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	To lead people, walk beside them.



	Lao Tzu, Father of Taoism
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				As a professor of management for seventeen years and a consultant to scores of major businesses, I have witnessed a fundamental change in effective leadership practices. 

			For generations, the historic and prevailing certainty that organizations are pyramids, with the leadership at the top and workers at the bottom, no longer applies. What we have learned from today’s most forward-looking companies is that only by turning the pyramid upside down can an organization in a global marketplace gain and secure competitive advantage. The lesson is that organizations must change significantly if they are to have a future in this rapidly changing world.

			In the old paradigm, aspiring leaders were taught that the way to the top was to wring the most out of each of their employees. For a new reality in a new century, a different kind of leadership is required. Leaders must partner and collaborate with their employees to respond to escalating complexities and inspire new thinking and discovery of fresh ideas. The continuous pressure for innovation and new technologies means involving others at all levels within the organization. Employees cannot simply be instruments to achieve leaders’ goals; they must be allowed and even encouraged to participate in the decision-making and be fully engaged in achievement of organizational goals.

			Talent, skills, and leadership capability exist throughout the organizations and emerge when there is need and support. Since decision-making increasingly depends on multiple points of view and candid dialogue, the more perspectives the better. Therefore, restricting leadership to the top and rank and file to the bottom has lost currency; the reality is frontline employees collectively know more of what is crucial to wise policy making. 

			Globalization influences leadership in the U.S. in a number of ways in respect to buying or selling goods and mergers, acquisitions, and investments. Mastering more than one language and learning how cultures differ in significant ways so that meaningful relationships can be made happens only with effort, research, and sensitivity. The decision is to either train people internally or hire those from the outside who are skilled in these multiple areas.

			Arab Spring and the worldwide clamor for voice in leadership affairs are mirrored in American workers’ increasing dissatisfaction. Worldwide connectivity has brought attention to these uprisings, especially in terms of taking action to deal with what is perceived as despotic leadership. The response seen abroad is reflected in a widespread lack of trust within the U.S. workforce. Employees seek to have a voice. Managers are experiencing burnout and disillusionment. Morale is low. Because most corporations are hierarchical, many employees feel they are marginalized from what is most essential and, not incidentally, most interesting in the business. The irony is that while executives want thought leaders, they do not involve their employees, ask for their input, and most egregiously, do not share information. How can employees be expected to have a reliable thought or point of view? If they are not encouraged to think and are not invited into the dialogue, how can they contribute to discussion or decision-making? 

			The fundamental issue that leaders face in this global, high-tech environment is how to handle the complexities of strategic planning, decision-making, identifying and developing talent, building relationships and alliances, branding, pricing, marketing, and timing. Obviously, a single leader cannot undertake all this.  Even the military that once served as the model for unilateral hierarchical leadership has changed.  Partnering and collaboration are replacing command and control hierarchies.  Cultures that promote thinking and empowerment provide incentives to contribute on a higher level.  Breaking down the hierarchy and internal silos and creating an atmosphere that encourages engagement and attention to employee welfare are the prerequisites to meeting, welcoming, and thriving on change.

			My experience consulting with leaders from a broad spectrum of industries informs the thesis of this book. Their stories reflect the need to partner and collaborate, develop new thinking, invite employees into the planning and decision-making process, encourage creative thought, and promote initiative.  

			They are a distinguished group. Because my consulting engagements extend for years and span a variety of fields (healthcare, retail, financial, manufacturing, service, legal, and government organizations), I have witnessed how leaders made decisions, what they learned, and what others may learn from them. Each story launches commentary based on the author’s experience and research.

			While these leaders’ experiences and accomplishments take us to the frontier of a new era, their organizations are still basically top-down. The next bold step is to move away from command-and-control organization structures and toward flatter, inverted pyramid-type organizations. The future role of tomorrow’s leaders will be quite different from the ones of yesterday. Instead of directing, leaders must develop, support, assist, and foster.

			As a result, organizations will change significantly. Only if organizations redesign the structure and the culture to facilitate communication and productive interaction, at a level rarely seen outside of Silicon Valley, can the race to the future be won.
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	The idea of turning the pyramid upside down may seem a bit radical because to be competitive in the new global economy, the magnitude of leadership change necessary defies any possibility that it be incremental. Escalating complexity due to such factors as technology and globalization, along with the continuing need to make the numbers while becoming ever more innovative, requires a kind of organization capable of extraordinarily high levels of purpose, commitment, and synchronicity.


	It has been said that organizations are overmanaged and underled. Disappointment with leadership, as we have known it for many generations, has taken different forms. The current malaise in many organizations is a result of either too little leadership or the kind of leadership that has been modeled and passed along for generations, but is proving now to be grossly ineffective. That current breakdown is evident when executives lament the lack of thought leaders and workers lament their lack of autonomy and empowerment. This impasse has come about because leaders do not provide the kind of information and inclusion in decision-making that would produce thought leaders or in any way ensure an engaged workforce.


	This is not a new phenomenon. When I was teaching MBA students, I would ask a class regarding the topic of motivation, “How would you like to be lead?” The most overwhelming responses were more autonomy, empowerment, support, access to viable resources, opportunities to collaborate on projects, and the ability to fully use their skills. When I turned the question around and asked (since many students had others reporting to them), “How do you lead?” The answers were provide direction, tell when things go wrong, correct mistakes, and follow up to ensure deadlines are met. It was sadly acknowledged that they were perpetuating the style of leadership they disliked. It is this style that needs an immediate overhaul.


	When organizations are flatter and synchronicity is achieved, pyramids and hierarchies will be history. Synchronicity entered the business vocabulary in the late 1990s with Joseph Jaworski’s book Synchronicity: The Inner Path of Leadership. The aptness is evident in the dictionary definition, “the coordination of events to operate a system in unison.” Jaworski’s interpretation is especially germane today. Imperative for him is the requirement that organizations be open to a new “world of possibilities.” A second imperative is the need for people at all levels in organizations to participate in creating the future. For him, alignment is the critical path to success.


	Progress to this alternative manner of leading has been slow but is picking up momentum. This will be apparent in the following pages as we trace the development of leadership ideas and practices. Environmental and organizational pressures have spurred some transitions without achieving more than slight deviations from what has become a norm.


	It is this norm that needs to change. Ultimately it will be clear what is prompting profound change and what is needed not just to survive but also to thrive.
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	The passage described in this journey reveals the evolution in leadership beliefs and behaviors critical to understanding why dramatic steps need to be taken and the revolution that is inevitable.


	Leaders Are Born


	Dominating the leadership scene for many decades was the belief that a leader is born with certain traits or qualities which, because he or she is made of the “right stuff”, will ensure that the organization will flourish. Accordingly, leaders were thought to be confident, self-assertive, visionary, and persistent in their search for new options. They relied on personal influence and the ability to shake up power bases, shape values, champion new ideas, and thrive on chaos. Many founders of organizations exemplified this brand of leadership. They bought and expanded businesses independently. Acting spontaneously with little pre-planning, they made things happen, which led to a spirit of excitement and buy-in from employees.


	However, the need to shape order out of the chaos that came with this self-starting entrepreneurship initiated a chain reaction. While the leader remained at the top, a number of others were hired to produce systems, write policies and procedures, reduce risks, and find and maintain a status quo. The number of visionary leaders dwindled. The number of managers grew exponentially. As organizations expanded, divisions characterized by professional functions multiplied—hence the advent of leaders of finance, production, distribution and personnel. Hierarchies were established. Command-and-control of separated areas became the norm, and silos developed with communication or cross- referencing between functional areas. Heroic, visionary leaders became rare and the pyramid broadened.


	Managers are Different 


	Managers seek to be leaders, but how they function does not correspond to those qualities expected in leaders. As problem solvers whose primary task is to limit risk, pay attention to how things get done, and operate based on achievement of short-term results, they hardly seem like good candidates for visionary leadership. The proliferation of divisions based on functions and the emphasis on tactics and execution blur the leader/manager roles. The pursuit by managers of greater power and prestige through promotion and greater rewards changed the organization dynamic. Managers defined the span of control and accountability in order to quantify their domain. Motivation to move the organization as a whole began to shift to maintaining smaller, but expandable, units where order, control, and predictability could rule.  


	Transactional Leaders


	As organizations begin to focus on short-term tactical results, rewards become contingent on the achievement of goals and objectives. The horizon for attaining strategic goals shortened considerably, from two to five years, to one year, and then to just one quarter of a year. So what do managers/leaders do? They adjust the goals, vision, and mission for practical purposes. If something is not broken, why worry about fixing it? Transactional leaders clarify goals and assign and designate the distribution of resources. “Management by Objectives” becomes a mantra. Big picture leaders, with dreams that can galvanize and unite an organization, morph into capable managers adept at meeting short-term objectives—generally based on the bottom line.


	Situational Leadership


	Increasingly, issues dividing managers and leaders have grown. A belief emerged that leaders could be made and leadership skills could actually be taught.  Universities picked up on this and MBA and executive leadership programs  proliferated. Behavior Theory differentiates between task-oriented leadership and relationship-centered leadership. Therefore, development of leaders depends on learning purpose-directed behaviors or people-directed behaviors.  Contingency Theory brought attention to leaders adjusting to a situation.


	Thus “Situational Leadership” was born. The leader’s task is to diagnose the situation, the subordinate, and the style of leadership appropriate for each person. This formula has been useful mostly because it recognizes that leadership is not something you are born into, but it is what you are expected to do. Furthermore, it acknowledges that leaders should not be expected to have just one style of leadership, since obtaining results is more important than being authentic. Leaders are confronted by a formidable array of situations. Flexibility turns out to be the significant advantage.
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