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The ar t ic le  repr inted here stands on i ts

own,  of  course,  but  i t  can a lso be seen

as a cruc ia l  contr ibut ion to a debate that

began in 1977 when Harvard Business

School  professor  Abraham Zaleznik

publ ished an H BR ar t ic le  wi th the

decept ive ly  mi ld t i t le  "Managers and

Leaders: Are They Different?" The piece

caused an uproar  in  business schools.  l t  argued that  the

theoret ic ians of  sc ient i f ic  management,  wi th thei r  organiza-

t ional  d iagrams and t ime-and-mot ion studies,  were miss ing

ha l f  t he  p i c tu re - the  ha l f  f i l l ed  w i t h  i nsp i ra t i on ,  v i s i on ,  and

the fu l l  spectrum of  human dr ives and desi res.  The study of

leadership hasn' t  been the same s ince.

"What  Leaders Real ly  Do,"  f i rs t  publ ished in t99o,  deepens

and extends the ins ights of thet977 ar t ic le .  ln t roducing one of

those brand-new ideas that seems obvious once it 's expressed,

retired Harvard Business School professor.John Kotter pro-

poses that  management and leadership are d i f ferent  but  com-

plementary,  and that  in  a changing wor ld,  one cannot  funct ion

without the other. He then enumerates and contrasts the pri-

mary tasks of  the manager and the leader.  His key point  bears

repeat ing:  Managers promote stabi l i ty  whi le  leaders press for

change,  and only organizat ions that  embrace both s ides of

that  contradic t ion can thr ive in  turbulent  t imes.

What Leaders
Really Do

'they don't make plans; they

don't solve problems; they

don't even organize people.

What leadcrs really do is

pre p are orga nizations for
change and help them cope

as they strugile throug,h it.

byJohn P. Kotter

I  
F A D F R s H t P  t s  D t F F F R F N T  f r o r n

I manatsenrent, but not f()r the rea-
L sons most pcople think. Leadership
isn't  mystical and mysterious. I t  has
nothing to do with having "charisma"
or other exotic personality traits. It is
not thc province of a chosen few. Nor
is  leadcrsh ip  nccessar i l y  be t te r  than
Inanagement or a replacement for i t .

Rather, leadership and management
are two distinctive and complementary
systems of action. Each has its own func-
tion and characteristic activities. Both
are necessary for success in an inilEl-
ingly complex and volat i le busineSS
envlronmcnt-lfr6IfTIS 

corporations today art: over-
managed and underled. l  hey need to
develop their capacity to exercise lead-
ership. Successful corporations don't
wait for leaders to come along. They
actively seek out people with leadership
potential and expose them to career
experiences designed to develop that
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potcntial.  Indeed, with caretl l  select ion,
nurturing, and encouragement, dozens
of people can play important leadership
roles in a business organization.

But while improving their abit i ty to
lead, companies should remember that
strong leadership with weak manage-
ment is no better, and is sometimes
actual ly worse, than the rcvcrsc. The
re al chal lenge is to combine strong lead-
ership and strong rnan.rgernent atrd use
each to balance the other.

Of course, not everyone can be good

at both leading irncl managing. Some
people have the capacity to become
exce l len t  managers  bu t  no t  s t rong
leaders. Others have great leadership
potcntial but, for a varicty of rcasons,
hitve great dif f iculty becotnit tg strong
m.lnagers. Srnart companies value both
kinds of people and work hard to rnake
them a part ofthe team.

But when i t  comes to prcparing peo-
ple ttrr executive jobs, such companies
rightly ignore the recent l i terature that
says pcople cannot nanagc rrnrl  lcad.
' l  

hey try to deve lop leatlcr-managcrs.
Once cornpanies understand the funda-
mental difference' between leadershio
and management, they can begin to
groom their top people to provide both.

The Difference Between
Management and Leadership
Managcmcnt is about coping with corn-
plexrty. l ts practrces and procedures arc
la@lyi response to one of the most sig-
nificant developments of the twentieth
century: the emergence of large organi-
zations. Without good management,
complex enterprises tend to become
chaotic in ways that threaten their very

Now retired, lohn P. Kotter was a prtlfes-
sor ol orgunizutionul behavior ul l torvttrd
tsusirrcss Scltool in Bostott. He is the ctrr
thor of such books tts'['he Ceneral Marr-
agers (Free Press, 1986), The I-eadership
Factor (Free Press, t988), and A Force for
Change: How Leadership Differs from
Management (Free Press, t99o).

4

Management is about coping with

c0m plexity. Lea ders h i p, by contrast,

is about coping with change.

existence. Good management brings a
degree of order and consistency to key
dimensions l ike the quali ty and prof-
i tabi l i ty of products.

Leadership, by contlast, is about cop-
ing with change. Part of the leason i t
hesTecome solrnportant in recent years

is that the business world has become
more compcti t ive and more volat i le.
Faster tcchnological change, greater in-
ternational competit ion, the deregula-
tion of markets, r'rvercapacity in capital-
in tcns ive  indus t r ies ,  an  uns tab le  o i l
cartel,  raiders with iurrk bor.rds, and the
changing denrographics of the work-
fbrce are among the many factors that
have contr ibuted to this shit i .  The net
result is that doing what was done yes-

terday, or doing it 5ld hettcr, is no longer
a lormula firr succcss. Ma jor changcs are
more ancl morc neccssary to survive and
c( ) rnpeLc  e f fec t i ve ly  in  th is  r tew cnv i -
ronment. More change always dernands
more leadership.

Consider a simple mil i tary analogy:
A peacetime army can usually survive
with good administrat ion and manage-
ment up and down the hielarchy, cotr-
pled with good lcadcrship concentratecl
at the ve ry top. n wart irne arnry, lrow-
ever, needs competent leadership at al l
levels. No one yet has figured out how to
manage people effectively into battle;
they must be led.

These two different functions- cop-
Ing  wr tn  complex l ty  and coprng wr th
c@
t ies  o f  management  and leadersh ip .

ffie
what needs to be done, creating net-
works t ' r f  people and relat ionships that
can accomplish an agenda, and then try-
ing to ensure that those people actual ly
do the job. But each accomplishes these
three tasks in different wavs.

dctailccl steps for achieving those tar-
gets, and then al locating resources to
accompl ish  those p lans .  By  cont ras t ,
leading an organization to constructivc

+  |  ,  , , - - - : - -
dgvelooing a vision of the future (ofteq

the distant future) along with strategies
foTprirffi
achievc that vision.

Managcrnent de.vgB)ps the capacitv
to rre lr ieve i ts plarl_QV or1anizinl:  un,l l

i- ----

r srcltrrn,(-qreitlltg All organlz.ltlonal Struc-
ture and set of iobs for accomplishing
plan requirements, staffing the jobs with
qua l i f ied  ind iv idua ls ,  commrrn ica t ing
the plan to those people, delegating re-
sponsibi l i ty fr .rr carrying out the plan,

and devising syste ms to rnonitor imple-
nr ( 'n ta t ion .  l  l te  c 'uu iva le r r t  Ieadersh io

. , - .
JCtf vf ty, lrowever, tp d/l8nilt!: p(ttptc. /l nts
means con] | t lun lcaUne tne  ncw o t rcc -
t ion to those *ho can create coal i t ions
that understand the vision and are com-
mitted to i ts achievement.

F ina l l y ,  manage lnent  ensures  ; r lan
_____%

accornpl ishrnl '@
'  !  t  : :  :  :
tL ' t t t  Sotvt t lg,  J  n l ( ) l l l tOr lng rcSUltS VcrSUs
#
fhc plart i t t  some detai l ,  botlr  fonnally
and infbrrnal ly, by means of reports,
meetings, and other tools; identi fying
deviat ions; and then planning and or-
ganizing to solve the problems. But for
leadership, achieving a vision rfr i i l re-s

I rrrotivati n g o nd i n sp i ri@leeping peo-

,_TcsFtc rn a jor obsttc I cs 
-lFEtrar-rftfly

-
human needs,  va lues .  and emot ions .

Acloserffie
activi t ies witt  help clari fy the ski l ls lead-
ers need.

Coqpanies manage complexity first
by planning ancl butlg?'liiifi setting tar-

ff ie(typically
for the ncxt month or year), establ ishing
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Setting a Direction Versus
Planning and Budgeting
Since the function of leaclership is to
proouce cnangq, serung rne olrecuon or I
that change is fundanrental to lEadEF-
shipffi
aslia'nning or even long-term planning,
although people often confuse the two.
Planning is a management process, de-
ductivc in nature and designetl  to pro-

duce orderly results, not change. Sett ing
a direction is more inductive. Le;rders
gather a broad range of data and look
for patterns, relationships, and Iinkages
that help explain things. What's more,
the direct ion-sett ing aspect of leader-
ship does not prodLrce plans; it creates
vision and strategics. -I'hcsc dcscribc a
busincss, technology, or corporate cul-
ture in ternrs of what i t  shoulcl become
over t lre long term and art iculate a fea-
sible way of achieving this goal.

Most discussions of vision have a ten-
dency to degenerate into the mystical.
The imp l ica t ion  is  tha t  a  v is ion  is  some-
thing mysterious t lrat mere rnortals,
even talented oncs, could ncvcr hope to
have. Brtt deve loping good business cli-
r€ct ion isn't  rnagic. l t  is a tough, some-
t imes exhausting process of gathering

ancl analyz. ing information. People who
art iculate such visions aren't  magicians
trut broad-based strategic thinkers who
are wil l ing to take r isks.

Nor dcl visions and stratc'gies havc to
be brilliantly innovativc; innE, soHe of-
the best are not. Effact-ive bu5iircS5-Vi-
;""s..g"[ily have irn almost nrundiine
quality, usually consisting of ideas that
are already well  known. The part icu

combination or patterning of the
may be new, but sometimes even that
not the case.

For example, when Cl ' .O Jan Carlzon
articulatctl his vision to nrakc Scandi-$visions te nd to i!ruti-TFt--lE$ttfnate
r rav ian  A i r l ines  Sys tern  (SAS)  the  bes t  b
a i r i ine  i r r  rne  wond r io r  rne  t rcquent  ;
business traveler, he was not saying any- N

thing that everyone in the airline in- stEteglca-lfy unimn-dwE'en a company
dustry didn't  already know. Business that has never been befter thatr a weak
travelers f ly more consistently than competitor in an industry suddenly

other rn;rrket segments and are gen-

eral ly wi l l ing to pay higher fares. Thus,
focusing on business custonrers ofTers
an air l ine the possibi l i ty of high rnar-
gins, steady business, and considerable
growth. But in an industry known more
for bureaucracy than visior-r,  no com-
pany had cvcr put thcse simple idcas
together and dedicated i tself  to imple-

starts talkirrg about becoming nurnber
one, that is a pipe dreanr, not a vision.

One of the most frequent mistakes
that overmanaged and underled corpt>
rations make is to embrace long-term
ptannrng as  a  panacea lo r  tnc r r  tacK o I
d i r c c t i o n a n @
l i tc re 'as ing ly  cornpc t i t i vc  and r l ynamic
fusi n" ss enui ronmEil.ffiffili-a n
;pproa;hffiFplets the nature of

rect ion sett ing and can never work.
Long- te rm p lann ing  is  a lways  t ime

consuming. Whenever something unex-
pected happens, plans have to be re-
done.  In  a  dynamic  bus iness  env i ron-
ment, the unexpected often becomes
the norm, and long-terrn planning can
becomc rrn cxtraordinarily burdensorne
activitv. fhat is whv most successful cor-
porations limit the time frame of their
planning activi t ies. Indeed, some even
consider "long-term planning" a contra-
dict ion in terms.

's crucial about a vision is ni
i ts originality but how well it serves the
interests of important constituencies -

customers, stockholders, employees -

and how easily it can be translated into
a l  i s t i c  compct i t i ve  s t ra tcgy .

B R E A K T H R O U C H  L E A D T R S H I P  D E C E M B E R  2 O O 1
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fr1itr challenges in Amt x's 13o-year
Mfl hrstory. l lundreds of banks
i' were offering or planning to in

SETTING A DIRECTION:
Lou Cerstner at  American Express

i  Whcn Lou Ccrs tner
hecame prec ident  o f  t  he

Travel Related Services
(TRS) arrn at Anrerican
txpress  in  r979,  the  un i t

was  lac ing  onc  o f  r ts  b ig r_ ;cs t

card ,  and tha t  th is  p roduc t  was  l in r i ted  in  po ten t ia l
l o r  g r o w t h  a n d  r n n o v a t i o n .

Cerstner also moved qLtickly to develop a more
ent repreneur ia l  cu l tu re ,  to  h i re  and t ra in  peop le
who wou ld  th r ive  in  i t ,  and  to  c lear ly  comntun ica te
to thern the overal l  direct ion. l- le and other top
rnanagcrs  rewardcd in tc l l iqen t  r i sk  tak ing .  Io
rnake entrepreneurshi p easier, they discouraqed
unnecessary bureaucracy. They also upgracled hir-
ing  s tandards  and c rea ted  the  T  RS Craduate  Man
agenlent Proq rari l ,  wh ic h offerecl h ig h-potentia I
young pcop le  spcc ia l  t ra in in r ; ,  an  cnr ichcd sc t  o l
exper iences ,  and an  unLrsua l  deqree o fexposufe  to
peop le  in  top  rnanagenten t .  To  encourage r i sk
tak ing  arnong a l l  TRS er r rp loyees ,  Cers tner  a lso
establ ished sornethirrg caIled the L,feat l)erfornters
prograrn  to  rcco !n izc  and rcward  t ru ly  oxccpt iona l
cus tonreT seTVrce ,  a  ce t ) t ra l  tenet  i t )  the  organ iza-
t ion 's  v is ion .

I hese incentives led qLrickly to new ntarkets,
products, arrd services. I  l iS exparrded i ts overseas
presence dramatical ly. By 1988, AnrEx cards were
issued in  :9  cur re r rc ies  (as  opposed to  on ly  t1  a
decade ear l ie r ) .  The un i t  a lso  focused aggress ive ly
on two market segrnents that had historical ly re
ce ived l i t t le  a t ten t ion :  co l lege s tudents  and women.
In 198r, f  RS combineci i ts card and travel-service
.apabil i t ies to offer corporate cl ients a uni l iecl sys
tem to monitor and control travel expenses. And by
r988, AmEx had grown to beconre the f i f th largest
d i rec t -n rar l  n rerchant  in  the  Un i ted  Sta tes .

Other new products and services included goiay
rnsurancc  on  a l l  purchases  mat le  w i lh  thc  n  mtx
card, a Plat inLrr-n Amerrcan Fxpress r ard, and a re-
vo lv ing  c red i t  card  known as  Opt ima.  In  t988,  the
company also swilched to intage-processing tech-
no logy  fo r  b i l l i ng ,  p roduc ing  a  more  conven ien t
nron th ly  s ta tement  tb r  cus lomers  and tcduc ing
bi l l ing costs by u 5ot.

As a result of these innovations, TRS's ne1 income
increased a phenonrenal looyo between i97B and
1987-a  compoundecJ  annua l  ra te  o t  about  18 , r , . .
Ihe  b t rs iness  ou tper fo rmed many so<a l led  h iqh-
tech /h igh-growth  compan ies .  Wi th  a  1988 re tu rn
on equity of z8-".,", it also outperformed most low,
g rowth but high-profi  t  busi rresses.

t roduce c red i t  cards  th rough V isa
and MasterCard  tha t  wou ld  compete

with the American Express card. And rnore than two
dozen f inanc ia lserv ice  f i rms were  cominq in to  the
traveler 's chccks business. In a [)ature l i larketplace,
this increase in conlpeti t iot\  usual ly reduces nrar
q ins  and proh ib i ts  g rowth .

But  tha t  was  no t  how C,ers tner  saw t t te  bus i r ress .
Before jorrr inq Arnerican Fxpress, he had spent f ive
years  as  a  consu l tan t  to  J  l {S ,  ana lyz ing  the  money
los ing  t rave l  d iv is ion  anc i  the  inc reas inq ly  compet i
t rve  card  opefa t ion .  Cers tner  and h is  tearn  asked
I u nda nrL.n la I  q ucsltons a bou t thc cconomics, ma r-
ke t ,  and.ompel i t ion  and deve loped a  deep t rnder -
s tand inq  o f the  bus iness .  In  the  process ,  he  began
to  c ra f t  a  v is ion  o fTRS tha t  Iooked no th ing  l i ke  a
13() year old coi lrpany irr a ruature industry.

( ;c rs tncr  thouqht  TRS had thc  po tcn t ia l  to  bc
rorne  a  dynarn i t  and qrowinq  en terpr ise ,  desp i te
the  ons laught  o f  V isa  and Mastercard  compet i t ion
f rom thousands o f  banks .  The key  was to  focus  on
t l te  q loLra l  r ra rke tp lace  ar rc l ,  spe<- i f i ca l l y ,  o r r  t l te
rc la t i vc ly  a t f lucn t  cus tomcr  Amcr ican txprcss  had
been t rad i t iona l l y  serv ing  w i th  top  o f - the  l ine
produc ts .  By  fu r ther  segrnent ing  th is  n rarke t ,
aggress ive ly  deve lop ing  a  b road range o f  new
produc ts  and serv ices ,  and i r rves t i r rg  to  incTeas( l
p roduc t iv r ty  and to  lowcr  cos ts ,  TRS cou ld  p rov idc '
the  bes t  serv ice  poss ib le  to  cus tomers  who had
enough d isc re t ionary  income to  buy  many more
serv ices  f ronr  I  RS than they  had in  the  pas t .

Wi th  j r r  a  week o f  h is  appo in tn ren t ,  Cers tner
brought  together  the  peop le  runn ing  the  card
organ iza t ion  and ques t ioned a l l  the  pr inc ip les  by
which  they  conducted  the i r  bus iness .  ln  par t i c r i la r ,
he chal lenged two widely shared bel iefs that the
d iv is ion  shou ld  have on ly  one produc t ,  the  green

HARVARI '  BUSINESS REVIEW
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ln a companv without dftggLl,Jt4uc!-
short-term planning can become a black
hm
amount of time and energy. With no vi-_-
sion and strategy to provide constraints

around the planning process or to guide

it ,  every eventual i ty deserves a plan.

U nder t  hese circu rnstances, cont ingency
planning can go on fbrcvcr, draining
time and attention from far more csse n-

tial ;rctivities,yet without ever providing

the clear sense of direction that a com-
pany desperately needs. After awhile,
managers inevitably become cynical,

Al igning People Versus
Organizing and Staff ing
A central feature of modern organiza-
t ions is interdependencq where no one

has complete autonomy, where most

empl<ryees are tied to many others by

their work, technology, managc'mcnt

systems, and hierarchy. lhese l inkages
presen t a spL'c id I c ha I le nSiifiEii-JilT-
nffi

tend to fall r. lo ex-
ecutives who are overeducated in man-

agement and undereducated in leader-

ship, the idea of gctt ing people moving

in the same cl irect ion appears to be an

orgar r iza t iona l  o rob lem.  What  execu-

l. ti*, n".o to de-however,Tl6ToFa--
lV nize neoole but al ien them.
-='-"*eftffiIenuman
systems that can implement plans as
precisely and efficiently as possibte. Tlp

ical ly, this requires a number of poten-

t ial ly complex decisions. A company just because they are understood. An-

must choose a structure gilob! and re- I big challenge in leaclership eflbrts

ting relationships, staff it with indi- is crcdibi l i l .y-$tt ing pc()ple to bel ievc

viduals suited to the jobs, provide train: the . Many things cont to

lng tor tnose wno neeo l t ,  communrcate
p l a n s t o t @

much authoritv to deleeate and to whom.
+
Economic  incent ives  a lso  need to  he
cons t ruc tcd  to  accompl ish  thc  p lan ,

as well  as systems to monitor i ts im-
p lementa t ion . ' l ' hese  organ iza t iona l
judgments are much l ike architectural
decisions. l t 's a question of f i t  within
a particular context.

track of the per-

son delivering the message, the content

zations have d iffi c u lty adj usti ng-oT5p-t d

The idea of getting people moving in the

same direction appears to be an lrganizational

problem. But what executives need to do is not

organize people but align them.

of the message itself, the communica-
tor's reputation for integrity and trust-
worthiness, and the consistency be-
tween words and dceds.

rarel

doE tJne of the rersons some organi-
- ,

and the planning process can degenerate
into a highly pol i t ic ized game.

/  
P lann ing  works  bes t  no t  as  a  suhs t i -

I  tute lor dircct ion sctt inf,  but as a c()m-

L  p lc rncn t  to  r t .  n  compete  n t  p lannrng
prrrcess ser"es as a useful reality check
on d i rec t io r rse t t ing  ac t iv i t i cs .  l . i kewisc ,  I
a compctent dircct ion-sett ing process I
p r t rv ides  a  focus  in  wh ich  p lann ing  can I
then be  rca l i s t i ca l l y  car r ie t l  ou t .  I t  he lps  I
clari fy what kind of planning is essential I
and what  k ind  is  i r rc lcvant .  I

{+-+
tAl igning is dif fcrcnt. f l t  is rnore of a

-'--J

ctlmmunications -h'I'llffigc t han a tlcsign
problem. Al igning invariably involves

w'

talking to many more individuals than

organizing does. The target population

can involve not only a manager's subor-
dinates but also bosses, peers, staff in

other parts ofthe organization, as well as

suppliers, governnent officials, and even
customers. Anyonc who can help implc-

mcnt tnc vrslon dnd stratcqrcs or wno

changes in rnarkets or technology is
tnat so many ncoprc In tn()sc compa-
ni@
l @ t e v e n i f
they correctly perceive important ex-
ternal changes and then init iate appro-
priate actions, they are vulnerable to
someone higher up who does not l ike
what they have done. Reprimands can
take manv dif ferent forms: "That 's

against policy," or "We can't aflbrd it,"

or "Shut up and do as you're tolcl."

Al ignrnent helps overcome this prob-

two ways. when a clear seniE

throughout an organization, lower-level
employees can init iate actions without
the same degree of vulnerability. As long
as thcir behavior is consistent with the
vision,superiors will have more difficulty
reprimancl ing therT-.@ecause
everyone is aiming at the same target,

the probability is less that one person's

init iat ive wil l  be stal led when i t  comes
into confl ict with someone else's.

-
can block implementation is relevantcan block implementation is relevant.

Trying to get people to conrprehend a
vision of an alternative future is also

orga-
nizing them to fulfill a short-term plan.

It's much like the difference between a

football quarterback attempting to dc-
scribe to his tcam the next two or three
plays versus his trying to explain to them
a totally new approach to the game to be
used in the second half of the season.

Whether delivered with many words

or a few carefully chosen symbols, such

messages are not necessarily accepted
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ALIGNINC PEOPLE:
Chuck Trowbridge and Bob

Eastman l (odak  en tered  the
copy  br rs iness  in  the  ear ly

1 c)7O5, COllcentratt ng on
techn ica l l y  soph is t i ca ted
ntach ines  tha t  so ld ,  on
averagc, for about
$60,000 each. Over the
next decade, this busi-

. . . . , . . .  ne55 grew to neafly
$ t  b i l l i o r r  in  revenues.

But  cos ts  wcrc  h iqh ,  p ro t
i ts were harcl to f ind, and

problenrs were nearly every-
where .  ln  r984,  Kodak had to

wr i te  o f f  $4o r r r i l l i o r r  in  inventory .
Most  peop le  a t  the  co tnpany knew

there  wCTe prob le rns ,  bu t  they  cou ldn ' t  aqree
on how to  so lve  thern .  So in  h is  Rrs t  two
r i lon ths  as  genera l  n ranager  o f the  new copy
prodUcts  g roup,  es tab l i shed in  t984,  Chuck
Trowbr idge met with nearly every key per son
ins ide  h is  q roup,  as  we l l  as  w i th  peop le  e lse
where  a t  Kodak who cor r ld  be  im l )o r tan t  to  the
cop ier  bus iness .  An espec ia l l y  c ruc ia l  a rea  was
the  eng i  neer i  nq  and nranLr fac tur i  nq  orqa  nrza-
t ion ,  headed by  Bob Cfanda l l .

f r o w b r i d g c  a n d  (  r a n d a l l ' s  v i s i o n  l o r  c n g r
t teer inq  and manufa( . t r r r inq  was s i rnp le :  to
become a  wor ld  c lass  manufac tur ing  opera
t ron  and to  c rea te  a  less  bureaucra t ic  and
nroTe decent ra  I  i zed  orga  r r  i za t ion .  S t i  l l ,  th is
mcssagc was dr l f i cu l t  [o  convcy  bccausc  i t
was  s t rch  a  rad ica ldepar t t r re  f r t r rn  p revror rs
communica t ions ,  no t  on ly  in  the  copy  prod-
uc ts  g roup bLr t  th rouqhout  most  o f  Kodak.  So
Lra t t t la l l  se t  up  dozens  o f  veh ic les  to  e r r rpha-
sazc  thc  ncw d i rec t ion  and a l iqn  pcop le  to  i t :
week ly  mee l in ( l \  w i th  h is  own r r  d i rec t  repor ts ;
month ly  "copy  produc t  fo rums"  in  wh ich  a
different employee fronr each of his depart-
n rer r ts  wou ld  r r ree t  w i th  h in r  as  a  g roup;  d is -
cussaons o l  rL .ccn t  in rp rovenrcn ts  and ncw
pro jec ts  to  ach ieve  s t i l l  be t te r  resu l ts ;  and
quar te r ly  "S ta te  o f  the  Depar tment "  meet ings ,
where  h js  rT lanagers  met  w i th  everybody in
the i  r  owr r  depa r tn ten ts .

Crandal l  at  Eastman l (odak

Once a  month ,  Cranda l l  and a l l  those who
reported to him would also meet with 80 to 1oo
people from sorne area of his organization to
d iscuss  any th ing  they  wanted .  To  a l ign  h is
b igges t  supp l ie r -  the  Kodak Appara tus  D iv is ion ,
which sLrppl ied one-third of the parts used in
des ign  and manutac tur ing-he  and h is  man-
aqers rnet with the top manaqement of that
group over lunch every Thursday. Later, he
created a tbrmat caIled "business rneetings; '
where his manaqers meet with i2 to 20 peopl€l
on  a  s l )a (  r l i f  topr f  ,  such  . t :  Inv r 'n to ry  oT mdst ( ' r
schedu l ing .  t  he  qoa l :  to  qe t  a l l  o fh is  r ,5oo em,
ployees in at least one ofthese tbcused busirress
rnee!ngs eacn year.

I rowbr idge ar rd  Cranda l l  a lso  er r l i s ted  wr i t ,
t cn  communica t ion  in  thc i r  causc .  n  lour  to
eight paqe "Copy Products .Journal" was sent
to employees once a rnonth. A progranr cal led
"Dialog Letters"qave employees the opportu-
n i ty  to  anonynrous ly  ask  que i t ions  o f  Crar rda l l
and h is  top  manaqcrs  and bc  quarantccd  a
reply. But the most visible and powerfLl l  wri t ten
cornrnun ica t ions  were  the  char ts .  In  a  rna in
hal lway near the cateteria, these huge charts
vividly reporterl  the quali ty, r t-rst,  anrl  r lel ivery
results for each product, rneasured aqainst
dif f icult  targets. A hundred smaller versions
ofthese charts were scattered throuqhoUt the
nra n utactu r i  ng a rea, report i  ng qual i ty levels
and costs for specif ic work qroups.

Results of this intensive al ignment process
began to  appear  w i th in  s ix  n ton ths ,  and s t i l l
more srrrfaced after a year. These successes made
the message more credible ancl helped get more
people on board. Between 1984 and 1988, qual i ty
on  one o f the  main  produc t  l ines  inc reased
nearly roo-fold. Dctccts pe r unit  went lrom Jo
to o. j .  Over a three-year period, costs on another
product l ine went down nearly z4x. Deliveries
orr schedule increased fronr Bzqi, in r9B5 to 9s","
I  n i98Z I nvcntory lcvcls dropped by ovcr 5ov"
between r984 and i988, even though the volLtme
ofproducts was increasing. And productivi ty,
rneasured in units per manufacturing employee,
rnore than doLLbled between 1985 and t9BB.
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Motivating People Versus
Controlling and Problem Solving
Since change is the function of leader-
ship, being able to generate highly en-
ergized behavior is important fbr coping
with the inevitable barriers to change.

Motivation and inspiration energize people,

not by pushing them in the right direction but

by satisfying basic human needs.

Just as direct ion sett ing identi l ies an ap- ulate the organization's vision in a man- leadership activi t ies in much the same
propriate path for movement and just as ner that stresses the values ofthe audi- way that formal structure coordinates
effect ivcal ignrnentgctspcoplcrnoving ence they are addresff i- i l fR managerial act ivi t ies.Thekeydifference
c l o w n t h a t p a t h ' s t l g g g g ] - I o t i v 3 I i o 1 t f f i s e i n d i v i d t r - i s t h a t i n f t r r m a | n e t w o r k s c a n d e a | w i t h
cnsLrrcs that thcy Wil als. Lear.lers also re'gularly involve peo- thc greater demands fbr coordination

l r y 9 r c o m c o b s t a c | e s , p l e i f f i a s s o c i a t e c l w i t h n o n r o u t i n e a c t i v i t i e s---:----'+J 
%

AccordingTdTlTE-Iogic of rnanage- ganization's vision (or the pSii- f f i I  and change. Ihe mult i tude of commu-
ment,controlmechanismscompareSys-2r@rl icat ionf,6i iF6i3?i i ITh-eTftrstJamong
tembehav io rw i th thep lanandtakeac-g@the ind iv i i f i I13con. f rEdtE:edb} f i rdsechan.
t i o n w h e n a d e v i a t i o n i s d e t e c t e d . | n a f f i n i q u e i s t o n e | s a l l o w f o r a n o n g o i n g p r o c e s s o f a c .
welhnanagc'd factory, for exanrple, this support employee efftrrts to real ize the commodation and adaptation. When
means thc planning proccss establ ishes vision by providing coaching, fecdback, confl icts arise anrong roles, those same
s c n s i b | e t 1 u a | i t y t a r g e t s , t h c o r g a n i z i n g . a t t t | r , l | c n @ r e | a t i o n s h i p s h c l p r c s o | v c t h e c o n f l i c t s .
process builcls art organization that can 3 plfE* p-f.qffiiiyli tf enfrancing Perhaps nrost imp9rl4n!,!h!s processof
achieve those targets,and a control pro- tnei i@ers ,1
c e s s m a k e s s u r e t h a t q u a l i t y | a p s e s a r e r e c o g n i z e a n E - r e w a r d s u c c e s s , w h i c I r a t r c f f i
spotted immediately, not in 3o or 6o
days, and correctecl. plishment but also mak8 them fedl like flfE.l{lfthis requFcs a gieatTleal nr6iE-

I-or sontc oithe same reasons that ' t  f iE 
-tEmng 

io;n.rrgdi lz;t6;that
control is so central to management, 6a'i6 a6outiilErn When-iiithis is<tire, dinate managerial roles, but unlike for-
h i g h | y m o t i v a t e d o r i n s p i r e c l b e h a v i o r i s t h e w o r k i t s e l f b c c o m e s i n t r i n s i c a l l y I i a - l _ s t i u @ i k S -
almost irre levant. Managerial processes motivating
must be as close as possible to fai l-safe ' lhe more that change characterizes Intbrmal rclat ions ol sonre sort exist
and risk free. That nreans they cannot be t he b u s iness e n viron nre nt, the more in a ll corporat ions. But too often these
dependent on the unusual or hard to that leaders must motivate people to networks arre either very weak - some
obtain. 

' I 'he 
whole purpose of systems provide leadership as well .  When this people are well  connected but most are

andst ruc tures is tohe lpnormal  peop le  works , i t tends toreproduce leadersh ip  no t  o r theyareh igh ly f ragnrented-a
who behave in normal ways to complete across the entire organization, with strong network exists inside the mar-
routinc iobs sr,rcccssful ly, day af ier day. people occupying nrult iple leadership keting group and inside R&l) but not
It 's not excit ing ()r glamorous. But that 's rolcs throughout the hicrarchy. This is across the two departments. Such net-

highly valuable , bccar.rse coping with works do not sLlpport rnult iplc leader-n lgh ly  va luab le ,  bccause
change in  any  complex

L v p , , r 6  v v , r "  I  U r u , ( r t , ' L  ' L a u L r -  r  A

complex business cle- ship init iatives well. In fact, cxtcnsivc \tatt6fihX
ntands initiatives from a multitr.rde of informal networks are so irnDortirnt that
people. Nothing less wil l  work.

ergize people, not by pushing them in Of course, leadership from many be the focus ofactivi ty early in a ntaio
sourceSdoesnotnecessar i l yconverge. leadersh ip in i t ia t i ve .
To the contrary, i t  can easi ly confl ict.  For
m u l t i p l e | e a d e r s h i p r o l c s t o w o r k t o - C r e a t i n 9 a C u | t u r e o f L e a d e r s h i p

' i  r i
lotUttU,rccognit ion,selt :estccm,af-eel- gether, people's act ions must be care- Despite the ir-rcreasing irnportance of
i @ f u l l y c o o r d i n a t e d b y r l e c h a n i s m s t h a t | e a d e r s h i p t o b r t s i n e s s s u c c e s s , t h e o n . t h e .
abilit:r to live uo to one's ideals. Such differ fronr those coordinating tradi- job experiences of most people actually
feelngs-foud-us_dggp[ and elicit a tional management roles. seem to undermine the develooment of
nowerful response.. - Strong networks of informal rela- the attr ibutes needed for leadership.

Good leadFrsmolivate people in a t ionships-the kindfoundincompanies Nevertheless, some companies have
variety of wa[s. First,]hey always artic- with healthy cultures - help coordinate consistently demonstratcd an ability to

across i lrc rwo ueparunerlts. )ucn net- d')
works drt lrot sr.lPP()rt rnultigrle lcadcr- | 1
ship init iatives well. In fact, cxtcnsivc \tat$finX
informal networks are so irnportrnt that I NhU*O XrO
if they do not exist,creatingthenr has to J
be the focus of  act iv i tv  ear lv in a nraior f

manageme nt.
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MOTIVATING PEOPLE:
Richard Nicolosi  at  Procter & Gamble

For about 2o years after i ts

I  
found ino  in  r956,  Proc ter  &

";" i  Camble's paper products

, ,  d iv is ion  had exper ienced'?u' 
l i t t le conrpeti t ion for i ts

h iqh-qua I i ty, reason a bly
. priced, and well-rnarketed

consumer  goods.  By  the  la te
t97os, however, the market posi

t ion  o f  t l )e  d iv is ion  had changed.
New cornpet i t i ve  th rus ts  hur t  P&C

bad ly .  For  exanrp le ,  indus t ry  ana lys ts
es t imate  tha t  the  company 's  marke t

share  tb r  d isposab le  d iapers  fe l l  f rom 75,1 '  in  the
rn id - r97os  to  52% in  i984.

That year, Richard Nicolosi canle to paper prod-

ucts as the associate general rnanaqer, after three
years in P&C's snral ler and taster r-noving soft{ lr ink
bus iness .  He found a  heav i l y  bureaucra t ic  and cen
t ra l i zed  organ iza t ion  tha t  was  over ly  p reoccup ied
wi th  in te rna l  func t iona l  goa ls  and pro jec ts .  A lmost
a l l  in fo rmat ion  about  cus tomers  came th rough
h iqh ly  r lL ran t i ta t i ve  marke t  research .  fhe  t f l  hn i ( .a l
people were rewarded for cost savings, the comnrer
c ia l  peop le  tbcused on  vo lume and share ,  and the
two q foups  were  near ly  a t  war  w i th  each o ther .

Dur inq  Lhc  la tc  summcr  o l  1984,  top  rnanagc
ment  announced tha t  N ico los i  wot r ld  become the
head o f  paper  p roduc ts  in  Octobeq and by  At rgus t
he  was unof f i c ia l l y  runn ing  the  d iv is ion .  l rnmed i -
ately he beglarr to stress t l te need for t i re divisiott  to
bccomc.  morc  c rca t ivc  and marke t  d r iven ,  ins tcad o l
jus t  t ry inq  to  be  a  low-cos t  p roducer . " l  had  to  make
it very clear," Nicolosi later reported, "that the rules
o f  the  ganre  had chanqed. "

I  l re  r rew d i rec t io r r  inc luded a  nruc l r  g rea ter  s t ress
on teamwork  and mul t ip le  leadersh ip  ro les .  N ico los i
pushed a strateqy of rrsing groups to manaqe the di-
vision and i ts specif ic products. In October, he and
his team designated themselves as the paper division
"board" and begarr rneeting f irst nronthly arrd then
wcckly. In Novernbcq thcy cstabl ished "category

teams"  to  fnanage the i r  ma jor  b rand qroups  ( l i ke

diapers, t issrres, towels) and started pushing respon-
s ib i l i t y  down to  these teanrs . "Shun the  inc rementa l , "
Nicolosi stressed,"and go for the leap."

In December, Nicolosi select ively involved him-
self in more detai l  in certain activi t ies. He met with
the advert isinq agency and got to know key creative
peop le .  He asked the  marke t ing  manager  o f  d iapers
to  repor t  d i rec t l y  to  h im,  e l im ina t ing  a  layer  in  the
hierarchy. He talked more to the people who were
working on new product dcvclopmcnt projccts.

In  JanLrary  i985,  the  board  announced a  new
organ i ra t iona l  s t ruc tL r re  tha t  inc luded no t  on ly  ca te-
gory teams but also new-brand business tearns. By
the  spr ing ,  the  board  was ready  to  p lan  an  impor tan t
rnotivational cvcnl to cornrnunicatc thc ncw papcr
prodr rc ts  v is ion  to  as  rnany  peop le  as  poss ih r le .  On

June 4 ,  i985 ,  a l l  the  C in<. innat i  based personne l  in
paper  p lus  sa les  d is t r i c t  managers  and paper  p lan t
r r )anagers  severa l  thousar rc l  peop le  i r r  a l l - r t re t  in
thc  loca l  Mason ic  Icmplc .  N ico los i  and o thcr  board
nrembeTs descr ibed the i r  v is ion  o f  an  organ iza t ion
where "each of r-rs is a leader" f  he event was video-
taped, and an edited version was sent to al l  sales
off ices arrd plarrts for everyone to see.

A l l  thcsc  ac l i v i t i cs  hc lpcd  c rca tc  an  cn t rcprcncur
ia l  env i ronment  where  la rqe  nunrbers  o f  peop le
were rnotivated to real ize the new vision. Most inno-
vations canre fronr people deal ing with new prod
r,rcts. Ultra Parrpers, f i rst intruduced i tr  l -ebruary
t985,  took  the  nrarke t  share  o f the  en t i re  Pampers
procluct l ine from 4o%, to 58% and prol i tabi l i ty from
break even to posit ive. And within only a few months
of the  in t roduc t ion  o f  Luvs  De lux  in  May 1982 n la r
ket share fclr the overal l  brand grew by t5ool,.

Other  cmploycc  in i t ia l i vcs  wcrc  o r icn tcd  morc
toward  a  func t iona l  a rea ,  and some came f rom the
bottom ofthe hierarchy. In the spnng ofr986, a few
of the division's secretaries, feel ing empowered by
the new culture, developed a secretaries network.
fh is  assoc ia t ion  es tab l i shcd subcomrn i t tecs  on  t ra in -
inq, on rewards and recognit iorr,  and on the "secre-

tary of the future." Echoing the sentiments of many
of her peers, one paper products secretary said: "1

don't see why we, too, can't  contr ibute to the divi-
s ion 's  ncw d i rec t ion . "

By the end of1988, revenues at the paper prod-

ucts division were up 40% over a four-year period.

Profi ts were up 68ei,.  And this happened despite the
fact that t l re cornpeti t iott  cottt i t tued to get tougher.
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develop people into or,rtstanding leader-
managers. I{ecruiting people with lead-
ership potential is only the f irst step.
Equally important is managing their
career patterns. Individuals who are
effective in large leadership roles often
share a number of career experiences.

Perhaps the most typical and most
important is signi l icant chal lenge early
in a caree r. Leaclers almost always havc
had opportunit ies during their twenties
and thirt ies to actual ly try to lead, to
take a risk, and to learn from both tri-
umphs and fai lures. Such learning seenrs
essential in developing a wide range of
leadersh ip ski l ls and perspectives. ' Ihese

opportunities also tcach pcoplc somc-
thing about both thc dif f iculty of lead-
ership and i ts potential for producing

change.
Later in their careers, sonrething

equally important happens that has to
do with broadening. People who pro-

vide effective leadership in important
jobs always have a chance, betbre they
get into those jobs, to grow beyond thc
nar row basc  tha t  charac tc r izcs  rnos t

managerial careers. ' l 'his is usually t l re
result of lateral career nroves or ofearly
promotions to unusually broad job as-
signments. Sometimes other vehicles
help, like special task-force assignments
or  a  lengthy  genera l  management
course. Whatever the case, the breadth
of knowledge devclopcd in this way

seems to be helpful in al l  aspects of
leadership. So does the network ofrela-
t ionships that is often acquired both in-
side and outside the company. When
enough people get opportunit ies l ike

this, the relationships that are built also
help create the strong informal net-
works needed to support multiple lead-
ership init iat ives.

Corporations that do a better-than-
average job ofdeveloping leaders put irn

emphasis on creating chal lenging op-
portunities for relatively young employ-

ees. In many businesses, decentralization
is the key. By definition, it pushes re-

sponsibility lower in an organization and
in the process create s morc challenging
jobs at lower levels..fohnson & Johnson,
3M, Hewlett-Packard, Ceneral Electric,

and many other well-known companies
have used that approach quite success-
fully. Some of those same companies also
create as many small units as possible so
there are a lot ofchallenging lowerJevel
gcneral nlanagement jobs available.

Sornctirnes these businesscs dcvclop
additional challenging opportunities by

among themselves to draw more accu-
rate iudgmcnts.

Arrned with a clcar sense of who has
considerable leadership potential and
what skills they need to develop, execu-
tives in these companies then spend time
planning for that development. Some-
times that is done as part of a formal
succession planning or high-potential
development process; often it is more in-
fbrmal. In eithcr case,the kcy ingredient
appears to be an intelligcnt assessmcnt

Well-led businesses tend to recognize and

reward people who successfully develop leaders.

stressing growth through new products I of what teasible devclopment opportu-

or services. Over the years, 3M has had I nities fit each candidate's needs.

a policy that at least 25ozo of its revenue / Toencourage managersto participate

should come from products introduced I in these activi t ies, well- led businesses
within the last five years. That encour-/ tend to recognize and reward people

ages small new ventures, which in turn I who successfully develop leaders. This is

offer hundreds of opportunities to test( rarely done as part of a formal compen-

and stretch young peoplc with lcadcr- l  sat ionorbonustbrmula,simplybecause

ship potential. I it is so difiicult to mcasurc such achicve-

Such practices can, almost by thern- | mcnts with precision. But it does become
selves, prepare people for srnal l-  and I a factor in decisions about promotion,

medium-sized leadership jobs. But de- | especially to the most senior levels, and
velopingpeopleforimportantleadership I that seems to make a big dif ference.
positionsrequiresmoreworkonthepart I when told that future promotions will

of senior executives, often over a long I dependtosomedegreeontheirabilityto
periodoft ime.Thatworkbeginswithef- |  nurture leaders, even people who say

fbrtstospotpeoplewithgreatleadership I that lcadership cannot be devclopcd
pote ntial e arly in thcir carce rs ancl to I somehow tind ways to do it.

identify what will be neecled to strctch I Suchstrategieshelpcleate acorporate
and develop them. I culture where people value strong lead-

Again, there is nothing magic about I ership and strive to create it. Just as we

this process. The methods successful I need more people to provide leadership

companies use are surprisingly straight- [  in the complex organizations that domi-

forward. They go out of their way to \  nateourworldtoday,wealsoneedmore

mal<e young employees and people at I 
people to develop the cultures that will

lower levels in their organizations visi- |  create that leadcrship. Inst i tut ional izing

ble to senior management. Senior man- 
| 
a lcacie rship-ce nte re cl cnlture is the ulti-

agers then iudge for themselves who has 
I 
mate act of leadership. U

poten t ia l  and what  the  deve lopnrent  |  _  _
needs of those people are. Executives I Reprint Rolr lF

also discuss their tentative conclusions [ru pt.c" an ordcr, call .l-800-988{886.

,ll
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Exploring Furtll6 ll*ii ''

To learn more aboutthe ideas in
"What Leaders Really Do,"explore
the related articles and book listed
at right. You may access these
materials on the Harvard Business
School Publishing l &b site,
wwwhbsp.harvard.edu, or by calling
800-988-0886 (in the United States
and Canada) or 617-78t-Z5'oo.

A R T I C L E S

"The Ways Chief Executive Officers Lead"
Charles M. Farkas and Suzy Wetlaufer
Horvtrrd Business Rt'vit:w, May-)une 1996
Product  No.  963o3

ClOs inspire a variety of scntimcnts ranging from awc to wrath, but there's l i t -
t ie clebate over their importancc in thc business worlcl . ' l  he authors conductccl
r6o interviews with executives around the world. Instead of f inding r6o dif fer-
ent approaches, they found f ive, each with a singular focus: strategy, people,

expert ise, controls, or change. Although approaches may vary, al l  leaders have
three major functions to fulf i l l  in an organization: direct ion sett ing, al ignment,
and nrotivation.

"The Manager's Job: Folklore and Fact"
Henry Min?berg
Horvtrrd Business Rtrvlcw, March-Apri l  r99o
Product  No.  9o2ro
ln this HBR Classic, Mintzberg uses his and other research to debunk rnyths of
the manager's role. Managerial work involve's interpersonal roles, infornrational
roles, and clecisional roles, he notes. These in turn require specif ic ski l ls-for
example, developing peer relat ionships, carrying out negotiat ions, motivating
subordinates, resolving confl icts, establ ishing information networks and dissem-
inating int irrmation, rnaking decisions with l i t t lc or arnbiguous infrrrnrat ion,
and al locating rcsources. ' l 'hesc ski l ls are dif tcrcnt t iom, trut complcnrentary
to, thc rrorc concrcte ones re quircd of leaclcrs.

B O O K S

Leoding Change

,ohn P Kotter
Harvard  Bus iness  Schoo l  Press ,  r996
Product  No.7471

l.eadership is primari ly about coping with change, and this book describes what
a changc initiative looks likc. I(otter identifics eight errors common to transfor-
mation etlbrts and oflers an cight-step process fbr overconting them and success-
ful ly comple t ing the transforrnation: establ ishing a gre ate r scnsc of urgelrcy,
creating the guiding coal i t ion, developing a vision and strategy, comnrunicating
the change vision, empowering others to act, creating short-term wins, consol i-
dating gains and producing even more change, and inst i tut ional izing new
approaches in the future.
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