two necessary societal roles as hunters and warriors. To put it another way, they were both providers and protectors. The persona of warrior, then, is only part of the male identity. Both roles were essential for the survival of the entire community, but in different ways.


The stereotype of Indian males as universally “warlike” was probably a consequence of the initial interaction between white and native people. From the very beginning of native and European contact, it was the warrior who white people encountered first and most frequently. This is because when strangers approached, the men took on their duty as warriors to protect and defend, placing themselves between possible danger and their homes and families. What most of the white people didn’t see, however—or what lent less drama to their stories—was that when those warriors stepped off the warpath and went home, they were grandfathers, fathers, uncles, heads of households, teachers, storytellers, bow and arrow craftsmen, horse trainers, and so on. Some of them were civilian and military leaders as well. One of those was Crazy Horse.


Non-natives have singled this man out for scrutiny because he was perceived to be responsible for the defeat of Lieut. Col. George Custer in June of 1876. But while Custer did indeed lose his last battle at the Little Bighorn, there were other Lakota and Northern Cheyenne military leaders on the field that day. To clearly understand Crazy Horse’s place in history it is necessary to look at his role not only as a warrior, but also as an inspirational and effective leader. To do otherwise is to simply reinforce the stereotype and deny ourselves valuable lessons that are just as viable today as they were during Crazy Horse’s time.


Crazy Horse did not teach leadership; he simply demonstrated it. He was influenced by many leaders who had gone before him, as well as by the values espoused by his culture and family. As time went on, he was chosen to be headman over the villages that made up his community because he was a good man and a strong, persistent, compassionate leader. It is for these reasons that the Lakota people will never forget him, and that his legacy has so much to offer those outside the Lakota lineage.


Whatever else Crazy Horse was perceived to be, he was a deeply spiritual man, owing largely to his father’s calling as a medicine man and spiritual leader. But he was not spiritual simply because he was led to it. Like most Lakota of the day, he was deeply connected to the environment around him and actively practiced his beliefs—that is, he spent time alone, praying and meditating. He was certainly aware of the significance and the power of four.


Four factors stand out when looking at Crazy Horse the leader—and therein lies a powerful connection between the past and present. These factors or philosophies were the basis for his leadership success:


 


Know yourself.


Know your friends.


Know the enemy.


Lead the way.


 


These maxims can be applied today by leaders and nonleaders alike.


Most of us will not be warriors, much less a glorious one like Crazy Horse was; but many of us can be leaders. Of course, there is no magic formula that ensures success. The less we, as leaders and followers, complicate the standards and processes by which leaders are developed, chosen, and expected to function, however, the more their success is possible. Most importantly, we must understand that a successful leader is one who works for the good of the many, not just for his or her own interests. By remaining true to his four basic philosophies, Crazy Horse became a great leader in his own time and a model of great leadership for future generations.


There is eloquence in simplicity, and strength as well.
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