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To Carol Ann
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“I like to race sailboats out of Marblehead Harbor. Every time I go out on the water, I am struck by the fact that we all race the same boats with the same number of crew in the same weather conditions. But one crew always manages to outrace the other crew and win. Why? Because their captain understands that the ability to lead and inspire a team makes the pivotal difference in sailing . . . and the same is true in managing.”

—Harvard Advanced Management Program Professor Emeritus Robert H. Hayes




 

 
	

PROLOGUE

As the CEO of a marketing company, I spend my days assisting senior managers struggling with issues of leadership. I constantly strategize: how to outmaneuver competitors, how to gain market share, how to develop powerful new offerings that command attention in the marketplace, how to forge effective teams to accomplish these and other critical objectives.

Through the years, I have witnessed some of the best business minds in action—chief executives, corporate raiders, financiers, and entrepreneurs—and I have worked with them in their quest to achieve greater growth, profitability, and shareholder value through innovation, market domination, and operating excellence. Time and again, the ability of these individuals to focus brute intellectual power on real-world business issues and to transform this intelligence into highly effective strategies and tactics has impressed me. They are often able to achieve success within a set of circumstances that appear untenable and unforgiving.

But other times, they come up short, unable to achieve their goals in spite of enormous investments in time, capital, and people. Due to a lack of knowledge, experience, or insight they simply fail to win in instances when a smarter strategy or a deeper understanding would have proven victorious.

This led me to wonder: Is there a place where the corporate elite can gain exposure to creative management concepts and principles that would lead them to a higher level of excellence and success? And could these lessons be utilized by everyone in business, regardless of their experience, rank, or title?

I envisioned a Top Gun School, where a handpicked cadre of senior managers would be immersed in an intensive learning experience that would propel them—and others who would share in their learning—to achieve consistent superiority in the complex and competitive theaters of corporate war. And I imagined gaining access to this learning—from those who taught it and those who absorbed it—and revealing it to anyone seeking to gain an advantage in their personal and professional lives.

Ultimately, I found more than I could have ever hoped. Deep within the Harvard Business School—operating behind its broader and better-known MBA program—is a unique corporate training regimen officially known as the Advanced Management Program (AMP). Launched at the outset of World War II, it was designed to help U.S. industry play a key role in defeating the Nazi blitzkrieg. To date, AMP has quietly shaped the careers of leading executives and their companies for more than a half century. Although well known and highly regarded by the corporate elite—who know it, among other things, as the launching pad for Robert S. McNamara’s ascent from AMP instructor to the head of Ford Motor Company to secretary of defense—it has remained a well-kept secret among the general corporate community.

This book will reveal the secrets of AMP—making the knowledge, the methodologies, and the way of thinking the program imparts to a relative few widely available to all who are interested in continuous learning and self-improvement.

As I set out on this course, I was determined to identify the lessons and insights that the faculty and students found the most compelling and valuable in the real world. I wanted the reader to take a virtual seat in the AMP classroom and share the experience of attending the program. In the process I have condensed what is ordinarily a nine-week, $44,000 regimen into a crash course that can be absorbed in the space of an airplane flight and then kept as a desktop guide for meeting and mastering the challenges of corporate competition. Although the book certainly cannot duplicate the experience of meeting and working with peers in a classroom setting, or interacting with the Harvard faculty, it will open a world of knowledge to those who may never be fortunate enough to be recruited to attend the Advanced Management Program by their employers.

My gratitude goes out to the AMP faculty and students who shared their insights and experiences with me, and to the Harvard Business School. Whenever possible I cite the person interviewed but in certain cases I honor the request for anonymity. However, the opinions and conclusions expressed in the book reflect the thinking of the author and his sources—not Harvard Business School.



 

 
	


INTRODUCTION: A HISTORY OF THE ADVANCED MANAGEMENT PROGRAM

The Advanced Management Program can trace its roots back to 1939. In that momentous year, Robert Gueiroard, the son of a wealthy French publishing family, was deep into his MBA training at Harvard Business School. He assumed his days spent absorbing the intricacies of double entry bookkeeping, push-pull marketing, and the principles of corporate leadership on Harvard’s bucolic campus would be just one glorious chapter in his life before he would transition into the privileged world of his family’s business. But his days at the university were numbered.

Robert Gueiroard’s life was redirected by the forces of history on September 1, 1939, when the Nazi threat turned to aggression and 1.5 million German troops, six panzer and four motorized divisions, and 1,600 state-of-the-art aircraft swarmed into Poland. Two days later Britain and France declared war on Germany. As Hitler set his crosshairs on France, Gueiroard was ordered by his government to return home and take up ranks with a French tank corps headed for the front. In an abrupt, disorienting change of lifestyle, Gueiroard moved from the intellectual preserve of Boston, Massachusetts, to the nightmarish violence of the battlefield. Gueiroard’s elite unit was equipped with the best French military technology but was swiftly decimated by the Germans.

Although Gueiroard survived the Battle of France, the devastation of his fellow soldiers, his unit, and his country left a deep impression on the young officer and businessman-in-training. After the French were defeated, Gueiroard sought to resurrect his private life. He returned to Harvard but this time armed with a cautionary message for his American classmates. Writing an article in the school’s alumni magazine titled “Blitzkrieg Tactics: A Warning to the United States,” Gueiroard sounded an alarm that America’s historic isolationist position could not hold up in a rapidly shrinking world. He issued a challenge that would have industrial as well as military implications: Could the United States match the German might, tank for tank, fighter plane for fighter plane, bomb for bomb, tactic for tactic, strategy for strategy?

Embedded in Gueiroard’s warning was a disturbing message that the nature of warfare was being reinvented by the Nazis in a way that made all previous combat tactics and strategies outdated and highly vulnerable in the face of the German onslaught. For the United States to prevail, it would have to match German might on the battlefield.

“The best way and the only way to stop tank divisions is to use a larger tank division,” Gueiroard wrote, “and the only effective active defense against a plane is another plane. If the Germans had no such superiority in the air, our troops would not have been submitted to such continuous destruction. . . .

“. . . I wonder whether the people of this country are ready to accept the sacrifices which are required, if this country is to be saved?”*

Gueiroard’s question assumed increasing urgency as the Nazi machine rolled across Europe. Stunned by France’s humiliating defeat, the United States began to quickly expand its military operation. As the nation assessed its ability to confront and halt the Nazi march, the American industrial sector—which had little experience in serving the extraordinary wartime demands for armament—loomed as the weak link. If the Americans were to win the war, this would have to change.

President Franklin Roosevelt set the pace in early 1940, when he announced a national goal of producing 50,000 airplanes a year. At the time, the aviation industry was pressing to meet a congressional mandate to produce 5,500 planes annually. Considering that only 46,000 planes had been produced in total in the two decades following the end of World War I, Roosevelt’s quota seemed impossible.

But as Assistant Secretary of War Louis Johnson made it clear in a speech to the Harvard Business School Alumni Association, the impossible would have to become the possible. “Will any intelligent, patriotic American tell me,” Johnson asked, “that we in the United States cannot equal Germany’s effort?” Germany was already turning out four thousand planes per month and plans called for raising that output to six thousand. In this context, Roosevelt’s quota appeared essential if Germany was to be defeated.

As daunting as the challenge appeared at the time, history indicated that America could rise to the occasion. The United States had entered the First World War with fifty-five airplanes and thirty-five pilots. By the time that war ended, the nation’s air forces totaled 22,000 planes and 35,000 pilots. The precedent of engaging in a global war with minimal resources and emerging as a military powerhouse was established. But this time, the Nazi war machine raised the bar on the challenge and the risks associated with it.

It was in this context that Secretary Johnson issued a warning: “It is my firm conviction, . . . the safety of this country is indeed in jeopardy. . . . Air forces have proven themselves in recent months to be controlling factors in the fortunes of war; and the fortunes of war, at the present stage of civilization, determine the freedom of nations.”

For the United States to prevail, an elite corps of business and military leaders needed to be trained to serve as strategic partners with the military. Anything less would cripple America’s response to the Nazi threat.

In times of crisis such as this, visionary leaders must take brave, innovative actions, often violating the prevailing rules and precedents. So it was in the fall of 1940 that Harvard Business School dean Wallace Brett Donham took a major step. The school hoped to produce a new breed of business leader capable of providing powerful support to the war effort by introducing two war-related regimens: Industrial Mobilization and Economic Problems of National Defense. Both were created in response to the key question: Could Harvard Business School develop new courses designed specifically to address the business logistics—primarily defense-related production and procurement—of fighting a war? As far as Donham and much of the faculty were concerned, the answer was yes.

The new programs would become incorporated in a twelve-month course, Training for Defense Industries—which was later to be known as War Training at the Harvard Business School. Harvard Business School identified the purpose of the course this way:

“This country is confronted with a shortage of men trained in industrial administration and management. To help fill this need and accelerate its contribution to the national defense effort, the school is offering this twelve-month National Defense Plan for the duration of the emergency.”

During this period the U.S. government’s Division of Information–Office of Emergency Management launched a national public relations program, Give ’Em Both Barrels. The campaign stressed the importance of linking the military and industrial sectors in a combined assault on behalf of the war effort.

Harvard was positioning itself as the nexus for a new breed of can-do American—a military-corporate warrior capable of delivering a stunning competitive advantage on the world war battlefield. Harvard would assist the armed forces in developing new strategic and tactical skills that would enhance the war effort by training businessmen to help create a more productive and effective private sector as an indispensable partner in mounting a successful campaign to defeat the enemy.

Harvard’s contribution would be multifaceted. In June 1941, the Army Air Forces was created as a centralized air combat entity designed to facilitate chain-of-command issues in an increasingly large and complex flying force. AAF chief General Henry H. “Hap” Arnold tapped Harvard to establish a new curriculum focused on statistics. The course was designed to guide air force decision-makers in diagnosing the wide range of scenarios they might face on the front lines, and how to take prompt and effective action.

As the AAF’s officers-in-training arrived at Harvard, in June, they were introduced to a powerful lesson: Not only were erroneous statistics dangerous, but accurate statistics applied erroneously could be equally dangerous. This was illustrated by Harvard’s legendary case of the Umpteenth Fighter Squadron.

Early in the war two business school researchers visited a small air force base where a fighter squadron shared responsibility for keeping planes aloft at all times over the Roosevelt estate in Hyde Park, New York. The squadron commander at the base assured the Harvard researchers, just as he had assured Washington military officials, that he had thirty planes which could “fly, fight, and bomb” on a moment’s notice. His analysis was based on the reports of crew chiefs who made their individual estimates assuming they had unlimited access to a limited common inventory of crew and equipment. But this was a fallacy, since no two planes could share a pilot, a propeller, or a weapon. In fact, the researchers discovered that the squadron commander at any one point in time had only a single plane he could depend upon to “fly, fight, and bomb.”

The Harvard Business School program helped develop a new AAF statistical control system that had a powerful impact on the war effort.

“Through a system of new and modified reports, new types of information were generated. A much improved daily report on aircraft status, for example—the so-called 110 report—enabled strategists to know with great precision which planes could indeed ‘fly, fight, and bomb.’ ” (This model of statistical control, furthermore, was adopted after the war by numerous companies. Perhaps the best-known example is the Ford Motor Company, which employed former Stat School researcher and faculty member Robert S. McNamara in precisely this capacity.)

From the outset, the leaders of Harvard’s War Training program recognized the need to simulate the impact of war and the threat it posed to the nation. This imbued the participants with the realization that although they were preparing for a new kind of corporate battle on a college campus, the threat they were protecting the nation from was real and immediate.

As part of its war-related efforts, Harvard Business School launched a program designed to retrain experienced business executives to make the conversion from peacetime to wartime employment. The course opened its doors to 121 men between the ages of thirty-five and sixty. All were subjected to an intensive fifteen-week program designed to make them essential components of the war effort by providing them with a strong production background and a working knowledge of finance and organization structures.


This course of study served as a foundation for the elite training program that was emerging on the Harvard campus. Unlike business school curricula, which were either function-specific or broad-based and philosophic, the program provided a holistic view of the management function fused with a pragmatic, hands-on, results-driven orientation.

This approach dovetailed with the work of the War Manpower Commission, a governmental agency whose mandate was to make sure there were sufficient workers in the important war industries. The commission sanctioned Harvard’s War Production Training. And chairman Paul McNutt described the course this way:

“With its broad curriculum and objectives, its supervised study, and case method of presentation, it is nowhere duplicated in the country. Never has the country needed administrative talent with a broadened outlook more than now.”

“Broadened” is the key word. From the very beginning, Harvard’s training was designed to expand perspectives by exposing participants to issues, challenges, and solutions beyond the limited skill sets, knowledge base, and ambitions they brought with them into the course. As Harvard professor Franklin Folts put it, “They are shaken out of grooves.” The 1943 summer issue of Modern Industry magazine reflected this theme, noting that graduates gained an airplane view of business—an overall view that might otherwise take them years to acquire.

The War Training program at Harvard created an elite class of business managers with knowledge of providing war matériel and a strategy for winning under the most severe conditions. In the aftermath of the war, both Harvard and the business community recognized the enduring value of a high-caliber training regimen that would create an executive brain trust and keep participating companies at the vanguard of free enterprise.

In September 1945, a class of forty candidates—including fifteen demobilized veterans and five entrepreneurs—entered the newly christened Advanced Management Program. A new era in peacetime managerial training had begun.



 

 
	


THE PRINCIPLES OF THE ADVANCED MANAGEMENT PROGRAM

The Advanced Management Program has always been guided by the principle that the academic could be fused with the pragmatic to create a well-rounded and enlightened breed of leaders.

The tactics and methodologies born during the early days of the program have been sharpened and refined through the years to become a field guide for today’s business leaders seeking to gain a competitive advantage in global markets. Every spring and fall, selected students descend on the Harvard campus to engage in an exceptional combat school. They are dispatched there by prestigious global companies who pay the tuition to have their handpicked senior managers schooled in the best practices of the best companies as taught by the best professors and enriched by sharing the experience with one’s peers. It’s an intense program in which core beliefs are brought into question and the workaday world is left behind in pursuit of deeper truths and more effective management practices.

Inside this privileged environment, participants learn to break out of their narrow functions and to understand and acquire new competencies and perspectives. The program highlights five skill sets that focus on the pragmatic application of the curriculum to real-world business issues:


	Making decisions and motivating people.

	Assuring organizational competence.

	Competing successfully in the global arena.

	Improving quality, productivity, and teamwork.

	Understanding modern corporate finance.



The Advanced Management Program also emphasizes these three pillars of managerial excellence:


	
Despecialization. Managers must look beyond the micro issues and achieve powerful synergies by integrating the specialized skills and experiences of their team members. The AMP participant is taught to lead a mission that encompasses a broad range of disciplines and functional capabilities. When this goal is achieved, the company and the individual win.

	
Externalization. All too many managers are internally focused, taking a myopic view of the world that rarely extends beyond the limited sphere of their day-to-day responsibilities. It’s as if they believe they can ignore the forces operating outside their vertical industry position—forces that in one way or another have a major impact on their business. Whether it’s unions, environmentalists, industry regulators, or foreign governments—they try to ignore it all. This blinders-on approach prevents these executives from joining the ranks of the managerial elite. AMP teaches managers creative solutions for achieving business objectives in collaboration with the full range of external forces.

	
Leadership. The best leaders recognize that what they know pales in comparison to what they still need to learn. Because they are open to ideas, insights, and revelations that can lead to better ways of accomplishing goals, the best leaders engage in a constant dialogue with advisers, employees, vendors, consultants, and competitors. This communication is designed to make them more proficient in pursuing and achieving objectives. At AMP, this is called the voyage of discovery, as executives learn how to take the steps en route to becoming the best managers in the world.



Armed with these skill sets, fresh perspectives, and knowledge imparted at AMP, attendees can confidently and competently assume the leadership of a corporate department, business unit, or company.

“When the president of Ashland Oil nominated me to attend AMP, I knew it was considered a rite of passage for people on the way up at the company,” recalls Phillip Ashkettle. “I was then an Ashland group vice president and my boss and his boss and his boss’s boss were all AMP graduates, so I wasn’t about to decline the invitation. But I thought it was just another corporate requirement that I could put behind me and say ‘been there, done that.’


“But it turned out to be one of the most important learning experiences in my life. I say that from two perspectives. I gained extraordinary insights into effective management- and business-building techniques. And from a career perspective, I came to realize that I could run an entire business—become a CEO—and do so on an accelerated timetable.

“Before the AMP learning experience, I was more or less content to wait my turn rising through the highest echelons of the company. But after AMP, I decided to push the pedal to the floor. The knowledge I gained gave me the confidence to raise the bar on my ambitions and expectations. And it was only three years later that I was recruited to become CEO of Reichold Chemicals, a billion-dollar global company.

“There’s no doubt in my mind that AMP helped me get to the top and to improve my performance in my current position. So many of the things I learned at AMP proved to have great practical value. For example, for the first time I was able to look at information technology with a real business perspective. Before AMP training, I viewed it as just a way to gather data and get the numbers into a reporting system. But AMP taught me that a company could use the levers of information technology to create sustainable differentiation in the marketplace.

“At Reichold, I’ve applied this insight to remake the company’s organizational structure. When I arrived here, I found a deep hierarchical structure that bogged the business down across the board. Using information technology as a means of linking people and functions, I dismantled the company’s four operating divisions, replacing them with a series of business teams—all with a single layer of management reporting to team leaders and with access to the company’s collective resources. This has created operating units that are as close to entrepreneurial companies as you can find in a billion-dollar corporation.”

AMP also served as a springboard for Moshe Levy, a former commander in the Israeli army, now CEO of Safeguards Technologies, a producer of security systems that protect such sensitive facilities as Camp David and Buckingham Palace.

“AMP prompts you to think of ways to keep raising the standard on your performance, on the challenges you tackle, and on your ability to succeed,” says Levy. “At Harvard, I came in contact with world-class entrepreneurs as well as business executives. Based on the AMP experience, I started to believe that I too could run a major company. So immediately after leaving Harvard, I set out to buy Safeguards Technologies, then a subsidiary of a U.K.-based conglomerate.

“It’s important to understand that AMP is motivational as well as informational. The program teaches that once you decide to do something in life, you can accomplish anything. So less than a year after I decided to acquire Safeguards, I structured a leveraged buyout that gave me ownership of the company with only a modest cash investment. In short, AMP helped me to see the possibilities.”

 

The Advanced Management Program is real-world focused. It is based on a living and evolving curriculum of experience gained in the crucible of the marketplace, the financial markets, the legislative arena, and the executive suite. Developed and taught by a distinguished business faculty—with input and guest lectures by prominent corporate executives—AMP training is designed to teach the strategies and tactics for victory in today’s global theaters of corporate war and for winning internal corporate battles with peers, ambitious upstarts, and superiors. All of this is valuable for every business executive, at every stage of the career path.

“Before attending AMP, I was in search of a scientific model for managing,” says former AT&T vice president and current president and COO of Metrus Group, Inc., Kathryn Anderson. “Think of it as an algorithm that would provide all the answers in a neat and concise way. The problem is, that precision model doesn’t exist. Instead, you have to respond to the myriad of issues business throws at you with a combination of art and science, bringing different skills and sensitivities to each set of challenges and opportunities. AMP made me see this, and, equally important, gave me the courage to manage without the security blanket of a fixed methodology.”



 

 
	


ABOUT THIS BOOK

This book is a crystallization of the Advanced Management Program, fused with the insights, epiphanies, and strategies of the students who apply the lessons learned there to gain a competitive advantage for their companies and their careers. This dual perspective reflects the fact that AMP is not a static curriculum, but is instead a dynamic experience shaped in part by the executives who participate in its classroom discussions, study groups, and brainstorming sessions. The book reflects the free flow of information from faculty to students, students to faculty, and students to their corporate peers. This cross-pollination captures the richness and vitality of the program as well as the tangible benefits that flow from it.

Currently, AMP students devote nine weeks to the program. In all likelihood, you cannot or will not be selected by your employer to make this kind of extensive commitment away from the front lines of your career. For this reason, we have taken the best of what AMP has to offer and condensed it in a volume you can use immediately.

Extreme Management is divided into five major areas (which cover the major skill sets required to manage effectively) and subdivided into concise sections (which succinctly communicate some of the most compelling and pragmatic lessons). You will find profiles, interviews, lists, and case histories. You can immerse yourself in the AMP experience at any place in the book. How you tackle the program is up to you. It is designed so that you will find practical value every time you pick it up.

The curriculum is not composed of complex scientific principles. Instead, it is a mix of new insights, evergreen ideas updated for immediate application, and creative flashes that can help you change the way you look at your business. Your competitors. Your staff. Your career.

And your role as a manager. Leader. Prospective CEO.

As a vice president of a global communications company put it: “With what I learned, and what I contributed, I felt capable for the first time of running with the top horses.”



 

 
	


THE INNER SANCTUM: BEHIND THE CURTAIN OF THE ADVANCED MANAGEMENT PROGRAM

Only a few privileged managers experience the power and personal enrichment of Harvard’s Advanced Management Program firsthand. Although you may never be fortunate enough to attend the school, this book will help you expand your horizons and capabilities by sharing some of the most compelling insights of the Harvard faculty and some of their most illustrious students.

As you prepare to immerse yourself in this book, and the highly personal and unique view of AMP that it presents, it will be helpful to see how the program unfolds.

By and large, the AMP regimen is a return to academic life. As participants—most of whom are accustomed to the luxurious lifestyles their careers afford them—arrive on campus, they are assigned to rooms at Harvard Business School’s McArthur Hall. Living quarters are structured in suites of eight individual rooms clustered around common areas designed to facilitate group interaction.

Students attend classes six days a week and work for an average of fourteen hours a day. They are expected to be free of personal diversions, to shift their corporate responsibilities to others, and to leave their families at home. In other words, welcome to the world of Extreme Management.

The goal is to refocus businesspeople from a preoccupation with making decisions to an intensive learning experience that prepares them to return to the decision-making role with greater wisdom, knowledge, and perspective.


THE ADVANCED MANAGEMENT PROGRAM REGIMEN

Weeks One and Two

Students are encouraged to think through the management challenges and opportunities they face in their corporate lives and to use this grounding as a means of prioritizing their personal goals and objectives.

Reflecting the AMP focus on developing broad-based management perspectives, students are challenged to move out of their functional silos by exploring a case history of an established company’s evolution from a modest domestic player into a global powerhouse. This case demonstrates how a multitude of variables align to create change and how the company is impacted by it.

This opening phase of the program also includes an optional session on the fundamentals of accounting and finance.

Weeks Three Through Eight

This period represents the core of the program, during which students are engaged in an eclectic mix of courses structured to strengthen and embellish their managerial capabilities.

Weeks Nine and Ten

The regimen returns to a wide-angle perspective, integrating the course material into a holistic view of the managerial process. Students gain insights into the responsibilities of the CEO, the senior management team, and the board of directors.

In this phase the program also examines such topics as privatization, corporate renewal, the environment, global alliances and the impact of information technology on management, and competitive advantage. All of this is incorporated in integrated case studies that bring a sense of immediacy and urgency to the course material.


Conclusion of the Program

The faculty assists AMP graduates in planning their reentry to the corporate world. The focus is on using the knowledge and skills they have gained to confront the issues waiting for them on the job.


A TYPICAL DAY IN THE LIFE OF AN ADVANCED MANAGEMENT PROGRAM STUDENT

7:00: Breakfast discussion at Kresge Hall.

8:00: Students meet with their assigned discussion groups to review issues identified during case study preparations.

9:15: Class session. In the Competition and Strategy course the faculty presents insights into Disney’s European expansion and the strategic impact of this move on the company.

10:30: Coffee break.

10:50: In the Information, Organization, and Control Systems course the faculty instructor profiles the Singapore TradeNet as a means of demonstrating how information technology can change the competitiveness of a country.

12:00: Lunch at the Kresge Hall Faculty Club.

1:15: Class sessions resume. In the Managing Organizational Effectiveness course faculty and students discuss a realignment of Apple Computer’s organization and culture to address evolving realities of the marketplace.

2:30: Free time period during which students take elective courses, attend presentations by guest speakers, work independently or with study groups.

6:30: Dinner and group discussions at the Kresge Hall Faculty Club.

8:00: Students engage in the intensive reading and preparation required for the next day’s classes and discussions.

 

Throughout this academic regimen the Harvard case study method is augmented with the AMP applied learning approach that addresses the real-world issues germane to each participant’s career and business management responsibilities. To facilitate this unique blend of classroom and marketplace focus, students are advised to maintain a daily diary that identifies and captures the take-home value from each class or exercise and to reflect on how it can be applied on the job. (I suggest you adopt a similar approach when trying to transfer these lessons into your professional life.)
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FIRST STRIKE LEADERSHIP:

Mastering the Art and Science of Making Decisions and Motivating People

Throughout my career as an adviser to senior corporate management, I have always focused on the challenges of leadership. That’s because I learned early on that strong leadership is imperative for shaping a group of people into a force that serves as a competitive business advantage. The best-performing departments, operating units, divisions, teams, and companies are guided by leaders who understand how to make people function in a collaborative fashion. These leaders also know how to mold them into teams and how to motivate them to exceed the level of performance they would reach under the guidance of less masterful hands.

I have discovered that there is a direct correlation between the way people view their managers and the way they perform. In nearly every case, effective leaders are virtually idolized by the people they lead. Not for their touchy-feely traits, but as men and women willing to wade into the most troublesome, perplexing, and sometimes frightening situations at the head of the pack. These are managers who are willing to take the heat, accept risks, and make difficult decisions under fire. This courage, smarts, savvy, and decisiveness impresses people, inspires confidence, and ultimately makes them want to follow. When this powerful dynamic is in place, the company’s resources are marshaled to accomplish its key goals. Results are achieved. Competitors suffer. The business grows.

As is the case for the entire AMP regimen, the insights for making this happen come from the faculty (who have studied the DNA of great leadership in hundreds of companies and offer the wisdom of their discoveries) and from the students (who have proven themselves as effective leaders in the crucible of the marketplace).

Pay close attention to the AMP material, class discussions, personal exercises, and group dynamics and you come away with a formula for successful leadership. You discover that the best decision-makers—the Top Guns in every industry—strike first by taking the offensive against competitors, market trends, and economic cycles. They are skilled at navigating the maze of office politics, competitive forces, and economic roadblocks, and they know how to capitalize on the career-making opportunities that are inherent in every job. First Strike Leadership provides a series of strategic and tactical moves you can use to gain exposure, build credentials, and achieve high-profile successes that resonate with the people you must lead and the superiors who monitor your performance.

For some, the best route to successful leadership is to identify a role model. When a senior vice president for a large food processor looked into the AMP mirror of self-analysis, she discovered that she was not decisive in making difficult decisions. Concerned that whatever direction she moved in would cause ripples with the CEO and the board, she often reverted to inaction and procrastination just when her smarts and experience were needed most.

This proved more disastrous than making a controversial decision. Absent effective leadership, issues piled up, the staff lacked direction, fear radiated throughout the organization, and competitors filled the vacuum left by the company’s failure to act in a timely manner.

It was during an AMP discussion group that the executive heard an anecdote about President Harry Truman. It seemed when Truman had to make one of the most difficult decisions in history—whether or not to drop the atomic bomb on Japan—he struggled with the issue, reviewed the pros and cons, and then gave the military the authorization to proceed. What impressed her most was that once Truman made his decision, he told his adviser Clark Clifford that he promptly retired to his bed, had a sound night’s sleep, and never second-guessed himself. As we all know, Truman’s decision created a firestorm of controversy that still rages today. But his stature as a decisive leader rests with the fact that he recognized his duty to make difficult decisions regardless of the controversy they would create or the risks they would pose to his popularity. He accepted this as part of the challenge of leadership.

“Faced with the kind of decision that could boomerang on me,” the food executive relates, “I used to freeze up, become paralyzed, like a deer in the headlights. The voices in my head drove me batty: What if the CEO thinks this? What if the board does that? Now I realize all of those repercussions may occur, but if I am convinced that I am making the right decision, I can and should have a Truman-like sound night’s sleep and never look back. If it turns out I have to reverse myself now and then because my superiors disagree with the course I’ve taken, that’s the price of admission to the executive ranks. And although it’s never pleasant to be second-guessed or told you’ve blundered, the fact that my business and my team are now ahead of the curve, taking options away from competitors because of our speed and decisiveness, is what I focus on. I take my lumps now and then, but we’re winning and that’s had a very positive impact on my self-esteem and my career.”

That’s the idea behind First Strike Leadership: to learn new ways of looking at the dynamics of leadership and of leveraging the authority and prerogatives that go with it. Whether you come away from this section with a blueprint for becoming a more decisive, creative, collaborative, visionary, or pragmatic leader, the goal is for you to propel yourself out of the pack and into the upper echelons of your company. Think of it as career coaching from the school—as well as the graduates who have earned their stripes in the corporate sector.


AVOIDING THE TRAP OF MANAGEMENT BY FASHION TREND

AMP preaches that one of the biggest mistakes a leader can make is to manage by fashion trend. Rather than establishing a managerial style and sticking to it, fickle leaders wander all over the board. They copy others, try on new approaches, and adopt a flavor-of-the-month methodology that leaves everyone thoroughly confused. Even worse, it brands the manager as someone who lacks strength, direction, and focus.

“AMP teaches you to eschew the mix-and-match management style,” says a vice president of a global telecommunications company and AMP graduate. “Instead, you learn to look at the practices of great managers and use them as role models. In the process, you come to see that the superb managers select a specific style of management and then invest in it for the long term. This has had a major impact on the way I manage. I used to think that all the great leaders led by intellectual capacity: that they could identify a trend, such as a powerful new technology, and by dint of their genius and foresight get others to follow them. But at AMP, I learned that I didn’t have to imitate the quantitative types to be successful. I am strongest on the human, highly personal level—and I can use that strength to lead in a manner that befits me. In fact, another key point that surfaces in the AMP program is that we are all far better managing in ways that complement our personalities, rather than trying to develop leadership styles that run counter to the unique ways we think and act as people.”

Armed with the confidence to lead by building collaborative teams, this vice president has built an effective leadership process composed of three key building blocks:


	Strong leadership begins with sound recruitment. Recruit people who will thrive under your management approach.

	Hire people with complementary skills. On one level this is easy. If your team is strong in skills x and y, but deficient in skill z, everyone knows it’s important to focus your efforts on filling the z gap. But this becomes more complicated when you are forced to face the fact that the deficiency may rest with you. Although it can be hard to admit that you need others to complement your skills and capabilities, making the admission—and acting on it—is a true test of an enlightened and effective leader.

	Motivating people doesn’t mean paying ever-higher salaries. A more powerful approach is to take an interest in your employees. Learn what they want from their jobs and their personal lives and seek to nurture this. If you believe employees desire personal development, for example, be sensitive to this by helping them gain additional education, on-the-job training, and greater responsibility in the company. Your role as mentor and supporter will establish you as a powerful leader.



An interview with a global telecommunications vice president and AMP graduate:



Q. Does your management style shift to reflect changing circumstances?

A. Absolutely. Actually, I would paraphrase someone more famous than me, Colin Powell. I heard him speak a couple of years ago and what he said really rang true: If you’re going to be an effective leader, you need to adapt your style and figure out how to work well with the competencies of your team members rather than always expecting that they adapt to you. So I do make changes. But there’s only so far I will move. There are times when I say to an employee, it’s not right that I change in this circumstance. You’ve got to change—or leave the team.
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