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Foreword

The creation of an encyclopedia is a true sign of the
coming of age of a new and significant field of study.
The publication during the eighteenth century of
France’s celebrated Encyclopédie not only reflected
the rise of the Enlightenment but testified to the
remarkable progress of the West in a wide array of
fields—and stimulated further progress. Two cen-
turies later, at perhaps a less imposing level, this ency-
clopedia not only captures the vast accumulation of
ideas and data on its subject—Ileadership—but will
surely influence future work on the theory and prac-
tice of leadership.

From the earliest times, people have been
entranced by stories about leaders, whether Greek
city-state rulers, Roman consuls, Chinese emperors,
religious potentates, military conquerors, or famous
party politicos. A huge mass of empirical data has
driven countless biographies and memoirs. But
increasingly during the twentieth century, scholars
recognized that many of the studies told us much
about individual lives but far too little about the broad-
er significance of those lives and the contextual and
psychological forces shaping them. This recognition
helped foster the study of leadership—the study not
only of individual leaders but of followers, the analy-
sis not only of individuals’ ambitions but of the mys-
tery and complexity of ambition itself, the exploration
not only of the psychological influences affecting
leaders but of the rational or irrational feelings of the
“masses” as potential followers, the investigation not
only of the impact of humanity’s great ideas and val-
ues on leaders but in turn their validation or invalida-
tion of those received ideas. In knitting together these
multiple, interacting, and ever shifting currents, the
study of leadership places individual life histories in a
much broader flow of causal forces.
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As an emerging discipline, leadership has the ben-
efit of drawing heavily from long-established ones.
From history, the study of leadership gains under-
standing of the complexity of human events that vari-
ously offer opportunities and stumbling blocks to
political actors. From philosophy, leadership derives
knowledge of moral and ethical principles that direct
day-to-day decisions and choices. From sociology and
anthropology, leadership learns about the central roles
of kinship and community that often ward off influ-
ences from the broader society. From political sci-
ence, leadership draws concepts about power and its
rootedness in economic, military, and other resources,
its manifestations in subtle as well as dramatic forms,
its channeling and manipulating of people, and its cru-
cial role in the processes of change. From psychology,
leadership grasps the central role of motivation in all
human endeavors.

If the emerging discipline of leadership draws
heavily from established disciplines, it also con-
tributes mightily to them. The study of leadership sub-
jects the loftiest philosophical ideas to the acid test of
applicability in the “real world” of everyday econom-
ic and political activity—a test that may challenge or
modify those great philosophical ideas. The study of
leadership insists that historians take into account not
only the roles of highly visible actors such as presi-
dents and generals but also the invisible leadership in
families and communities relating to the wants and
needs, the hopes and expectations of people at the
grass roots. Leadership studies can remind anthropol-
ogy and sociology of the political and power relation-
ships within tribes, neighborhoods, and interest
groups—relationships that may critically affect social
protest and political activism. Leadership can bring to
the attention of political scientists the “X factor” that



XXXii ENCYCLOPEDIA OF LEADERSHIP

seems to elevate attitudes toward certain institutions,
such as the U.S. presidency, and negatively affect atti-
tudes toward others, such as the legislature.
Leadership reminds psychology of the powerful emo-
tional and ideological forces that not only transcend
people’s day-to-day motivations but may variously
enflame, distort, or obliterate those motivations.

This remarkable breadth and depth is reflected in
the impressive growth in leadership studies and insti-
tutions in recent years. There are nearly nine hundred
leadership programs in U.S. postsecondary institutions
and a proliferation in the international community as
well. There are leadership studies majors and minors,
certificate and Ph.D. programs in the United States
Belgium, the United Kingdom, Japan, and elsewhere.

The study of leadership touches so many areas that
there is a risk of fragmentation in analysis and under-
standing. The entries in the following pages, however,
seek to unify different aspects of many subjects,
because the study of leadership ultimately seeks,

more than do other disciplines, to bring concepts and
data together in some kind of general—or at least
integrated—theory. That goal offers students of lead-
ership an imposing challenge and a huge opportunity.
As you leaf through the pages of these volumes, you
may spot seemingly odd entries, such as “The Beatles,”
“E-Commerce,” “Friendship,” and “Green Parties.” Do
not be surprised. The most remarkable aspect of the
study of leadership is its sheer scope and diversity.
Leaders in today’s world face enormous chal-
lenges: the rise of militant followings that often seek
to displace established leadership; the intensified
need for collective leadership in the face of such glob-
al conditions as massive poverty; the struggle of
women, minorities, and other long-suppressed people
to rise to leadership positions; the heightened demand
for moral, principled leadership. All these dynamic
forces, both new and old, make this encyclopedia
timely—and timeless.
—James MacGregor Burns
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Leadership is a challenge and an opportunity facing
leaders and followers in their professional and per-
sonal lives. The Encyclopedia of Leadership brings
together for the first time most of what is known and
what truly matters about leadership as part of the
human experience. Nearly four hundred entries writ-
ten by leading scholars and experts from seventeen
countries explore leadership theories, leadership prac-
tice, and the effects of leadership in the real world.
Recognizing that leadership is a process and not a per-
son, much of the encyclopedia examines leadership in
its rich and complex situational context. We also rec-
ognize that the leadership story is often revealed
through individuals. About a third of the work—some
150 entries—is devoted to biographical essays
focused on leaders (and their followers) and on case
studies of leadership events and moments. These
entries and another three hundred sidebars of primary
text show leadership in action in corporations and
state houses, schools, churches, small businesses,
neighborhoods, and nonprofit organizations.

The Encyclopedia of Leadership is an unprecedent-
ed learning resource. It provides general and specific
entries for students and teachers in courses as various as
history, psychology, anthropology, and law. Students
and active citizens as well as scholars and professional
people can turn to the encyclopedia for guidance on the
theory and practice of leadership, for the stories of great
leaders, and for the tools and knowledge they need to
lead in the twenty-first century.

The encyclopedia contains 1.2 million words in
373 substantive entries (ranging in length from 1,000
to 6,000 words), 150 photographs and other illustra-
tions, and 300 sidebars drawn from public records,
newspaper accounts, memoirs, and ethnography. Four
appendixes provide users with additional information:
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(1) Bibliography of Significant Leadership Books, (2)
Directory of Leadership Programs, (3) Primary
Sources: Presidential Speeches on Foreign Policy and
War, and (4) Primary Sources: Sacred Texts.

Questions the Encyclopedia of Leadership seeks to
answer include the following:

What is leadership?

What is a great leader?

What is a great follower?

How does someone become a leader?
What are the types of leadership?

How can leadership theories help us understand
contemporary situations?

How can I learn to be a good, and perhaps even a
great, leader?

LEADERSHIP STUDIES

Human beings have always been keenly interested in
leaders and in leadership. The small hunting and gath-
ering bands that formed human society over a period
of more than 2 million years were led by men (and
sometimes women) who were adept at hunting and
able to communicate with the supernatural world. As
human communities became larger and more perma-
nently settled, those with superior communication
skills were valued as leaders. In many societies, lead-
ership was based on heredity and a special relation-
ship with the gods and spirits. As larger societies
became states, the first treatises on leadership were
written. In ancient China, Confucius sought laws of
order between leaders and subordinates. Plato
described an ideal republic with philosopher-kings
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providing wise and judicious leadership. Plato and his
colleagues also established the Paideia, a school for
leadership in early Greece. In the sixteenth century,
the Italian Niccolo Machiavelli illuminated another
side of leadership—one that continues to draw much
attention even five hundred years later.

The word leader first appeared in the English lan-
guage in the 1300s; it stems from the root leden mean-
ing “to travel” or “show the way.” The term leadership
followed some five centuries later. The study of lead-
ers, particularly by historians and psychologists,
preceded the systematic study of leadership, with the
scientific study of leadership developing primarily in
the United States and almost exclusively since the
beginning of the twentieth century.

Leadership is now a truly interdisciplinary field,
with contributions from political science, psychology,
education, history, agriculture, public administration,
management, community studies, law, medicine,
anthropology, biology, military sciences, philosophy,
and sociology. In many of these disciplines, leader-
ship is now an established subfield.

The heightened scholarly interest in leadership has
brought with it rapid growth in leadership studies. In
2003, there were nearly a thousand leadership pro-
grams at U.S. postsecondary institutions, more than
double the number six years before. There are leader-
ship resource centers and graduate degree programs
in leadership studies. Leadership courses and pro-
grams are found primarily in management and behav-
ioral and social-science schools and departments,
with education schools also showing a growing inter-
est in leadership in recent years. Beyond the United
States, schools and programs of leadership have been
founded in Canada, Great Britain, Germany, Italy,
Sweden, China, Japan, and Tanzania, to name a few.
And beyond academe, there are hundreds of leader-
ship development and training programs offered by
management and organizational development firms
around the world.

While certainly not the cause, perhaps the key event
in the emergence of leadership studies was the publica-
tion of Leadership by the historian James MacGregor
Burns in 1978. Prior to Burns’s synthesis, much of the
descriptive study of leadership was conducted by
research psychologists who tested relationships
among sets of affective, cognitive, and behavioral
variables to develop theories of leadership. Much (but
not all) of the research focused on the traits or char-
acteristics of leaders to see how leaders differed from

nonleaders. This line of research produced few firm
conclusions and brings to mind Keller’s Law (Marc
Keller was for years the editor of the Journal of
Studies on Alcohol): For any trait measured, alco-
holics will have more, less, or the same amount of it
as other people.

Burns’s work and that of those who followed him
(many of whom have contributed to this encyclopedia)
led the way forward in four key ways. First, these
scholars called for an interdisciplinary approach that
took leadership research out of the laboratory. Second,
they brought to people’s attention two important
aspects of leadership: leadership is relational, and the
motivations of leaders and followers are keys to under-
standing leadership and change. Third, they expanded
the normative definition of good leadership beyond
effectiveness to also include a moral dimension and
the pursuit of values such as liberty, justice, and equal-
ity. Fourth, Burns drew a distinction between transac-
tional and transformational leadership, a distinction
that has become one of the core constructs of modern
leadership studies.

Despite the rapid growth of leadership studies, or
perhaps because of it, the field has not been without
its critics. One concern is that leadership studies may
be elitist or reflect an interest in achievement that will
leave some people behind. Another is that leadership
studies is not a true scholarly discipline because it has
no unifying theory and therefore should exist only
within traditional departments such as management,
political science, or history. A third line of criticism is
that the rapid growth of leadership studies has led to
the development and marketing of leadership training
and development programs, the effectiveness of
which has never been adequately tested.

SCOPE AND COVERAGE

The encyclopedia’s entries fall into eleven general top-
ical categories. The Reader’s Guide at the front of each
volume classifies the entries in accordance with this
scheme and includes several additional categories that
direct readers to related entries. The eleven general
topical categories are

Biographies
Case Studies
Domains

Study of Leadership
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Followership

Women and Gender

Personal Characteristics of Leaders
Power

Situational Factors

Leadership Styles

Leadership Theories

Biographies

The encyclopedia contains profiles and analyses of
approximately 150 leaders. These leaders, most of
whom are well-known persons whose actions have
had a major impact on history, are a sample that rep-
resents different times, cultures, and domains. There
are leaders from politics and government, business,
the military, social change movements, the arts and
entertainment, religion, and communications. We do
not suggest that these are the “greatest” leaders of all
time; what we do promise is that each leader was
selected because his or her story tells us something
unique about leadership and its effects. These entries
focus on each individual’s actions and influence as a
leader. In choosing the leaders to be included, we con-
sidered the person’s impact on contemporary and later
events, what her or his story tells us about what it
means to lead, and whether there was a conscious
intention to lead. In this section, we particularly want-
ed to explore what it means to be a leader, how lead-
ers are different from other influential or powerful
people, and how leadership is defined in different
domains and at different times in history. Other
entries, especially the case studies (see below), pro-
vide information about many additional noteworthy
leaders.

Case Studies

These entries focus on situations or events of major
historical importance in which the leadership exer-
cised or not exercised by an individual or group was a
key element. These entries describe the situation or
event, explain its significance, note the key decisions
made, and identify the key actors. The decision-
making processes and the leadership behavior of the
key actors and groups are described, including contin-
gencies and alternative paths. The consequences of
both individual and group choices and acts are evalu-

ated in terms of the implications for leadership theory,
training, and modeling.

Domains

It is common in leadership studies and practice to
approach leadership in different domains of human
activity from somewhat different perspectives. Thus,
there is often talk of presidential leadership, political
leadership, nonprofit leadership, women’s leadership,
and youth leadership. The entries on domains define
the domain and indicate its size, scope, and signifi-
cance to the human experience. The entries list and
define the leadership roles within the domain and
indicate areas of responsibility and key leadership
characteristics and situational factors.

Study of Leadership

Leadership is an interdisciplinary field of inquiry and
practice, and its work is informed both by those in
leadership studies and by those in more traditional dis-
ciplines such as management, psychology, political
science, education, and sociology. These entries define
the emerging discipline and outline its methods, con-
cepts, and theories as it makes strides in establishing
itself at the nexus of interdisciplinary inquiry.

Followership

It is only relatively recently that scholars have recog-
nized that to fully understand leadership one must also
understand the nature and behavior of followers. These
entries consider the many aspects of followership,
including the characteristics of followers, theories about
the relations between leaders and followers, situational
factors that affect the way people both lead and follow,
and the dynamics of the leader-follower relationship.

Women and Gender

Systematic attention to women and gender issues, like
systematic attention to followers, is relatively recent
in leadership studies. These entries provide an evalua-
tion of the current research regarding women as lead-
ers across domains.

Personal Characteristics of Leaders

These entries summarize what we know about those
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personal attributes of leaders that are thought to be
related to leadership success. The entries define and
describe the personal characteristics, traits, and innate
abilities associated with leadership and discuss the
research or other evidence linking those traits to lead-
ership success.

Power

These entries explore the sources of power, the use of
power by leaders and followers, the effects of power
on others, and the nature of power. The focus is on
power in the context of leadership.

Situational Factors

These entries cover group, organizational, ethical,
cultural, marketplace, or societal factors that influ-
ence leadership, including choice of leaders and lead-
ership style, as well as leaders’ behavior and success
or failure. These entries consider many situational and
historical factors, alone and in combination, and show
how they relate to leadership both in positive and neg-
ative ways.

Leadership Styles

This general category includes entries that provide
overviews of a major leadership style, such as demo-
cratic leadership or socio-emotional leadership. The
entries define the style and list its key features, citing
examples of leaders and organizations that typify the
style.

Leadership Theories

These entries cover more than forty theories or mod-
els set forth over the years that seek to explain leader-
ship or some significant aspect of leadership. Some of
these models or theories claim to explain not just
leadership but much of human behavior; others bring
leadership behavior into sharp focus from a single
perspective. The focus of these entries is on the theo-
ry’s applicability to leadership.

APPENDIXES

The entries are supplemented by four appendixes: (1)
Bibliography of Significant Books on Leadership,
(2) Directory of Leadership Programs, (3) Primary

Sources: Presidential Speeches on Foreign Policy and
War, and (4) Primary Sources: Sacred Texts. The
Bibliography of Significant Leadership Books pro-
vides citations to major books on leadership studied
selected from the works cited throughout this ency-
clopedia. They are divided into four categories: lead-
ership in general, leaders and leadership events,
specific aspects of leadership, and other topics rele-
vant to leadership.

As noted above, there are nearly 1,000 leadership
programs in the United States and many others in
other nations. There is no one central directory for
these programs and maintaining one would be
extremely difficult as new programs appear almost
every day. This Directory of Leadership Programs
appendix lists some 250 programs which have active
web sites as of 23 October 2003. Included here are
some general programs and those aimed at specific
domains including education, youth, community,
sports, executives, nonprofit, environment, health,
science, criminal justice, women, minority, and the
arts. The appendix also provides trustworthy infor-
mation about where to find out about leadership
programs and courses housed in MBA and MPA pro-
grams.

The third and fourth appendixes provide carefully
selected and organized primary source material that
supplements several dozen entries in the encyclopedia
centered on two themes: U.S. presidential leadership
and religion and leadership. The Primary Sources:
Presidential Speeches on Foreign Policy and War
appendix provides the texts of major speeches by
American presidents concerning foreign relations and
war. These speeches are especially timely in the pres-
idential election year of 2004, in which foreign rela-
tions and war are major issues. The Primary Sources:
Sacred Texts appendix supplements the general
entries of religion and spirituality and the biographies
and case studies on religious leaders with extracts of
sacred texts relevant to leadership (examples of lead-
ership or guidelines for leaders) from Judaism,
Christianity, Islam, Hinduism, and Buddhism.

NAVIGATION AIDS

To assist readers in finding the entry or entries they
want, we have included several navigation tools. The
front matter contains an alphabetical list of all entries,
a list of contributors with the entries they contributed,
and a detailed reader’s guide which classifies the
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entries into several dozen different topical categories.
For example, the reader will find here a list of all biog-
raphies, a list of all entries about business, and a list of
all entries discussing leadership theories. There is also
a list of sidebars telling the reader where each appears
and providing their titles. Finally, there is a compre-
hensive index in Volume IV. Within the volumes are
“blind” entries that direct the reader to a relevant
entry, as well as extensive cross-references at the end
of many entries.

GLOBAL COVERAGE

Efforts to develop leadership studies as a field have
been concentrated in the United States, although there
are important centers for leadership studies and active
scholars in many other nations. While the U.S. or
Western perspective is predominant in this work, we
purposefully sought to make the encyclopedia as
global as possible. We did this in several ways. First,
we included scholars and experts from seventeen
nations on the editorial board and as contributors;
second, we featured several dozen non-U.S. and non-
Western leaders and situations in the biographies and
in the case studies; third, we included primary-text
material from non-Western societies to balance entries
that reflect mainly research in the West; and finally,
we tried to acknowledge and include non-Western
ways of knowing and leading.

THE ENCYCLOPEDIA'S AUDIENCE

As the first and only comprehensive reference work
on leadership, the encyclopedia was designed with the
needs of several possible user communities. These
include scholars of leadership and related topics; prac-
titioners and citizens who want to put knowledge into
action; students of leadership and related topics such
as management, political science, education, and soci-
ology; leaders and managers themselves; and the gen-
eral public, which has a stake in leadership at many
levels and in many domains. Among college and uni-
versity scholars, the encyclopedia is especially useful
for those working in anthropology, economics, educa-
tion, management, philosophy, political science, psy-
chology, religion, and sociology. However, the work is
decidedly interdisciplinary, so scholars in other disci-
plines, including art, classics, library science, music,
theater, and ethnic and women’s studies will find it a
welcome tool as well. Among practitioners, those in

business, government, the military, nonprofits, and
religious and lobbying organizations will find much
of relevance. Among the public, anyone concerned
about improving his or her community will learn a
great deal. For all these people, the key to benefiting
from the knowledge presented is being able to find
what they are looking for with ease.

In addition to being a compilation of organized
knowledge, an encyclopedia should also be a directory
of additional knowledge. To that end, the Further
Reading section at the end of each entry directs readers
to additional literature (usually books) on the topic.

HOW THE ENCYCLOPEDIA WAS PREPARED

Rolf Janke, publisher of Sage Reference, first pro-
posed the idea for an encyclopedia of leadership.
Karen Christensen and David Levinson began shaping
the idea into a reference work. A key early step was
asking the social psychologist George R. “Al” Goethals
at Williams College to become involved in the project.
A longtime student of leadership, he is also the founder
of the Program in Leadership Studies at Williams. With
some hesitation about taking on such a large project in
such a short time frame, Al consulted two colleagues:
political scientist Georgia J. Sorenson, an architect of
the leadership studies field, and James MacGregor
Burns, the Woodrow Wilson Professor of Government
emeritus at Williams and Senior Fellow at the
University of Richmond’s Jepson School of Leadership
Studies. The three of them decided that an encyclope-
dia of leadership was extremely important and timely.
As a team, working in collaboration with distinguished
leadership scholars from around the world and in
cooperation with the staff of Berkshire Publishing
Group, they believed the project could indeed be
accomplished. Al and Georgia, working with Berkshire
Publishing, ultimately suggested the editorial structure
reflected on the title page: Al and Georgia would serve
as editors, Jim would serve as senior editor, and they
would work with an editorial board of scholars and
experts representing various approaches and interests in
leadership studies. Al and Jim were especially pleased
with the happy coincidence that Williams College and
Berk-shire Publishing Group are both located in
Berkshire County in western Massachusetts. The
many contributors and editors from all over the world
certainly enriched the project. In short, we had the
happy circumstance of being able to think globally,
edit virtually, and lunch locally.
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THE FUTURE

As the first encyclopedia for a relatively new field of
inquiry, this encyclopedia serves as a diagnostic tool
that can tell us much about where leadership studies
are in 2003 and where they need to go in the future. It
seems clear that leadership studies as a research enter-
prise remains firmly rooted in psychology, especially
social psychology. Sociology, anthropology, history,
and (most surprising) political science continue to
make fewer than might be expected contributions to
the growth of our knowledge about leadership. One
key need is to continue to push for leadership research
in more disciplines and for continuing interdiscipli-
nary cooperation. Anthropology, in particular, as well
as cross-cultural psychology can make important con-
tributions in the future by testing ideas that originated
in the West in non-Western cultures and nations. A
second need is better integration of what is already
known across disciplines; here the work of the General
Theory Group and others will be of increasing impor-
tance. A third need is for greater transfer of new
knowledge and for diffusion and synthesis of ideas and
programs developed in one domain to others. For

example, in recent years leadership in education,
sports, and youth groups has drawn much attention,
but ideas formulated in those areas tend not to move
out to other domains. Leadership journals and confer-
ences can take the lead in attracting entries and pre-
sentations that represent leadership studies as broadly
as possible. Fourth, leadership studies could benefit
from the publication, distribution, and translation of
work by leadership scholars across the global commu-
nity and from a journal that enriches and encompasses
the global dialogue on leadership. Lastly, there is a
need for more rigorous testing of leadership develop-
ment programs. The popularity of leadership develop-
ment as a concept and a goal in many organizations
has created a huge demand for leadership development
education and training, as evidenced by the many new
executive leadership programs offered by colleges and
universities around the world. As yet, however, there is
little study of the notion of leadership development
education in general nor of specific approaches.

—Karen Christensen, David Levinson,
George R. Goethals, and Georgia J. Sorenson
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@ ACHIEVEMENT MOTIVATION

Achievement motivation is the desire to achieve a
personal or public standard of excellence, to do well
for the sake of doing well rather than for extrinsic
reward or for some other goal.

MEASURING ACHIEVEMENT MOTIVATION

Achievement motivation is usually measured by con-
tent analysis of spoken or written text because people
are often unable or unwilling to report directly on
their own motives. Because achievement is a socially
valued term (in U.S. culture, at least), people may
exaggerate their intrinsic concerns with doing well;
hence, the content analysis measure does not usually
correlate with direct questionnaire measures. Verbal
images scored for achievement motivation involve
being concerned with public or personal standards of
excellence, or winning (nonaggressive) competitions
(rather than having impact, which would be power
motive imagery). Many people (perhaps especially
U.S. citizens) confuse achievement and power. Per-
haps the distinction can be highlighted by the old
adage attributed to the U.S. essayist and poet Ralph
Waldo Emerson: “Build a better mousetrap [achieve-
ment], and the world will beat a path to your door
[power].” An achievement-motivated person would
be more concerned with mousetrap quality than with

the world’s reaction, whereas a power-motivated per-
son could devise many ways of drawing the world’s
attention—including renting, buying, or even captur-
ing a better mousetrap.

ACHIEVEMENT MOTIVATION
AND BEHAVIOR

People scoring high in achievement motivation are
drawn to intrinsic, task-related incentives rather than
the social incentives that might result from success-
ful performance. They are restless and innovative,
seeking and using new information and advice from
experts. They learn from their previous perform-
ance—even their failures—and are not afraid to
modify their behavior on the basis of results. They
take moderate risks, can delay gratification (probably
because they experience time as moving relatively
fast), and have an unobtrusive, even somber personal
style. They bargain in a rational, cooperative way.
They strive for upward social mobility. For all these
reasons it is scarcely surprising that achievement-
motivated people are often successful in business—
particularly as salespeople or as heads of small, inno-
vative high-technology firms. In other words,
achievement motivation appears to drive specifically
entrepreneurial leadership. This finding has been
confirmed in a variety of cultural settings and eco-
nomic systems. At the national or cultural level, high
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God put me on Earth to accomplish a certain
number of things.

Right now I'm so far behind 1 will never die!

—Unknown

levels of achievement motivation in cultural docu-
ments such as popular fiction or schoolchildren’s
readers are associated with subsequent levels of eco-
nomic performance and development.

Thus, achievement motivation, as measured by
content analysis, is specifically economic or entre-
preneurial: It is usually unrelated to academic or sci-
entific achievement or success in large bureaucratic
organizations.

THE STRANGE RELATIONSHIP
OF ACHIEVEMENT MOTIVATION
TO POLITICAL LEADERSHIP

In politics, however, achievement motivation has a
quite different and substantially negative relation
to successful leadership. Among U.S. presidents,
for example, achievement motivation is not associ-
ated with historians’ ratings of greatness, and it is
negatively associated with ratings of charisma
derived from analysis of subordinates’ memoirs.
Achievement-motivated presidents of the modern
era are viewed by scholars of the presidency as lack-
ing political skills, organizational capacity, and emo-
tional maturity. The political scientist James David
Barber categorizes such presidents as “active nega-
tive”—active in promoting their idealistic programs
but not enjoying the office of president. Frustrations
and impatience drive them, surprisingly, to rigidity
and failure to compromise, so that their administra-
tions often end in failure. Thus, in 1919 U.S. Presi-
dent Woodrow Wilson failed to reach his political
and foreign policy objectives through a refusal to
compromise and then ruined his health by attempt-
ing to go over the heads of members of Congress and
take his case “to the people.” In the judgment of his-
tory many of Lyndon Johnson’s domestic accom-
plishments disappeared into the quagmire of
Vietnam. Richard Nixon took unethical, unconstitu-

tional, and illegal steps to prop up faltering policies
and programs. Jimmy Carter tried to micromanage.

Why should achievement motivation have such
different effects—in many respects almost a rever-
sal—on political leadership and success as compared
with entrepreneurial success? The answer may lie in
consideration of how politics is different from busi-
ness. In business (particularly small research and
development businesses), achievement-motivated
entrepreneurs usually are in charge and are thus in a
position to bring about their personal vision of “the
best.” In politics, however, different people have dif-
ferent ideas about what is “the best,” both in oli-
garchic (relating to government in which a small
group exercises control) as well as democratic polit-
ical systems. Some people may even prefer out-
comes that are not “the best” in that they maximize
the difference between their own returns and those of
others, rather than the total return to all concerned
parties. The leader’s own convictions are by them-
selves usually not enough to force a policy; that is,
there are always other people—even in totalitarian
systems—with their own constituencies and power
bases; they have to be cajoled and compromised.
Thus, in politics “the best” must give way to “the
possible.” To an achievement-motivated leader who
is concerned to reach the “one best solution,” how-
ever, such compromises may seem like selling out.

“The best” also often costs too much and so must
be fought for and eventually scaled back. In politics
“the best” also usually has to be implemented by
“less than best” officials—people whom the leader
did not appoint, does not fully trust, and cannot
remove. The problems of pure achievement motiva-
tion in politics can be summed up in the words of
political journalist Patrick Wintour:

[It is] a relatively simple process to think up and launch
a new policy. But in government there are interest
groups to fix, budgets to agree, White Papers to publish,
legislation to pass, pilot studies to implement and then
sometimes many years before the impact is felt on the
ground. It is altogether a slower and more grinding
business. (Wintour 1999, 21)

Each of these regular features of political life is
aversive to a leader high in pure achievement moti-
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vation; together, these features can
be seen as causing the leader to die
a little bit each day in office.

Success in the “grinding busi-
ness” of politics depends on the bal-
ance between achievement motiva-
tion and power motivation. Thus,
U.S. presidents whose power moti-
vation was higher than their achieve-
ment motivation often found ways
around problems. Indeed, problems
may not even have been experienced
as “problems” but rather as what
makes political life interesting. Pres-
idential power motivation is proba-
bly linked to a whole series of polit-
ical skills. For example, Franklin
Roosevelt dealt with the problem of
uncooperative subordinates by
assigning the same task to several
people, which made him the final
judge of everyone’s performance, so
that subordinates often competed to
win his favor. Findings about sense
of humor suggest that power-moti-
vated political leaders are able to
take pleasure from the process of
politics—maneuvering, “schmooz-
ing,” compromising, trading—as
well as from its results. In contrast,
presidents whose achievement
motivation was higher than their
power motivation seem to have
been worn down by the process of
implementing the lofty goals with
which they began their administra-
tions.

In psychological terms the essen-
tial difference between the leader-
ship role in small-firm entrepre-
neurs and political leaders involves
the issue of personal responsibility
or control. Achievement-motivated
entrepreneurs are accustomed to
situations in which they have sub-
stantial control over the relevant

@

Achievement and Morality

The high premium placed on individual achievement so characteristic of
American society is not found in all societies. The following tale concerns the
Garo, an ethnic group in India, and tells of one of the ways Garo women
sought to accommodate Western ideals of achievement with adherence to tra-
ditional values.

The publication of the A'chik Ku'rang magazine had set in motion the
process of change in Garo literature and its turn towards modernisation.
Over and above, it also affected a change in the social life of the Garos.

Phoebe W. Momin, a poetess of good standing, composed a beautiful
poem, Rongtala Cholon Mingnama Bimung or “Noble character, noble
name” and got it published in the March, 1941 issue of the A'chik
Ku'rang. She said that along with the upliftment of the Garo society in
the field of education, there should be corresponding attainment of
higher moral standard as well. Attaining academic achievement, without
attaining balanced rise in the moral standard, will be detrimental to the
healthy growth of the society. The A'chik Ku'rang was widely circulated
and every subscriber was found to have read the contents with critical
appreciation. Copies of that journal, which | have with me, have so many
marking and comments on the margin almost in each article.

The poem, Rongtala Cholon Mingnama Bimung, had so much influ-
ence and impact on the women that the poetess herself convened a
meeting of the women at her resident at Proper Chandmary, Tura in

form a union of Garo women based on the general principles of Chris-
tianity, to be referred to as the “Mothers’ Union.” The Union was to func-
tion within the perimeter of the following aims and objects:

1. To work together to bring up their children in the best of moral
character and conduct.

2. To work together to provide decent dresses to their children; to
educate and encourage Garo women, who come to Tura almost
exposing their entire anatomy on market days or for some court
cases, to dress decently.

3. To educate and encourage the womenfolk to respect their husband
and parents in order to set a good example to their children to
show the same respect to their parents, elders and teachers.

The Mothers’ Union, one of the most powerful women organizations
in the northeast, was formed based on moral principles mentioned in the
poem Rongtala Cholon Mingnama Bimung. This Union has been instru-
mental in bringing about a great change in the social life of the Garos.

cation Wing, Agriculture Wing and Weaving Wing added to its fold. Cur-

paign within the town of Tura.

Source: Shira, Lindrid D. (1995). “Renaissance in Garo Literature.” In Hill Societies, Their
Modernisation: a Study of North East With Special Reference to Garo Hills, edited by Milton S.
Sangma. New Delhi: Omsons Publications, pp. 181-182.

November 1941. In course of their meeting, they unanimously resolved to

Today, it has expanded its horizon of activities, with Literature Wing, Edu-

rently, this Union actively involves itself in the civic sense awareness cam-
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resources and personnel. (The same is true of many
people in political campaigns and even some local or
state governments.) As suggested earlier, however,
leaders may have little tight control over many
national political issues and arenas. Thus, Woodrow
Wilson was confronted by implacable enemies of his
League of Nations vision, Lyndon Johnson found
that nothing he could do would move the Viet Cong
and North Vietnamese to compromise, and Richard
Nixon worried about possible “leaks” of vital knowl-
edge to his enemies.

The experience of having absolutely no control
may in fact be traumatic for achievement-motivated
people. Because achievement motivation is built on a
foundation of strict early training for voluntary con-
trol of bodily processes (McClelland & Pilon, 1983),
later situations may arouse memories of childhood
experiences of having “no control”—a paralyzing
nightmare experience when confronting danger.

ACHIEVEMENT-MOTIVATED
LEADERS IN A GLOBALIZED ECONOMY

These considerations have important consequences
for understanding political leadership in an age of
globalization. With the rise of a globalized economy
and corresponding political systems and political
cultures, politics in many regions may increasingly
come under the sway of “technician” corporate lead-
ers, trained in the entrepreneurial domain rather than
in the political domain. Such leaders would be
tempted to short-cut the “frustrations” and “quag-
mires” of politics in order to “turn the country
around” and “get things done.” Often they do not
come to power through election. (In a sample of
world leaders of the 1970s, those who came to power
by means of a coup d’etat scored significantly higher
than average in achievement motivation but not in
power motivation.) Contemporary examples include
national leaders, often with successful corporate
experience, who have turned to politics in a spirit of
impatient reform and desire for rapid economic
growth, such as Lee Kuan Yew of Singapore, Vicente
Fox of Mexico, and perhaps even the U.S. candidate
Ross Perot, who ran unsuccessfully for president and
founded the Reform Party.

Study of such leaders suggests that latent author-
itarianism may be a kind of “shadow” of achieve-
ment motivation in politics—a shadow that could
well lengthen in an era when traditional political
institutions are being supplanted by the suprana-
tional structures of globalized market capitalism,
such as the economic controllers of the European
Union, International Monetary Fund, and World
Bank.

An achievement-motivation analysis can explain
some twists and turns in the tortuous path of Bill
Clinton’s presidency. Both in the 1992 campaign and
in his 1993 inaugural address, Clinton clearly scored
higher in achievement motivation than power moti-
vation, a profile that was clearly demonstrated by the
early fiasco of his health-care reform: A panel of
“experts,” meeting in secret, produced a lengthy doc-
ument covering every feature of health care without
paying any attention to politics and power—that is,
recognizing obstacles, building alliances, recogniz-
ing powerful stakeholders (people affected by an
outcome) with different perceptions, holding public
interest, and rallying support through exhortation
and compelling images. This leadership style is
more characteristic of the “command and compli-
ance” corporate world, in which an achievement-
motivated leader, situated at the top of a hierarchy,
has a relatively untrammeled path toward the “single
best way.”

After the Republican midterm election victory of
1994 and the Newt Gingrich-led challenge of shut-
ting down the government in the winter of
1995-1996, however, a “new Clinton” emerged. He
skillfully challenged and attacked his opponents; he
presented attractive presidential policy proposals,
and so (with an assist from the strong economy) his
popularity soared during and after the 1996 election,
enabling him to withstand even the challenge of
impeachment. This “new Clinton” was characterized
by speeches with a transformed motive profile, in
which power was greater than achievement.

ORIGINS OF ACHIEVEMENT MOTIVATION

As noted, evidence suggests that achievement moti-
vation grows out of early voluntary control of bodily
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processes. High parental standards for performance,
along with warmth and encouragement—indepen-
dence training, in short—provide the setting for the
development of internal standards. However, it is
important that parents (in a patriarchal society, par-
ticularly fathers) “stand back,” avoiding overly
explicit specification of goals and excessive interfer-
ence with their child’s own efforts. Although early
experience is important, evidence suggests that
achievement motivation can be developed in later life
through training courses.

The word achievement is a broad one, with many
meanings. Achievement motivation, however, is
related to only specific kinds of achievement. It
drives highly successful economic leadership in
entrepreneurial settings. Successful political leader-
ship requires that the desire for excellence be tem-
pered with a desire for and appreciation of power,
lest the leader become restless and frustrated with the
processes of politics.

—David G. Winter
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@ ACTIVISM

See Alinsky, Saul; Anthony, Susan B.;
Apartheid in South Africa; Demise of; Ben &
Jerry’s Ice Cream; Birth Control; Body Shop,
The; Brighton Declaration; Goldman, Emma;
Farm Worker Movement; Human Rights;
Green Parties; King, Martin Luther, Jr.;
Malcolm X; Mandela, Nelson; Mau Mau
Rebellion; Pueblo Revolt; Nader, Ralph;
Organizing; Sanger, Margaret; Stonewall
Rebellion; Tiananmen Square; Utopian
Leaders; Wells-Barnett, Ida B.; Women’s
Movement; Women’s Suffrage

@ ACTOR NETWORK THEORY

Actor Network Theory (ANT) developed in the
1980s, initially through the works of sociologist
Michel Callon (1986) and sociologist Bruno Latour
(1988), as an alternative to conventional explanations
of the way leadership works. ANT suggests that
leadership works not through individuals or groups
of people and their separate, compliant, and deter-
ministic technologies and that leadership therefore
poses a radical problem for people’s views about
leadership: Is leadership restricted to humans? ANT
suggests two alternative foundation stones: first, that
leadership is made up not of arrays of separate ele-
ments—people, ideas, machines, animals, chemi-
cals, and so on—but rather of active hybrids com-
posed of networks of associations; second, that
people should understand these hybrids on the same
analytical basis—in other words, not give priority to
the human over the nonhuman. The consequences of
this theory for understanding leadership are three-
fold: (1) that people should abandon their concentra-
tion on “the leader” as a discrete element because
there are, in reality, no naked leaders (that is, leaders
without any artificial supports) but rather leaders in
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clothes surrounded by all forms of technical devices,
natural resources, and other humans; (2) that the
tracing of cause and effect in such a complex equa-
tion is an impossible task and that therefore the best
that people can hope for is a rich description; and (3)
that leadership can be exerted by nonhumans.

Taking the naked leader element first, it should be
obvious that leaders are seldom naked—hence all
the concern for dressing in a culturally appropriate
manner for a leader, whether that is a pinstriped suit,
a sports jersey, or a sari (a garment of southern Asian
women). Indeed, it is because leadership is conven-
tionally clothed that an inversion of the convention
can prove such a powerful symbol. When six hun-
dred Nigerian women occupied the Chevron-Texaco
oil terminal at Escravos in southern Nigeria (which
produces 400,000 barrels of oil a day) in July 2002,
people might have assumed that the occupiers’
demands for schools, health clinics, electricity and
water supply systems, jobs, and the cleanup of oil-
polluted rivers would be brushed aside. However,
when the women threatened to take their clothes off,
the company agreed to their demands, concerned
about the embarrassment caused by the “curse of
nakedness” (Branigan & Vidal, 2002, 8). The French
emperor Napoleon, as another example, did not
achieve his successes by appearing naked on the bat-
tlefield alone, but rather as resplendent in his uni-
form, on a horse, and supported by other clothed and
armed soldiers, complete with the support of thou-
sands of animals, food, cannon, ammunition, poor
weather, good timing, and so on.

The issue of cause is also important: Napoleon
may have been the formal leader of the French army,
but this does not mean he was the sole or even the
primary cause of its successes and failures. In the
ANT approach, people should abandon the notion of
human “actors” supported by various bit-part
“extras,” such as technology, and instead consider
how the technology is also an “actant”—having
apparent causal consequences in conjunction with
the other elements of particular networks of hybrids.
These networks are not robust and wholly mate-
rial—such as a telephone network, for example—but
rather fragile, fluid, and complex. They may involve
vacillating humans, unreliable technologies, and

ambiguous ideas, all of which need constant replen-
ishment for their reproduction.

This switch to incorporate the human with the
nonhuman into hybrid actants then allows people to
reconsider the extent to which leadership is unnec-
essarily restricted to humans. For instance, sociolo-
gist Richard Edwards (1979) argued that the expla-
nation for the development of what he called
“technical control”—assembly lines and the like—
was a form of nonhuman persuasion that developed
in response to the problems of personal control in
factories. After bullying supervisors and factory
bosses became counterproductive—because of the
resistance they generated among the labor force—
technical control replaced human control because
subordinates were less resistant to being “led” by
things than to being led by people. This, of course,
begs the question: What does it mean to be “led”? If
“to lead” implies “to set goals and alter behavior to
achieve those goals,” then people could still argue
that assembly lines “lead” people. That is, the
machinery sets the required output of widgets and
then persuades its human operatives to exert effort in
specific ways to achieve this output. Of course, there
is a human behind the machinery—because the
machinery is part of the hybrid—but Edwards’s
claim is that machines embody superior persuasive
techniques to humans in these circumstances. What
is important for human leaders to consider, then, is
how they can incorporate the diverse elements that
comprise a hybrid network.

MOMENTS OF TRANSLATION
IN THE MOBILIZATION OF A NETWORK

For Callon (1986) accomplishing such a feat of het-
erogeneous engineering involves persuading the var-
ious elements that their future lies with one’s net-
work, rather than another’s, and this occurs through
four “moments of translation.” The first “moment” is
problematization, in which, for people’s purposes, a
human leader persuades other actants (human and
nonhuman) that he or she is indispensable to them by
redefining things as problems that can be resolved
only through a (temporary) alignment to the leader.
An example is the German politician Adolf Hitler’s
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account of the “Jewish conspiracy” as the problem
for Germany that could be resolved only by support-
ing him and his network. The second “moment” cap-
tures their interests—interessment—and occurs
when the leader tries to reconstruct the identity of the
new hybrid network such that it is differentiated from
competitor hybrids. An example is Hitler’s attempts
to persuade all non-Jewish Germans that their Aryan
identity both distinguished them from all other
groups and entitled them to enslave others. Enrol-
ment (French for enrollment) is the third moment, in
which strategies are deployed and roles are allocated:
For Hitler the incorporation of Europe was devised,
the SS (Schutzstaffel, Protective Corps) was trained
to round up the Jews, the tanks were trained to break
through ground defenses, and the dive bombers were
trained to immobilize the civilian populations and
destroy communications. Finally, for Germany the
fourth “moment,” mobilization, occurred when the
“silent actors”—the passive German civilians, the
tanks, the SS, and the dive bombers—accepted that
Hitler had the right to speak for them, to drag them
into war.

In effect, ANT works on the principle of hybrids,
not humans, and on a form of recruitment in which
the leader operates as an engineer of heterogeneous
elements, drawing them into a temporary unity,
channeling their concerns through a single causeway,
and isolating them from all others. Hence, a person
did not need to be a Nazi to support Hitler, but the
network was constructed and held in place so that the
only way to achieve anything was to fall in line with
Hitler’s demands. The power of Hitler, though,
derived from his temporary control over the hybrid
of people, flags, ideas, songs, uniforms, tanks, guns,
oil, and so forth; it did not derive from him alone,
however charismatic he may have appeared to some.

HYBRID LEADERSHIP

If people can establish that viewing leadership as
hybrid is a legitimate view, then the conceptual space
that “leadership” inhabits becomes significantly
more open to debate. On the one hand this view may
make the debate even more complex and confused,
but on the other hand it might also explain why that

debate is so contested—because what counts as
leadership cannot be shaped into a consensual form.

If a human can lead others by being a guide, by
showing the way, then it seems that hybrids can, too.
A dog, for example, can lead a person home—pro-
viding the dog knows where home is—and is there-
fore part of a home-human-dog hybrid; a lighthouse
can do the same, as can a satellite navigation system.
However, can an “ideal” also offer leadership? This
seems a reasonable extrapolation; for instance, many
of the Marxist guerrillas of the 1960s and 1970s were
“led” by the ideal of equality: a nonhuman that had
little formal authority over them. Similarly, many
members of the German SS were “led” by the racist
ideals of National Socialism or by their “oaths of
obedience” to Hitler. Here the oath, the verbal utter-
ance, led them—even if most people would insist
that it led them “astray.” That ideal might also be
materialized as a flag or symbol—the Hammer and
Sickle, the Swastika, the Stars and Stripes, or the
Union Jack, hence the perceived “desecration” by
burning. Indeed, the Regimental Colors, the British
military unit flag, is often regarded as “leading” sol-
diers, as were the Roman legions’ standards, because
they symbolized in dramatic and intense form all that
the legions stood for. The leadership symbol itself,
not just what it symbolizes, is critical. If this were not
the case, then when the Roman legions lost their
standards they would simply have replaced them
with new ones—rather than disband the legions, as
they tended to do.

However, is the volitional element an insurmount-
able problem here after all? That is, is the inability of
the flag to invent a future and to act in a volitional
manner the issue that marks the boundary between
leadership and symbolism? Certainly the flag can
represent a future, but it cannot invent one. Thus, if
leadership is defined as the invention of a future and
the mobilization of followers to achieve that future,
then surely the flag can lead only in the second
sense? A flag might well embody the future, as cul-
tural historians Orlando Figes and Boris Kolonitskii
suggest, at the beginning of the Russian Revolution:
“Each faction fought to control the symbolic system
of the revolutionary underground. . . . Whoever mas-
tered the red flag, or monopolized the meaning of its
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lexicon, was in pole position to become the master of
the revolution too” (Figes & Kolonitskii 1999, 1-2).
Of course, what particular future is embodied in the
flag is still up for debate, so it is not that the flag
leads because of what it symbolizes but rather that its
followers attribute to the flag a future that they find
attractive—even if that attribution is not consciously
agreed on by the followers.

Yet, one could still argue that nonhuman leader-
ship fails because the nonhuman element of the net-
work does not instigate the changes and does not act
as a mobilizer of networks: Human leaders are not
naked, but naked technologies cannot lead because
they do not instigate the vision or mobilization.
Thus, it is the pivotal creative role played by
humans in these collaborative hybrids that distin-
guishes them primus inter pares (first among
equals). However, this is a little like saying the
driver is the most important part of a car; in some
sense that might be true, but without a car a person
cannot drive. Precisely what is the creative force of
the network is debatable: God, alcohol, human
emotion, destiny, culture, and genes are all potential
culprits here. Moreover, because invented futures
have to be inscribed and communicated, and
because humans are never without technological
supports, one might still argue that human-nonhu-
man networks are critical for leadership. One might
suggest that the search for an essence is irrelevant
because the important element is the hybrid, and
neither the elements that comprise the hybrid nor
any alleged network is the essence.

If this is right, then people should reconsider how
people strengthen the links in the hybrid networks
because, of course, this also means that people can-
not consider the nonhuman as a leader in isolation
either, not because nonhumans do not embody voli-
tion but rather because nonhuman leadership is as
mythically pure as human leadership. There lies the
rub—according to ANT it isn’t the consciousness of
leaders that makes them leaders; it’s their hybridity.

—Keith Grint
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@ ADAPTIVE WORK

Our language fails us in many aspects of our lives,
entrapping us in a set of cultural assumptions like
cattle herded by fences into a corral. Gender pro-
nouns, for example, corral us into teaching children
that God is a “he,” distancing girls and women from
the experience of the divine in themselves.

Our language fails us, too, when we discuss, ana-
lyze, and practice leadership. We commonly talk
about “leaders” in organizations or politics when we
actually mean “people in positions of managerial or
political authority.” Although we have confounded
leadership with authority in nearly every journalistic
and scholarly article written on “leadership” during
the last one hundred years, we know intuitively that
these two phenomena are distinct when we complain
all too frequently in politics and business that “the
leadership isn’t exercising any leadership,” by which
we actually mean that “people in authority aren’t
exercising any leadership.” Whether people with for-
mal, charismatic, or otherwise informal authority
actually practice leadership on any given issue at any
moment in time ought to remain a separate question
answered with wholly different criteria than those
used to define a relationship of formal or informal
authority. As we know, all too many people are
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skilled at gaining authority, and thus a following, but
do not then lead.

Moreover, we assume a logical connection
between the words leader and follower, as if this
dyad (pair) were an absolute and inherently logical
structure. It is not. The most interesting leadership
operates without anyone experiencing anything
remotely similar to the experience of “following.”
Indeed, most leadership mobilizes those people who
are opposed or who sit on the fence, in addition to
allies and friends. Allies and friends come relatively
cheap; the people in opposition have the most to lose
in any significant process of change. When mobi-
lized, allies and friends become, not followers, but
rather activated participants—employees or citizens
who themselves often lead in turn by taking respon-
sibility for tackling tough challenges, often beyond
expectations and often beyond their authority. They
become partners. When mobilized, opposition and
fence-sitters become engaged with the issues, pro-
voked to work through the problems of loss, loyalty,
and competence embedded in the change they are
challenged to make. Indeed, they may continue to
fight, providing an ongoing source of diverse views
necessary for the adaptive success of the business or
community. Far from becoming “aligned” and far
from having any experience of “following,” they are
mobilized by leadership to wrestle with new com-
plexities that demand tough trade-offs in their ways
of working or living. Of course, in time they may
begin to trust, admire, and appreciate the person or
group who is leading, and thereby confer informal
authority on the person or group, but they would not
generally experience the emergence of that appreci-
ation or trust by the phrase “I’ve become a fol-
lower.”

If leadership is different from the capacity to gain
formal or informal authority, and therefore different
from the ability to gain a “following”—attracting
influence and accruing power—then what can
anchor our understanding of it?

Leadership takes place in the context of problems
and challenges. Indeed, it makes little sense to
describe leadership when everything and everyone in
an organization are humming along just fine, even
when processes of influence and authority will be

virtually ubiquitous in coordinating routine activity.
Leadership becomes necessary to businesses and
communities when people have to change their ways
rather than continue to operate according to current
structures, procedures, and processes. Beyond tech-
nical problems, for which authoritative and manage-
rial expertise will suffice, adaptive challenges
demand leadership that can engage people in facing
challenging realities and then changing at least some
of their priorities, attitudes, and behavior in order to
thrive in a changing world.

Mobilizing people to meet adaptive challenges,
then, is at the heart of leadership practice. In the short
term, leadership is an activity that mobilizes people
to meet an immediate challenge. In the medium and
long terms, leadership generates new cultural norms
that enable people to meet an ongoing stream of
adaptive challenges in a world that will likely pose
an ongoing set of adaptive realities and pressures.
Thus, with a longer view, leadership develops an
organization’s or community’s adaptive capacity.

Adaptive work may be described in seven ways.

First, adaptive work is necessary in response to
problem situations for which solutions lie outside the
current way of operating. We can distinguish techni-
cal challenges, which are amenable to current expert-
ise, from adaptive challenges, which are not.
Although every problem can be understood as a gap
between aspirations and reality, technical challenges
present a gap between aspirations and reality that can
be closed through applying existing know-how. For
example, a patient comes to his doctor with an infec-
tion, and the doctor uses her knowledge to diagnose
the illness and prescribe a cure.

In contrast, an adaptive challenge is created by a
gap between a desired state and reality that cannot be
closed using existing approaches alone. Progress in
the situation requires more than the application of cur-
rent expertise, authoritative decision making, standard
operating procedures, or culturally informed behav-
iors. For example, a patient with heart disease may
need to change his or her way of life: diet, exercise,
smoking, and the imbalances that cause unhealthy
stress. To make those changes, the patient will have to
take responsibility for his or her health and learn a new
set of priorities and habits. (See Table 1.)
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Table 1: Technical and Adaptive Work

Solutions and Primary Locus of
Kind of Work Problem Definition Implementation Responsibility for the Work
Technical Clear Clear Authority
Technical and Adaptive Clear Requires Learning Authority and Stakeholders
Adaptive Requires Learning Requires Learning Stakeholder > Authority

Source: R. A. Heifetz (1994, 76).

Second, adaptive work demands learning. An
adaptive challenge exists when the people them-
selves are the problem and when progress requires a
retooling, in a sense, of their own ways of thinking
and operating. The gap between aspirations and real-
ity closes when they learn new ways. Thus, a con-
sulting firm may offer a brilliant diagnostic analysis
and set of recommendations, but nothing will be
solved until that analysis and those recommenda-
tions are lived in the new way that people operate.
Until then, the consulting firm has no solutions, only
proposals.

RESPONSIBILITY SHIFT

Third, adaptive work requires a shift in responsibil-
ity from the shoulders of the authority figures and
the authority structure to the stakeholders (people
with an interest in an outcome) themselves. In con-
trast to expert problem solving, adaptive work
requires a different form of deliberation and a differ-
ent kind of responsibility taking. In doing adaptive
work, responsibility needs to be felt in a far more
widespread fashion. At best, an organization would
have its members know that there are many technical
problems for which looking to authority for answers
is appropriate and efficient but that for the adaptive
set of challenges, looking primarily to authority for
answers becomes self-defeating. When people make
the classic error of treating adaptive challenges as if
they were technical, they wait for the person in
authority to know what to do. He or she then makes
a best guess—probably just a guess—while the
many sit back and wait to see whether the guess pans
out. Frequently enough, when it does not pan out,
people get rid of that person in authority and go find

another one, all the while operating under the illu-
sion that “if only we had the right ‘leader,” our prob-
lems would be solved.” Progress is impeded by inap-
propriate dependency, and thus a major task of
leadership is the development of responsibility tak-
ing by stakeholders themselves.

Fourth, adaptive work requires people to distin-
guish what is precious and essential from what is
expendable within their culture. In cultural adapta-
tion the job is to take the best from history, leave
behind that which is no longer serviceable, and
through innovation learn ways to thrive in the new
environment.

Therefore, adaptive work is inherently conserva-
tive as well as progressive. The point of innovation is
to conserve what is best from history as the commu-
nity moves into the future. As in biology, a success-
ful adaptation takes the best from its past set of com-
petencies and loses the DNA that is no longer useful.
Thus, unlike many current conceptions of culturally
“transforming” processes, many of which are ahis-
torical—as if one begins all anew—adaptive work,
profound is it may be in terms of change, must honor
ancestry and history at the same time that it chal-
lenges them.

Adaptive work generates resistance in us because
adaptation requires us to let go of certain elements of
our past ways of working or living, which means to
experience loss—Iloss of competence, loss of report-
ing relationships, loss of jobs, loss of traditions, or
loss of loyalty to the people who taught us the les-
sons of our heritage. Thus, an adaptive challenge
generates a situation that forces us to make tough
tradeoffs. The source of the resistance that people
have to change isn’t resistance to change per se; it is
resistance to loss. People love change when they
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know it is beneficial. Nobody gives
the lottery ticket back when he or

she wins. Leadership must con- Disequilibrium

Figure 1. Technical Problem or Adaptive Challenge?

tend, then, with the various forms
of feared and real losses that
accompany adaptive work.
Anchored to the tasks of mobi-
lizing people to thrive in new and
challenging contexts, leadership is
not simply about change; more
profoundly leadership is about
identifying that which is worth
conserving. It is the conserving of
the precious dimensions of our past
that makes the pains of change
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Fifth, adaptive work demands experimentation. In
biology, the adaptability of a species depends on the
multiplicity of experiments that are being run con-
stantly within its gene pool, increasing the odds that
in that distributed intelligence some diverse member
of the species will have the means to succeed in a new
context. Similarly, in cultural adaptation, an organi-
zation or community needs to be running multiple
experiments and learning fast from these experiments
in order to see “which horses to ride into the future.”

Technical problem solving appropriately and effi-
ciently depends on authoritative experts for knowl-
edge and decisive action.

In contrast, dealing with adaptive challenges
requires a comfort with not knowing where to go or
how to move next. In mobilizing adaptive work
from an authority position, leadership takes the form
of protecting elements of deviance and creativity in
the organization in spite of the inefficiencies associ-
ated with those elements. If creative or outspoken
people generate conflict, then so be it. Conflict
becomes an engine of innovation rather than solely
a source of dangerous inefficiency. Managing the
dynamic tension between creativity and efficiency
becomes an ongoing part of leadership practice for
which there exists no equilibrium point at which this
tension disappears. Leadership becomes an improv-

Source: Ronald A. Heifetz and Donald L. Laurie

isation, however frustrating it may be to not know
the answers.

Sixth, the time frame of adaptive work is markedly
different from that of technical work. People need
time to learn new ways—to sift through what is pre-
cious from what is expendable and to innovate in
ways that enable people to carry forward into the
future that which they continue to hold precious from
the past. Moses took forty years to bring the children
of Israel to the Promised Land, not because it was
such a long walk from Egypt, but rather because it
took that much time for the people to leave behind the
dependent mentality of slavery and generate the
capacity for self-government guided by faith in some-
thing ineffable. (See Figure 1.)

Because people have so much difficulty sustain-
ing prolonged periods of disturbance and uncer-
tainty, people naturally engage in a variety of efforts
to restore equilibrium as quickly as possible, even if
it means avoiding adaptive work and begging the
tough issues. Most forms of adaptive failure are a
product of our difficulty in containing prolonged
periods of experimentation and the difficult conver-
sations that accompany them.

Work avoidance is simply the natural effort to
restore a more familiar order, to restore equilibrium.
Although many forms of work avoidance operate
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across cultures and peoples, two common pathways
appear to exist: the displacement of responsibility
and the diversion of attention. Both pathways work
all too well in the short term, even if they leave peo-
ple more exposed and vulnerable in the medium and
long terms. Some common forms of displacement of
responsibility include scapegoating, blaming the per-
sistence of problems on authority, externalizing the
enemy, and killing the messenger. Diverting atten-
tion can take the form of fake remedies, such as the
Golden Calf of the Bible’s Book of Exodus; an effort
to define problems to fit one’s competence; repeated
structural adjustments; the faulty use of consultants,
committees, and task forces; sterile conflicts and
proxy fights (“let’s watch the gladiator fight!”); and
outright denial.

Seventh, adaptive work is a normative concept.
The concept of adaptation arises from scientific
efforts to understand biological evolution. Applied to
the change of cultures and societies, the concept
becomes a useful, if inexact, metaphor. For example,
species evolve, whereas cultures learn. Evolution is
generally understood by scientists as a matter of
chance, whereas societies will often consciously
deliberate, plan, and intentionally experiment. Close
to our normative concern, biological evolution con-
forms to laws of survival. Societies, on the other
hand, generate purposes beyond survival. The con-
cept of adaptation applied to culture raises the ques-
tion, “Adapt to what, for what purpose?”’

In biology the “objective function” of adaptive
work is straightforward: to thrive in new environ-
ments. Survival of the self and one’s gene-carrying
kin defines the direction in which animals adapt. A
situation becomes an adaptive challenge because it
threatens the capacity of a species to pass on its
genetic heritage. Thus, when a species multiplies its
own kind and succeeds in passing on its genes, it is
said to be “thriving” in its environment.

Thriving is more than coping. Nothing is trivial in
biology about adaptation. Some adaptive leaps trans-
form the capacity of a species by sparking an ongo-
ing and profound process of adaptive change that
leads to a vastly expanded range of living.

In human societies “thriving” takes on a host of
values not restricted to survival of one’s own kind. At

times human beings will even trade off their own
survival for values such as liberty, justice, and faith.
Thus, adaptive work in cultures involves both the
clarification of values and the assessment of realities
that challenge the realization of those values.

Because most organizations and communities
honor a mix of values, the competition within this
mix largely explains why adaptive work so often
involves conflict. People with competing values
engage one another as they confront a shared situa-
tion from their own points of view. At its extreme,
and in the absence of better methods of social change,
the conflict over values can be violent. The U.S. Civil
War changed the meaning of union and individual
freedom. In 1857 fulfilling the preamble to the Con-
stitutional goal “to insure domestic tranquility”
meant the return of escaped slaves to their owners; in
1957 it meant the use of federal troops to integrate
Central High School in Little Rock, Arkansas.

Some realities threaten not only a set of values
beyond survival, but also the very existence of a
society if these realities are not discovered and met
early on by the value-clarifying and reality-testing
functions of that society. In the view of many envi-
ronmentalists, for example, our focus on the produc-
tion of wealth rather than co-existence with nature
has led us to neglect fragile factors in our ecosystem.
These factors may become relevant to us when
finally they begin to challenge our central values of
health and survival, but by then, we may have paid a
high price in damage already done, and the costs of
and odds against adaptive adjustment may have
increased enormously.

Adaptive work, then, requires us to deliberate on
the values by which we seek to thrive and demands
diagnostic inquiry into the realities that threaten the
realization of those values. Beyond legitimizing a
convenient set of assumptions about reality, beyond
denying or avoiding the internal contradictions in
some of the values we hold precious, and beyond
coping, adaptive work involves proactively seeking
to clarify aspirations or develop new ones, and then
involves the hard work of innovation, experimenta-
tion, and cultural change to realize a closer approxi-
mation of those aspirations by which we would
define “thriving.”
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The normative tests of adaptive work, then,
involve an appraisal of both the processes by which
orienting values are clarified in an organization or
community and the quality of reality testing by
which a more accurate rather than convenient diag-
nosis is achieved. For example, by these tests serving
up fake remedies for our collective troubles by
scapegoating and externalizing the enemy, as was
done in extreme form in Nazi Germany, might gen-
erate throngs of misled supporters who readily grant
to charlatans extraordinary authority in the short run,
but they would not constitute adaptive work. Nor
would political efforts to gain influence and author-
ity by pandering to people’s longing for easy answers
constitute leadership. Indeed, misleading people is
likely over time to produce adaptive failure.

—Ronald A. Heifetz
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@ AFRICA

See Apartheid in South Africa, Demise of;
Haile Selassie; Harris, William Wade;
Kenyatta, Jomo; Lumumba, Patrice;

Mandela, Nelson; Mau Mau Rebellion;
Nasser, Gamal Abdel; Nkrumah, Kwame;
Nyerere, Julius; Shaka Zulu; Suez Crisis of
1956; Truth and Reconciliation Commissions;
Tutu, Desmond

@ AFRICAN-AMERICAN
LEADERSHIP

See Civil Rights Act of 1964; Civil Rights
Movement; Du Bois, W. E. B.; King, Martin
Luther, Jr.; Malcolm X; Robinson, Jackie;
Russell, Bill; Wells-Barnett, Ida B.

@ AKBAR (1542-1605)
Mughal emperor

Akbar was the grandson of Babur (1483-1530), who
founded the Mughal rule (1526-1857) in India.
Babur was succeeded by his son Humayun
(1508-1556), during the first portion of whose reign
(1530-1540) the territories conquered earlier by
Mughals was lost to the Afghans. After an interreg-
num of rule by the Afghan dynasty of Sur, the
Mughals were again able to set foothold over Delhi
in 1555; yet until his death in 1556, Humayun was
fighting on many fronts to recapture the empire.
After Humayun’s death the Afghans under their
Hindu Prime Minister Hemu reoccupied Delhi. It
was left to Akbar, Humayun’s son, to build up the
empire from scratch and raise it to glorious heights.
Akbar was only fourteen years old when he was
coronated, and under his command, Mughals
defeated Hemu in the second Battle of Panipat
(November 5, 1556) that is considered landmark in
reestablishment of Mughal rule in India.

Akbar’s leadership skills were not limited to war
or to the expansion and consolidation of the Mughal
empire; indeed, his most important contribution was
the way that he molded the Mughal empire and cre-
ated legitimacy for his rule that was based not on
brute force, but on the consent of the governed.
Despite Mughals being Sunni, Akbar refused to
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The Tomb of Akbar in Sikandra, India, in the late 1800s.
Source: Hulton-Deutsch Collection/Corbis; used with permission.

identify with any creed and followed an independent
policy of enlightened toleration.

RELIGIOUS TOLERANCE

Mughal rule under Akbar was largely an extension
of his personality. Personally, Akbar was tolerant of
other religions. He married Hindu Rajput
princesses, but did not force them to convert to
Islam; they were free to practice their own religion.
In fact, Akbar was interested in exploring the
essence of different religions, and to this end he
built an ibadat-khana (house of worship) in his cap-
ital at Fatehpur-Sikri, near Agra to which he would
invite spiritual leaders of different faiths for inter-
faith dialogues. Akbar also showed respect for other
religions by celebrating their festivals. Perhaps the
most significant signs of his religious tolerance
were that he abolished the jizia, the tax that only
non-Muslims were required to pay, and rescinded
many of the restrictive laws regarding non-Muslim
religious worship. His spiritual curiosity later trans-
lated into his founding a faith called din-i-ilahi (also
called tahud-i-ilahi), meaning divine faith. This
faith was in many ways a distillation of the teach-
ings of the various religions to which Akbar had
been exposed, and it was tolerant in nature. It laid
stress on individual purity and ethical behavior.

Akbar never forced anyone to become a member of
his din, and according to the Ain-i-Akbari (Laws of
Akbar), written by Abul Fazl, there were only eight-
een full-time adherents and no more than a few
thousand followers.

ADMINISTRATION OF
THE MUGHAL EMPIRE

Akbar conquered all but the southernmost parts of
the Indian subcontinent; his empire stretched from
present-day Afghanistan to present-day Bangladesh.
The most significant aspect of his extension of
Mughal power was that in many of the areas for-
merly under Hindu Rajput rule, he would not annex
the kingdoms, but on the princes’ acceptance of
Mughal soveregnty, he would let them rule their
kingdoms as vassals of the Mughals. Further, he
recruited the Rajput princes into the ranks of the
Mansabdari, his military system of government
administration. By thus incorporating his former
enemies into his government, he won acceptance for
his imperialism. In many of the subsequent cam-
paigns of the Mughals, Rajput princes commanded
the Mughal armies. The Rajputs also proved to be an
important bulwark against the conservative Islamic
elements in the Mughal court.

Under the Mansabdari system of administration,
all government officials were incorporated into the
ranks of the military, even if their functions were not
military, and all were paid through the imperial
army. This systematized government functions, and
bureaucratized its operation, all the way from the
imperial level down to the local level. Rule by whim
was replaced by rule according to standardized pro-
cedures. For instance, the land tax structure was sys-
tematized on a scientific statistical basis with the
objective to increase productivity and revenue. Also,
procedures were developed for recruitment, for com-
munication, and for a system of checks and balances
between the government functionaries. Officials
were regularly transferred to maintain the efficiency
of the administration, but also to keep up the impe-
rial control. An important aspect of Akbar’s admin-
istration was that people of ability were assigned
high ranks irrespective of their religious affiliation.
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Consequently, even Shias and Hindu Rajputs held
important government positions.

POLITICS, LAW, AND THE ARTS

The most important aspect of Akbar’s kingship was
that unlike other Muslim rulers, he did not consider
the caliph (the supreme Islamic religious authority)
to have political authority over him. Akbar did not
consider himself subordinate to anyone. Although
empires are often associated with particular religions
(for example, the Byzantine empire is associated
with Eastern Orthodox Christianity, the Ottoman
empire with Sunni Islam, the Persian Safavid
dynasty with Shi‘a Islam, and so on), Akbar liberated
the Mughal regime from any such religious affilia-
tion and placed his subjects on an equal footing. He
created a state of sulh-i-kul, that is, a state of peace
and reconciliation among all. This was quite in con-
trast to the wishes of orthodox theologians, whose
power was undermined by such measures. Until
Akbar’s time, the highest title an Islamic king had
claimed for himself was zil-i-allah-fil- ‘arz (“shadow
of God on earth”). Akbar went further and adopted
the title farr-i-izdi (“divine effulgence or light of
God”). Thus Akbar claimed to derive his power
directly from God.

In an empire in which Qur’anic laws took prece-
dence, Akbar took the innovative step of assuming
the powers of religious interpretation. By a procla-
mation Akbar was certified to be an imam-adil (just
ruler), and by virtue of that status his interpretation
of religious law was declared to be superior to that of
the mujtahid (learned scholars or jurists). In other
words, the monarch, not the ulama (Islamic scholarly
community), was the source of legislation and of
interpretation of that legislation should any dispute
arise. This appropriation of religious as well as legal
authority made it possible for Akbar to restrict the
influence of the orthodox ulama.

A similar universality of outlook is visible in
Akbar’s patronage of the arts. It is very interesting to
note that during his reign painting were totally
devoid of religious symbolism. He would patronize
artists without being concerned with their religious
affiliations. It was in his time that a form of Indo-

@

Another View: The Real Akbar,
the (Not So) Great

The addition of the adjectival phrase “the great” to the
names of famous leaders such as Akbar, Alexander, and
Peter is rarely without controversy. What is great to some
is horrible to others. Akbar is a good example of this, as
he is revered by Muslims but considered less than great
by some modern Hindus as indicated by the text from a
website reprinted below.

Akbar is considered as the great Mughal emperor
who put the Mughal empire on a firm and stable
footing, with a reliable revenue system and with
expansion of its borders deeper into Indian heart-
land. There is a belief prevalent in the present day
India that Akbar’s rule was secular and tolerant of
the native Hindu faith. This belief is fostered by the
Indian history texts, Hindi movies like Mughal-e-
Azam, a TV serial on Doordarshan and the fictional
tales of Akbar and his Hindu court jester Birbal.
Although Akbar did abolish two obnoxious taxes
on Hindus namely the pilgrimage tax in 1563 ct
and Jizya (a tax stipulated in the Koran to be paid
by Zimmis or unbelievers) in 1564 ck, his rule was
better compared ONLY to the other Mughal and
Turko-Afgani rules. This article illustrates this with
two specific historical events. First, Akbar like all
Mughal rulers had the holy Muslim title of GHAZI
(SLAYER OF KAFFIR—infidel). Like Timur Lane and
Nader Shah, AKBAR HAD A VICTORY TOWER
ERECTED WITH THE HEADS OF THE CAPTURED/
SURRENDERED ARMY OF HEMU after the second
battle of Panipat. Later, AKBAR AGAIN SLAUGH-
TERED MORE THAN 30,000 UNARMED CAPTIVE
HINDU PEASANTS AFTER THE FALL OF CHITOD
ON FEBRUARY 24, 1568.

Source: The Hindu Universe. Retrieved September 29, 2003, from
www.hindunet.org/hindu_history/modern/akbar_vs.html

Islamic architecture that was a synthesis of Islamic
as well as Hindu traditions became part of the land-
scape. Thus in every aspect of life Akbar promoted
religious tolerance and liberalism. He not only had a
deep impact on the Mughal empire, he furthered a
liberal Indian tradition that has been present in
Indian civilization over the centuries.

—Anup Mukherjee
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@ ALEXANDER THE GREAT
(356-323 BCE)

King of Macedonia

Alexander the Great was king of the ancient dynasty
of Macedonia in northern Greece. Alexander built
the largest empire to that time in the world by con-
quering Asia Minor (the peninsula forming the west-
ern extremity of Asia), Persia (Iran), central Asia,
and northern India. The battles that he fought during
his short life, his innovations in warfare, and his abil-
ity as a military commander have provided genera-
tions of scholars and leaders with much to debate
and emulate since.

AN IMPRESSIVE INHERITANCE

Alexander was born in Pella, the capital of Macedo-
nia, as the son of King Philip II of Macedon
(382-336 BCE, 1. 359336 BCE) and Queen Olympias,
one of Philip’s many wives. As a constitutional
monarch, Philip was not just a figurehead, but also
the chief statesman and military commander. Philip
was an ambitious leader who used his skills at war-
fare and diplomacy to improve the fortunes of his
declining kingdom. In the year of Alexander’s birth
Philip defeated a coalition of northern barbarians and
set about uniting the Greek-speaking world under his
command. He also taught his son the art of warfare in
addition to the education that the young Alexander
received between the ages of thirteen and sixteen
from the Greek philosopher Aristotle.

Alexander excelled at hunting and sport, and his

favorite text was the Iliad by the Greek poet Homer.
Alexander hoped to emulate the heroism of the
Greek mythological warrior Achilles, to whom he
believed he was related through his mother. At age
sixteen Alexander won his first battle, against a tribe
from Thrace (a region on the eastern Balkan Penin-
sula), and acted as regent while Philip was away
fighting at Byzantium. Probably Philip’s best-known
victory was won in 338 BCE against an army of allied
Greek states at Chaeronea, where Alexander, age
eighteen, commanded the left wing of the Macedon-
ian army as a cavalryman. After his victory Philip
reformed the Greek army, combining the excellent
cavalry of northern Greece with the disciplined and
effective infantry of the southern city-states. This
reformation gave him a formidable force that had
both the mobility of elite horsemen and the attacking
prowess of the hoplites (heavily armed infantry sol-
diers) in phalanxes (bodies of heavily armed infantry
formed in deep, close ranks and files), armed with
4.2-meter pikes named sarissas.

However, the relationship between father and son
deteriorated, possibly because of arguments about
military matters and Philip’s remarriage. Alexander
made derisive comments about his father’s abilities,
and a rift grew between them. Some scholars have
even suggested that Alexander was complicit in
Philip’s assassination at the hands of a disgruntled
bodyguard named Pausanias in July 336 BCE. Cer-
tainly Alexander had become worried about his sta-
tus as the legitimate heir, and his father’s untimely
death allowed him to grasp power ahead of other
siblings. Although he was ambitious and hungry for
power, it seems unlikely that he was directly
involved in the assassination plot. After becoming
Alexander III, he slaughtered the accused conspira-
tors and any man who dared question his authority
as the new king. A rebellion broke out among the
Greek tribes and city-states at news of Philip’s
death, but Alexander quelled it ruthlessly. When the
city of Thebes (in Egypt) left the Macedonian-led
Hellenic League, he massacred the city’s defenders,
killing six thousand and enslaving thirty thousand.
This violent action reunited the Greek people in fear
of similar reprisals, paving the way for Alexander’s
later campaigns, although he later always treated the
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other Greeks with respect, recognizing their role in
his plans.

Like Philip, Alexander was an almost absolute
commander, making his own appointments and pro-
motions, issuing all orders, and controlling payments
and discharges. Therefore, by the age of twenty
Alexander had inherited from his father a large,
highly trained and well-organized army, a plan for a
Greek invasion of the mighty Persian empire, and the
ambition and ability to carry it out.

A TEMPLATE FOR LEADERSHIP:
THE BATTLE OF GRANICUS

His enemies in southern Greece subdued, Alexander
was free to carry out the original intention of both
himself and Philip: to conquer the Persian empire to
the east. Between 335 and 325 BCE Alexander and his
army were almost constantly marching or fighting,
with either a major battle or a siege taking place in
each of those years. Alexander crossed into Asia with
forty thousand infantry and five thousand cavalry in
the spring of 334 BCE; his first notable fight was the
Battle of Granicus (a river in Turkey) in May. The
Persian force of forty thousand was led by Memnon,
a Greek mercenary general, who selected an excel-
lent defensive position near to a river crossing.
Alexander attacked Memnon at his strongest point,
surprising him and using brute force to smash
through his cavalry. Memnon’s forces were soundly
defeated. The Persian army was devastated, and
some sources suggest that Alexander lost fewer than
a hundred men.

Granicus provided a template for Alexander’s
leadership in many of his later battles. The tactical
move was bold, reckless, and innovative. Character-
istics of his leadership style became apparent, even
that early in his campaigning. He was, according to
historian John Keegan, the epitome of the “heroic”
leader, happily risking his life in the heat of the con-
flict alongside the men he commanded and not ask-
ing of them anything he would not do himself. In
terms of battlefield bravery, Alexander had no equal.
Keegan pointed out that “There is no hint, in any of
the ancient biographies, that he ever showed fear at
all, or that he appeared to feel it” (Keegan 1987, 90).

Commanders often took to the field in those days,
but Alexander went to almost theatrical extremes.

As scholar Nicholas Hammond said, “he courted
every danger—fighting at the head of any formation,
leading any wild adventure, and scaling first the para-
pet of a besieged city” (Hammond 1981, 255). The
risks were certainly considerable. At Granicus alone,
where Alexander personally led his elite cavalry, his
horse was killed almost immediately, his helmet was
broken, and he was nearly killed at least once. Still,
his men appreciated his presence on the battlefield
and grew to love him for his willingness to fight with
them. He may have acted so boldly as much to emu-
late the achievements of his hero Achilles as to earn
the respect of his troops. Also, he may have believed
himself to be the immortal son of the Greek god Zeus
and therefore invulnerable in battle. He also clearly
tried to ingratiate himself with his men by diplomatic
acts of friendship. After Granicus he went among his
men and “showed much concern for the wounded,
asking them how they came by their wounds and giv-
ing them a chance to boast of what they had done in
battle” (Fox 1980, 143).

During the winter of 334-333 BCE Alexander
allowed many of his men to return home to their fam-
ilies, which improved morale and also increased his
popularity. Furthermore, although an autocratic
leader, he listened to wise counsel when it was
offered to him. He was not always popular—many
people were appalled when he killed his friend, Clei-
tus, in a drunken brawl in 329 BCE, and he was also
the subject of at least three assassination plots
against him. Nonetheless, more often than not he
displayed a great empathy in his handling of his
troops, for which he was revered.

STRATEGIC INGENUITY

Alexander showed common sense in developing his
strategies around his strengths and the weaknesses of
his enemy. Realizing that the Persians would be on the
back foot following their surprise defeat at Granicus,
Alexander pressed ahead through Asia Minor as rap-
idly as possible. After passing through Sardis, Ephesus,
and Priene and then besieging Miletus in the summer
of 334 BCE, he approached Halicarnassus. Recognizing
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Speech of Alexander the Great

Arrian, a Greek historian living in the second century ct, created a multivolume biography that is still regarded as the premier
work on Alexander. Below is a speech delivered by Alexander, as recounted in Arrian’s The Campaigns of Alexander:

| observe, gentlemen, that when | would lead you on a
new venture you no longer follow me with your old spirit.
| have asked you to meet me that we may come to a deci-
sion together: are we, upon my advice, to go forward, or,
upon yours, to turn back?

If you have any complaint to make about the results of
your efforts hitherto, or about myself as your commander,
there is no more to say. But let me remind you: through
your courage and endurance you have gained possession
of lonia, the Hellespont, both Phrygias, Cappadocia,
Paphlagonia, Lydia, Caria, Lycia, Pamphylia, Phoenicia, and
Egypt; the Greek part of Libya is now yours, together with
much of Arabia, lowland Syria, Mesopotamia, Babylon, and
Susia; Persia and Media with all the territories either for-
merly controlled by them or not are in your hands; you
have made yourselves masters of the lands beyond the
Caspian Gates, beyond the Caucasus, beyond the Tanais, of
Bactria, Hyrcania, and the Hyrcanian sea; we have driven
the Scythians back into the desert; and Indus and
Hydaspes, Acesines and Hydraotes flow now through
country which is ours. With all that accomplished, why do
you hesitate to extend the power of Macedon—your
power—to the Hyphasis and the tribes on the other side ?
Are you afraid that a few natives who may still be left will
offer opposition? Come, come! These natives either surren-
der without a blow or are caught on the run—or leave their
country undefended for your taking; and when we take it,
we make a present of it to those who have joined us of
their own free will and fight on our side.

For a man who is a man, work, in my belief, if it is
directed to noble ends, has no object beyond itself; none
the less, if any of you wish to know what limit may be set
to this particular campaign, let me tell you that the area of
country still ahead of us, from here to the Ganges and the
Eastern ocean, is comparatively small. You will undoubtedly
find that this ocean is connected with the Hyrcanian Sea,
for the great Stream of Ocean encircles the earth. Moreover
| shall prove to you, my friends, that the Indian and Persian
Gulfs and the Hyrcanian Sea are all three connected and
continuous. Our ships will sail round from the Persian Gulf
to Libya as far as the Pillars of Hercules, whence all Libya
to the eastward will soon be ours, and all Asia too, and to
this empire there will be no boundaries but what God Him-
self has made for the whole world.

But if you turn back now, there will remain uncon-
quered many warlike peoples between the Hyphasis and

the Eastern Ocean, and many more to the northward and
the Hyrcanian Sea, with the Scythians, too, not far away; so
that if we withdraw now there is a danger that the territory
which we do not yet securely hold may be stirred to revolt
by some nation or other we have not yet forced into sub-
mission. Should that happen, all that we have done and
suffered will have proved fruitless—or we shall be faced
with the task of doing it over again from the beginning.
Gentlemen of Macedon, and you, my friends and allies, this
must not be. Stand firm; for well you know that hardship
and danger are the price of glory, and that sweet is the
savour of a life of courage and of deathless renown
beyond the grave.

Are you not aware that if Heracles, my ancestor, had
gone no further than Tiryns or Argos—or even than the
Peloponnese or Thebes—he could never have won the
glory which changed him from a man into a god, actual or
apparent? Even Dionysus, who is a god indeed, in a sense
beyond what is applicable to Heracles, faced not a few
laborious tasks; yet we have done more: we have passed
beyond Nysa and we have taken the rock of Aornos which
Heracles himself could not take. Come, then; add the rest of
Asia to what you already possess—a small addition to the
great sum of your conquests. What great or noble work
could we ourselves have achieved had we thought it
enough, living at ease in Macedon, merely to guard our
homes, accepting no burden beyond checking the
encroachment of the Thracians on our borders, or the
lllyrians and Triballians, or perhaps such Greeks as might
prove a menace to our comfort?

I could not have blamed you for being the first to lose
heart if I, your commander, had not shared in your
exhausting marches and your perilous campaigns; it would
have been natural enough if you had done all the work
merely for others to reap the reward. But it is not so. You
and |, gentlemen, have shared the labour and shared the
danger, and the rewards are for us all. The conquered terri-
tory belongs to you; from your ranks the governors of it
are chosen; already the greater part of its treasure passes
into your hands, and when all Asia is overrun, then indeed
I will go further than the mere satisfaction of our ambi-
tions: the utmost hopes of riches or power which each one
of you cherishes will be far surpassed, and whoever wishes
to return home will be allowed to go, either with me or
without me. | will make those who stay the envy of those
who return.

Source: Arrian. (n.d.). The Campaigns of Alexander. Macedonian Cultural and Historical Resource Center. Retrieved September 29, 2003, from
http://fag.macedonia.org/history/
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the superiority of the Persian navy that would defend
the city if he attacked by sea, he approached across
land, sending his ships home and subduing the city
without risking a naval battle that even he was likely to
lose. Next Alexander took the unusual step of dividing
his army into two in order to protect his supply lines,
his subordinate Parmenio attacking the locals to the
north while Alexander destroyed the bases of the Per-
sian fleet on the coast. He told Parmenio that he
intended to “conquer the Persian fleet from the land”
(Keegan 1987, 27). Both operations were successful,
and the two forces met up again in April 333 BCE to
continue the conquest of Persia.

THE BATTLE OF ISSUS

After the defeat by Alexander at Granicus, the Per-
sian emperor Darius III had decided to head the army
himself. He marched from Babylon with 140,000
men to confront the Greek upstart. In November
333 BCE, after a rare lapse of strategic judgment,
Alexander found himself cut off from his supplies
and therefore needing to attack Darius in a place of
the latter’s choosing. Darius wisely chose a seem-
ingly impregnable position that Alexander nonethe-
less attacked wholeheartedly, this time leading the
infantry. At the Battle of Issus (an ancient town in
Asia Minor), Alexander went straight for the Persian
units rather than the Greek mercenaries fighting for
Darius. The enemy’s line collapsed so quickly that
Darius was forced to flee, leaving his family behind
to be captured by Alexander. With half of the Persian
empire conquered, Darius offered to leave it to
Alexander if Alexander returned Darius’s family and
made do with the land that Alexander had already
won. Against Parmenio’s protestations, Alexander
scornfully refused and turned again to destroying the
Persian fleet, besieging the cities of Tyre and Gaza in
332 BCE on his way south.

EGYPT, THE BATTLE OF GAUGAMELA,
AND THE FINAL CAMPAIGNS

Alexander and his men liberated Egypt from Per-
sian rule and founded the city of Alexandria there in
331 BCE. Alexandria quickly became the center of

the Greek world. He then resumed his offensive and
crossed the Tigris and Euphrates Rivers. Still refus-
ing any attempts at peace, Alexander again met Dar-
ius on the battlefield at Gaugamela and again swept
his opponent aside with his belligerent tactics despite
numerical inferiority. He chased Darius with his cav-
alry, but the emperor escaped, only to be murdered
by his own generals a year later. Alexander marched
into the enemy’s capital, Persepolis, triumphant. A
period of consolidation of his new empire followed,
and by the end of 330 BCE Alexander controlled all of
Asia Minor and Persia—he had achieved all that his
father had ever set out to do in less than five years.
Yet, Alexander again went on the march, and in the
next three years invaded central Asia, including
northern India. He defeated and overthrew the Indian
ruler Porus at the Battle of the Hydaspes River in
May 326 BCE, employing cavalry and phalanxes
intelligently against an army that included two hun-
dred war elephants. In an attempt to unite east and
west, Alexander took a Persian wife and conducted
the marriage of ten thousand Macedonian soldiers to
Persian women. Although Alexander was eager to
continue campaigning, his troops begged to go home
after eight years of nearly constant warfare, and he
consented. He left conquered territories in the hands
of men he trusted and headed back home. Despite his
claims of divine birth, he died of an illness, possibly
malaria, in Babylon on 10 June 323 BCE at the age of
just thirty-two.

ALEXANDER'S LEGACY

The empire that Alexander had built essentially died
with him. He named no heir, and in any case no other
person had the power to control such a vast empire,
which disintegrated into warring successor states.
Alexander did leave a legacy in other ways, however.
Apart from his naval innovations, he employed an
overall strategy and a tactical maneuvering to defeat
his enemies, both of which he practically invented.
He never lost a battle despite often being outnum-
bered. Before Alexander, battles normally had been
won by the side with the most men slugging it out,
but after Alexander war became more of an art, with
the skill of the practitioner often making the differ-
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ence. His military campaigns have been studied and
admired for their stunning success for over two mil-
lennia, and his name still evokes images of great mil-
itary leadership.

—David Deverick
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@ ALIENATION

Most broadly defined, alienation is estrangement, a
sense of not belonging, not feeling a part of some
group or organization. From the dawn of history,
there have been times when large numbers of people
have felt alienated from the systems of power that

ruled them, or felt that their lives lacked meaning. It
is in such times that spellbinding leaders—often reli-
gious leaders—with stirring oratory are likely to
emerge from the ranks of the dispossessed. The soci-
ologist Max Weber (1864—1920) described this style
of leadership as charismatic: By dint of personality
or lifestyle a leader arouses powerful emotions in the
surrounding population and inspires them to follow
him or her. Charismatic leadership typically appeals
to the powerless and marginal people in the lower
echelons of the society—those most likely to experi-
ence alienation.

ALIENATION AND LEADERSHIP

Alienation became important for social analysis
after Karl Marx (1818-1883) used the concept to
describe the consequences of capitalism in its early
industrial phase. He felt that when workers sold
their labor to produce commodities for markets,
they became estranged from the product of that
labor; they themselves became commodities, dehu-
manized, powerless, lacking meaning in their lives,
and bereft of a sense of community with others. A
century later, alienation had entered the political
lexicon to describe the state of mind of people who
may be either indifferent to politics or, conversely,
likely to embrace radical politics. Studies of support
for Adolf Hitler (1889—-1945) show that his appeal
was to the more alienated segments of German soci-
ety, who tended to be the most fatalistic and, prior to
the rise of Hitler, least likely to become politically
involved. The radical psychoanalyst Frantz Fanon
(1925-1961) called the victims of colonization the
wretched of the earth; he noted that their alienation,
experienced as destructive self-hatred, limited polit-
ical mobilization. It is also true, however, that one
expression of the politics of hopelessness is terror-
ism, a weapon of the weak. It appears that one
consequence of hopelessness is willingness to die
for a cause.

The relationship between leadership and alien-
ation raises several questions, especially in the con-
text of religiously inspired late-twentieth-century
and early-twenty-first-century terrorism. The link
between alienation and terrorism requires us to take
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more cognizance of the importance of alienation in
fostering certain kinds of leaders and to pay attention
to the trajectories those leaders follow and the goals
they set. Alienated, but dynamic, charismatic leaders
can attract equally alienated followers; the result
may be benevolent societal transformations or
malevolent fascisms.

The politics of alienation has typically taken a
religious form, as is evident from a quick survey of
the history of Christianity. In the faith’s nascent
years, the followers of Christ thought of themselves
as Jews listening to another in a long line of
prophets. The conditions of Roman conquest made
the new prophet’s appeal particularly cogent. Chris-
tianity in its earliest forms preached a gospel of char-
ity, forgiveness, and salvation. Those with a higher
morality than the conquerors would have better lives
in the next world. Proselytizers such as Saul of Tar-
sus, known as St. Paul (d. 65 CE), traveling along
trade routes, began to spread Christ’s message of sal-
vation throughout the Roman empire. In almost
every city, alienated, marginal artisan classes came
together to form communities that embraced those
teachings, and Christian sects began to flourish
throughout the empire. When Emperor Constantine
(after 280-337) embraced Christianity, it began its
transformation from a religion of the alienated to a
religion of the rich and the powerful; it became so
powerful that many of the Roman army’s foreign
mercenaries embraced it—only to overthrow Rome
itself later.

About six hundred years later, the medieval
Church, the guardian of feudal power, had become a
bastion of corruption and nepotism. The growth of
trade that began after the Crusades (twelfth and thir-
teenth centuries), meanwhile, had led to the rise of a
new merchant class that initially felt alienated from
the rich and powerful feudal elites. Struggling to sur-
vive, this class was both structurally and emotionally
disposed to criticisms of the Church’s support for the
rich, its corruption, and its profligate ways. This
class had what Max Weber called an elective affin-
ity—a predisposition—to accept a practical religion
of a disenchanted everyday life over a religion of
magic and miracles. As this class began to grow, so
too did conflicts and schisms within the ranks of the

Church. In the early 1400s, Jan Huss (1374-1415), a
priest and theologian, made scathing critiques of the
practices of the Church. In 1412 he was excommuni-
cated, and later he was burned at the stake for heresy.
About a hundred years later, Martin Luther
(1483-1546) made similar criticisms, but Luther,
supported by large numbers of alienated peasants
and small merchants, avoided the stake, becoming
instead an important leader of the Protestant Refor-
mation and the founder of the Lutheran denomina-
tion. Other Protestant reformers, notably Huldrych
Zwingli (1486-1531), John Calvin (1509-1564),
and, later, John Wesley (1703-1791), became part of
the chorus, with their doctrines of asceticism, their
focus on the importance of industriousness as a sign
that one might be among the saved, and their advo-
cacy of a methodological orientation to everyday life
and a rational orientation to the world. Within a few
generations, the marginal members of Protestant
sects had become the leaders of the new and power-
ful bourgeois class.

With the Industrial Revolution of the eighteenth
and nineteenth century, increasing numbers of peas-
ants began to flock to the cities seeking work in the
growing commercial and industrial sectors. These
were the groups that Marx considered the alienated
workers and surplus populations created by capital-
ism. At the same time, many intellectuals also
became disaffected with the system and sympathetic
with the plight of the underclasses. In the industrial-
ized world, the charismatic leaders of the twentieth
century were more likely (though this was not uni-
versally the case) to offer nonreligious than religious
messages of hope, seeking to gain for their followers
a better life in this world rather than the next. They
advocated everything from reform to revolution, and
included such notable figures as the Communist rev-
olutionaries Vladimir Lenin (1870-1924), Leon Trot-
sky (1879-1940), and Mao Zedong (1893—-1976); the
labor organizer Eugene Debs (1855-1926); and the
social reformers Jane Addams (1860-1935) and
Dorothy Day (1897-1980).

It is clear from this quick history that alienation
often plays a key role in the rise of leaders and the
transformation of society. Unfortunately, the rela-
tionship between alienation and leadership can also



22 Alienation

@

Alienation, Migration, and New Communities

In the contemporary world, rapid social, economic, and political change often causes a sense of alienation in some groups, both
from their society and from their leaders. One reaction to this alienation is to move to a new place where a new community—
based on old and new values—can be formed. The following example describes such a process for Middle Eastern Arab settlers

in Montreal and Toronto, Canada.

The third most important contribution to post-war emi-
gration from the Arab world is the factor of political
estrangement. The specifics of this factor varied, of course,
from one respondent to another and from one Arab
country to another. Such terms as political instability, inse-
curity, loss (or fear of loss) of freedom, political repression,
discriminatory treatment, and government policy (e.g,,
socialism) illustrate the nature of push factors involved.
Respondents from Palestine added another element to the
issue of political instability, and that is expulsion from and
inability to return to the homeland.

The effects of political instability could be random, in the
sense that they would prompt disparate individuals at dif-
ferent levels of the occupational hierarchy to migrate, or
nonrandom, in the sense that they would prompt certain
occupational groups or categories of people to migrate.
Both types of effects were observed among our respon-
dents. The first type of situation is exemplified by an immi-
grant from Lebanon who gave, as reasons for immigration,
“political instability at home, democracy in Canada, and
wish to join relatives.” Reflecting further on the situation in
Lebanon, he said: “The government is unjust. Each regime
prefers its people and its own group and pays no attention
to the needs of the masses.” It is not easy to determine, in
this case (or in other similar cases), whether political insta-
bility was a primary or a secondary reason for emigration.

The second type of situation involved instances in which
the incidence of political estrangement or instability was
not randomly distributed throughout the population. Leav-
ing aside the issue of Palestinian refugees, these were typi-
cally associated with a fundamental restructuring of the
political economy of a given country. A prime example is
the Egyptian government’s adoption of a socialist path

under the late President Gamal Abdel Nasser. Not surpris-
ingly, the political-economic reconstruction of Egypt led to
the alienation of many people whose property, work, or
means of livelihood were threatened by the socialistic
measures of the early 1960s. At that time, the Egyptian
government additionally imposed severe restrictions on
imports, luxury goods, foreign travel, and export of Egypt-
ian currency. As a consequence, the disaffection in Egypt
spread to include such occupational groups as industrial-
ists, entrepreneurs, financiers, businessmen, large
landowners, professionals, and some white-collar workers
in the tertiary sector of industry. These are upper-level
occupational categories, which helps explain the select
nature of Canada’s immigrants from Egypt, educationally
and occupationally. There was a heavy representation of
Eastern Christians in these occupations. Since 1961,
increasing numbers of alienated Egyptian nationals have
been emigrating to different parts of the world, and a sig-
nificant number of them have been Coptic and descen-
dants of Lebanese-origin Maronites.

The results of my survey indicate that immigrants from
Egypt tended to verbalize political disaffection and hopes
for a higher standard of living and better future more fre-
quently, and family reasons less frequently, than immi-
grants from other Arab states. In some cases, respondents
attributed their migration, and that of their compatriots,
partly to what they considered to be discriminatory treat-
ment of non-Muslims in Egypt, and partly to lack of
opportunities for advancement. The infrequent reference to
family as an underlying reason for immigration is due to
the short history of this stream of immigration to Canada,
as well as the tendency among immigrants from Egypt to
come as family units.

Source: Abu-Laban, Baha. (1980). An Olive Branch on the Family Tree: The Arabs in Canada. Toronto: McClelland and Stewart, pp. 77-79.

be contradictory—the alienated often lack leader-
ship, or are so alienated that they are unlikely to be
moved by any leader and refrain from embracing any
cause. Sometimes we see someone rise from the
ranks of the alienated to become a powerful leader
who appeals to great masses of the disenchanted and
dispossessed by offering visions of meaning and

hope. Sometimes a religious vision of social justice
joins with a political agenda—as happened, for
example, in the civil rights struggle led by Martin
Luther King, Jr., a Baptist minister. In the late twen-
tieth and early twenty-first century, globalization and
rapid social change have alienated many traditional
groups, especially rural populations, some of which
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have reacted by embracing highly conservative, fun-
damentalist religions. In the United States, for exam-
ple, while membership in mainstream religions has
declined, conservative fundamentalist congregations
have grown and now wield considerable political
influence.

EXPLAINING ALIENATION AND LEADERSHIP

How then can one explain some of these relation-
ships? It requires a consideration of general histori-
cal circumstances, the particular groups from which
the leaders emerge, and the populations that support
the leaders. It often happens, for example, that a dis-
affected person from the higher classes attracts a
mass following, as with Siddhartha Gautama
(560480 BCE), the historical Buddha, and Fidel Cas-
tro (b. 1926), the leader of Cuba’s socialist revolu-
tion. At other times, a poor person with outstanding
leadership ability ascends to power, as with Genghis
Khan (c. 1160-1227), who unified the nomadic
Mongolian tribes into a powerful empire, or Joan of
Arc (c. 1412-1431), who rose from peasant roots to
lead the French army against the British in the Hun-
dred Years” War.

Social psychological factors pertaining to lead-
ers, followers, and their interaction also need to be
considered. Sigmund Freud (1856-1939), the
founder of psychoanalytic theory, made perhaps the
first attempt to analyze the attraction a leader has
for followers. Freud hypothesized that the leader
acted as a parent figure who offered followers love
and affection in exchange for obedience. Freud and
others argue that the leader embodies and articu-
lates the values and goals of the group. The publicly
declared, self-assured confidence of the leader is a
key ingredient in mobilizing the alienated, who
might otherwise remain hopeless and apathetic. The
structural position of the group in society, the
group’s collective values, its mood (for example, of
empowerment or fatalism), and the degree of alien-
ation in society at large also influence whether or
not its leader will be broadly accepted. Although
the leader of a particular group, whether a religious
sect, military unit, or business organization, may
not have power outside his or her immediate sphere

of influence, charismatic leaders typically have
broad appeal.

Erich Fromm’s Theory

How might we explain the process whereby the pow-
erless gain cultural, political, and economic power?
Following on Marx and Freud, the Frankfurt school
of critical theory attempted to explain the rise of
Hitler by considering historical, sociological, and
psychological factors. The psychologist Erich
Fromm (1900-1980) suggested that in the face of
social crises and changes, some people become
alienated, lonely, and powerless. To ameliorate their
anxiety, loneliness, and emptiness, these people may
choose to submit to powerful, parent figures who
will give them love, power, and perhaps most impor-
tant, who will forge powerful ties among followers.
By giving up freedom and independence in favor of
conformity and submission, people find comfort.
However, groups thus formed typically depend on
external enemies who are different; these enemies
can be blamed for misfortune and aggression can be
directed at them. By denigrating a common enemy,
the people are united in hatred and gain a feeling of
superiority.

The Case of Hitler

Adolf Hitler and his followers are perhaps the classic
example of that pattern. In the aftermath of the Ver-
sailles Treaty ending World War I, which required
Germany to pay reparations, and with the advent of
global recessions and depressions, vast numbers of
German workers lost their jobs and businesses. Hitler,
a failed artist and ne’er-do-well, yet a powerful orator,
joined the National Socialists (the Nazis), one of a
number of petit-bourgeois reactionary political par-
ties that were challenging the German government
from the right while socialists, Communists, and
anarchists challenged it from the left. Hitler inspired
the alienated, assured the powerful, and condemned
relatively new as well as traditional enemies—the
Bolsheviks and the Jews, whom he blamed for Ger-
many’s defeat in World War 1. Hitler was seen as both
everyman—the man down the street—and as an
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invincible force. The alienated and dispossessed
believed that by submitting to the Nazi party, by fol-
lowing Hitler, they could help a new and powerful
Germany arise that would destroy its enemies.

The most ardent support for the Nazis came from
unemployed veterans of World War I, lower-echelon
state officials, and petit-bourgeois shopkeepers, all
suffering great economic adversities. With a small
number of the better-paid proletarians also voting for
them, the Nazis won the largest number of seats in
the Reichstag (parliament), and Hitler was asked to
form a government. Twelve years later, millions had
died and Europe lay in ashes.

ISLAMIC FUNDAMENTALISM

In the twenty-first century the same pattern is at
work in parts of the Muslim world. From the ranks
of the dispossessed, new leaders, themselves often
alienated from an advantaged class position (as is the
case with Osama bin Laden, leader of the al-Qaeda
terrorist group), offer a message of spiritual renewal
through the establishment of a moral state. The roots
of today’s Islamic fundamentalism are to be found in
the growth of Wahabbism as a response to political
decline. As the Ottoman empire began to wane, Al-
Wahab (1703-1792) claimed that only through a
very rigid, austere version of Islam could people find
fulfillment. Today, many schools of Islamic funda-
mentalism preach that message, insisting that a
return and adherence to strict religious codes will
provide a redeemed moral community. For a number
of historical reasons, including indigenous cultural
barriers, innovation following the decline of Islam’s
political and economic power in the fifteenth cen-
tury, its creativity and innovation waned, leaving
behind stagnant societies that were eventually over-
taken by the West. Following the legacies of Euro-
pean colonialism, and the nature of contemporary
globalization, much of the Muslim world has
remained at the margins of modernity and fringes of
economic progress. Most Muslim countries are poor,
with the exception of those with oil revenues. At the
same time, as was the case in Europe during the
Industrial Revolution, vast numbers of peasants have
moved from small, isolated, traditional rural villages

to vast sprawling cities such as Cairo in Egypt,
Jakarta in Indonesia, and Tehran in Iran, seeking bet-
ter fortunes. In those cities there are scarcely enough
jobs for small segments of the educated, let alone for
uneducated farmers and pastoralists. As a result,
there are vast numbers of unemployed and underem-
ployed people who are marginal to the modern
economy, facing economic strains, unschooled in
participatory politics, and who are highly affronted
by exposure to the Western values of individualism,
hedonism, gender equality, and a popular culture that
celebrates self indulgence. Moreover, not having had
traditions of political democracy and pluralism, most
Muslim governments tend to be autocratic and allow
little or no political redress.

Such conditions are ripe for the emergence of
charismatic leaders who can offer comfort, solace,
and dignity to followers. In many mosques, espe-
cially those located in the teeming slums of major
cities and even in European countries where Mus-
lims are found in the underclasses, fundamentalist
leaders find ready audiences for rigid, authoritarian
doctrines that provide a sense of community, dignity,
and meaning as mechanisms of escape. But, in
accordance with Fromm’s theory, fundamentalist
doctrines often divide the world into two categories:
friend and foe. The same, it should be added, can be
said for fundamentalism in other religions, such as
Christianity and Hinduism.

TO THE FUTURE

Today alienated, powerless masses facing political,
economic, and moral challenges are embracing fun-
damentalism in response. In a few cases, some people
move from religious fundamentalism to political ter-
rorism as an empowering agenda. Many scholars
have noted that fundamentalism is typically a short-
term response to complicated problems, and that ter-
rorism is usually an admission of failure to attain
political or economic ends. Thus many think funda-
mentalism will wane. While some among the alien-
ated are joining violent, reactionary movements,
other segments of the alienated are joining nonvio-
lent, progressive movements that are challenging
globalization by demanding greater freedom, equal-
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ity, an end to human-rights abuses, pollution, and
other social, political, and environmental ills in a
vision of globally based justice. The future directions
of humanity will be shaped in part by which segments
of the alienated become empowered.

—Lauren Langman
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@ ALINSKY, SAUL (1909-1972)

U.S. reformer

Saul Alinsky was a charismatic founder of commu-
nity organizations in cities across the United States.

He is widely credited with developing a style of
aggressive community organizing that confronts
powerful interests and seeks to build political power
among grassroots constituencies. Alinsky used the
“action”—a form of visible protest against powerful
people and institutions—to maximize media atten-
tion and embarrass his targets. He focused on organ-
izing residents of lower-income neighborhoods to
help them build political and economic power. He
was perhaps best known for co-founding the Back of
the Yards Neighborhood Council (BYNC) in
Chicago in a neighborhood south of the Chicago
Stockyards and the Industrial Areas Foundation
(IAF), a national trainer of community organizers.
The BYNC became a substantial political force in
Chicago and one of the few organizations that could
stand up against the city’s political machine.

Alinsky was born in the Maxwell Street area of
Chicago—a crowded immigrant community on
Chicago’s Near West Side. His father was an ortho-
dox Jew who had emigrated from Russia to New
York and then to Maxwell Street, where he was
remarried to Sarah Tannenbaum, Alinsky’s mother.
When Saul was about six, his family moved to the
more middle-class Douglas Park-Lawndale area on
the city’s West Side. His mother and father divorced
when he was about thirteen.

In 1926, Alinsky entered the University of
Chicago and studied in the renowned sociology
department. Alinsky struggled in his first two under-
graduate years and was put on academic probation.
In his junior year he took a course in social pathol-
ogy with E. W. Burgess, who, along with Robert
Park, was a founder of the Chicago School of Soci-
ology. Alinsky also met Helene Simon from Elkins
Park, Pennsylvania, at the university. She later
became his wife.

After graduating in 1930 Alinsky remained at the
University of Chicago to do graduate work in sociol-
ogy. During this time he began to do fieldwork with
Clifford Shaw, who ran the Institute for Juvenile
Research on the city’s near West Side, in the same
neighborhood in which Alinsky was born. In his
fieldwork Alinsky interacted with the likes of Al
Capone’s gang. In 1933 Alinsky began working for
the Institute for Juvenile Research at the Illinois State
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Saul Alinsky (extreme left) on the picket line of the United Packing House Workers at
the Chicago stockyards on 16 January 1946.
Source: Bettman/Corbis; used with permission.

Penitentiary in Joliet, an hour and a half southwest of
Chicago. It was a tough place, and no doubt his
experiences there had something to do with the
development of the tough, openly confrontational
style for which he became known.

Alinsky had clearly been left of center in terms of
political ideology but had not been particularly
active in politics at a young age. His hatred of the
German Nazi leader Adolf Hitler and fascism led
him to support the antifascist International Brigade
during the Spanish Civil War. However, he never
became a member of the Communist Party, as did
some of his activist contemporaries.

SOCIAL DISORGANIZATION

Alinsky’s mentors at the University of Chicago had
developed a theory of “social disorganization” as a
cause of delinquency. However, Alinsky asserted
that economic defects in the social order are the
cause of the social disorganization.

Contrary to popular belief, Alinsky’s first work in
neighborhood organizing was not with the BYNC.
In 1932 Clifford Shaw had started the Chicago Area
Project (CAP) and had sent Alinsky into South
Chicago, on the city’s far Southeast Side, to a neigh-

borhood known as the “Bush.” Shaw’s
vision, which clearly influenced Alinsky,
was of community organizations that are
built primarily by empowering local res-
idents. CAP was a reaction against pro-
fessionals who dominated the treatment
of juvenile delinquency—doctors, psy-
chologists, and social workers. Shaw
proposed a nonjudgmental and accepting
method of working with delinquents.
The work through CAP was to grow out
of community, not be superimposed onto
it. Shaw favored stimulating a “by-the-
bootstraps,” self-help approach. At the
time the dominant form of community
organizing was the model developed by
the social work establishment, following
the work of the social worker Jane
Addams’s Hull House. The social work
notion of community organizing was one
in which outsiders with good will enter a neighbor-
hood with an established notion of needs, goals, and
strategies. Shaw’s notion was more oriented toward
enabling communities to identify their own needs
and goals and to use their own capacities and assets
in pursuing those goals.

Alinsky went beyond working with youth. He
worked with the Russell Square Community Com-
mittee in the Bush, involving adults in efforts to
improve the community. If they felt they could
change local conditions, he reasoned, they would
feel empowered. While following the indigenous
organizing approach, Alinsky added concerns with
larger structural economic issues to his model of
organizing. The CAP approach in Russell Square
was “safely conventional” and apolitical. It had no
involvement, for example, with union activity at the
nearby steel mills. However, Alinsky began to feel
the limits to what local action alone could do. He
began more and more to recognize the need to deal
with citywide problems and structural economic
issues.

In 1938 Shaw sent Alinsky to an area on the city’s
Southwest Side called the “Back of the Yards,”
named for its proximity to the stockyards and for its
housing of many packinghouse workers. The area
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was mostly Polish but also Lithuanian and Irish.
About the same time Alinsky began working in the
Back of the Yards, the Committee for Industrial
Organization’s (CIO) Packinghouse Workers Orga-
nizing Committee (PWOC) began to try to organize
packers at Armour, Swift, and the other big packing-
houses. After all, meatpacking was the second-
largest industry in the city after steel. Alinsky soon
met Herb March, the charismatic leader of the
PWOC, and the two hit it off from the start.

COMMUNITY ORGANIZING

Alinsky soon also met Joseph Meegan, director of
Davis Square Park in the Back of the Yards neighbor-
hood. Meegan and Alinsky worked together to build
the BYNC, which became the most powerful neigh-
borhood organization in the city. Alinsky and Meegan
built an organization that was seen as the political
center of the neighborhood—a place where decisions
were made by and for the people of the neighbor-
hood. Local merchants supported the organization, in
part because they feared what would happen if they
did not. At the same time a large part of Alinsky’s
success was due to connections to powerbrokers out-
side the neighborhood. Meegan’s brother, for exam-
ple, was Bishop Bernard Sheil’s secretary. Sheil was
sympathetic to the plight of poor immigrants—espe-
cially Catholic ones—and the Catholic church was a
significant force in local and state politics.

Alinsky refined his theory and practice of com-
munity organizing at BYNC. He developed a theory
of problem solving based on the active participation
of ordinary people. At the same time Alinsky viewed
the organizer as a critical factor in successful organ-
izing. The organizer was not to lead so much as to
facilitate and catalyze. Empowering residents as
leaders was important, but this required the involve-
ment of a skilled and intelligent organizer.

BYNC became a formidable force in Chicago, so
formidable, in fact, that Mayor Ed Kelly, who led the
strong Democratic machine, was threatened by it.
BYNC had become a place for people to take their
problems instead of to the machine. The city trans-
ferred Joe Meegan out of Davis Park, making it hard
for him to lead the council, and put an end to the

&
Alinsky’s Rules for Radicals

1. Power is not only what you have but what the
enemy thinks you have.

2. Never go outside the experience of your people. It
may result in confusion, fear and retreat.

3. Wherever possible go outside the experience of
the enemy. Here you want to cause confusion,
fear and retreat.

4. Make the enemy live up to his/her own book of

rules.

Ridicule is man’s most potent weapon.

A good tactic is one that your people enjoy.

A tactic that drags on too long becomes a drag,.

Keep the pressure on, with different tactics and

actions and utilize all events of the period for

your purpose.
9. The threat is usually more terrifying than the thing
itself.

10. The major premise for tactics is the development
of operations that will maintain a constant pres-
sure upon the opposition.

11. If you push a negative hard and deep enough it
will break through into its counterside.

12. The price of a successful attack is a constructive
alternative.

13. Pick the target, freeze it, personalize it and polar-
ize it.

® N oo

Source: Alinsky, Saul. (1971). Rules for Radicals: A Practical Primer
for Realistic Radicals. New York: Vintage.

organization’s use of the park. Alinsky took to news-
papers and his church connections to fight the
machine. Meegan then quit the city to become full-
time director of the council.

Bishop Sheil introduced Alinsky to Marshall Field
III, who lived in New York. Field—whose grandfa-
ther, the Chicago merchant, had not been known to
be kind to the working class—funded the beginning
of Alinsky’s Industrial Areas Foundation (IAF), a
national platform to support community organiza-
tions such as BYNC in lower-income communities
around the country. The TAF helped establish organ-
izations in Kansas City, St. Paul, Minnesota,
Rochester, New York, and elsewhere. Later in
Chicago, Alinsky helped establish the Organization
for the Southwest Community (OSC) during the late
1950s and early 1960s.
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Alinsky was heavily influenced by national labor
leaders—in particular the charismatic leader of the
early CIO, John L. Lewis. Alinsky’s interactions
with the CIO clearly influenced his interest in eco-
nomic justice issues. Alinsky’s allegiance to Lewis
became so strong that he quietly supported Lewis in
his endorsement of the Republican candidate Wen-
dell Willkie over Franklin Roosevelt in Roosevelt’s
bid for a third term as president in 1940.

Although Alinsky’s politics were always some-
what enigmatic, they generally remained left of cen-
ter. He tended to sympathize with communists and
socialists but was too pragmatic to join them. More-
over, he was always opportunistic. An example of his
opportunism was his supporting Willkie against
Roosevelt. Alinsky probably did not favor Willkie
personally but wanted to cement his good relation-
ship with Lewis.

In 1945 Alinsky published Reveille for Radicals.
The book was an attack on liberal politics and called
for a new set of people’s organizations around the
country as the vehicle for a new populism. Perhaps
reflecting some disillusionment in unions, he criti-
cized organized labor as greedy, selfish, and often
bigoted. His people’s organizations would fill the
void to replace or reinvigorate organized labor.

The book also was a prescription for building
people’s organizations such as BYNC and a how-to
for community organizers. In it he argued that an
organizer needs to be nonpartisan within the com-
munity but always partisan for the community. There
are limits, though, to what an organizer should toler-
ate. Racial discrimination was key among these to
Alinsky. An organizer will find it most productive,
Alinsky advised, not to attack discrimination among
a community he is organizing from the start but
rather to look for openings to encourage or compel
people to modify their prejudices by recognizing that
it is in their own self-interest to do so.

RACE AND HOUSING

The issue of race and housing proved a key weak-
ness in Alinsky’s organizing strategy. In fact, BYNC
became somewhat known as an anti-integrationist
organization, and OSC became bitterly divided over

the issue. In 1954 Alinsky met Father Jack Egan, a
Catholic priest, and they soon became friends. Egan
was a socially conscious priest who went on to
become well known for social and racial justice
activism in the city, including marching with civil
rights leader Martin Luther King, Jr., on the city’s
white Southwest Side. Egan encouraged Alinsky’s
concern over racial segregation. BYNC had by then
begun earning a racist reputation in its efforts to keep
out blacks. Late in 1958 Alinsky floated a plan to
allow modest integration in places such as the Back
of the Yards, and Meegan exploded. Egan broke off
his relationship with Meegan, but Alinsky did not.
Alinsky went on to publish Rules for Radicals in
1971, shortly before his death. Overall, his theories
and practices can still be seen—perhaps in modified
forms—in a variety of community organizations
around the country. The TAF, led by one of Alinsky’s
protégés, continues its work in a number of places,
perhaps most successfully in the Southwest, such as
in San Antonio, Texas, where Citizens Organized for
Public Service (COPS) has achieved important vic-
tories. Cesar Chavez, the farm worker leader, was an
IAF organizer in his early days. Tom Gaudette, who
led the Organization for Better Austin (OBA), was
trained by Alinsky. Gaudette worked at OBA with
Gale Cincotta, a mother on Chicago’s West Side who
went on to be a leader of antiredlining (opposition to
discrimination in housing) campaigns and led the
fight for the federal Community Reinvestment Act.
Groups such as Cincotta’s National People’s
Action, the Association for Communities for Reform
Now (ACORN), Citizen Action, and many other com-
munity organizations, community development
groups, and social advocates can be traced to Alinsky
or his disciples. In Chicago alone, one count in 1990
put the number of active neighborhood organizations
founded by Alinsky or his followers at roughly one
hundred. Most of these organizations continue to
adopt many of Alinsky’s tactics. In scholarly discus-
sions of organizing, terms such as neo-Alinsky have
evolved to describe different types of approaches. One
would have difficulty suggesting another person who
had more impact on the mobilization of political
power at the neighborhood level than Saul Alinsky.
—Daniel Immergluck
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@ ALTRUISM

There is broad agreement that the word altruism
describes behavior that benefits or helps another
person and that the helping behavior is not moti-
vated by self-interest; in fact, by definition, altruis-
tic helping is an end in itself and not a means to an
end. What is controversial is the motive ascribed to
a specific helpful act: How can we know for sure
that the helpful person has really abdicated all self-
interest? This controversy may be summed up by
what the field of social psychology calls the “altru-
ism question”: Is it possible for a person to have
another person’s welfare as an ultimate goal (altru-
ism), or is helping simply an instrumental means of
obtaining one or another form of self-benefit? As
Daniel Batson and Adam Powell note, a plethora of
self-focused or egoistic motives can and do motivate
helping behavior. For example, numerous rewards
are commonly associated with helping another per-
son, including thanks, praise, increased self-esteem,
and even, at least among religious individuals, the
promise of a fulfilling afterlife. Furthermore, as peo-
ple are often distressed to see another person in
need, they may act to relieve a person’s suffering to
eliminate their own distress. Moreover, people who
view themselves as kind-hearted may initiate help-
ing behavior to nourish and sustain this positive

view (for example, “I’m not the kind of person who
just stands idly by when someone clearly needs my
assistance”). Finally—and perhaps with most rele-
vance to leadership in organizational contexts—
helping behavior may be initiated to repay people
who have helped us in the past.

THE DIFFICULTY OF ASSESSING MOTIVES

Although the “altruism question” has been debated
fiercely by religious, moral, and political philoso-
phers for centuries, Batson and his colleagues were
among the first to examine the issue in the controlled
world of the psychological laboratory. These experi-
ments, cleverly designed as they are, operate on the
basis of a rather simple premise: If people help oth-
ers for self-oriented reasons, then helping will not
occur when such reasons or motives are eliminated.
However, if helping is driven by other motives, it will
persist in the absence of self-interest. In the labora-
tory, Batson and his colleagues created a situation in
which participants were exposed to a person needing
help and a justification for not helping was pro-
vided— for example, participants were led to believe
that the person in need deserved his or her problems,
that helping would be extremely difficult, or that,
when asked to help, most other people would
decline. One experiment induced empathy for the
person in need by asking participants to alter their
perspective (for example, participants were told,
“Try to imagine how the person feels” or “Put your-
self in the victim’s shoes”). When participants felt
more empathy, they helped others, even in the face of
plausible reasons not to extend help. Such results led
Batson to propose the empathy-altruism hypothesis,
which holds that empathic emotions such as sympa-
thy, compassion, and tenderness evoke a desire to
help the person for whom the empathy is felt. Results
from dozens of similar experiments have supported
this hypothesis.

However, it is important to note that other
researchers suggest plausible, non-altruistic explana-
tions for these results. For example, Robert Cialdini
and his colleagues argued that the conditions that lead
to empathic concern also lead to a blurring of the dis-
tinction between self and other. In a series of studies,
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these authors demonstrated that a perceived oneness
with a victim is a powerful predictor of helping
behavior and that empathic concern increases helping
because it is related to this perceived oneness. From
this perspective, helping behaviors occur because the
victim is, in a sense, integrated into the helper’s per-
ceived sense of self.

ALTRUISM IN ORGANIZATIONS

Rabindra Kanungo and Jay Conger note that altru-
ism has not received systematic attention from orga-
nizational behavior theorists and researchers and
suggest that this neglect may be due to the potent
individualistic and competitive elements of contem-
porary Western society. In addition, Elliott Sober
posits that egoistic or self-oriented explanations for
helping behavior may be common because our cul-
ture is focused on individuality and economic com-
petition. Over a century and a half ago, Alexis de
Tocqueville observed that “Americans . . . enjoy
explaining almost every act of their lives on the prin-
ciple of self-interest” (1835/2000, p. 526). In support
of these views, survey research indicates that respon-
dents tend to believe that most people are primarily
motivated by self-interest.

The research of Batson, Cialdini, and their col-
leagues demonstrates the difficulty, even in the con-
trolled world of the laboratory, of determining why
an individual engages in helping behavior. Batson’s
work appears to suggest that, if only in cases where
empathy is felt for a person in need, the motive to
help may in fact be altruistic. However, in organiza-
tional contexts, the motive that underlies helping
behavior generally remains a mystery to all but the
helper. For example, did Cathy stay late to help Pam
finish a report because they are both single mothers
and Cathy felt empathy for Pam? Or would she
really prefer to work late rather than go to dinner
with her in-laws? The same kind of question could
be asked of a leader. When Jeff took a pay cut was
he acting altruistically or did he think that that was
the only way to prevent his company from going
bankrupt?

This ambiguity of motive may represent another
plausible explanation for the dearth of altruism-

based research in the organizational literature. Per-
haps with an implicit nod to this dilemma, Kanungo
and Conger have specified two forms of altruism.
The first, utilitarian or mutual altruism, represents a
concern for others that is combined with a concern
for self, whereas the second, genuine or moral altru-
ism, is thought to occur when helping behavior
involves either self-sacrifice or no regard for self-
interest. The authors note that contributing money to
a charity to enhance a corporate image would be an
example of the former, whereas choosing leadership
practices that empower employees exemplify the
latter. Furthermore, because of the difficulty of
ascertaining a motive for helping behavior, the
study of altruism in leadership and organizational
contexts tends to dodge the question of motives by
focusing almost exclusively on observable helping
behaviors.

LEADERSHIP AND ALTRUISM

History is rife with examples of leaders thought to
have distinguished themselves by acting altruisti-
cally: Mahatma Gandhi, Mother Theresa, Martin
Luther King, Jr., and the storied soldier who lost his
life but spared his company after covering a hand
grenade with his body. Altruistic and self-sacrificial
leader behaviors have also received attention, espe-
cially in the theories of transforming/transforma-
tional leadership by James MacGregor Burns and
Bernard Bass, which posit that leaders must at times
forgo their immediate self-interest for the sake of a
collective good, a moral principle, or a compelling
vision of the future.

Work by Yeon Choi and Renate Mai-Dalton indi-
cates that self-sacrificial leader behaviors cause fol-
lowers to want to reciprocate such behaviors (self-
sacrifice is similar to altruism, but focuses more
narrowly on the costs of such behavior to the
helper). Furthermore, followers tend to view self-
sacrificial leaders as both legitimate and charis-
matic. Thus, through self-sacrifice, leaders may
strive to set up a “culture of reciprocity” in which
followers are motivated to follow their leaders’
example. Choi and Mai-Dalton also note that the
cultivation of this type of work environment may be
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critical in times of organizational
crisis, when extreme acts of altru-
ism or self-sacrifice may be neces-
sary. In a workplace, such behav-
iors are likely to satisfy both other-
and self-oriented needs and there-
fore should probably be cast as acts
of utilitarian/mutual altruism.

ALTRUISM AND
FOLLOWER BEHAVIOR

To reciprocate a leader’s self-sacri-
ficial or altruistic behavior, Choi
and Mai-Dalton suggest that follow-
ers may engage in “organizational
citizenship behavior (OCB).” Den-
nis Organ defines OCB as “per-
formance that supports the social
and psychological environment in
which task performance takes
place” (1997, 95). In addition, he
has called the one facet of OCB that
entails helping another person with
an organizationally relevant task or
problem “altruism” (though his
recent writings refer to this facet
simply as “helping” or ‘“helpful-
ness” to avoid the attribution of a
selfless motive to such behaviors).
Research indicates that leaders play
a clear role in eliciting follower
OCB. For example, in a meta-ana-
lytic review of fifty-five studies, job
attitudes (for instance, satisfaction
and commitment) and leader behav-
ior emerged as robust predictors of
the altruism facet of OCB. Further,
recent theories agree with the view
that OCB tends to occur when

@

Altruism and Self-Interest

It is often difficult to see whether it is altruism or self-interest or perhaps some
of each that motivates human behavior in many situations where both parties
to the activity may benefit. Often, the party in control seeks to present itself as
acting out of altruism although self-interest may also be obvious. Here are two
examples of this complexity; the first concerning adoption of children on the
island of Chuuk in the South Pacific and the second a rule followed by the
Hudson’s Bay Company in regard to the treatment of the Blackfoot Indians in
colonial Canada.

As we have noted, helping a relative who has many children is given as
one of the three main reasons for adoption. Here, as in other kinds of
adoption, the adopting parents are characteristically childless, but their
stated reasons for adopting tend to emphasize altruism rather than self-
interest. Such adoptions often come about after the adopting parents
have lived with the real parents and helped them with their children. They
may take care of the youngest child when his mother becomes pregnant
again or over the period when a new baby is born. It is not a large step
from this kind of helping-out to an actual adoption; and a mother of
many children appears to be relieved, rather than threatened, when such
a couple agrees to take on the full care of a particular child. It is not
always easy to feed and clothe a large family of growing children, and
parents with many children often look upon adoption not only as a help
to themselves but as an opportunity for the child. It is interesting that ten
living mothers gave up two or more children for adoption, accounting
for a total of twenty-two children in our sample.

Source: Goodenough, Ruth G. (1970). “Adoption on Romonum, Truk.” In Adoption in Eastern
Oceaniaq, edited by Vern Carroll. Honolulu: University of Hawaii Press, p. 325.

That the Indians be treated with kindness and indulgence, and mild and
conciliatory means resorted to in order to encourage industry, repress
vice, and inculcate morality; that the use of spirituous liquors be gradu-
ally discontinued in the very few districts in which it is yet indispensable;
and that the Indians be liberally supplied with requisite necessaries, par-
ticularly with articles of ammunition, whether they have the means of
paying for it or not, and that no gentleman in charge of district or post
be at liberty to alter or vary the standards or usual mode of trade with
the Indians, except by special permission of the Council.

Source: Lewis, Oscar. (1973). The Effects of White Contact upon Blackfoot Culture: With
Special Reference to the Role of the Fur Trade. Seattle: University of Washington Press, p. 28.

employees form a ‘“covenantal relationship”—a
bond characterized by open-ended commitment,
mutual trust, and shared values (Van Dyne, Graham,
& Dienesch, 1994). In many cases, the leader behav-
iors that foster this type of relationship include clar-
ifying expectations, exchanging assistance and guid-

ance for effort, providing teaching and development,
and considering each subordinate’s unique needs,
abilities, and aspirations. Leaders may also work to
promote the view that OCB is a natural part of the
job and general organizational culture, because
research indicates that employees are more likely to
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engage in OCB when such behaviors are considered
in-role rather than extra-role.

Although the following examples of OCB are in a
reciprocity-based context, this context does not pre-
clude cases in which such behaviors might qualify as
acts of genuine altruism. For example, leadership
behaviors including charisma, inspiration, and intel-
lectual stimulation are thought to be transforma-
tional precisely because they compel followers to
transcend narrow self-interest. Although prelimi-
nary, recent research indicates that transformational
leader behaviors do, in fact, activate higher-level
needs and a belief in a purpose associated with the
work; in turn, this process leads to increased satis-
faction, effort, and work performance.

THE DARK SIDE OF ALTRUISM

At this point, altruism’s potential dark side may not
be immediately apparent. Nevertheless, recent
research has allowed for greater insight into the
mechanisms through which altruistic behavior may,
at times, lead to negative outcomes. Work by Batson
and his colleagues has demonstrated that altruism
may lead individuals to violate moral principles such
as equity and justice. When instructed to allocate
money and valued services to needy victims, indi-
viduals not induced to feel empathy-based altruism
tend to act in accordance with the principle of jus-
tice: They divide the money and services equally
among those in need. Conversely, individuals
induced to feel empathy for one victim in particular
treat that person preferentially—for example, by
allocating services to him or her when other victims
either have been waiting longer or are objectively
more needy. Such behavior is a clear demonstration
of the partiality that altruism may induce; this par-
tiality may, in turn, promote the sort of us-versus-
them attitudes that drive group conflict. Espousing
similar views with regard to the evolution of altru-
ism, Sober noted that group selection (and by impli-
cation, altruism) “doesn’t always lead the lion to lay
down with the lamb; it can lead lions to cooperate
with each other to bring down lambs” (2002, 26).
Similar concerns have been raised in leadership
contexts. For example, Terry Price recently noted

that acting altruistically is not synonymous with act-
ing ethically: In fact, altruistic leaders may make
moral exceptions of themselves precisely because
they are blinded by their own other-oriented altruis-
tic values. As an antidote to such tendencies, Price
argues that leaders’ understanding of the collective
good and of the morality of the processes required
to reach that state must always be evaluated in light
of general moral and ethical requirements, at least
partially to protect the interest of outsiders. Express-
ing a similar perspective, Batson and Powell suggest
that one of the best ways to ensure that altruism
does not violate a moral principle is to elicit it in the
context of that principle—such as encouraging
empathy for victims of injustice. In such situations,
the two motives then work in tandem rather than in
opposition.

THE BRIGHT SIDE OF ALTRUISM

Philosophers, theologians, political theorists, and,
most recently, social scientists have wrestled with
the issue of whether helping behaviors are ever truly
selfless. An extensive program of research indicates
that they can be, at least when the helper feels
empathy for the person in need. The previous dis-
cussion (“The Dark Side of Altruism’) noted that
empathy can induce partiality and can cause people
to violate ethical norms (such as equity), but not to
act selfishly per se. They are still acting with
another person’s interests in mind (rather than their
own), and it is this myopic “other focus” which may
cause them to violate moral principles (such as allo-
cating more to the person they feel empathy for than
to others who may be equally needy). Because a
multitude of self-oriented motives may generate
helping behaviors in work contexts, it is difficult to
determine when such acts are truly altruistic. How-
ever, by offering support and guidance to subordi-
nates, leaders can do much to elicit helping, altruis-
tic behaviors, and by fostering a work-oriented
culture that promotes values such as fairness, car-
ing, and equity, leaders can help ensure that the
potential for partiality at times associated with altru-
ism remains well within ethical bounds.

—Patrick Gavan O’Shea
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@ ANTHONY, SUSAN B. (1820-1906)

U.S. reformer

Susan B. Anthony was a feminist leader and trail-
blazer for women’s rights who spent her life working
for positive social change. Anthony dedicated her life
to various reform movements, including abolition of
slavery and temperance, which eventually gave way
to her leading the fight against society’s overall
oppression of women. Anthony sought legal reforms
of restrictive marriage and divorce laws of the nine-
teenth century that left divorced women without
property or a means of support. Likewise, nine-
teenth-century laws denied divorced women custody
of their children and afforded women little or no
legal recourse over domestic disputes. These oppres-
sive social conditions for women were too much for
Anthony to bear. Along with other like-minded early
feminists, Anthony appealed to local and state legis-
latures of the Northeast to consider the plight of
women, especially the most vulnerable who had lit-
tle or no means of support or way of seeking restitu-
tion in a society favoring men and restricting the
lives of women. Anthony led the way for general
social reforms and fought for equal voting rights for
women against opponents who supported disenfran-
chisement of women. She demonstrated a tenacity
and commitment to improving women’s lives not
typical of most nineteenth-century women, although
throughout her long life Anthony did share the lime-
light with many notable figures such as the U.S.
women’s suffrage leader Elizabeth Cady Stanton.
Anthony believed that obtaining voting rights
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Susan B. Anthony and Elizabeth Cady Stanton, leaders of the women’s
suffrage movement in the United States, c. 1881.

Source: Bettman/Corbis; used with permission.

would be the best first step in eradicating other
oppressive conditions for women and that women’s
public activism would help level the playing field in
the domestic, social, economic, and political arenas.
Everything she did was deemed to be for “the cause,”
which she regularly referenced as being the central
force of her being—to gain the vote so that future
generations of women could break free of the chains
of oppression and openly participate in public life.

A NATIONAL HEROINE IS BORN

Susan Brownell Anthony was born to Quaker par-
ents, Daniel and Lucy Read Anthony. Anthony was
born an ordinary female in a typical working-class
household. Her father was a devout Quaker, and her
mother was a Baptist. Anthony’s father, like other
Quakers, based his beliefs on egalitarian principles
and valued education as a worthy endeavor for both

boys and girls. With their father’s guidance, the
Anthony children briefly attended public school and
then were home schooled. As a young girl attending
a public school, Susan was denied the opportunity to
learn long division because the schoolmaster did not
believe that girls should learn mathematics. At this
point in her life, Anthony’s outraged father removed
her from public school and began the process of
home schooling under the tutelage of Mary Perkins.
In 1837 Anthony’s father enrolled Susan in a Quaker
female seminary school ran by Deborah Moulson.
Anthony’s formal schooling was not remarkable;
however, her earliest written correspondence and
diary reflect Anthony’s personal rejection of the
overemphasis placed on female piety and morality,
which Anthony found were too often taken to the
extreme. Like all good Quakers, Anthony found
these qualities acceptable within reason and practiced
them personally; however, she became more inter-
ested in focusing on social and civil responsibility as
a way of showing human morality. Throughout her
long career as an activist against vice and the ills of
society, Anthony demonstrated a natural inclination
to stand by her convictions and take on roles of lead-
ership in hopes of improving society.

Although the nineteenth century has been referred
to as the “Era of the Common Man,” the common
woman gained little notoriety for her commonness.
Economic dependency and restrictive marriages dic-
tated the common woman’s role in society, which led
to Anthony’s challenging the status quo at an early
age. For example, as a girl of about eleven in 1831,
Susan asked her father why a young and competent
woman in his mill was not made overseer instead of
a less-competent man named Elijah. Daniel Anthony
explained to his young daughter that society simply
would not accept such an arrangement and left her
question largely unanswered. Her father’s vague
reply did not appease Anthony, who continued to
question the unequal society she grew up in. By the
time Anthony had finished seminary, she had met
Lucretia Mott, who had spoken at the seminary in
1837. Mott, a Quaker and an avid abolitionist, was
one of the founders of the Philadelphia Female Anti-
Slavery Society. She spoke with a passion that
stirred Anthony’s soul and solidified her conviction
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to support abolition. Such a turn of events would be
a challenge to Quakers because during the early
years of abolition reform, many remained ambivalent
about the institution of slavery. As a result, the Hick-
site Quakers, who supported abolition and with
whom Mott had affiliated, broke away from the
mainstream Quakers.

Undoubtedly Anthony’s new convictions regard-
ing abolition posed a conflict within her family as to
whether or not the cotton processed in her father’s
mills was produced by slave labor. However, her
father was spared the conflict because the family
business went bankrupt during the Panic of 1837,
and he was forced to auction off the family’s fifteen-
room house, furnishings, and nearly every personal
possession they owned. By 1839 Daniel Anthony
had moved his family from Battenville, New York, to
the impoverished town of Center Falls. In this small
town Anthony’s family eked out a living by taking in
boarders, and the senior Anthony earned a meager
income as a postmaster. At this point Susan B.
Anthony took up teaching and severed the close
bonds she had enjoyed with her parents and siblings.
Although she wrote numerous letters and visited
home as often as she could, Anthony became a
femme sole (woman alone) because marriage had
taken her sisters in different directions, and her
career as a teacher took her in another. As a teacher,
Anthony began to hone her skills of leadership by
establishing herself as an individual and as an agent
for social change.

EARLY YEARS OF LEADERSHIP

Teaching was one of the few professions available to
nineteenth-century women. Many of Anthony’s con-
temporaries had taken up teaching but had abandoned
the profession after marriage. Susan B. Anthony
vowed never to marry and to encourage women to
shun the social institution of marriage until full rights
of citizenry were granted to women. Through teaching
Anthony gained a sense of autonomy and indepen-
dence that she would have never realized as a married
woman. An ordinary woman such as Anthony became
remarkable because she practiced her own advice and
dedicated her life to reform. Because Anthony took

her cause so seriously, she never allowed her personal
life to interfere with her public ambitions. Until her
death Anthony remained the staunch and principled
leader of the women’s suffrage movement and contin-
ued to support other avenues of reform for the benefit
of women and men alike.

By 1845 Anthony had carved out a life as a
teacher and reform activist and had broadened her
circle of friends to include many abolitionists and
temperance reformers. During the 1840s Anthony
was involved with abolition and the Daughters of
Temperance, which effectively placed her in the
spotlight. She gained public notoriety and was
sought out to speak at temperance gatherings.
Through the many speeches she gave and the many
gatherings she attended, Anthony became acquainted
with many prominent leaders who helped her
develop her natural inclination for leadership. One
such person was Stanton, who became a lifelong
friend and partner in the fight for equal rights. The
duo attended temperance, abolition, and women’s
rights conventions together, and by 1855 Susan B.
Anthony had become one of the nation’s most out-
spoken leaders in the reform arena.

Until 1854, Anthony’s work had been conducted
in New York. As Anthony became more active in the
public sphere, her connection to the prominent literati
and reformers became extremely important to her
leadership development. For example, prominent
abolitionists William Lloyd Garrison and Samuel
May sought her out as a traveling agent for their abo-
lition society, which led her to widespread speaking
engagements and national notoriety. Likewise,
Anthony continued to work for temperance and
women’s rights, with women’s suffrage at the epicen-
ter of her work. Her leadership captured the attention
of the nation, with many newspapers expressing
opinions ranging from praise to condemnation that a
woman would speak so forcefully in the public arena.
Anthony humbly accepted the praise and steeled her-
self against the condemnations of newspaper editori-
als and outraged ministers who reminded Anthony to
remember her place as a woman. At times she even
had to deflect criticism from men who were members
of reform societies she belonged to. However, she did
not become discouraged.
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Remarks of Susan B. Anthony at Her Trial for lllegal Voting (19 June 1873)

In 1873, Susan B. Anthony was tried for illegal voting by the Circuit Court of the United States for the Northern District of New
York. There exist several versions of Anthony’s statement to the judge after her motion for a new trial had been dismissed,
recorded by reporters at the time of the trial. The version below is the one set down by Anthony herself later in the year.

Judge Hunt—(Ordering the defendant to stand up), Has the pris-
oner anything to say why sentence shall not be pronounced?

Miss Anthony—Yes, your honor, | have many things to say;
for in your ordered verdict of guilty, you have trampled under
foot every vital principle of our government. My natural
rights, my civil rights, my political rights, my judicial rights, are
all alike ignored. Robbed of the fundamental privilege of citi-
zenship, | am degraded from the status of a citizen to that of
a subject; and not only myself individually, but all of my sex,
are, by your honor’s verdict, doomed to political subjection
under this, so-called, form of government.

Judge Hunt—The Court cannot listen to a rehearsal of argu-
ments the prisoner’s counsel has already consumed three
hours in presenting.

Miss Anthony—May it please your honor, | am not arguing
the question, but simply stating the reasons why sentence
cannot, in justice, be pronounced against me. Your denial of
my citizen'’s right to vote, is the denial of my right of consent
as one of the governed, the denial of my right of representa-
tion as one of the taxed, the denial of my right to a trial by a
jury of my peers as an offender against law, therefore, the
denial of my sacred rights to life, liberty, property and

Judge Hunt—The Court cannot allow the prisoner to go on.

Miss Anthony—But your honor will not deny me this one and
only poor privilege of protest against this high-handed out-
rage upon my citizen’s rights. May it please the Court to
remember that since the day of my arrest last November, this
is the first time that either myself or any person of my dis-
franchised class has been allowed a word of defense before
judge or jury

Judge Hunt—The prisoner must sit down the Court cannot
allow it.

Miss Anthony—All of my prosecutors, from the 8th ward

corner grocery politician, who entered the complaint, to the
United States Marshal, Commissioner, District Attorney, Dis-
trict Judge, your honor on the bench, not one is my peer, but
each and all are my political sovereigns; and had your honor
submitted my case to the jury, as was clearly your duty, even
then I should have had just cause of protest for not one of
those men was my peer; but, native or foreign born, white or
black, rich or poor, educated or ignorant, awake or asleep,
sober or drunk, each and every man of them was my political
superior; hence, in no sense, my peer. Even, under such cir-
cumstances, a commoner of England, tried before a jury of
Lords, would have far less cause to complain than should |, a
woman, tried before a jury of men. Even my counsel, the Hon.
Henry R. Selden, who has argued my cause so ably, so
earnestly, so unanswerably before your honor, is my political
sovereign. Precisely as no disfranchised person is entitled to
sit upon a jury, and no woman is entitled to the franchise, so,
none but a regularly admitted lawyer is allowed to practice in
the courts, and no woman can gain admission to the bar
hence, jury, judge, counsel, must all be of the superior class.

Judge Hunt—The Court must insist the prisoner has been tried
according to the established forms of law.

Miss Anthony—Yes, your honor, but by forms of law all made
by men, interpreted by men, administered by men, in favor of
men, and against women; and hence, your honor’s ordered
verdict of guilty, against a United States citizen for the exercise
of “that citizen’s right to vote,” simply because that citizen was
a woman and not a man. But, yesterday, the same man-made
forms of law, declared it a crime punishable with $1,000 fine
and six months” imprisonment, for you, or me, or any of us,
to give a cup of cold water, a crust of bread, or a night’s shel-
ter to a panting fugitive as he was tracking his way to Canada.
And every man or woman in whose veins coursed a drop of
human sympathy violated that wicked law, reckless of conse-
quences, and was justified in so doing. As then, the slaves
who got their freedom must take it over, or under, or through

HOPE FOR FUTURE

GENERATIONS OF WOMEN

Although Anthony remained single her entire life,
she had several suitors and turned down many pro-
posals. Anthony felt that marriage would interfere

with her beloved reform work. At times she became
frustrated with the women around her and often
expressed deep regret when one by one most of her
female friends married and had children. However,
married women such as Elizabeth Cady Stanton
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the unjust forms of law, precisely so, now, must women, to
get their right to a voice in this government, take it; and |
have taken mine, and mean to take it at every possible
opportunity.

Judge Hunt—The Court orders the prisoner to sit down. It
will not allow another word.

Miss Anthony—When | was brought before your honor for
trial, I hoped for a broad and liberal interpretation of the
Constitution and its recent amendments, that should declare
all United States citizens under its protecting aegis that
should declare equality of rights the national guarantee to
all persons born or naturalized in the United States. But fail-
ing to get this justice—failing, even, to get a trial by a jury
not of my peers—I ask not leniency at your hands—but
rather the full rigors of the law.

Judge Hunt—The Court must insist
(Here the prisoner sat down.)

Judge Hunt—The prisoner will stand up.
(Here Miss Anthony arose again.)

The sentence of the Court is that you pay a fine of one hun-
dred dollars and the costs of the prosecution.

Miss Anthony—May it please your honor, | shall never pay
a dollar of your unjust penalty. All the stock in trade | pos-
sess is a $10,000 debt, incurred by publishing my paper—
The Revolution—four years ago, the sole object of which
was to educate all women to do precisely as | have done,
rebel against your man-made, unjust, unconstitutional
forms of law, that tax, fine, imprison and hang women,
while they deny them the right of representation in the
government; and | shall work on with might and main to
pay every dollar of that honest debt, but not a penny shall
go to this unjust claim. And [ shall earnestly and persist-
ently continue to urge all women to the practical recogni-
tion of the old revolutionary maxim, that “Resistance to
tyranny is obedience to God.”

Source: Stanton and Anthony Papers Project Online. Retrieved September
29, 2003, from http://ecssba.rutgers.edu/docs/sbatrialhtml

aided Anthony’s rise to prominence as a leader. Many
historians have noted that Stanton was an eloquent
writer, whereas Anthony became a dedicated orator.
Both women wrote and gave speeches; however,
Anthony, being single, could put more time and

energy into her work. Anthony’s growth as a leader
was not an easy process. At times she felt ill at ease in
the limelight; however, her dedication to reform gave
her a strong voice and an air of dignified composure
that was often noted by those who heard her speak.

As a Quaker, Anthony spoke directly to her audi-
ences without mincing words. When possible she
spoke with other prominent reformers in order to add
impact to speeches and public forums. She sought
liaisons with important people who could impress
their reform goals on society. After the Civil War
freed thousands of slaves, she turned her full attention
to women’s suffrage and other women’s rights issues.
During the 1870s, women canvassed the nation in
hopes of gaining support for the vote. Many women
were heckled, some were arrested, and others became
discouraged and abandoned the suffrage movement.
Anthony refused to give up and again demonstrated
her daring and leadership by illegally voting in a New
York election in 1872. She was arrested and brought
before Judge Hunt, who fined her for the infraction;
Anthony refused to pay and appealed to the court.
The outraged judge could not subdue the determined
suffragette whose pleas for equality filled the court-
room. The case was dropped because the judge did
not want Anthony tried by a jury who might have had
sympathy for the plight of women who sought the
vote. This was yet another example of Anthony’s
leadership. By 1900, Anthony’s leadership came full
circle as she stepped down from her post as leader of
the National American Woman Suffrage Association
(NAWSA), which began in 1848 and lasted until
1921. Anthony quietly died in 1906 as her friend
Anna Howard Shaw held her hand, but not before her
leadership had inspired a nation of women to press on
in order to gain the vote in 1920.

—Denise R. Johnson
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@ APARTHEID IN SOUTH AFRICA,
DEMISE OF

The demise of apartheid (racial segregation) in
South Africa and the coming to power there of a

democratic government, headed by Nelson Man-
dela, were events of world historical importance.

Some people who have sought to explain the tran-
sition from apartheid to democracy in South Africa
have emphasized the crucial role of leadership. Other
people have looked elsewhere for explanations—to
the impact of sanctions on the South African econ-
omy, say, or to the threat posed by the armed struggle
launched in 1961 and intensified after the Soweto
Uprising of 1976, a rebellion against apartheid that
began in Soweto township, Johannesburg, in June
1976. Although a definitive account of the reasons for
the collapse of apartheid in South Africa cannot yet
be written, experts generally agree that no single fac-
tor can explain so complex a development as the rel-
atively sudden collapse of the world’s most highly
developed system of racial segregation, a system built
up over three centuries and intensified by the
National Party (NP) government that took office after
the general election of 1948. However, most people
who have written on the transition agree that leader-
ship did play a vital role. Although the exact nature of
that role requires examination, one can say that
South Africa was fortunate in having, at a crucial
time in its history, a number of key individuals pre-
pared to rise above their narrow self-interest and
work with former enemies to achieve what they and
their opponents came to see as common goals.

Although apartheid unraveled from the late 1970s,
the pillars of the apartheid system remained in place
into the early 1990s and were then done away with
rapidly as part of a process that took South Africa to
a new democratic order. To understand the demise of
apartheid we need to focus on the decade prior to the
transfer of power from the white minority, apartheid
government to a majority, democratic government in
1994. That transfer of power signaled the formal end
of apartheid rule. In the decade before that key turn-
ing point, the ending of apartheid was greatly aided
by the leadership of three remarkable men. Two were
politicians, the third a cleric.

THREE KEY FIGURES

The cleric, Desmond Tutu, was small in stature but
large in dynamism. He exerted great moral authority
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and used oratorical skills to speak out against the
evils of apartheid, yet he retained an impish sense of
humor, which made it difficult for his critics to con-
demn him out of hand. Rising through the ranks of
the Anglican church, he became general secretary of
the South African Council of Churches in 1978 and
in 1984 won the Nobel Peace Prize for his stand
against apartheid. That prize, followed by his selec-
tion as archbishop of Cape Town in 1986, gave him
effective immunity from state action, and he was able
to call for sanctions against the apartheid regime and
make repeated moral statements against atrocities
being perpetrated by that regime. In the mid-1980s,
during a rebellion against apartheid known as the
“township revolt” that began in 1984 and soon
embraced a number of townships throughout the
country, he gave important moral support to the main
internal resistance organization, the United Democ-
ratic Front. After the apartheid monolith began to
crack, he stressed the common humanity of all the
“rainbow people” of South Africa. After welcoming
Nelson Mandela to his home after Mandela’s release
from prison in February 1990, Tutu was not involved
directly in the formal negotiations that followed, but
he remained an influential voice urging reconcilia-
tion and the creation of a new nation in which all
South Africans would feel at home. From 1995 to
1998 Tutu played a key role as chair of the Truth and
Reconciliation Commission (TRC). As head of the
TRC’s Human Rights Violations Committee, he lis-
tened to numerous witnesses speak of their suffering
under apartheid and then helped put together the
multivolume report that the TRC presented to Man-
dela in 1998 detailing the extent of human rights vio-
lations under apartheid.

The second key figure, Nelson Rolihlala Mandela,
is generally regarded as the most important individual
in bringing about the collapse of apartheid. Tall and
regal in bearing, Mandela had by the mid-1980s been
incarcerated on Robben Island and then in Pollsmoor
Prison for more than twenty years. His harsh prison
experience had given him resilience and an unusual
depth of understanding of human nature. Although a
man of great personal presence and authority, he was
willing to work in a collegial style and always empha-
sized that he was a loyal member of the African

National Congress (ANC). He came to believe that all
people can change, and so he urged reconciliation
with former enemies. Meeting with warders and gov-
ernment officials, he showed no bitterness. When the
minister of justice, Kobie Coetsee, met Mandela in
1985, Mandela appeared as “an old Roman citizen,
with dignitas, gravitas, honestias, simplicitas”
(Sparks 1994, 72).

Mandela had long realized that the only solution
for the country was a negotiated settlement, and from
the mid-1980s he threw himself into the task of
bringing about that settlement by urging the govern-
ment officials whom he met to open a dialogue with
the ANC. In prison he learned the language of his
jailers, Afrikaans, and when he eventually met Pres-
ident P. W. Botha in Cape Town in July 1989, Man-
dela was able to talk to Botha about how Afrikaners,
like black Africans, had once taken up arms in the
cause of freedom. Most of those people who met
Mandela in these years saw him as a future president
of the country.

What, then, was Mandela’s contribution to the end
of apartheid and the advent of democracy? Isolated
in Pollsmoor Prison, he might have succumbed to
pressures from the government to make compro-
mises. In 1985, Botha offered Mandela his release if
Mandela foreswore violence. However, Mandela
held firm to his beliefs and would not abandon the
armed struggle. Although not himself a member of
the Communist Party, Mandela refused to cut his ties
with the Communists, with whom he had worked
closely before his incarceration. The ANC leadership-
in-exile in Lusaka, Zambia, feared that he might fall
into a trap and sell out to the government, which was
trying to play him off against his colleagues. How-
ever, to fear such an outcome was to misunderstand
Mandela, who always emphasized that he remained a
loyal and disciplined member of the ANC.

After being released from prison, Mandela
assumed effective leadership of the ANC and carried
it to victory in the election of April 1994. The transi-
tion years were difficult ones for him personally
because his marriage to his wife, Winnie, broke down,
and he had to deal with a government in power that he
believed to be engaged on internal destabilization. He
had first viewed President F. W. de Klerk, with whom
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On 15 January 1961, South Africans demonstrated against apartheid during talks in Pretoria
between UN Secretary General Dag Hammarskjold and the white South African government.

Source: Hulton-Deutsch Collection/Corbis; used with permission.

he met regularly, as a man of integrity, but Mandela
came to despise De Klerk and accused him of delib-
erately doing nothing to put an end to the political
violence that wracked the country from mid-1990.
Yet, at key points in the negotiation process, Mandela
decided that the moment was right to make conces-
sions, such as when in August 1990 he agreed to sus-
pend the armed struggle. In December 1991, he
replied forcefully when De Klerk at the first meeting
of the Convention for a Democratic South Africa
(CODESA) accused the ANC of having an army in
waiting. In September 1992, Mandela was able to
force De Klerk to make important concessions in
what became known as the “Record of Understand-
ing,” an agreement between the ANC and the gov-
ernment that paved the way for the resumption of
multiparty negotiations early in 1993. Then followed
the detailed discussions over the nature of the new,
interim constitution, finally agreed to by the multi-
party negotiating forum in November 1993. With the
interim constitution agreed to, Mandela helped per-
suade General Constand Viljoen, a former head of the
South African Defence Force, to participate in the
election process by agreeing that the new Parliament

could discuss self-determination for
Afrikaners. Vijoen was then elected
to the first democratic parliament.
After Mandela became president,
he continued to promote reconcilia-
tion, especially by such high-pro-
file actions as donning the jersey of
the South African captain when the
South African team won the Rugby
World Cup (1996) and visiting the
widow of Hendrik Verwoerd, the
architect of apartheid, at her home
in the Afrikaner settlement of
Orania. In other ways, too, such
as his informality in dress and
approach to people, Mandela en-
deared himself to almost all sec-
tions of South African society and
played a major role.

The third key figure is F. W. de
Klerk. P. W. Botha, prime minister
from 1978 and president of South
Africa from 1984 until 1989, he must be credited
with some major reforms in apartheid—most impor-
tantly the decision to recognize black trade unions in
1979 and to abandon the legislation known as pass
laws that provided that all Africans should carry a
“pass” or identity document at all times in 1986—but
he did not bring down the pillars on which apartheid
rested, such as the legislation that classified the pop-
ulation by race and prevented black people from
owning land in much of the country. Above all, Botha
was not prepared to move to a democratic system in
which every person could vote, which would mean
the end of white minority rule. De Klerk, who took
over from Botha as president in August 1989, had
been brought up in the heart of the Afrikaner estab-
lishment, and long remained ignorant of the lot of
the majority of the people. When chosen as Botha’s
successor, De Klerk had a reputation as a conserva-
tive. Yet, he made the major decisions to end
apartheid and usher in a democratic order.

De Klerk began taking careful steps to liberalize
the political situation in the country almost immedi-
ately on taking office as president. He allowed a
mass march through the streets of Cape Town and
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Compassion and Forgiveness

The truth is that our Christian civilization is riddled
through and through with dilemma. We believe in the
brotherhood of man, but we do not want it in South
Africa. We believe that God endows men with diverse
gifts, and that human life depends for its fullness on their
employment and enjoyment, but we are afraid to explore
this believe too deeply. We believe in help for the under-
dog, but we want him to stay under. And we are therefore
compelled, in order to preserve our belief that we are
Christian, to ascribe to Almighty God, Creator of Heaven
and Earth, our own human intentions, and to say that
because He created white and black, He gives the Divine
Approval to any human action that is designed to keep
black men from advancement. We go so far as to assume
that He blesses any action that is designed to prevent
black men from the full employment of the gifts He gave
them. Alongside of these very arguments we use others
totally inconsistent, so that the accusation of repression
may be refuted. We say we withhold education because

then released a number of leading political prisoners.
After dismantling the system that had given the army
and police major powers in government, he was
ready to make the crucial decision: the announce-
ment on 2 February 1990 that the apartheid system
would be dismantled and an inclusive democracy
established. This decision was the breakthrough that
P. W. Botha had not had the courage to allow. De Klerk
knew that he was taking a great risk and that he
might not be able to control the forces he was
unleashing, but he decided that taking the risk was
better than not acting. Although he acted under great
pressure—from the international community, which
threatened greater sanctions, and from an internal
resistance movement that was becoming ever more
ready to challenge the government—he could never-
theless have decided to use the security forces, who
remained loyal to the government, to try to keep the
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The following text is taken from Alan Paton’s Cry, the Beloved Country. The text is a passage of a manuscript written by the
charactor Arthur Jarvis before his murder and read following his funeral by his father, James Jarvis. In reading it, James Jarvis
begins a journey of forgiveness and compassion, which includes donations that help the people of South Africa and a friendship
with Stephen Kumalo, the father of Absalom, the man responsible for Arthur’s death.

the black child has not the intelligence to profit by it; we
withhold opportunity to develop gifts because black
people have no gifts; we justify our action by saying that
it took us thousands of years to achieve our own
advancement, and it would be foolish to suppose that it
will take the black man any lesser time, and that therefore
there is no need for hurry. We shift our ground again
when a black man does achieve something remarkable,
and feel deep pity for a man who is condemned to the
loneliness of being remarkable, and decide that it is a
Christian kindness not to let black men become remark-
able. Thus even our God becomes a confused and incon-
sistent creature, giving gifts and denying them employ-
ment. It is strange then that our civilization is riddled
through and through with dilemma? The truth is that our
civilization is not Christian; it is a tragic compound of
great ideal and fearful practice, of high assurance and
desperate anxiety, of loving charity and fearful clutching
of possessions. Allow me a minute . . .

Source: Paton, Alan. (1948). Cry, the Beloved Country. New York: Charles Scribner’s Sons, pp. 144-145.

resistance in check. Few people doubt that he could
have done this successfully in the short run, but, as
he told his electorate, the whites of Zimbabwe had
made the mistake of waiting too long to negotiate
with the nationalist forces, and he had decided that
he would not make the same mistake. The new situ-
ation in eastern Europe, where communism col-
lapsed in late 1989, gave De Klerk the opportunity to
say that there was no longer any risk in allowing the
Communist Party in South Africa and that the ANC
had been gravely weakened by the ending of the
Cold War. He knew that his own government would
no longer be seen in the West as an ally in Cold War
terms and that he had to end apartheid to bring South
Africa’s isolation to an end and regain respect in the
rest of the world.

In going much further than P. W. Botha had, De
Klerk acted with courage. The ending of apartheid
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I am a leader by default, only because nature
does not allow a vacuum.

—Bishop Desmond Tutu

was linked to the decision to release Mandela from
prison unconditionally, and Mandela’s release paved
the way for the first formal talks between the ANC
and the government in May 1990. When De Klerk
opened Parliament on 1 February 1990 he
announced that the remaining key apartheid laws
would be repealed. By the end of 1991 CODESA
had met to begin negotiating a new constitution for a
fully democratic country. When the National Party
lost the election in April 1994, De Klerk conceded
defeat graciously. Yet, more than Tutu or Mandela,
De Klerk has been criticized from different quarters.
Some critics emphasize what they call his “double-
dealing”—on the one hand, negotiating but, on the
other hand, not taking action to end the political vio-
lence that wracked the country throughout the tran-
sition. Some critics even accuse De Klerk of foment-
ing that violence—an accusation he has always
denied. Other critics, within Afrikanerdom, accuse
De Klerk of misleading his followers and of unnec-
essarily leaving the Afrikaner people without politi-
cal power in the new order.

LEADERSHIP IN TRANSITION

Not being a politician, Bishop Tutu could act without
having to consider a constituency, other than the
Anglican church. Remarkably, both Mandela and
De Klerk took a diverse constituency with them as
they embarked on major changes of course. Into the
early 1990s Mandela and the ANC continued to
maintain that their policy was nationalization and
major state intervention in the economy; yet, by
1994 they had accepted that they would, when they
came to power, continue the existing economic pol-
icy, in which nationalization had no place, and that
they would not seek to impose a top-down transfor-
mation of socioeconomic life. A large section of the
radical youth who had taken the lead in the township
revolt of the mid-1980s had hoped that the end of

apartheid would mean the end of capitalism as well,
and those in the ANC’s armed wing, Umkhonto
weSizwe (MK) expected that after a military victory
would come massive transformation of South
African society. Mandela knew that this expectation
was unrealistic—not least because of the opposition
it would arouse—and through his personality was
able to persuade the youth and those in MK to con-
tinue to support the ANC.

In a similar way De Klerk showed a remarkable
ability to keep his constituency with him. The NP
was, after all, the party that had introduced
apartheid, and most of its members remained com-
mitted to apartheid in some form. Yet, De Klerk was
able to persuade his followers that there was no real-
istic alternative to the abandonment of apartheid,
even if it meant that the NP would lose power. (At
times during the transition, De Klerk held out to his
supporters the possibility that the ANC would split
or that something else would happen to enable the
NP to retain power, but he must have known that
such a possibility was highly unlikely.)

All three of these key figures were fortunate in the
circumstances in which they exercised their leader-
ship. Amid the violence of South Africa, assassina-
tion was always possible, and had Mandela been
killed the whole transition would have been aborted.
When Chris Hani, the charismatic leader of the
South African Communist Party, was assassinated in
April 1993, De Klerk wisely let Mandela appear on
national television, and Mandela was able to still the
outrage among Hani’s supporters. Both leaders
feared the abyss of racial civil war, which most com-
mentators had thought inevitable in South Africa.
That fear concentrated the minds of the negotiators,
and after Hani’s death they were quick to set a date
for the first democratic election.

Fortuitous events helped leaders make their mark
in history. Both Mandela and de Klerk benefited
greatly from the winding down of the Cold War,
which made the idea of an ANC government accept-
able both in the West and among De Klerk’s own
supporters. Had P. W. Botha not had a stroke in Jan-
uary 1989, De Klerk might never have had the
opportunity to act as he did a year later. All three
men seized the opportunities offered them, and acted



Aristotle 43

boldly. All three looked ahead and were prepared to
put past differences behind them.

One must not, however, overemphasize the role of
key figures in any profound process of change. On
the one hand, many other remarkable leaders at
lower levels played unsung roles but, cumulatively,
were also important in ensuring that the transition
was successful. On the other hand, one must not
overemphasize the role of leadership compared with
other factors. The mass resistance of the mid-1980s
gave Mandela the opportunity to move toward nego-
tiating with the regime; that resistance led De Klerk
and others to begin to see that apartheid must end.
Do leaders emerge at key points in history because of
the need for leadership, or do they emerge merely
fortuitously?

—Christopher Saunders
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& ARISTOTLE (384-322 bcp)
Greek philosopher

Few philosophers have influenced ideas about so
many subjects in so many parts of the world as Aris-
totle. While some of his writings have been lost,
what remains of his work is impressive in its size and

scope. Aristotle’s research ranged from meteorology
to metaphysics and from poetics to ethics. He wrote
on sleep, dreams, colors, plants, animals, memory,
the senses, the soul, rhetoric, metaphysics, aesthetics,
and the universe. He was, among other things, a sci-
entist, moralist, logician, poet, psychologist, and
political scientist. Aristotle was not only a leader
through his ideas, but the founder of three schools
and tutor to one of the greatest leaders of his time.

Aristotle was born in Stagira in 384 BCE. His
father, Nicomachus, was a physician in the Mace-
donian court at Pella. Nicomachus died when Aristo-
tle was quite young and Aristotle went to live with
relatives in Atarneus in Asia Minor. When he was
seventeen, Aristotle was sent to study at Plato’s
Academy in Athens. Aristotle studied and then
taught at the academy for twenty years. When Plato
died in 348/347 BCE, Aristotle accepted an invitation
from the ruler Hermias of Atarneus to settle there.

Hermias was a eunuch of lowly birth who gained
favor with the Persian administration and was made
a prince. He slowly accumulated political power and
land, and entered into treatises with King Philip II of
Macedon. Hermias studied geometry, ethics, and
dialectic with Aristotle, and Erastus and Coriscus
(two colleagues from Plato’s Academy). Under the
influence of his teachers, Hermias, an avid student,
softened his tyrannical rule and introduced new laws
and reforms that followed the precepts of the Acad-
emy.

Hermias expressed his admiration and friendship
for Aristotle by offering him his niece and adopted
daughter, Pythias, as a wife. Aristotle and Pythias
had one daughter who was also named Pythias. Her-
mias also gave Aristotle money to start a new school
at Assos in the Troad. It is doubtful that Aristotle
wrote anything during this period, but he continued
his scientific studies on marine life there. Aristotle
left Assos after a year or so and founded another
school on the island of Lesbos. He was only on Les-
bos a few years when, in 343/342 BcEg, Philip II
invited Aristotle to Pella to tutor his thirteen-year-old
son Alexander.

Aristotle tutored Alexander for three years and
then moved back to Stagira. Philip II had totally
destroyed Stagira eight years earlier, but he had the
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Aristotle on Authority

There is no difficulty in distinguishing the various kinds of authority; they
have been often defined already in discussions outside the school. The rule
of a master, although the slave by nature and the master by nature have in
reality the same interests, is nevertheless exercised primarily with a view to
the interest of the master, but accidentally considers the slave, since, if the
slave perish, the rule of the master perishes with him. On the other hand, the
government of a wife and children and of a household, which we have
called household management, is exercised in the first instance for the good
of the governed or for the common good of both parties, but essentially for
the good of the governed, as we see to be the case in medicine, gymnastic,
and the arts in general, which are only accidentally concerned with the good
of the artists themselves. For there is no reason why the trainer may not
sometimes practice gymnastics, and the helmsman is always one of the
crew. The trainer or the helmsman considers the good of those committed
to his care. But, when he is one of the persons taken care of, he accidentally
participates in the advantage, for the helmsman is also a sailor, and the
trainer becomes one of those in training. And so in politics: when the state is
framed upon the principle of equality and likeness, the citizens think that
they ought to hold office by turns. Formerly, as is natural, every one would
take his turn of service; and then again, somebody else would look after his
interest, just as he, while in office, had looked after theirs. But nowadays, for
the sake of the advantage which is to be gained from the public revenues
and from office, men want to be always in office. One might imagine that the
rulers, being sickly, were only kept in health while they continued in office; in
that case we may be sure that they would be hunting after places. The con-
clusion is evident: that governments which have a regard to the common
interest are constituted in accordance with strict principles of justice, and are
therefore true forms; but those which regard only the interest of the rulers
are all defective and perverted forms, for they are despotic, whereas a state
is a community of freemen.

Source: Aristotle. (350 BcE). Politics. Book 111, Part VI. Translated by Benjamin Jowett.
Internet Classics Archive. Retrieved September 10, 2003, from http://classics.mit.edu/Aristotle/
politics.3.three.html

mother’s birthplace, where he died
in 322 BCE at the age of sixty-two.
One tradition says that Aristotle left
Athens because he did not want
Athenians to sin against philosophy
twice.

WHAT WAS LOST

Aristotle, like all members of
Plato’s academy, wrote dialogues.
They are all lost to us, except for a
few fragments and commentaries
on them by other ancient writers
such as Cicero, Plutarch, and Dio-
genes Laertius. Aristotle also wrote
poetry. Scholars mourn the loss of
Aristotle’s account of 158 constitu-
tions of cities and tribes. We are,
however, fortunate to have the one
remaining part of this work, the
Constitution of Athens.

In his surviving works Aristotle
says practically nothing about his
famous student Alexander. One of
the great losses to leadership schol-
ars is a memoir that Aristotle wrote
late in life called Alexander or On
Colonization. As Werner Jaeger tells
us, “this work would have intro-
duced us to the late period when the
royal pupil [Alexander] was break-
ing and making empires in Asia,

town rebuilt and repopulated in Aristotle’s honor.
Aristotle lived there until 335/334 BCE and then
returned to Athens. In Athens Aristotle leased a
house with an adjoining covered walk (peripatos)
attached, and established a school called the
Lyceum. Aristotle used to teach while walking with
students under the peripatos and, hence, his follow-
ers came to be called the peripatetics.

After Alexander died in 323 BCE, some Athenians
became suspicious of Aristotle because he was
Alexander’s friend. Resentful factions in Athens
accused Aristotle of impiety—the same charge lev-
eled against Socrates. Aristotle retired to Chalcis, his

while the philosopher followed the dizzy flight of his
fortunes with anxious eyes” (1934, 259). Also lost is
a book called Monarchy, which Aristotle wrote after
he tutored Alexander. Ancient commentators tell us
that Aristotle tried to give a new spiritual and ethical
content to the idea of monarchy in this book.

THE RELATIONSHIP OF ETHICS TO POLITICS

Aristotle’s books the Nichomachean Ethics and Pol-
itics are of particular interest to leadership scholars.
These books are intimately related to each other. His
book on ethics tells us about virtues, human behav-
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ior, and the ends that people seek in life. His Politics
is a systematic and empirical study of how various
societies are organized. To understand what Aristotle
has to say about leadership, we first need to look at
what he says about ethics.

Aristotle’s Nichomachean Ethics (named after his
father, Nicomachus) begins with the proposition that
all actions aim toward the good and that politics is the
master science of the good. He says, “Thus it follows
that the end of politics is the good for man. For even
if the good is the same for the individual and the state,
the good of the state clearly is the greater and more
perfect thing to attain and to safeguard” (Aristotle
1094b, 7, 1962a, 4). But since each action aims at a
different good, so we have to look for a good that is
self-sufficient. That good is happiness and happiness
means different things for different people. Aristotle
uses the word eudaiemonia for happiness. Eudaiemo-
nia has a slightly different meaning than the English
word happiness. Aristotle tells us that a happy life is
where one lives well, acts well, and people flourish.
The two best forms of life, according to Aristotle, are
private lives of contemplation and public lives of pol-
itics. Since happiness or flourishing is the ultimate
purpose of all action, it is the end of life and of poli-
tics. Aristotle’s idea of the state as a place where peo-
ple can pursue individual happiness appears almost
two thousand years later in the American Declaration
of Independence (1776).

Aristotle believed that to live well people must
have virtue (areté). Aristotle’s notion of virtue is dif-
ferent from the way people use the word today. A
virtue is an excellence that one needs to do some-
thing well. Doctors need one set of virtues, soldiers
need another set, musicians another, and so forth. All
people must have moral virtues, which are rational
choices that we make with the intended desire to do
good. Virtues are also habits, but not in the rote sense
of the term. Aristotle says that virtues are a hexis,
which means “a having,” “a holding,” or being in
some condition. It is a characteristic of the agent.
Aristotle accounts for the ability of an agent to prac-
tice virtues based on the mean. Since virtues are
concerned with emotions as well as actions, a virtu-
ous person knows the proper degree of how to act
and to feel.

Aristotle says, “To obtain the right training for
virtue from youth up is difficult, unless one has been
brought up under the right laws” (Nichomachean
Ethics 10.1179b32, Aristotle 1962a, 296). People
learn virtues from laws, society, and from role mod-
els in society. According to Aristotle, people are
political animals and moral acts can only take place
in the context of a society. Hence, a hermit is inca-
pable of acting virtuously. The Nichomachean Ethics
begins and ends with a discussion of politics because
Aristotle believed that the moral state is necessary
for virtue and for people to flourish as human beings.

THOUGHTS ON LEADERSHIP

Political theorists from St. Augustine to Thomas Jef-
ferson are indebted to the Politics. Since Aristotle’s
focus is on examining the best forms of government,
he pays less attention to the leader as an individual.
He does, however, talk about the importance of
thoughtful followers or citizens and the leader/fol-
lower relationship. Aristotle notes, “Practical wis-
dom is the only excellence peculiar to the ruler: it
would seem that all other excellences must equally
belong to ruler and subject. The excellence of the
subject is certainly not wisdom, but only true opin-
ion; he may be compared to the maker of a flute,
while his master is like the flute player” (Politics
1277b28-30, Aristotle 1984, 2027).

In Politics Book III, Aristotle examines six types
of rule. They are the rule by one, by the few, and by
the many. The next three are variations on these,
based on whether leaders rule for the common good
or for their self-interest. A leader who rules in his
self-interest is tyranny. A group of people who rule in
their own interest, the interest of the wealthy, is oli-
garchy. When the many rule in their self-interest, the
interests of the poor, it is democracy. Like leadership
scholars today, Aristotle realized that different
groups and situations required different kinds of
leadership. He says, “there is by nature both a justice
and an advantage appropriate to the rule of a master,
another to kingly rule, another to constitutional rule;
but there is none naturally appropriate to tyranny”
(Politics 1287b37-40, Aristotle 1984, 2043-44).

Aristotle is against the one ruler who rules over
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everything or what he calls a pambasileia or “all-
over ruler.” He argues that it is not possible for even
the most ethical and talented person to run every-
thing well. Aristotle observes that rulers cannot do
their jobs without good advisors or subrulers. These
advisors should be friends who are equals, not sub-
ordinates to the ruler. Aristotle says friendship is
about concern for others, mutual interests, and joint
activity. When good people are friends, “they
become better as they are active together and correct
one another: from the mould of the other each takes
the imprint of the traits he likes, whence the saying:
‘Noble things from noble people’” (Nichomachean
Ethics 1172a12-14, Aristotle 1962a, 272-3). Aristo-
tle believed when leaders rely on such friends as
advisors, their rule is likely to be just.

Aristotle argues that aristocracy or rule by the
best people (judged by merit) is the most desirable
regime, but he offers some caveats to this kind of
rule. First, they need good advisors and the help of
citizens, who are not mindless followers. Second,
leaders need good laws and should be subject to
those laws. Ideally the most gifted and virtuous peo-
ple should rule, but Aristotle is also willing to settle
for leaders who are not the best and the brightest, as
long as they are just and rule under just laws.

CRITICISMS AND INFLUENCE

Aristotle is most criticized for his defense of slavery
in Book I of the Politics and his inclusion of slavery
as part of the best regime. Out of all the arguments in
the Politics, this is the weakest. Aristotle argues that
some people are best disposed to be masters and oth-
ers are natural slaves who benefit from having mas-
ters. As Mary P. Nichols points out, however, Aristo-
tle also acknowledges, “that it is doubtful that any
slave system enslaves only those who deserve to be
enslaved, and even more doubtful whether those
who deserve to be slaves would even be useful as
slaves” (1992, 24). Aristotle expresses certain reser-
vations about slavery in his work, but never morally
condemns it. He also seems to abandon ethics in
books IV through VI of the Politics. In these books
he does not seem concerned with some of the uneth-
ical aspects of winning favor and staying in power.

Aristotle’s influence in the arts, sciences, and pol-
itics shows up in the work of a variety of great
thinkers. Among them are Cicero, St. Thomas
Aquinas, Dante, Thomas Hobbes, Machiavelli, Fran-
cis Bacon, Thomas Jefferson, and al Farabi, the
tenth-century Muslim philosopher and founder of
the Islamic philosophic tradition. Aristotle’s physics
and cosmology dominated the Western world until
the early Renaissance, despite the fact that they were
wrong. Perhaps his greatest legacy is his method of
observation, data collection, and analysis that
became the bedrock of the sciences and the social
sciences.

It is difficult to sum up the life and work of some-
one like Aristotle. He not only possessed a brilliant,
hungry mind, but he must have had considerable
leadership skills to organize schools, influence lead-
ers, and animate his ideas for his students and future
generations of scholars.

—Joanne B. Ciulla

See also Philosophy; Plato
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@ ARTS

Conventionally art and aesthetics seem incompatible
with corporate situations and relationships. There
appear to be unbridgeable differences between aes-
thetic and economic modes of thinking and acting;
subjective experiences of art and aesthetics do not fit
into the economic imperatives of an objective-ridden
rationality, with its orientation toward control and its
goal of maximizing profit. Supposedly irrational, art
and aesthetic processes have come to be seen as irrel-
evant to the business world and have been neutral-
ized or repressed. When not excluded outright, art
has been placed in a subordinate or economically
functional role (for example, treated as an investment
or an asset). Art and aesthetics represent the “other”
of functional, rational, and utility-oriented economi-
cal reasoning and leadership acting. When one views
the worlds of art and leadership in this superficial,
stereotypical manner, they appear to have very little
in common: They appear to differ in motivation, in
methods of operation, in responsibility, and in man-
ner of interaction with others.

However, under the surface of these apparently
opposite worlds there exist genuine similarities. The
leadership scholar Abraham Zaleznik believes that
business leaders have more in common with artists,
scientists and other creative thinkers than they do
with managers. While management is instrumental
and purpose-driven, leadership can be interpreted as
an art form, in and of itself. It is characterized as
much by its artfulness as by its skills and technical
sites (De Pree, 1989; Vaill, 1991).

Much artistic form and many artistic processes are
unrecognized as such because they address issues
and preoccupations of everyday life in the business
world implicitly rather than explicitly. If we are to
explicate and realize them more consciously, we
need to push the limits of aesthetics by looking at the
intersection of art and daily life. It becomes neces-
sary to rethink the conception of the relations
between art and life in a way that considers more

adequately the role that art and enacted aesthetics
play in the performed lives of leaders of organiza-
tions and in the performance of leadership. Given
this pragmatic perspective, art and aesthetic experi-
ences are present as a part and source of potential
value for everyday organizational life, in both work
settings and leadership practice.

Despite the potential significance of art and aes-
thetics in organizational life and leadership, rela-
tively little theoretical and empirical research has
addressed these neglected dimensions. Notably
absent from the agenda of “modern” organization
research and practice so far are studies of the phe-
nomenological roles of embodiment, emotions, and
the significance of expressive aesthetic processes for
the organizational culture.

Since the last decade of the twentieth century,
however, there has been a growing interest in aesthet-
ics in organizations. Several significant streams of
research indicate that aesthetically rich experiences
are relevant for organizations and leadership. Beyond
the use of art as artifact or metaphor for different
aspects of corporate life, participation in and inter-
pretation of artistic practices have been advocated by
theorists and practitioners in a variety of contexts,
including analyses of organizational skills, creation of
narratives, cultivation of intuition, strategizing as cre-
ative action, improvisation, and innovation.

UNDERSTANDING ART AND AESTHETICS

Etymologically deriving from the Greek aisthesis,
aesthetics comprises expressions that designate
embodied sensation and perception taken as a whole,
prior to the assignment of any cognitive or artistic
meaning. The Greek verb aisthanomai denotes the
capacity to perceive with the senses. According to
Gregory Bateson, having an aesthetic experience
means being responsive to the pattern that connects,
giving the subject a feeling of wholeness and of
belonging to an expanded reality. Phenomenologi-
cally, art and aesthetics are constituted by embodied-
perceptual, emotional-responsive, and expressive-
communicative relationships. Aesthetic knowledge
comes from embodied and perceptive faculties of
hearing, sight, touch, smell, and taste. Thus aesthet-
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ics requires full engagement and refinement of sen-
sibilities in support of human perception. Implicitly,
then, aesthetics relates to experiential and transfor-
mative processes. This implies that the essence and
value of art are not in artifacts per se but in the
dynamic and developing experiential activity
through which those artifacts are created and per-
ceived. As the philosopher John Dewey expressed it,
aesthetic experience simultaneously engages body,
mind, and sensibility, thereby connecting reason and
emotion in a synthetic way.

For having an aesthetic experience, an “aesthetic
attitude” has been proposed as a basic requirement.
The aesthetic attitude is one of openness and atten-
tiveness to experiencing an object or process aes-
thetically. It suggests that there is a certain way to
look, hear, feel and perhaps imagine an object or
process that lends itself to a more profound experi-
ence. The aesthetic attitude is qualitatively one of
detachment from purpose. Thus to experience an
object or process truly aesthetically is to experience
it for its own sake, and not for any practical or ulte-
rior motive. The aesthetic attitude is thus character-
ized by disinterestedness and distance from any
instrumental relation to the object or process. An
aesthetic experience has a value in itself and not only
as a means for some other purpose or experience.
However, despite the romantic ideal of appreciating
art for art’s sake, people cannot ignore who they are
and where they have come from in their experience
of art. In the pragmatic spirit of breaking barriers
between imagination and reason, it can be argued
that art can be experienced simultaneously for its
social, moral, and intellectual value, and not just for
its own sake. An aesthetic lens simply shifts the
attention to that which is sensuous and pleasing in an
object or process, a focus that does not deny or
exclude other valid aspects of perception. As for the
existence of an aesthetic attitude, it is important to
place emphasis on the attentiveness and openness
that one must have in experiencing and object or
process aesthetically. The form and content of aes-
thetic experiences are response-dependent, qualita-
tive, or expressive dimensions of the object or
process. Aesthetic responses can then be followed by
aesthetic interpretations, aesthetic judgments, and

aesthetic communication, for a tremendous overall
transformational potential.

CRITICAL, UTOPIAN, AND
PRAGMATIC DIMENSIONS OF ART

The transformational potential of aesthetic processes,
both as creation and reception, refers to its capacity to
call into question one’s sense of what is real and its
ability to offer a sense of what is possible. Hence,
artistic processes and experiences are productive irri-
tants (the critical dimension) that offer a vision of
what can be (the utopian dimension), and with that
vision, access to creative changes that can lead to a
different-shaped practice (the pragmatic dimension).
What leaders can learn from art is that reality extends
beyond conscious rationality. Art’s non-rational ele-
ments give it the power to go beyond instrumental
rationality. By using the fantastic, leaders may reveal
unrecognized assumptions and neglected visions: Art
can help people see beyond the taken-for-granted
meanings of things. Art’s critical dimension makes it
possible for people to escape established principles of
reality. The encounter with art makes perceptible,
audible, visible and expressible that which is no
longer, or not yet, perceived, heard, seen or said in
everyday life. In doing so, art can make people aware
of new and different perspectives on familiar or novel
phenomena. What the playwright Bertolt Brecht
called the “estrangement effect” of art can free people
from ordinary ways of thinking that blind them to the
strangeness of the familiar. Art does this by breaking
the habits of organized routine and making it possible
to see the world as though for the first time. In this
way art provides a sense of new possibilities, partic-
ularly when old solutions are no longer effective.
With its utopian potential, aesthetic experience
provides those involved with a taste of qualities of
experience that are typically not accessible or avail-
able in corporate contexts, dominated as they are by
exchange value and instrumental reason, the profit
motive, and the performance principle. By being
“unreal,” art awakens people to the possibility that
things could be otherwise; art provides an emanci-
patory opportunity to play, giving the mind’s eye and
sensibility free rein. An aesthetic experience frees
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people to examine particulars without the pressure to
classify them under a general concept or purpose.

When one uses metaphor and imagination as tools
to explore the realms of “as if,” it becomes possible
to probe the particular for its possible meanings. One
can construct alternatives, and one is open to diverse
passing sensations rather than being preoccupied
with the effort to corral the experience under a single
determinate concept. Being valuable intrinsically,
aesthetic experiences and deployed imagination offer
a relative freedom from the governance of concepts
and from predetermined interests, whether moral,
practical, financial, or other.

LEADERSHIP AND AESTHETIC PROCESSES

Leadership is typically defined today as noncoercive,
accepted influence—that is, leadership is the exer-
cise of interpersonal influence in a given situation,
directed toward the attainment of goals or objectives.
To accomplish extraordinary things, leadership chal-
lenges accepted organizational processes by search-
ing for opportunities, experimenting, and taking
risks. Leaders inspire a shared vision by envisioning
the future and enlisting others; they enable others to
act by strengthening them and by fostering collabo-
ration. Leaders set a good example, plan small wins,
and encourage their followers by recognizing contri-
butions and celebrating accomplishments.

Art or aesthetic processes are relevant for most of
these leadership activities. Seen as a perceptual prac-
tice, aesthetic processes pervade the fabric of organ-
izations and everyday leadership activities, experi-
ences, responses, judgments, and communications.

Because artistic forms of leadership often involve
attempts to envision organizational life differently,
and because that vision may lead to alternative prac-
tice, aesthetic processes of leadership need to be con-
sidered as transformative forces capable of reshaping
people, structures, and whole worlds in an ongoing
process of interrelating and creation.

CREATIVITY AND CREATIVE LEADERSHIP

Etymologically the word creativity can be traced
back to the Indo-European word kere, meaning “to

make something grow” (Weiner, 2000, 8). In today’s
context, creativity can be seen as a social construc-
tion, and as such, cannot be a unitary, universal, or
fixed trait possessed by only a few people. Creativi-
ties vary in time and space. In the twenty-first-
century business world, work and leadership take
place in intensified interpersonal relations, and cre-
ative activity occurs in non-routine settings. These
exigencies in turn require creative forms of labor—
workers who are able to produce and leaders to man-
age the process. This is why leadership needs to
instill or evoke creative processes, and it is this that
explains the intensified quest for creativity. “Creative
leadership” has acquired buzzword status in recent
years. An increasing number of seminars on creative
leadership are held at executive programs and trade
fairs; textbooks used in MBA programs deal explic-
itly with the phenomenon; recruitment ads for man-
agerial positions give elaborate job descriptions
stressing the necessity of creativity; and, perhaps
most importantly, managers have begun to describe
themselves as creative leaders. Leaders are seen and
see themselves as “homo creativiticus,” as creative
actors, causers of creativity. Creative leaders not only
take an active part in the (re)production of a creative
field, but also (re)affirm their own creative identities:
Their creative becoming is an act of (self) consecra-
tion that gives them the legitimacy that allows them
to define creativity. Critically one can ask what hap-
pens to the creative potential if it is aligned and
adapted to appropriateness and orientated toward
particularly business (financial) objectives.

ENVISIONING AND IMAGINATION

One important task leaders undertake is to offer and
instill visions, describing concepts and ideas through
exciting images. Pictures fill in the conceptual void
when words fail to express what leaders are trying to
relate. Envisioning and imagination can be inter-
preted as the capacity to intuit possibilities. They can
serve to arrest attention and inspire the imagination
and creative expression, with many possible positive
ramifications for the organization. Central practices
for envisioning and imagination is first creative per-
ception—that is, seeing differently, then sensing
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how the emergent pattern can inform future possibil-
ities, and finally presencing, which describes the
accessing of inner sources of creativity and will. The
resulting vision of the future permeates all decisions
and actions, energizing, aligning, and empowering
organization members to make the vision real. With
an artistic sense of imagination, leaders can
empower followers to feel wonder and awe and to
fantasize—to see something that is not real or pres-
ent, to see new possibilities and paths. It is the capac-
ity to imagine new possibilities for action that allows
leaders to respond to unfamiliar and surprising cir-
cumstances or information.

In other words, leaders must use their emotions,
think metaphorically, and read life experiences for
their meaning. Imaging calls for facility with all
kinds of images—pictures, stories, metaphors, and
visions—to make sense of information and commu-
nicate effectively. It is imagination that organizes
the vast array of embodied experiences into
schemata and structures that enable leaders to
achieve coherent, patterned, and unified representa-
tions of the world around them. It is indispensable
for their ability to make sense of experience and to
find it meaningful. Thus imagination provides the
basis for deep and creative exploration and is an
essential element for any sense making. Integrating
emotional and rational capacities, imagination helps
people find connections, draw inferences, and solve
problems.

THE ART OF LEADERSHIP PERFORMANCE

Performance can be understood as learned, learning,
and re-created constitutive acting and achieving of
all kinds. If we think of organizations and leadership
as a form of performance art and drama, we can
undertake a significant study of the stage upon
which the performance is enacted and of the plot,
setting, theme, construction of character and roles,
and interaction, failures, and conflicts of daily orga-
nizational life.

Leaders are actors who play roles and characters
with a “theatrical consciousness* (Mangham and
Overington, 1987, 221) in the theater of organiza-
tions. The theater in which the drama unfolds is not

a contextual play but fundamentally influenced by
the organization’s history and culture.

With this, performed action can actually mean
different things at different times and to various
agents in diverse relational constellations. The lead-
ership scholar Patricia Pitcher identified three types
of leaders: artists, who are people-oriented, open-
minded, intuitive, and visionary; craftspeople, to
whom the adjectives humane, dedicated, and wise
best apply; and technocrats, who are detail-oriented,
rigid, methodical, self-centered, and, when left in
control, pose a serious threat to corporate competi-
tiveness. The power struggles between these types
are dramas being played out in companies every-
where. According to Pitcher, whether the drama has
a happy or an unhappy ending depends entirely upon
which type gets top billing.

IMPROVISATION

Improvisation is an aesthetic competence that is
becoming more and more important in the current
business world of complexities and ambiguities.
Improvisation is a situational process and an artistic
performative action taken in a spontaneous and intu-
itive fashion. It is flexible and highly contingent
upon emerging circumstances and action. Improvi-
sation stresses the importance of adapting and
reflecting while acting, rather than just following
plans (scripts, routines, standard processes and so
on). In improvisation, composition and execution
converge, and therefore it requires mindfulness and
responsiveness for unfolding opportunities and prob-
lems in real time. In other words, improvisation
depends highly on the ability to go with the flow of
the situation. Improvisers do make the best use of the
entities and energies present at the time, instead of
imposing control. Improvisation is an ecstatic expe-
rience, an irruption, which is characterized by a
sense of immediacy, suddenness, surprise and trans-
gression of predetermined plans and predictability.
Because improvisation is part of the practice of an
“aesthetics of imperfection” (Weick, 1995), it defies
measurement and method. Nevertheless, although
improvisation happens on the spur of the moment, it
can still be purposefully prepared and triggered.
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So, instead of furthering the present processes of automa-
tism, instead of submitting to a love-denying and life-
strangling routine, our hope lies in restoring to the very
center of the mechanical world the human personality,
now lost and bewildered and hungry in the jingle of
mechanisms it has created. Where our ancestors sought
power alone, we must seek control; where our predeces-
sors were interested only in causes and means, we must
become equally interested in purposes and goals. That is
why art and religion and ethics have a significance for the
present generation that they did not enjoy even a decade
ago; and that is why the arts themselves, precisely because
they are among the central expressions of the personality,
have a peculiar importance in helping us to understand
our present predicament and to find a way out of it.

It is against this broad general background that |
should like to place the more immediate problems of our
time. Already, through the artists, we begin to catch a
gleam, if only from a distance, of new manifestations of
life, warmed by a humanity we were almost ashamed to
confess, guided by ideals that had long been deflated and
cast aside. If the changes we have been discussing were
only a minor eddy, only a passing fashion, it is probable
that the mood of the new generation, with its fresh respect

&

Lewis Mumford on Artists of a New Generation

Lewis Mumford (1895-1990) wrote on topics ranging from urban planning to literary criticism. In this excerpt from his book In the
Name of Sanity (1954), he reflects on the importance of artists leading the way in helping new generations understand themselves.

for the traditional, the classical, the intelligible, the commu-
nicable, with its acceptance of ethical norms and civic
responsibilities, with its unabashed embracement of emo-
tions it had hitherto concealed as if shameful—if these
changes were only on the surface, they would probably be
followed by another outbreak of revolt. But if a much
more sweeping redirection of human life actually impends,
then perhaps the new movement will become even more
central, because it will help, in time, to redefine the nature
of the creative act, and will, by example, unite men in a
common effort to make the expression of love and beauty,
significance and order, the core of all human endeavor. In
a somewhat weakly retrospective, if not reactionary, form,
we have long seen this change taking place in older writ-
ers like Aldous Huxley and T. S. Eliot, who were among the
first to explore the bleak Waste Land of the soul left at the
end of World War |. The younger artists are now carrying
their example even farther, in taking a more responsible
attitude toward their audience; in accepting, in the spirit of
Sophocles, the arduous duties of citizenship, and in cleav-
ing to the great ethical issues of our time, they will in turn
find their intuitive attitudes confirmed by a more conscious
formulation of our common problem.

Source: Mumford, Lewis. (1954). In the Name of Sanity. New York: Harcourt, Brace and Company, pp. 114-116.

Therefore improvisation is a “disciplined craft,”
whose skills can be learned through continual prac-
tice and study and applied as needed (Crossan et al.
1996, 25). The entrepreneur and innovation scholar
John Kao notes that improvisation is a blend of dis-
cipline and art, that it entails being able to move
between that which is established and that which is
new, between form and openness, between the secu-
rity of the familiar (standards) and innovation (exper-
imentation), and between expertise and freshness
(naiveté).

Effects of improvisation refer to its altering usage
of structures in creative ways that enable the re-con-
figurating of structural foundations of performance
(Hatch 1999), not only reading the world in a novel
way, but favoring discovery and engaging into truly
entrepreneurial action (Kirzner 1979) and to engage

people and groups (Lowe, 2000). Accordingly,
improvisation has been suggested as a model for
more-spontaneous strategic decision making and
change management. It would, some theorists have
suggest, be an effective means of circumventing intra-
and interorganizational political resistance in situa-
tions of time pressure, change, and uncertainty, partic-
ularly when the optimal information and resources are
not available. Furthermore, the act of improvisation
lets leaders learn from real events and test imagined
solutions on the spot. In this way, improvisation facil-
itates the synthesis of learning and imagining.

PRACTICAL IMPLICATIONS

As we have seen, art and aesthetic processes can con-
tribute beneficially to the practice of leadership. But
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how can one enhance a leader’s aesthetic capacity
through artistry and art practically, and what does it
take to support artistic processes?

To practice artistic forms of leadership requires
special encouragement. Creativity and risk taking
must be valued, uncertainty tolerated, and opera-
tional flexibility supported. Generally, there are no
ready-made recipes for artful and creative leader-
ship. But leaders can be facilitators of aesthetic
processes and of employees’ creativity by adopting
such practices as considerate and supportive super-
vision and the provision of complex, challenging
jobs that offer high levels of personal satisfaction.
Leaders can encourage involvement, give positive
feedback, and support skill development. They can
also develop appropriate rewards structures. On an
organization-wide level, leaders can help create a
more arts-friendly environment (e.g., by supporting
an entrepreneurial culture (Pinchot & Pinchot,
1999)). For themselves leaders need to learn from
and cultivate an artist’s facility for finding fascina-
tion, allure, and attractiveness in everyday events
and things.

Leadership education, in addition to teaching
specialized skills and providing knowledge, ought to
develop potential leaders’ artistic capacities as well.
Integrating art, artist and artistic process into training
can serve as sensual, visual or conceptual media and
catalysts for educating future leaders. For enhancing
creativity in leadership, practical improvisational
theater techniques as described by Koppett (2001)
and artistic excursions (for example, to experience
dance, music, theater, poetry and literary arts, or
visual arts and architecture) are useful. Aesthetic
competencies can be developed by engagement of
the senses or by experimenting with physically mak-
ing artifacts (pottery, drawing, photography), as well
as through the mindful use of games, storytelling,
and forms of collaborative inquiry.

Artistically oriented leadership education stimu-
lates deep learning (Quinn, 1996) in concert with
innovative or generative learning, and contrived
experiences (e.g., simulations and role-plays). As
for leadership development, art and leadership are
close in actual practice (Smith, 1996; Palus and
Horth, 1996).

PERSPECTIVES

Aesthetic experience of artworks and aesthetic
processes can be used as an instructive guide for
fashioning everyday experiences and lives of leaders
and leadership differently. It can contribute in releas-
ing those qualities and competencies, much needed
in the current and future business world.

Aesthetically reflective and artistically oriented
leaders enlarge their sense of what is possible for
managing to lead, more creatively. Integration of the
arts into leadership not only results in multiple ways
of knowing and experiencing the world, it also aids
social coherence, supports to practice emotional
competencies, and encourages critical thinking and
visionary capacities. Leadership inspired and guided
by art integrates learnable qualities of “artful mak-
ing” (Austin & Devin, 2003) collaboration and play
as tools for dealing with complexity, embraces
ambivalences and uncertainties, and innovates reli-
ably under deadline pressure. Art facilitates work
with overlapping or multiple meanings, contributing
thereby also to a tolerance for ambiguity. The effec-
tive executive, then, should be well versed not only
in the analytical and logical-rational patterns of
leading but also in non-logical, intuitive, and aes-
thetic patterns of leading.

There are, however, limitations and ambivalent
qualities associated with art and aesthetics in the con-
text of leadership. One limitation comes from the
character of artistic processes themselves: Artistry can
be disruptive, deconstructive, deceptive, delusional,
and just plain boring or wrong. Furthermore, art and
aesthetic processes are often idiosyncratic and evanes-
cent and tend to be non-calculative and unpre-
dictable—one reason why leaders sometimes block
aesthetic processes and creative actions (genuine cre-
ativity) proposed by their subordinates. Integrating
more aesthetic processes can threaten leaders’ status
and power, and they will be blamed if new practices,
strategies, or goals have a negative effect on the organ-
ization. Furthermore, art can be not only innovative, it
can also be conservative. It can be used for validating
and reinforcing already practiced actions, beliefs, and
events. In order to realize the potentials and reap the
full benefits of integrating art and context-sensitive
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leadership, our very understanding of leadership itself
must change. What is needed is a kind of transforma-
tion of leadership towards an aesthetically responsive
leader-followership based on a relational understand-
ing of those involved. In such an approach, the indi-
vidual person of the leader and each individual fol-
lower and their situated context are the emergent
products of relational processes. With the focus on
relationship instead of leadership, it becomes possible
to shift attention to what transpires between people, as
opposed to focusing on what is contained within them.
This implies that one can move away from the heroic-
leadership stereotype, with its dyadic perspective and
unidirectional power orientation, and towards a more
reciprocal-influence processes associated with shared
or distributed leadership. By taking into account art
and aesthetics, an integrative and more holistically ori-
ented understanding of the leadership practice can be
attained. This can lead to truly authentic transforma-
tional leadership, in which all parties share an interest
in mutual development and in the development of the
organization as a whole. Essentially, learning and
practicing art can be a source of potential transforma-
tion and added value for the corporation. In the future,
leaders who understand how art and artists work and
who develop a sense of artful practice themselves will
have an advantage over leaders who do not. The inte-
gration of art and leadership takes a circuitous and spi-
ral path rather than a linear one because the very
nature of artistry transcends much of the myopic, one-
best-way approach that characterizes much of con-
ventional leadership. Therefore the integration of art
and leadership should itself be understood as a work
of art, as an open-ended process of continual creation.

—Wendelin M. Kiipers
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@ ATATURK, MUSTAFA KEMAL
(1881-1938)

Founder of modern Turkey

Born into a lower-middle-class family in Turkey as
the Ottoman Empire crumbled, Mustafa Kemal
Ataturk became one of the most respected, or
detested, leaders in modern history. He was respected
for leading the creation of a secular government in
Turkey and detested for the same reason.

As a boy, Ataturk displayed signs that he would
become a leader. He frequently strived to be better
than his playmates and often, during games, would
rather watch his playmates play and accept chal-
lenges only from the strongest or fastest boys. At
age twelve Ataturk quit attending the local Islamic
mosque-run school. His rebellious thoughts and
sense of superiority became too challenging for
religion-based learning. Soon after, however,
Ataturk gained the confidence of a neighbor boy
who attended the Military Secondary School in
Salonika and whose army officer father could
arrange for Ataturk to attend the military school.
Ataturk had been intrigued by the self-confidence
displayed by military officers who strutted around
town and decided that he, too, must become a mili-
tary man.

During his education at the Military Secondary
School, Ataturk was exposed to the Western writings
of French political philosophers such as Jean-
Jacques Rousseau, Voltaire, and Montesquieu.
Exposure to contemporary writings from the
Enlightenment (the period during the 1700s in
Europe and the United States when the West was
emerging from centuries of ignorance into an age of
reason, science, and respect for humanity) and

strictly secular teaching at the military school cre-
ated in Ataturk a desire for national progress. Born
“Mustafa,” Ataturk was given the second name of
“Kemal” (the perfect) by a mathematics teacher at
the military school who was impressed by Ataturk’s
superior performance as well as his rapid ascent to
the rank of pupil-teacher.

During his teenage years Ataturk revealed to his
closest associates his discust with Turks who viewed
the West and its political and societal progress as an
affront to Turkey’s future. His education and daily
exposure to turn-of-the-century Constantinople (now
Istanbul), which grew richer and more exciting
because of Western influences, further enflamed his
desire to bring his country out of what he felt were
the dark ages and up to the standards of contempo-
rary civilization.

After graduating from Military High School
(1899), the War College (1902), and the War Acad-
emy (1905), Ataturk, now a staff captain, was
assigned to various commands where his military
professionalism and outspokenness earned him the
reputation of being a nationalist visionary and a dan-
gerous rebel. Ataturk earned military respect by lead-
ing several victorious military campaigns, some of
which were assigned to him by Ottoman government
officials—who were displeased with his successes—
in order for him to fail. Having established his cred-
ibility as a leader through battlefield successes such
as his bayonet charge at a battle at Gallipoli (1915) in
World War I and having stretched his superior’s com-
fort level with his success and criticism of the
Ottoman sultanate, Ataturk resigned from the army
to become a civilian in 1919.

During the next five years, Ataturk survived
arrest orders, assassination attempts, and political
rivalries and helped establish the rival government
Turkish Grand National Assembly (TGNA) as the
diplomatically recognized and leading authority on
Turkish interests. During these years, Ataturk
signed various peace treaties with, and defeated in
battle, countries that initially attempted to parcel
out and control Turkey. He signed peace treaties
with Italy, Russia, Germany, Armenia, France, and
Azerbaijan. He defeated Greece and Great Britain
in battle.
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Turks celebrate in October 1922 following their defeat of the Greeks at Smyrna.
Source: Hulton-Deutsch Collection/Corbis; used with permission.

FIRST PRESIDENT

In 1923 Ataturk was elected the first president of
Turkey. He immediately sought, and the TGNA
passed, sweeping reforms to create a secular govern-
ment to ensure Turkey’s future. Ataturk believed in
“using your head and not religion” as a guide for
progressive and successful government. In 1924 the
TGNA decreed the sultanate abolished and deported
the Ottoman family. During the same year the new
Turkish government, under Ataturk’s leadership,
also abolished the religious education system and
replaced it with a uniform civil education system.
Shari‘a (Islamic law) offices were systematically
closed to prevent religious influence on politics, and
soon after religious and sectarian convents were
closed. Above everything else instituted by Ataturk’s
secular government, the halt of all religious encum-
brances upon the business of the state still is a divi-
sive topic in Turkey.

Given that a leader’s success or failure can be
measured by how his or her actions affect an indi-
vidual or group of individuals, Ataturk’s reformist
measures to convert the Ottoman Empire into Turkey
directly affected two groups: Orthodox or radical
Muslims and non-Orthodox Muslims. Assessments
of the specific changes implemented by Ataturk to

develop Turkey into a contempo-
rary with Western powers are
mixed.

CULTURAL CHANGES

To further Turkey’s advance into
modernity, Ataturk ensured that the
Turkish Grand National Assembly
ordered adoption of the interna-
tional calendar (replacing the
Islamic calendar) as well as adop-
tion of Western-style civil, penal,
and commerce codes. Regarding
communication, Ataturk felt that
the use of archaic Arabic script
kept many Turks from learning to
read and write. Ataturk ordered that
anew “Turkish alphabet” similar to
the Latin alphabet be created and
that a plan of implementation be presented to him.
When the plan was returned to him for review,
Ataturk deemed the five-year timetable too slow and
ordered that all Turks learn the new alphabet in three
months or not at all. Soon the entire nation was
learning the new alphabet, and Ataturk, acting as the
chief instructor, ordered other national leaders to
teach as well. Ataturk realized that a citizenry with a
literacy rate of less than 15 percent could easily be
manipulated by ignorant or morally objectionable
people. Today Turkey has a 94 percent literacy rate
for males and 77 percent for females and has some
of the top universities in the world.

In 1934 the TGNA adopted a law requiring sur-
names for all Turks and bestowed the surname of
“Ataturk” (father of Turks) on Mustafa Kemal. One
of the last progressive reforms during Ataturk’s gov-
ernance occurred the next year: In 1935 the TGNA
granted voting rights to women in parliamentary
elections.

Throughout the reformation of the Ottoman
Empire into Turkey, Ataturk was respectful of reli-
gion but demanded separation of mosque and state.
With more than 95 percent of Turks claiming a sin-
gle religion, only a leader with Ataturk’s vision and
diplomatic skills could have led the separation of
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religion from government. Whether Ataturk was a
visionary with great diplomatic skills who gained the
support of Turkish executive and military leaders, or
a dictator/tyrant who demanded complete loyalty is
and will always be a topic for debate. What cannot be
questioned, though, is his ability to lead. He strength-
ened his goals by welcoming and soliciting ideas and
plans for Turkey’s reconstruction even if they were
contrary to his vision. He successfully countered
ideas that were not in line with his goals. His firm
belief and unshakable faith in his vision of creating a
secular state from an Islamic-dominated frontier
gained followers who at times viewed him as a deity
among men.

—Jaime L. Benavides
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@ ATTRIBUTION PROCESSES

One of the most frequently studied areas of person
perception is attribution theory. Attribution theory

describes those perceptual and cognitive processes
used to understand the causes of human behavior.
After observing another’s behavior, perceivers often
try to make sense of it by ascribing different motiva-
tional tendencies, causes, and underlying character-
istics to the actor. The observer’s beliefs about the
causes of the actor’s behavior then determine not
only the observer’s reactions, but also the observer’s
future expectations for the actor. Attribution theory
offers insights for the study of leadership: If an
observer perceives the causes of another’s leadership
behavior to be due to the actor’s leadership qualities,
a leadership attribution will occur and leadership
behavior will be expected in the future.

DEFINITIONS OF LEADERSHIP

Organizational leadership has been conceptualized
as one person’s influence over others in ways that
affect the work of that other person. In their classic
text The Social Psychology of Organizations (origi-
nally published in 1966), Daniel Katz and Robert
Kahn note that influence based on leadership is dis-
tinct from influence based on authority that may
stem from one’s position in the organization or from
job demands. The cognitive psychologist Howard
Gardner has defined leaders as those who “signifi-
cantly influence the thoughts, behaviors and/or feel-
ings of others” (Gardner, 1995, 6). In the organiza-
tional research domain, leadership is often defined as
“the interpersonal influence exercised in situations
and directed, through the communication process,
toward the attainment of a specified goal or goals”
(Tannenbaum, Weschler, & Massarik, 1961, 24).
Leadership effectiveness is then measured by the
achievement (or nonachievement) of these goals, as
well as by followers’ satisfaction with such goals.
One commonality underlying these different defini-
tions of leadership is the importance of follower per-
ceptions and attributions in the recognition of a
leader. In fact, from a social-cognitive perspective,
leadership can be defined as ‘“‘social perception,
grounded in social-cognitive psychological theory,
that produces an influence increment for the per-
ceived leader” (Lord & Smith 1999, 195), which is
the definition adopted in this entry.
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Attributions play a major role in leadership per-
ceptions. It is the perceptions of observers and the
attributions they make regarding the causes of the
leadership behavior, as well as their perceptions of
the causes of the outcomes obtained, that make
observers perceive other as leaders. The scholars
James Meindl and Sanford Ehrlich underline the
importance of the process of attribution when they
observe that leadership is a social construction
process centered in the perceiver, as does Katherine
Farquhar when she states that “leadership emerges
from follower attributions over time” (Farquhar,
1995, 165). Though followers’ perceptions of lead-
ership are born of the attributions they make for the
behaviors they observe, it is also clear that a leader’s
personal characteristics have a major impact on this
process.

ATTRIBUTIONAL PROCESSES
AND LEADERSHIP

In their seminal article on attributional processes in
the leader-member relationship, Steve Green and
Terry Mitchell stress that there is a cyclical, mutu-
ally influencing process of leader attributions,
leader behavior, follower attributions, and follower
behavior. While this entry focuses on only half of
this process—the attributions followers make con-
cerning leaders—many of the same principles apply
when considering a leader’s attributions regarding
followers.

Consider the following example. If a new business
executive takes charge of a corporation that is already
performing well, and that company continues to per-
form well, its profitability is often attributed to stable
forces outside the leader’s control: The leader is often
not given full credit for the success. If, however, a
leader is put in charge of an organization that is per-
forming poorly and organizational performance
improves, the leader, rather than external forces, is
usually seen as causing the shift in the organization’s
performance, and attributions of leadership ability
increase. In other words, an organizational leader is
considered successful based not only on the out-
comes he or she achieves, but also on how and why
people perceive those outcomes to have come about.

ATTRIBUTION THEORY

People explain organizational events or observed
behavior by attributing those events and behaviors to
certain factors. In addition to identifying the imme-
diate cause of an event, attributions can focus on
who or what was responsible for the event, be it an
individual or the constraints of the situation. Attribu-
tions can also pertain to the personal qualities of the
actors in question. Similarly, attributions can be
made regarding one’s own behavior (self-attribu-
tions), with consequences for both future expecta-
tions and satisfaction.

Many studies have examined how people use
attributions to decide if an actor’s behavior was suc-
cessful or not. One guiding framework for study was
proposed by the psychologist Bernard Weiner and
his colleagues, who suggested that attributions could
be classified in terms of what caused the behavior,
the stability of the behavior, and its controllability.
The causality dimension examines whether the
observer perceives the actor to be causing the event
or outcome in question or whether the perceiver
believes the event or outcome to be beyond the
actor’s control. The stability dimension notes
whether the perceiver believes that the cause of the
event or outcome will remain stable over time.
Finally, the controllability dimension addresses
whether or not the actor can control his or her behav-
ior regarding the event or outcome in question.

Using this framework, attributions then fall into
one of eight categories determined by the interrela-
tion of their causality, stability, and controllability
dimensions. Factors and characteristics that are
given an attribution of uncontrollable include ability
(internal, stable), mood (internal, unstable), task dif-
ficulty (external, stable), and luck or chance (exter-
nal, unstable). Analogous controllable factors and
characteristics include effort (internal, stable), tem-
porary effort (internal, unstable), consistent help or
bias from others (external, stable), and unusual help
from others (external, unstable). When events or
behaviors are viewed by observers as being due to
internal, stable, and controllable factors, they are
thought to reflect an actor’s intentions and underly-
ing disposition. Actors, in turn, can use the fact that
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their accomplishments are seen as resulting from
internal, stable characteristics as a way to generate
expectations for the outcomes they hope to produce.

CAUSAL SCHEMATA

Observers may attribute causality to others via the
activation of causal schemata. Causal schemata, as
conceptualized by the social psychologist Harold
Kelley, are general conceptions about patterns of
cause and effect that can apply in a wide range of cir-
cumstances. These schemata develop as a result of
our day-to-day interactions with others and represent
the ways in which we understand how specific
effects develop from specific causes. They act as
causal shorthand, allowing the observer to infer
cause with little information or evidence: They help
people to make causal inferences when information
is incomplete.

One causal schema is the discounting principle,
which states that a perceiver will discount the effects
of one potential cause of an event if other potential
causes are available. Often perceivers insufficiently
discount actor-related causes when there are ade-
quate situational explanations for an event (that is,
they make a fundamental attribution error), causing
an increased tendency to make dispositional infer-
ences such as leadership attributions. Another is the
augmenting principle, which states that when both an
inhibitory cause and a facilitative cause are present,
perceivers give the facilitative cause more weight.
These two causal schemata are important in under-
standing the relation of performance outcomes to
leadership perceptions.

In an article published in 1985, Ranald D. Hansen
and Christine A. Hall reported that discounting gen-
erally had a greater effect on causal attributions than
augmentation. Their study found that a candidate
who won an election by a large margin was more
likely to be expected to win again in the future than
a candidate who won by a smaller margin. However,
the candidate who lost by a large margin was judged
no more likely to lose again than a candidate who
lost by a narrow margin. When winning by a narrow
margin, it seems the candidate’s personal potential
was discounted because other explanations were

available for his or her winning (luck, for example,
or poor competing candidates). In contrast, aug-
menting schemata tend to be used with large victo-
ries. When the candidate lost (whether by a large or
small margin), observers could think of many rea-
sons for his or her not winning, but the effects of
these factors did not work together to strengthen
(augment) the belief that he or she would lose again.

SALIENCE IN THE ATTRIBUTION PROCESS

Research has shown that causal attributions corre-
late with attention such that when observers attend
to a certain individual in any situation, they tend to
ascribe causality to the observed individual. In their
classic article “Salience, Attention, and Attribution:
Top of the Head Phenomena” (1978), Shelly Taylor
and Susan Fiske discuss the salience hypothesis,
which states that the more salient an actor is, the
more an observer will ascribe a causality to him or
her rather than to external stimuli or to other less
salient actors. In a situation with a clear leader, an
observer’s attention is focused on the leader, and he
or she is often seen as the cause of an event, even
when that is not the case. This may be because per-
ceivers spend little time thoroughly examining
causal agents; instead they rely on the most salient
information to make snap judgments, what we col-
loquially describe as making a judgment off the top
of the head.

When perceivers search for the cause of any
event, they will often stop their search when a sim-
ple, sufficient cause is found. Due to the salient
nature of a leader’s role, the leader is often seen as a
sufficient cause for events, and the perceiver looks
no further. This top-of-the-head process may be
closely related to leadership categorization. That is,
if one is looking for a single, sufficient cause of per-
formance, and one can categorize a person as a good
or bad leader, then a sufficient causal explanation
has been automatically created and no more pro-
cessing is necessary.

Observers also tend to attribute proportional
causes to proportional effects. That is, an observer
will most likely attribute a large effect to a large
cause. Because of the salient nature of leaders, they
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are often thought of as large causal factors. In choos-
ing between alternative causes, however, people do
not simply select the most salient one. Rather, they
may use a more complex process of weighting dif-
ferent forces, making use of the discounting and aug-
menting principles discussed earlier.

SPONTANEOUS TRAIT INFERENCES

Some of the most commonly studied attributions are
based on inferences made about an actor’s underly-
ing disposition based on his or her behavior.
Referred to as dispositional attributions, these are at
the heart of social-cognitive psychological principles
such as the correspondence bias and the fundamen-
tal attribution error. These principles maintain that an
individual’s behavior is often assumed to reflect his
or her underlying personality or disposition, even
when situational explanations for behavior are read-
ily available. That is, the observed behavior is
thought to be due to the stable personality of the
actor. While that assumption is sometimes erro-
neous, inferring dispositions from behavior helps
people describe and understand others, gives them
an idea of what to expect, and prepares them for
interactions with those others. Often these attribu-
tions regarding disposition are not made consciously,
but rather are made spontaneously when information
is gained and initially encoded. Hence, these attribu-
tions are referred to as spontaneous trait inferences
(STIs). Because leadership attributions are made in
the same manner as other attributions, the perception
that someone possesses leadership qualities may
well be a type of STI.

Empirical research has shown that STIs are asso-
ciated with both the actor and the action that he or she
is performing, and that these inferences will disap-
pear if information becomes available that negates a
personal causal attribution. That is, if the situational
constraints are visible to the observer, the observer
will take those limitations into account when assign-
ing causality to the resulting behavior or event.

Although STIs are spontaneous, they are not
automatic. Research has consistently shown that cer-
tain contextual preconditions must be in place before
STIs are made. Without the right context cues, or

without a minimal amount of attention being paid by
the observer, STIs will not occur. The biggest pre-
condition for STIs is that the actor be deemed
responsible for his or her actions and for the out-
come of the situation. It is important to realize that
when we automatically recognize someone as a
leader, we are making a type of STI. However, this
process has often been described by leadership
researchers in terms of perceivers’ implicit leader-
ship theories.

IMPLICIT LEADERSHIP THEORIES

Judging the leadership capabilities of others may
also depend on the observer’s own implicit leader-
ship theory (ILT). ILTs most likely develop from
consistent exposure to leaders and leadership situa-
tions. After repeated interaction with leaders, cate-
gory prototypes may develop. These category proto-
types represent the traits that typically occur together
in a given domain, and once these traits become
linked, the observer need only be exposed to a sub-
set of them to activate the entire prototype and make
an STT of leadership.

An ILT perspective explains how observers cate-
gorize actors as leaders or non-leaders. When an
actor’s behavior matches the schema an observer
currently holds regarding what a leader is and does,
that person will be classified as a leader. When
events are attributable to the situation rather than the
actor, or when the actor is engaging in behavior that
does not match the observer’s ILT, the observer does
not perceive the actor to be a leader. This leadership
perception process is perhaps more explicitly under-
stood in the context of the leadership categorization
theory as developed in the early 1980s by Robert G.
Lord, Roseanne J. Foti, and James S. Phillips. This
theory states that when recognizing leaders,
observers first recall leader prototypes and then
match the current leader to the prototype. In this way
the prototypes provide a structure for the observer to
encode or retrieve information.

Implicit theories are recognition based, in that we
recognize a leader because of his or her similarity to
a schema or an implicitly held theory. This idea
diverges from Kelley’s original notion of person per-
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ception, in which observers were thought to operate
as naive scientists, making judgments based on an
examination of the situation rather than based on pre-
conceptions. In his 1967 covariation model of attri-
bution, Kelley suggested that people examine the
distinctiveness, consistency, and consensus of the sit-
uation to decide whether to make a situational or a
dispositional attribution. It seems, however, that peo-
ple are more primitive in their perceptions of others
and use implicit theories of others’ behavior to help
them recognize and understand others’ behavior
rather than relying on more comprehensive, scien-
tific processes.

Followers often have a normative prototype of a
stereotypical leader to which they then compare the
actor they are observing. In 1995 Farquhar found that
although individuals do share ILTs, or leadership
schemata, situational constraints also affect follower
perceptions. He also emphasized the importance of
early attributions, as they seem to shape later leader-
ship attributions.

THE ROLE OF ATTRIBUTIONS
IN LEADERSHIP PERCEPTIONS

An attributional model of leader behavior examines
the process by which followers assign leaders
responsibility for the outcome of a situation. More
specifically, this research focuses on how observers
decide if the outcome was due to the leader’s behav-
ior or to situational factors. Research indicates that
observers will hold a leader responsible for those
outcomes only if certain preconditions are in place.
As mentioned earlier, if forces outside of the leader’s
control led to a successful outcome, the leader would
not be given credit for this result. However, if the
outcome is seen as arising from stable, internal qual-
ities in the leader, a causal attribution is more likely
to be made.

The process of attributing an outcome to a
leader’s behavior is illustrated by the performance
cue effect described in 1977 by Terence R. Mitchell,
James Larson, and Stephen G. Green. In this para-
digm, subjects are given false information on the
performance of a hypothetical or real leader’s sub-
ordinates or organizational unit, and then the sub-

jects are asked to rate the leader. Subjects judge the
leader to be more effective and more leader-like if
the performance information they were given was
positive rather than negative. These results are
explained in terms of the subjects’ retrieving leader-
ship information in a biased fashion, consistent with
the performance cue. Performance cue effects also
interact with causal attributions, being greater if the
leaders were perceptually salient and, thus, more
causally important.

The belief structures of individuals can also act
like perceptual salience to increase causal leadership
attributions. This process is discussed in Meindl and
Ehrlich’s 1985 theory on the romance of leadership.
Their research revealed a bias on the part of follow-
ers toward viewing leadership as a causal force in sit-
uations where performance is extremely good or
extremely poor. Observers seem to overestimate the
amount of influence leaders have in these types of
situations, especially successful situations. These
findings resonate with the traditional attribution
research that posits that observers tend to ascribe
causality to a particular target person rather than tak-
ing the effects of the situation into account.

Leaders may also receive more causal attributions
because of their assumed effects on others. In organ-
izations, causal attributions are particularly important
for top-level leaders, who may influence followers
through indirect effects that are distributed through-
out company channels, or that are distributed over
many years. Because such effects are hard to trace,
followers may substitute ILTs for careful causal
analysis of outcomes and as a consequence may over-
estimate the causal effect of top-level leaders.

RECENT AND FUTURE
LEADERSHIP RESEARCH

Recent leadership theories have again turned their
focus to the attributes of the leader, especially the
charismatic qualities of leaders. Charismatic leaders
are those leaders who, in communicating their vision
to their followers, actually shift followers’ foci from
the followers’ individual needs and aspirations to
collective aspirations. Leaders who use charisma in
this manner are often called transformational leaders.



62 Attribution Processes

Transactional leaders, in contrast, develop a transac-
tional relationship with their followers in which fol-
lowers exchange compliance for a lower-quality
leadership relationship.

Although these leadership theories may seem
similar to traditional trait theories of leadership,
they are better understood by examining the attribu-
tional processes involved. When a leader is per-
ceived as charismatic, that perception is actually an
attribution of charisma on the part of followers.
Those leaders with an organization-changing vision
or who act in unconventional ways are likely to be
more salient and are therefore more likely to be seen
as charismatic. Further, leaders who make personal
sacrifices for the good of their followers are likely to
activate augmenting causal schemata that lead to
perceptions of internal causality for their actions.
Thus on those grounds too they are more likely to be
seen as charismatic.

Problems with Attribution and Leadership Research

One major problem associated with the application
of attribution theory to leadership theory is its lack of
precise conceptualization of leadership. Attribution
theory aids in the understanding of leadership, but it
is hard pressed to thoroughly explain, define, and
measure leadership by itself. Rather, it helps explain
the cognitive processes underlying leadership per-
ception. Attributional theory can lend prototype
matching, the use leadership schemata, and reliance
on ILTs to the study of leadership, but none of these
tools provide guidelines that specify how leaders
should behave in order to be effective.

A second problem with the study of attributions
in leadership research is that our own intuition may
lead us in the wrong research direction. That is, intu-
itively we may feel that we understand what a good
leader is, or what a good leader does, and we may
simply wish to study the qualities we associate with
a good leader. The danger is that those implicit and
heuristic applications of “common sense” may not in
fact be the products of common sense at all.

A third area of concern centers on how to design
research that taps these implicit processes. It is
always a challenge to get at perceptual processes that

happen quickly and unconsciously on the part of the
observer. Unfortunately, implicit processes are often
studied with explicit measures, yielding inconsistent
results that are difficult if not impossible to interpret.

A fourth problem with attribution theory may be
the assumption of a top-down perspective. ILTs,
leadership schemata, and prototype matching
research all suggest that leadership perception may
operate more as a data-driven sense-making process
than as a traditionally viewed attribution process in
which attributions occur before one attempts to
make sense of behaviors. Researchers should rather
recognize that bottom-up and top-down perceptual
processes combine to influence leadership percep-
tions.

Future Research Avenues

This entry has focused on the attributions followers
make regarding leaders and has avoided two-way
causal analyses connecting leaders and followers.
For a more complete understanding of the role of
attributions in leadership perception, one should
examine leaders’ causal attributions as well as those
of followers, as attributions in both directions are
likely to affect the dyadic relationship between any
leader and follower. Practical research by Wofford
and colleagues even suggests that leaders may
change their behavior based on attributions for poor
subordinate performance or the accessibility of
transformation and transactional leadership scripts.
Future research on attributions and leadership
may also want to take more dynamic modeling sys-
tems into account when it comes to explaining
human cognitive processes. Traditional attribution
approaches based on naive-scientist models of per-
ception appear less successful than the primitive,
perceptually guided approach. Research techniques
that better tap these implicit rather than explicit
processes are required to gain a better understanding
of the role of attribution in leadership perception.
One of the most intriguing research areas may be
examining the point in time when the observer’s per-
ception of the actor changes—when the actor moves
from a leader to non-leader category, or vice versa.
Such shifts may be the result of an accumulation of
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information causing a rapid change in the way the
actor is perceived rather than resulting solely from a
discrete event. Thus, to an outside observer such dis-
continuous change may seem to come out of
nowhere, while at other times the shift may be
brought about by a clear stimulus or behavior.

Similarly, more advanced statistical analyses may
explain the leadership categorization process more
effectively than traditional linear modeling does. By
considering leadership perceptions and category pro-
totypes as mental attractor states (stable patterns of
interpretation that people settle into over time)
people’s shifts in attributions of leadership or non-
leadership may be better understood.

Research on attractor states has shown that once an
individual settles into an attractor state (for example,
categorizing another as a leader), it is very difficult to
change this attractor. (In this example, it would be
very difficult to change the observer’s attribution of
leadership to the actor.) Changing the attractor
requires increased effort, attention, or additional
information. More recent research, done in the late
1990s and early part of the twenty-first century, has
also begun to look at attractor states created through
dyadic interactions and has examined the stable
attractor regions that interpersonal relationships may
settle into. These dyadic attractors may cause each
actor to engage in behavior that he or she would not
normally engage in outside of that particular relation-
ship. Future research may want to examine attribu-
tions as attractor states, the conditions necessary to
categorize someone as a leader, and then the condi-
tions needed to change these attributions. Only by
examining social-cognitive phenomena as dynamic
systems shaped by the attention, knowledge, and
biases of the observer, constraints of the situation, and
actions of the actor, can the role of attributions in
leadership perception be fully understood.

—Christina Norris-Watts and Robert G. Lord

See also Implicit Leadership Theories; Mental Models;
Schemata, Scripts, and Mental Models
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@ AUTHENTICITY

Authenticity is the condition or quality of being
authentic, trustworthy, and genuine, free from
hypocrisy. An authentic person must actually pos-
sess the apparent attributes that others see, so that if
you appear to be sincere, you would actually be sin-
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cere on the inside as well as in the
persona you present to the outside
world. Authenticity in leaders has
important positive implications for
others in the organization and in the
organization’s culture.

Today, authenticity is critical to
leadership, yet there are so many
examples in politics, corporations,
nonprofit organizations, and in daily
relationships where this quality is
missing. The Enron scandal brought
the authenticity of the corporation’s
leaders into question with its
employees, shareholders, and the
public. Political leaders who have
said one thing but done the opposite
cause people to be cynical or skepti-
cal about their trustworthiness. In a
time when few secrets can be kept
for long, members of organizations
look to people in positional leader-

@

Executives and Personnel Managers
on Executive Traits

In his book The Organization Man, sociologist William H. Whyte, Jr, examined
the emerging clash between individuality and conformity in American society.
The following extract reports on his study of what executives and personnel
mangers looked for in executive talent.

“Because the rough-and-tumble days of corporation growth are over,
what the corporation needs most is the adaptable administrator, schooled
in managerial skills and concerned primarily with human relations and the
techniques of making the corporation a smooth-working team.”

“Because the challenge of change demands new ideas to keep the corpo-
ration from rigidifying, what the corporation needs most is the man with
strong personal convictions who is not shy about making unorthodox
decisions that will unsettle tested procedures—and his colleagues.”

The response was spirited. Many of the hundred who answered jumped
on me for asking such a question, but most of them did choose one way
or the other and, more importantly, they went into their reasons at
length. The vote: presidents voted 50 per cent in favor of the administra-
tor, 50 per cent in favor of the other type; personnel men: 70 per cent for
the administrator.

ship and evaluate their behavior
based on whether they should be
believed. and therefore whether
they deserve their active coopera-
tion and support.

A leader’s behavior impacts those around them.
Persons who hold a management position are
metaphorically in the spotlight to their employees.
Others watch them more closely and use their actions
as justification for their own behaviors. The next sec-
tion details examples of how a leader’s behavior elic-
its responses in others and affects the organization’s
environment. When positional leaders choose to
engage in their own journey toward greater authen-
ticity, their modeling affects others and their organi-
zation.

THE IMPACT OF AUTHENTIC
BEHAVIOR ON OTHERS AND ON
THE ORGANIZATION'S CULTURE

Authenticity is made up of a cluster of behaviors. It is
somewhat like “quality”—hard to define but recog-
nized when experienced. This section identifies a

Source: Whyte, William H,, Jr. (1956). The Organization Man. New York: Simon & Schuster,
pp. 133-134.

variety of behaviors and qualities that support and
make up authenticity.

When individual leaders practice integrity
between their actions and beliefs those around them
perceive them to be authentic. When others view
their leaders’ invitation to engage with them and the
organization to be genuine, it gives them permission
to be authentic as well. This enriches the dialogue
between organizational members and raises the qual-
ity of their relationships with each other.

Authenticity is not an end goal but rather a life-
long journey—a commitment to a journey of greater
and greater integration between words and actions.
Being authentic allows people to be fallible human
beings, because authentic behavior by definition
acknowledges the wholeness that makes up an indi-
vidual—the strengths and gifts, as well as the areas
that need improvement. As individuals become more
authentic, their ability to be candid about their faults
and mistakes increases the honesty in an organiza-
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tion. The overall impact of leaders modeling authen-
ticity is the creation of a climate of authenticity
within the organization.

Trusting behavior is defined by the degree an
individual is willing to share his or her thoughts and
feelings with others. Trustworthiness is measured by
others being willing to share their thoughts and feel-
ings with another because they know that what they
say will not be used against them. Authenticity
implies being both trusting and trustworthy because
authentic individuals will share their responses with
others and their promises will hold an honesty and
integrity that can be proven over time. When leaders
model trusting behavior, it invites others to trust
them in return. As both trusting and trustworthy
behavior becomes a part of the way people relate to
one another, it allows people to talk frankly with
each other. Authenticity cannot be learned or prac-
ticed without honest conversation. Speaking truth
therefore helps authenticity and integrity to develop
among people and in organizational cultures.

The degree to which individuals can practice
authentic behavior is related to their ability to know
themselves. This self-awareness is necessary to an
understanding of one’s motives and ability to be can-
did and honest with others. Self-awareness is devel-
oped in part through disciplined reflection and being
present to what is occurring in the moment. In Sep-
tember 2003, a spoof on National Public Radio
reported the development of a new psychological
disorder, the “functional executive disorder.” This
disorder was said to occur when executives become
so focused on getting their tasks done that they lose
sight of the deeper meaning in their work and their
impact on others. Other symptoms include forgetting
conversations and not seeing the implications of
their actions over time. While this disorder is mytho-
logical, we have all seen these symptoms in our
workplaces. Being present to others makes others
feel appreciated. This appreciation and focus helps
slow others down so they too can live in the present
moment. Helping others live in the present supports
their own efforts to become more authentic through
self-awareness and reflection, activities that need
time to cultivate.

Another behavior that emerges out of living more

authentically is the ability to laugh at oneself and the
situation. When one does not have to protect a false
image, the willingness to be candid and truthful
about the situation increases. When a leader can see
the humor in a situation, it allows other individuals
to see humor in their own behaviors and reminds
them not to take themselves so seriously. Laughter
opens up people to positive emotions and facilitates
personal change by decreasing defensiveness. The
presence of joy and humor in the workplace allows
people to work with each other in positive ways and
diminishes cultures of judgment.

Part of authenticity is the transparency of per-
sonal motives. Authentic individuals are not without
motives, but their motives are not hidden. The
absence of hidden motives enhances the quality of
dialogue about actions and decisions. Usually
authentic individuals are seen as not being driven by
self-interest. Rather, they are seen as “having their
hearts in the right place,” as transcending self-
interest. The impact on others is significant. First, it
gives individuals permission to contribute to the
larger community without need for self-protection
and defense. Second, it contributes to the develop-
ment of a culture that has integrative power. Inte-
grative power is the power to integrate a system so
that it works together without silos, departmental
empires, or self-protection. When integrative power
exists in an organization, people in that organization
or system are predisposed to trust, care, and be will-
ing to collaborate with one another to get things
accomplished. This tends to reorient the work to
something larger and more meaningful than just
getting the job done or earning the sales quota. The
shift from self-interest to more meaning and pur-
pose connects the individual and the organization to
something larger than themselves. In this sense,
they begin to hold more altruistic beliefs.

Authenticity invites a different quality of rela-
tionship into an organization. When relationships are
built on integrity, trust, honesty, and meaning, the
nature of relationships becomes more like a covenant
than a transaction. In a covenant framework, others
are treated as sacred, demonstrated in part by treat-
ing others with care and respect. This generates rela-
tionships that are mutually enriching. A covenant
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relationship, by definition, transcends legal obliga-
tions and employee contracts and goes beyond min-
imum standards. This standard of relationship can
also extend to the larger community and nature, so
that decisions are made from the framework of their
impact on others, the larger community, and the envi-
ronment. When people experience covenant relation-
ships, they feel valued and safe. Over time, this cre-
ates an organizational culture that models care of
employees and enables a community to form within
the workplace.

The journey toward authenticity is linked with
one’s spiritual journey. As one comes to know one-
self in deeper ways, the search for greater meaning
and the development of a relationship with a tran-
scendent power usually follows. Many of the
processes linked with increased spirituality, like
reflection, genuineness, being present, and searching
for meaning, are similar to the qualities and
processes that support the development of authentic-
ity. When a positional leader pursues knowledge and
practices related to spirituality, it impacts others by
inspiring them and the organization to create deeper
meaning for their work.

Being genuine in one’s interactions with others
lends a legitimacy and validity to the actions and
decisions that arise from those interactions. This
legitimacy increases trust in interpersonal relation-
ships and spreads throughout the organization’s cul-
ture. An organization that pulls a defective product
off the shelves, despite the cost to their bottom line,
actually increases the legitimacy of their organiza-
tion over the long term.

IMPLICATIONS FOR LEADERSHIP

The concept and associated qualities of authenticity
are applicable to the practice of leadership for many
reasons. In times when positional leaders—whether
they be politicians, corporate leaders, police com-
missioners—are viewed with widespread cynicism,
people tend to search for authentic leaders. When
employees see inauthentic behavior in their organi-
zational leaders, they will be self-protective, cautious
in their dealings, tend toward self-interest, and offer
feigned responses when asked their opinions. If

these kinds of behaviors become widespread, they
can lead to the eventual failure of the organization. In
studies of significant failures and scandals associated
with disasters like the Three Mile Island nuclear
power plant accident, the Enron and Andersen
accounting scandals, and the 11 September 2001 ter-
rorist attacks, there is evidence that knowledge
existed within the system or outside the systems that
could have prevented the size of the disaster. This
knowledge was either not spoken about by the
observers who saw the problem or, if it was spoken
about, superiors failed to listen because of issues
related to authenticity.

If employees believe that it is unsafe to speak the
truth in an organization, they will often choose self-
protection and remain silent. Or if they do speak up,
their supervisors may not want to listen because the
information may make them look bad or unsupport-
ive of larger agendas of their supervisors. This
silencing of disturbing feedback would be lessened if
a culture of authenticity existed. An organization that
valued authenticity in its leaders and employees
would encourage the sharing of honest feedback
even if it was difficult to hear, because maintaining
appearances and egos would not be as important as
being true to one’s values, beliefs, and perceptions.

Authentic leadership can have a startling effect
on the quality of an organization or community.
What would happen if we treated each other with
honesty and respect? What would happen if we
could trust and believe in the genuineness of our
positional leaders? Or if we believed that our leaders
were not operating from self-interest? What would
happen if we were able to laugh at our mistakes and
learn from them? And what would happen if leaders
were candid about what was happening, instead of
spinning information for the best effect? The
amount of organizational waste of time, money, and
energy that emanates from inauthentic behavior is
enormous. Authenticity either in pockets or through-
out an organization could transform not only the
interactions and relationships among people but
have a long and lasting effect on the overall value
and success of the organization and the communities
and nations it touches.

—Kathleen E. Allen
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@ AUTOCRATIC LEADERSHIP

A popular saying, often seen these days on T-shirts
worn by suburban matrons, reads: “Because I'm the
Mommy, that’s why!” This innocently humorous
slogan contains a core of truth, and it also expresses
what many scholars regard as the essence of auto-
cratic leadership: “Do as I say, because I'm telling
you to do it!”

The first systematic study of leadership styles was
undertaken by Kurt Lewin and his colleagues and
published in 1938. Using as subjects a group of ten-
year-old children at a YMCA, Lewin examined the
reactions of the children to adult leaders who had
been instructed to use one of three leadership styles:
autocratic (the leader makes all decisions), demo-
cratic (decision making is shared by leader and fol-

lowers), and laissez-faire (the followers make all
decisions themselves).

Most research in leadership has focused on auto-
cratic and democratic leadership styles, since laissez-
faire leadership is usually perceived as the lack any
meaningful leadership (except in cases where the fol-
lowers are motivated and knowledgeable experts
concerning the task at hand). Traditionally, the dis-
tinction between the other two forms of leadership
has involved a dichotomy between people and task.
Democratic leaders have been seen as those who
are principally concerned with the people they lead;
autocratic leaders are perceived as being primarily
concerned with the accomplishment of a job or
mission.

More precisely, autocratic leadership is usually
seen as having four characteristics: (1) the leader
makes all important decisions; (2) the leader is pri-
marily concerned with task accomplishment, not
the happiness or satisfaction of followers; (3) the
leader maintains considerable social distance from
followers; (4) the leader motivates followers by
punishment (or the threat thereof), rather than by
rewards.

Although the autocratic approach was once the
dominant form of leadership in human affairs, it has
fallen out of favor in the present age (with some
notable exceptions), often replaced by more demo-
cratic or humanistic styles. But it is unacceptably
simplistic to say that autocratic leadership is
“wrong” at all times and in all circumstances, and it
is just as inaccurate to argue that democratic leader-
ship is always “right.” This entry examines auto-
cratic leadership in its psychological, social, and
organizational contexts in order to provide a clearer
understanding of what this form of leadership is,
when it may be effectively used, and when it should
be avoided.

PSYCHOLOGICAL PERSPECTIVES

In tests measuring various facets of personality, per-
sons identified as highly autocratic also tend to score
high in Abasement (they feel depressed when they
cannot handle a situation), Aggression (they are
quick to attack, blame, and take revenge on others),
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and Achievement (they are strongly motivated to do
their best, and are very results oriented). Conversely,
they tend to score low on intraception (they rarely
think about their own motives or those of others),
Nurturance (they are often unsympathetic and
unfriendly), and Social Values (they do not regard the
love of people as important). Of course an autocratic
leader who also scores high in Machiavellianism
(which combines a tendency toward calculation with
a low regard for other people) will usually strive to
conceal these personality characteristics from oth-
ers, since manifesting them can reduce the leader’s
ability to exercise control.

Autocratic leadership is closely tied to the author-
itarian personality type. The concept of the authori-
tarian personality, which was developed by Theodore
Adorno and his colleagues in 1950, posits a person-
ality that tends toward religious and political conser-
vatism, a desire for power, resistance to change,
emotional coldness, and hostility toward out-groups.
Adorno and his colleagues devised a psychological
test, the F Scale, that measured personality between
the polar opposites of Authoritarianism and Egalitar-
ianism.

There is a strong positive correlation between
authoritarianism and autocratic leadership behavior.
Leaders scoring high in authoritarianism are much
more likely to prefer punishment over reward as a
motivator, to function well in highly structured situ-
ations, and to discourage participation by followers
in decision making. Some studies also suggest that
high authoritarianism tends to correlate with other
personality traits such as political and social conser-
vatism, racism, anti-Semitism, and high levels of
religious devotion.

However, authoritarianism plays a role in follow-
ers’ behavior, as well. Just as authoritarian leaders
are most likely to manifest autocratic behavior, so
too are authoritarian followers most likely to indicate
preferences for such leadership. The research
demonstrating this tendency goes back at least half a
century. In 1952 a number of college students were
surveyed as to their preferences for a presidential
nominee in that year’s election. Those who scored
high on the F-scale (demonstrating a high degree of
authoritarianism) overwhelmingly picked General

People ask the difference between a leader and a
boss. The leader works in the open, and the boss
in covert. The leader leads, and the boss drives.

—Theodore Roosevelt

Douglas MacArthur, a highly authoritarian public
figure, as their preferred candidate. Since then, a
large number of studies have reached essentially the
same conclusion: Persons high in authoritarianism
strongly preferred a leader (whether political, reli-
gious, social, or job-related) who was task oriented,
structuring, directive—and autocratic. Moreover,
when asked to discuss their own work situations,
highly authoritarian employees reported the greatest
satisfaction working for supervisors who were also
high in authoritarianism and the lowest degree of
satisfaction in situations where the leader was per-
ceived as low authoritarian.

SOCIAL PERSPECTIVES

The practice of, and preference for, particular forms
of leadership (autocratic, democratic, or laissez-
faire) are strongly influenced by social factors.
Widespread social anxiety, for example, seems to
provide a popular desire for (or, at least, tolerance
of) autocratic leadership. Western culture continues
to maintain the myth of the “Man on the White
Horse,” the strong, heroic, autocratic figure who
arises during a time of great crisis, takes control, and
saves the day.

Although this phenomenon of social anxiety has
been observed in the origins of both Fascist Italy and
Soviet Russia, the classic modern example is the rise
of Nazism in Germany during the 1920s and early
1930s. Following its defeat in World War I, Germany
began to deteriorate as a nation on almost every
level. National pride had been devastated by both the
loss of the war and also by the Treaty of Versailles,
which required Germany to admit guilt for the war,
pay huge reparations, suffer military occupation, and
severely limit the size of its military. The economy
was a shambles, with both rampant inflation and
high unemployment. Various political parties were
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agitating for change, which often led to riots in the
streets. As a result of these conditions, the average
German of the period was angry, depressed, and anx-
ious. Along came Adolf Hitler and his fringe politi-
cal party, the National Socialists (Nazis). Hitler did
not offer Germans democracy as the solution to the
nation’s problems. Instead, he promised strong,
autocratic leadership that would, he claimed, restore
national pride, reinstitute law and order, and crush
those allegedly responsible for Germany’s difficul-
ties. He received widespread support and was named
chancellor in 1933, in part as a result of his party’s
electoral successes.

During roughly the same period, the United
States also underwent an economic and social crisis,
but with a different result. Although the economic
depression that began in 1929 devastated the econ-
omy, created massive unemployment, and led to a
host of social problems, Americans did not
exchange their democratic form of government for a
system of autocratic leadership. This is not to say
that some were not tempted, however. Around the
country, demagogues tried to take advantage of the
widespread anxiety and resentment by promising to
solve the nation’s problems in return for unlimited
political power. Most of these would-be leaders had
only regional appeal at best, but one had national
appeal, Huey P. Long, the charismatic senator from
Louisiana. Long claimed that he could cure the eco-
nomic crisis by confiscating wealth from the
nation’s millionaires and redistributing it to those in
need—an autocratic approach if ever there was one.
A dynamic public speaker, he made effective use of
radio to sell his “Share Our Wealth” plan and gener-
ated considerable national support. Only his assas-
sination in 1935 prevented him from mounting a
serious challenge to President Franklin Roosevelt in
the 1936 election. But the autocratic appeals of
demagogues never seriously endangered the
nation’s political fabric, partly because (1) America
had a longstanding tradition of democracy, (2) Pres-
ident Roosevelt’s New Deal programs were seen as
a genuine effort to improve the lives of the econom-
ically afflicted, and (3) U.S. entry into World War II
in late 1941 united the country, provided the eco-
nomic stimulus needed to blunt the effects of the

Depression, and made criticism of the government
seem unpatriotic, if not treasonous.

Other cultures foster different approaches to
leadership. As William Ouchi noted in 1981, Japan-
ese society has produced an approach to business
management that combines democratic and auto-
cratic elements. On the one hand, Japanese corpora-
tions actively involve employees in decision mak-
ing. Through the use of “quality circles,” for
example, these companies bring employees together
from all levels—production workers to vice presi-
dents—and each member has a chance to affect cor-
porate policy. Japanese firms also expect a great
deal from their employees in terms of working
hours, loyalty, and obedience to authority figures
within the organization.

Another important social dimension of leadership
involves gender. Unlike biological sex, gender is a
social construction, and a considerable body of
research addresses the relationship between gender
and leadership style. It is worth noting that tradition-
ally the most autocratic institutions (the military, law
enforcement, organized religion, and the corporate
world) have tended to be the most resistant to the
admission and the advancement of women.

Much early research was marred by cultural
biases. A number of studies concluded that women
were not effective leaders because the prevailing cul-
ture held as a given that women could not lead effec-
tively. The next generation of leadership research
included many studies that found that women tended
to be nurturing and democratic leaders, often
because cultural assumptions were that women were
more nurturing and democratic than men. More
recent research has tended to demonstrate that the
relationship between gender and leadership style is
not cut and dried. Rosenfeld and Fowler concluded
that, although gender seemed to manifest itself dif-
ferently in democratic leadership (male democratic
leaders tended to be analytical, forceful, and in need
of the love of people, while female democratic lead-
ers were nurturing and open-minded), there was no
significant difference found between the personali-
ties of male and female autocratic leaders.

Other studies have found that women managers
are actually more autocratic than their male counter-



Autocratic Leadership 71

parts and are frequently perceived as such by their
employees, including other females.

ORGANIZATIONAL PERSPECTIVES

It should be clear by now that there is no clear-cut
answer to the question of whether a particular lead-
ership style produces greater organizational effi-
ciency, higher profits, or increased employee satis-
faction. A variety of factors determine which form of
leadership is likely to be more effective.

Organizational culture plays an important role.
Some organizations are characterized by autocratic
leadership. Their members have learned to expect it,
and those who join such organizations anticipate,
and may even prefer, such a leadership approach.
The military provides a good example. Military
organizations have as their essential goal the conduct
of war. Combat often calls for quick decisions, and it
requires leaders to give orders that put subordinates’
lives at risk. These conditions would seem to require
autocratic leadership, at least a good deal of the time.
Consequently, military organizations in all nations
and eras have evolved a culture emphasizing disci-
pline, order, and unquestioning obedience. Those
who enlist in the military expect as much, and those
who choose military careers are likely to have a
strong preference for autocratic leadership, or at least
a high tolerance for it.

Other organizations, such as those involving reli-
gious hierarchies, are based on the assumption that
the organization takes its authority directly from
God, and that its leaders are the designated inter-
preters of God’s will. Leadership in such organiza-
tions tends to be autocratic, since God’s will, once
expressed and interpreted by the leadership, ought
not to be the subject of debate. Not all religions have
adopted a hierarchical structure that encourages
autocratic leadership. But some have—most notably
the Catholic Church, along with several of the larger
Protestant denominations.

In the business world the picture is less clear.
Although many businesses, especially large corpora-
tions, tend toward hierarchy, the forms of leadership
exercised tend to vary widely, as do the theoretical
prescriptions for the ideal leadership approach.

To a large extent the form of leadership exercised in
the workplace is a function of the employer or leader’s
view of the workforce. In Douglas McGregor’s classic
paradigm, a manager subscribing to Theory X
believes that employees are lazy, untrustworthy, and
motivated mostly by their wages. Such a viewpoint
generally leads to autocratic leadership. Conversely,
a Theory Y leader sees employees as interested in
their work and motivated by a variety of factors,
including pride, comradeship, and approval. A man-
ager with this perspective would gravitate toward
more democratic leadership.

The extant literature on leadership in the business
world suggests that autocratic leadership is useful in
some contexts and should be avoided in others. Auto-
cratic leadership leads to more accurate decisions
when the leader is well versed in the subject under
discussion. It can increase worker productivity—but
only when the leader is present. Such leadership
improves worker performance, but only on relatively
simple tasks. It also tends to reduce communication
problems.

Autocratic leadership seems to be most appropri-
ate in cases in which employees are new and
untrained in their jobs. It works best with larger
groups. It also seems to be called for when detailed
instructions or high-volume production are neces-
sary. It can be appropriate in situations where time is
limited, employees challenge the leader’s authority,
or a business or department has been mismanaged by
a prior leader. Autocratic leadership is also useful
when work frequently must be coordinated with
other divisions of the company.

But autocratic leadership has its downside. It is
associated with higher turnover rates and with
increased aggression among employees. It decreases
employee performance on complex tasks and seems
to hamper creativity. This approach also tends to
increase employee alienation and resentment and to
decrease morale, employee satisfaction, and loyalty.
An autocratic approach often leads to lower morale
and consequent increased absenteeism. Further, it
tends to be less effective with the current generation
of employees than it was with those raised in a more
traditional and structured culture.

Autocratic leadership should not be imposed in
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situations in which a high level of employee creativ-
ity is called for or where a democratic leadership
model has already been established. It should be
avoided in cases where employee resentment is
already high or where there is a recent history of
work stoppages or other rebellious behavior.

It can thus be seen that autocratic leadership is
multifaceted. Like all leadership choices, it must be
considered carefully and applied judiciously, if it is
used at all.

—J. Justin Gustainis
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@ BANK OF AMERICA

In 1945, with $5.6 billion in assets, Bank of Amer-
ica Corporation (BOA) became the largest private
sector bank in the world. This distinction, attained
forty-one years after its establishment in 1904, is
largely attributable to the vision, drive, and strate-
gies of one man, A. P. (Amadeo Peter) Giannini, the
bank’s founder and de facto leader for almost all
that period.

FOUNDING A BANK
FOR THE SMALL INVESTOR

Bank of America, founded under the name Bank of
Italy in San Francisco, California, was created out of
Giannini’s frustration and entrepreneurial drive.
Giannini (1870-1949), the son of Italian immigrants,
was already a successful businessman. He had built
his family’s wholesale produce company into the
largest in the region and, at age thirty-one, had sold
out his interest and semiretired. He became interested
in banking in 1902, after inheriting his father-in-law’s
position on the board of Columbus Savings and Loan
in North Beach, San Francisco’s Italian enclave.

At that time, the working class hid their savings,
often in gold, in their homes, and when they needed
money, they went to loan sharks. Most of North
Beach’s immigrant population did not speak or

write English and had never been inside a bank.
There were several Italian-owned banks, but they
did not see any value in doing business with indi-
vidual customers who had minimal assets and
financial needs.

Giannini saw something else when he looked over
North Beach. He saw the collective value of tens of
thousands of small depositors and borrowers and he
saw the credit worthiness and reliability of the hard-
working immigrants. As a director, he began pres-
suring the bank’s leaders to actively solicit those cus-
tomers he labeled “the little people.”

Columbus Savings and Loan’s leaders did not
share Giannini’s vision nor would they extend their
services to the bulk of North Beach’s residents. Frus-
trated and confident in his own ideas and abilities,
Giannini decided to organize his own bank. He gath-
ered a group of local Italian businessmen, including
three former directors at Columbus, and one non-
Italian, an experienced banker named James Fagen,
to lead the new bank.

The men launched the bank with $300,000 in
capital raised by the sale of 3,000 shares of stock to
160 investors. In an era when banks were typically
closely held, Giannini tried to ensure that no one
individual would have undue influence by suggest-
ing that the directors and officers limited to owning
one hundred shares. On 15 October 1904, the first
branch of Bank of America opened for business.

73
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SERVING THE IMMIGRANT MARKET

The bank was organized in keeping with Giannini’s
vision. While most bankers worked behind closed
doors, Giannini and his managers took to the streets
to solicit business from the local residents. From its
earliest days, Bank of America was also an aggres-
sive advertiser. It specifically offered loans under
$100. Giannini shrugged off the criticism of local
competitors who felt such aggressive marketing was
unseemly. He believed, and often said, that business
worth having was worth pursuing.

When the Italians of North Beach entered the
bank, they discovered that Giannini had located his
bank’s managers’ desks out in the open on the
lobby floor. He himself worked there, greeting
customers as they entered the bank, answering
questions, and often, taking a moment or two to
socialize. The bank employed Italian-speaking
tellers, who filled out deposit slips and loan paper-
work for those customers who had not yet learned
English. These strategies worked and the bank
began to grow. By the end of 1905, the bank’s first
full year in business, it boasted an asset base of
$1.02 million.

THE PATERNAL LEADER

Giannini demanded that the bank’s employees fol-
low his lead and treat customers with respect.
Employees were also expected to maintain high eth-
ical standards. At the time, it was common for loan
officers and other bank employees to maintain per-
sonal business ties with individuals and companies
that were customers of their bank. Anxious to avoid
conflicts of interest and the potential for fraud,
Giannini forbade these relationships.

He exhibited the paternalistic attitude of that
era’s enlightened executives. For instance, he called
employees “his boys and girls” and actively dis-
couraged divorce, gambling, and anything other
than a staid, conservative lifestyle. At the same time,
Giannini won the fierce loyalty of the employees
who toed the line with a merit-based system of
advancement, generous benefits, profit sharing, and
one of the nation’s early employee stock ownership

plans. Employees owned 40 percent of the bank’s
stock by 1949.

OPPORTUNITY IN DISASTER

It was Bank of America’s response to the Great
Earthquake and Fire of 1906 that secured its future in
San Francisco. On 18 April 1906, the city was
rocked by an earthquake, which ignited fires that
raged out of control for the next few days. One third
of the city, including the bank’s offices and 3,700 of
North Beach’s 4,000 residences, was destroyed. A
quarter of a million people became homeless and
property losses were estimated between $350 mil-
lion to $500 million.

Giannini had reacted quickly to the earthquake
and removed the bank’s cash and its records to his
home outside the city. When the fires died down, he
ensured that Bank of America was among the very
first to reopen by placing a bag of gold on top a
makeshift counter of barrels and planks set up on the
Washington Street wharf. The bank immediately
started making the loans needed to rebuild the com-
munity. Giannini also pressed loans on the local ship
captains, urging them to bring in the lumber that
would be needed to rebuild the city.

Thanks in large part to the bank’s support and
Giannini’s aura of strength and confidence, North
Beach was rebuilt in less than a year, the first section
of the city to be restored. Its residents, grateful for
the financial assistance, chose Bank of America as
their bank. Net assets rose to $1.89 million in 1906.
Giannini later said it was the response of North
Beach’s residents that convinced him to remain a
banker for life.

Because of Giannini’s astuteness, Bank of Amer-
ica also prospered through the Panic of 1907, which
produced a run on San Francisco’s banks. Early in the
year on a trip to New York, he had seen warning signs
of economic instability and on his return quietly
began to build the bank’s reserves of gold. When the
bank run began in San Francisco in October, Giannini
had the gold stacked in the teller’s cages and offered
it to customers who wanted to withdraw their
deposits. The gold had a calming effect that enabled
Bank of America to weather a storm that caused the
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failure of sixteen local banks and to end the year with
another gain in net assets to $2.22 million.

BRANCHING OUT

The San Francisco branches of two large Canadian
banks also navigated the Panic of 1907 with ease.
Their performance stimulated Giannini’s interest in
the concept of branch banking, a business structure
that would become his greatest ambition and chal-
lenge. In 1908, he traveled to Canada to learn more
about the concept and practice of branch banking.

In Canada, Giannini observed how the branch sys-
tem spread from community to community, creating
a wide and ever-growing customer base for a bank.
The opportunity to collect deposits and make loans
grew proportionally with the bank’s expansion.
Branch banking was also good for smaller cities and
towns, which instead of being restricted to the locally
generated financial power, now gained access to the
combined assets of the entire system. Giannini
decided that Bank of America would establish a
statewide system of branches to serve California.

This was a radical idea for a U.S. banker.
Although branch banking is an accepted industry
practice today, in the early twentieth century, most
banks were locally held independent businesses.
Typically, the only branch banks that existed were
offices located in the same city as the parent bank. A
more elaborate or extensive system of branches was
illegal in many states. In others, such as California,
branches were not expressly forbidden, but required
the permission of state regulators.

Nevertheless, in October 1909, the bank acquired
the ailing Commercial and Savings Bank of San Jose
and established it as its first branch outside of San
Francisco. The purchase set in motion a strategy of
acquisition and expansion that would make Bank of
America the world’s largest bank as well as place it
at odds with its industry and state and federal gov-
ernments for decades to come.

FLEXIBLE STRATEGY, ONE VISION

The story of how Bank of America grew over the
next two decades provides a case study in corporate

strategy and ultimately, industry transformation. At
first, Giannini worked through the state’s Superin-
tendent of Banks, gaining permission to “save”
banks that were failing and to open branches in
underserved communities. By 1912, in this coopera-
tive fashion, Giannini was able to establish four
branches and grow the bank’s assets to $11.2 million.

In 1913, Giannini expanded into Los Angeles.
That city’s bankers organized stiff resistance to the
competitive incursion, but they were unable to suc-
cessfully counter Bank of America’s business model,
which continued to appeal to customers of all
classes. Flush with success, Giannini expanded still
further. By 1919, the bank had twenty-four branches
and assets of $137 million. It became California’s
fourth largest bank.

At the same time, Bank of America’s fast rise had
created a storm of criticism, especially from com-
petitors. They helped persuade the state banking reg-
ulators that Bank of America’s rapid branch growth
was not financially sound. Convinced, California
regulators notified the bank that it would no longer
approve its requests for additional branches.

To solve this dilemma, Giannini turned to the fed-
eral government. He created holding companies and
continued his expansion under the Federal Reserve
System, over which California’s regulators had no
control. Then, in 1927, he used the auspices of the
McFadden Act, which extended membership in the
Federal Reserve System to all nonmember banks, to
unite the separate units into one entity. Bank of Amer-
ica now had 289 branches and $765 million in assets.
It became the third largest bank in the United States.

BANK OF AMERICA DURING
THE GREAT DEPRESSION

In 1929, Giannini formed Transamerica Corporation,
a holding company that was utilized to expand Bank
of America’s statewide chain of branches into a
nationwide chain by purchasing banks across the
United States. The bank was so strong that the Great
Crash of October 1929 and onset of the Great
Depression had little effect on its fortunes.

In 1930, at age sixty, Giannini gave up his posi-
tion at the bank and retired. He turned the leadership
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over to two bankers, Elisha Wood and Jean Monnet,
who had been expressly recruited for just that pur-
pose. Neither, it turned out, had the ability to carry
the bank through the deepening economic depres-
sion. As conditions worsened through 1930 and into
1931, the bank’s growth faltered and its new leaders
decided to abandon Giannini’s vision of a nation-
wide system of branches. Further, they announced
plans to sell off major pieces of the banking empire
already established.

Infuriated, Giannini announced his intention to
regain control of the bank and began a proxy battle
aimed at ousting the new leadership. The long-term
policy of encouraging small and widespread stock
ownership paid off in the pitched battle that fol-
lowed. In February 1932, Giannini and his manage-
ment platform won control of the company. Giannini
fulfilled his promise of reviving the bank. He led the
effort to rebuild the business, using marketing tech-
niques, service, and new products such as install-
ment loans. By the next year, the bank was growing
again. At the outbreak of World War II, Bank of
America had $2.09 billion in assets.

Giannini’s vision of nationwide branch banking
was harder to regain. The New Deal was not meant
to foster business empires, and throughout the late
1930s and the war years, Bank of America fought a
running battle with the federal government. In 1936,
the bank had 466 branches and a decade later, in
1945, it had increased that number by only 29. Nev-
ertheless, with over $5 billion in assets, Bank of
America was the world’s largest private sector bank.

Giannini retired again that year, turning over con-
trol of the bank to his son Mario, a long-time bank
executive. Even as a retiree, he continued to fight
both the Federal Reserve Board and the Security and
Exchange Commission, which was attacking the
bank on antitrust grounds. He did not live to see the
bank exonerated, but died at age seventy-nine on 3
June 1949.

Bank of America remained the world’s largest
bank until 1980, when defaults on international loans
cost it billions of dollars in losses. The bank began
growing again in the 1990s, and in 1998 it merged
with the nation’s third largest bank, Charlotte, North
Carolina’s Nations Bank. The new bank boasted

assets of $617 billion. In 2002, Bank of America had
4,200 branch banks in 21 states and the District of
Columbia —the largest retail branch network in the
nation. A. P. Giannini’s vision of a nationwide chain
of branch banks had been achieved.

—Theodore B. Kinni
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@ BARRIERS TO
WOMEN’'S LEADERSHIP

The women’s movement has challenged the notion
of predetermined gender roles as “natural.” Gender
roles are instead socially constructed classifications
that are inspired and furthered by the overarching
influence of patriarchy within society, communities,
and families. It is thus imperative that these funda-
mental, patriarchal classification schemes are chal-
lenged and deconstructed. The fundamental struc-
ture of Western patriarchal society depends upon an
understanding that males are superior, more power-
ful, and that they represent the “norm,” whereas
women are understood as inferior, lacking in power
and autonomy, and secondary. The power of social-
ization that underlies this system cannot be ignored.
In fact, sexist, patriarchal values are so deeply
engrained in society’s consciousness that they are
largely invisible. The very fabric of social organiza-
tion has been woven by males, for males, to support
males. In many bureaucracies, whether they are gov-
ernmental or corporate, most of the upper positions
are held by men. Women are generally concentrated
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in the lower, supportive positions necessary to keep
this male leadership in power. Thus, the power, pres-
tige, and privileges of those in positions of power,
generally males, depend on the subordinate position
of women. This ordering of power thus has serious
consequences for women’s leadership.

Numerous strategies have been attempted to over-
come these barriers to women’s leadership, particu-
larly within the workplace. The goal is fair represen-
tation of women within corporations, politics, the
professions, religious organizations, and unions. But
there are limits to promoting equality within the
structures that are maintained by patriarchal values.
Through existing male-dominated organizations,
men have come to view their perspectives and norms
as being representative of wider, gender-neutral
human organizations. With this perspective comes an
assumption that the structure is asexual. This results
in an undervaluing of women’s knowledge and expe-
riences. Even when women move into leadership
positions, they are conditioned by the perspectives
and power structures to maintain the status quo;
while gender composition may be changed, the
underlying structure of power, knowledge, status,
and wealth is not challenged. Simply put, male dom-
inance is the main obstacle to women rising to top
positions in corporations and politics. Furthermore,
traditional gender roles, still widespread in society,
are barriers to women climbing corporate ladders.
Current value systems largely support the notion that
it is better for the family if the father is employed and
the mother takes care of the majority of parental
responsibilities. Unsupportive attitudes from family,
friends, and co-workers may have negative effects on
women’s work and their roles in society.

THE GLASS CEILING

To understand the limited movement of women into
prominent positions of leadership, concepts such as
the “glass ceiling” have come into wide use. The
term is commonly used to describe the invisible bar-
rier that blocks women’s chances of further promo-
tion or advancement up the corporate ladder. The
glass ceiling is not simply a barrier for individual
women, but it also applies to women as a group, who

are kept from advancing simply because they are
women. Subtle, indirect obstacles as a result of label-
ing or stereotyping place stumbling blocks in the
career paths of many women.

There are numerous causes of the glass ceiling for
women. One important cause is occupational segrega-
tion. The labor market, and especially executive posi-
tions, remain segregated by gender. Women execu-
tives are largely concentrated in specific areas, such as
personnel, public relations, and even finance special-
ties, which seldom lead to the most powerful top-
management posts. The route to power generally
taken by presidents and chief executive officers is that
of the business mainstream, an arena within which the
numbers of women remain largely insignificant.
While there are indeed women who have reached high
management positions, they are often viewed, given
their scarcity, as simply “tokens” so that corporate
management cannot be accused of discrimination.

Many women in positions of leadership insist that
the most important career strategy for advancing to
senior levels is to consistently exceed performance
expectations. In other words, for women to move up
the corporate ladder, they must work harder and longer
than their male counterparts. A standard excuse given
by the male power structure is that, as a group, women
have not moved into the most powerful positions
because there are too few women with the right com-
bination of training, education, and seasoning. In other
words, doors have not been open long enough for
women as a whole within the top leadership milieus.
Bureaucracies that consistently reveal a dearth of
women in choice executive positions insist that it is
merely a matter of time before women close the equal-
ity gap with men in terms of leadership. But many
women who are on the climb up the corporate ladder
disagree. They believe that the lack of gender equity in
leadership positions exists because of the patriarchal
values that undergird the structure of leadership. In
essence, women fail to get to the top because of sys-
temic discrimination against them.

THE OLD-BOY NETWORK

Another barrier, and perhaps the most significant to
women, is that the “old-boy network” shuts women
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out of top management. This old-boy network con-
sists of males who have been educated at the same
institutions or who have climbed the corporate lad-
der together. The “old boys” tend to promote indi-
viduals who are like themselves. Men who are in
these top decision-making roles often look to former
colleagues and friends to fill these positions. Women
frequently are not even considered when it comes to
promotions because they are outside these networks.
Although corporations claim to be meritocracies—
institutions in which advancement up the corporate
ladder is based on performance and skill— the real-
ity is that, despite men and women’s similar educa-
tional attainments, ambitions, status, starting
salaries, and commitments to their careers, men gen-
erally progress faster, attain higher-status positions,
and receive significantly higher compensation than
women. Men’s associations with their male peers
play a significant role in their rise to power and pres-
tige. Given that women traditionally have not been
an integral force within corporations, they simply
have not developed similar networking systems.

EXCLUSION FROM INFORMAL
SOCIAL GATHERINGS

Related, but different in its ramifications, is the issue
of women executives being excluded from informal
social activities where the groundwork is subtly
laid for corporate advancement. This is a barrier to
women in terms of developing rapport with their col-
leagues, potential clients, and male bosses. Corpora-
tions may further handicap women by sponsoring
explicitly male-only gatherings. These social activi-
ties become ritualized and take on meaning as spaces
where positive relationships are created. A signifi-
cant consequence of women being excluded from
these informal networks of communication is that
women remain ‘“the other,” the “outsider.” Golfing,
for instance, has long been viewed and used as an
important tool in developing business relationships.
Deals are advanced on the golf course and sealed in
the boardroom. If women are not a part of these
invaluable networking scenarios, they are denied the
possibility of climbing the corporate ladder. More-
over, stumbling blocks remain even if women do

join their male counterparts on the green. Some golf
courses are not female friendly; others restrict times
when women can play, based on the assumption that
they will slow down the field. Other clubs are overtly
discriminatory in that they bar women from mem-
bership. Given the importance of networking
through these and other informal social gatherings,
women are at a distinct disadvantage. This seriously
undermines women’s strivings for equality within
the workforce and in their progression into positions
of leadership in particular.

SEX DISCRIMINATION

Sex discrimination is a serious obstacle facing
women in leadership. Unique barriers that affect
women’s ability to shatter the glass ceiling involve
career assumptions by management about women
as a group and contradictory expectations for
women. Discriminatory attitudes are often veiled in
inaccurate “facts” about women'’s capacity for lead-
ership. Women are presented as not aggressive
enough, lacking the self-confidence required for the
job, and not being serious enough about their
careers to climb the corporate ladder. But prejudices
and gender stereotypes persist because they allow
males to protect their privileged status and keep
women in their place. Despite overwhelming evi-
dence that these stereotypes are wrong, they persist.
Many female executives are convinced that they are
not taken seriously by their male colleagues; many
have reported being mistaken for secretaries at busi-
ness meetings. While few women in executive posi-
tions report serious anti-women attitudes at work,
the forces of discrimination are far more subtle:
Women are simply ignored more than men. Fur-
thermore, female executives are generally paid less
than their male counterparts with similar responsi-
bilities. Women’s status in the leading professions
of health, education, law, accounting, and engineer-
ing is similar to those in corporate settings. Female
health professionals are concentrated in low-status
and less prestigious positions. In higher education,
an insignificant number of women fill the positions
of president, chancellor, or provost.

Initiatives that must be put in place to rectify
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prevailing attitudes toward women include training
in gender awareness, diversity, and combating sex-
ual harassment.

SEXUAL HARASSMENT

Sexual harassment is another serious problem for
women in bureaucracies. Harassment is used as a
form of power by an employer; sexual harassment
intimidates and demoralizes women and creates an
atmosphere of silence, because many women fear
that reporting sexual harassment will jeopardize their
careers. Indeed, patriarchal value structures allow
men to believe that they have a right to control
women. Feminists insist that preconceived notions of
gender roles are central to this understanding; these
lead to a wide range of rules pertaining to gender-
determined behaviors and expectations. Society’s
acceptance of these rules sets up the rationale for
male supremacy and the potential for male harass-
ment or violence against women.

LACK OF MENTORS

Another barrier to women in leadership is the lack of
a critical mass of senior or visibly successful female
role models and mentors. Mentoring is an arrange-
ment whereby an individual who has experience and
knowledge in a particular field can actively guide
and offer support to facilitate the learning or devel-
opment of another person. The arrangement gener-
ally involves a person in a leadership position pro-
viding guidance and assistance to an individual in a
more junior position. While corporations or institu-
tions of higher learning have recognized the impor-
tance and value of mentoring for their employees and
have put formal structures in place to support this
process, mentoring generally occurs on an informal
basis. Given the old-boy network that has been cen-
tral to men’s mentoring and advancement, women
traditionally have had fewer mentoring opportunities
open to them than their male colleagues. Women in
executive positions stress that the lack of mentoring
among women has been detrimental to their climb up
the corporate ladder. Because men generally occupy
the highest positions of leadership, men are more

likely to be in powerful positions to open doors for
those with inferior status. This is a serious barrier to
women’s advancement. Since the basis of patriarchy
has been organized through men’s relationships with
other men, a similar unity among women is an effec-
tive means by which to combat institutional forms
and norms that largely exclude women.

ALTERNATIVE APPROACHES TO LEADERSHIP

For many women who are within reach of executive
positions, the costs of consistently outperforming
men and the lack of rewards in the race to the top are
simply too high. Women-owned businesses are
growing dramatically both in number and in eco-
nomic viability. Women are leaving the corporate
world and are drawn instead to business ownership
because it allows for greater control over their time,
productivity, and advancement. As a result, corpora-
tions are under pressure to find ways to retain their
most talented women.

Given the barriers to women’s advancement, theo-
rists are questioning the very structures of leadership
dominant in society. Alternative organizational struc-
tures and, by extension, alternative modes of leader-
ship call for questioning the patriarchal values that
underlie leadership and long-accepted leadership
ideals. The type of leadership that is exercised by
many in executive positions is not the style of leader-
ship that attracts and sustains women, nor is it neces-
sarily just and effective. The classic leadership role
involves power over another, and women in particular
traditionally have been secondary, subordinate, and
disempowered. Alternative modes of leadership—in
essence, a contra-bureaucratic model—reject classi-
cal, patriarchal, hierarchical systems that are com-
posed of vertical positions of authority, be those
legally or traditionally defined. This approach
attempts to counter competitive, patriarchal, and indi-
vidualistic values that are intrinsic to the hierarchical
process with alternative modes that focus instead on
communication and participation at all levels as the
basis of leadership. Leadership is thus understood as
a process of reaching consensus and following
through on group decisions. The goal of such leader-
ship, in which relationships are primary, is under-
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standing rather than persuasion. In this scheme, indi-
viduals can be both followers and leaders at different
times or even simultaneously. The goal is a horizon-
tal and consensus-based process that focuses on a
more democratic, egalitarian method of participation
and communication.

Communicative leadership is truer to women’s
styles of leadership; historically, women have been
in positions and played roles in which dialogue, nur-
turing, and problem solving are central. Since patri-
archal, hierarchically based positions of leadership
have traditionally been closed to women, women
may be more open to alternative approaches that are
more communicative and participation-based. Hori-
zontally based leadership, in aiming to involve the
broadest range of individuals in the process of deci-
sion making, cannot be restricted to women. This
more interactive approach must reorient both
women’s and men’s approaches to leadership.

—Doris R. Jakobsh
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@ BAY OF PIGS

The failed attempt to overthrow the Cuban regime of
Fidel Castro in April 1961 by landing 1,400 Cuban
exiles at the Bay of Pigs had consequences that
reached far beyond the deaths of 140 of the rebels
and the capture of more than 1,000 others. With
Washington’s involvement in the operation obvious
to all, the debacle weakened President John F.
Kennedy right before his crucial first meeting with
Soviet General Secretary Nikita Khrushchev at the
Vienna summit. Seeing Kennedy as weak and inex-
perienced, Khrushchev was emboldened to present
him with an ultimatum over West Berlin, triggering
a series of events that led to the construction of the
Berlin Wall. The episode also strengthened Castro’s
position at home, enabling him to consolidate his
regime, and pushed him into the Soviets’ arms as he
looked for protection against the United States. As a
result, the Bay of Pigs turned out to be a critical step
that led to Castro’s decision to allow the Soviets to
base missiles in Cuba and to the subsequent Cuban
missile crisis. By the same token, however, the les-
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sons Kennedy gleaned from his poor decision mak-
ing in the Bay of Pigs episode led to more thorough
and cautious procedures during that crisis.

In the rest of the world, the fiasco undermined
U.S. credibility, as well as other countries’ faith in
the new administration’s judgment. Finally, the fail-
ure at the Bay of Pigs led Kennedy to adopt Opera-
tion Mongoose, another covert operation aimed at
overthrowing Castro, which led to various ill-con-
ceived plots involving exploding seashells and poi-
soned cigars.

THE ORIGINS OF THE PLAN

The plan for what became known as the Bay of Pigs
was originally conceived during the Eisenhower
administration. After Castro came to power on 1 Jan-
uary 1959, the Eisenhower administration watched
with trepidation to see what sort of policies he would
pursue. Once Castro began leaning toward Commu-
nism and instituted land reform, Washington decided
that he posed a significant threat to U.S. national
security by providing a base for Soviet influence and
exporting radicalism to the rest of Latin America.
Eisenhower formally approved “A Program of Covert
Action Against the Castro Regime” on 17 March
1960. The plan involved creating a covert intelligence
and action organization within Cuba and developing
a paramilitary force outside the country. What the
planners envisioned was a guerrilla force of 300 men
who would infiltrate Cuba in small teams, connect
with the opposition within the country, and spark a
revolt. Soon after the plan was approved, the CIA
began training Cuban exiles in guerrilla warfare at
camps in Guatemala.

By the fall of 1960, however, the CIA realized
that its efforts to develop a guerrilla network inside
Cuba were failing and that the planned infiltration of
three hundred exiles would not be able to trigger a
mass uprising. In addition, Castro’s forces, bolstered
by arms shipments from Czechoslovakia, were fast
becoming better armed and more proficient at com-
bating guerrilla activity. As a result, the CIA
changed its approach from an infiltration to an
amphibious assault with 1,500 men, which was
designed to achieve a “minimum critical mass” that

would spark an islandwide revolt. The change in
plan also meant that the Cuban exiles received no
further guerrilla training.

Eisenhower approved the change, although he
was out of office by the time the CIA produced a
detailed operational plan. Kennedy was first briefed
on the plan in November 1960, during the transition,
and raised no objections to the operation. Moreover,
neither he nor any of his advisers contacted the out-
going administration regarding any aspect of the
operation during the two-month transition period.
Thus, once Kennedy took office, a considerable
amount of momentum had built up behind the plan.

KENNEDY INHERITS THE OPERATION

Kennedy received his first briefing as president on
28 January 1961. The CIA explained that the exile
brigade would stage a daylight amphibious assault at
the town of Trinidad. During the attack, the exiles’ air
wing would destroy Castro’s air force. Once the
exiles had secured a beachhead, they would announce
a provisional government, which the United States
could then recognize, paving the way for overt Amer-
ican assistance and the hoped-for mass revolt. The
CIA’s recommendation of the plan carried consider-
able weight with Kennedy. Both CIA Director Allen
Dulles and the official in charge of the operation,
Richard Bissell, had close ties to the Kennedy admin-
istration, and the new president was impressed by the
Agency’s efficiency and can-do attitude relative to the
more ponderous State Department.

Kennedy was also susceptible to their arguments
for other reasons. The new administration saw Cuba
as just as much of a threat as Eisenhower’s had, and
its view was colored by domestic political consider-
ations. During the campaign, Kennedy had taken
Eisenhower to task for having “lost” Cuba and had
openly pledged his support for the Cuban “fighters
for freedom.” Having won the election by a scant
118,000 votes, Kennedy felt that aborting an anti-
Castro operation that Eisenhower had put in motion
would make him look weak. Moreover, halting the
operation would create what became known as the
“disposal problem”: what to do with, by then, around
five hundred Cuban exile trainees who desperately
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wanted to overthrow Castro. Administration officials
thought there was a high probability that the frus-
trated exiles would spread the word that the U.S.
government had been training them and then pulled
the plug on the operation.

Bissell and Dulles were strong and effective advo-
cates of the plan. Bissell later conceded that after
having spent over a year on the plan, the CIA offi-
cials involved had become heavily invested in it
emotionally. In addition, Bissell himself had an
interest in scoring a notable success because
Kennedy was considering him as Dulles’s successor
as CIA director.

The CIA also pressured Kennedy to move quickly,
warning that delay could be fatal to the operation
because Castro’s continued buildup of security forces
decreased the chances of a successful popular revolt.
Castro also continued to receive Soviet arms and was
expecting to receive Soviet jet fighters, which would
greatly increase his air capability. CIA officials also
argued that the Cuban exiles were well trained and
ready to go, but that the fast-approaching rainy sea-
son in Guatemala would soon put a stop to the train-
ing. Finally, the publicity the training camps had
attracted sparked a revolt against Guatemalan presi-
dent Ydigoras, leading him to plead with Washington
to move the exiles out by March.

The Military Weighs In

At Kennedy’s request, the Joint Chiefs of Staff eval-
uated the operational plan two separate times. Both
times, they identified serious problems, including the
exiles’ lack of amphibious training, poor logistics,
and the lack of secrecy concerning the training camp
in Guatemala, which had been described in the New
York Times as well as in the Latin American press.
Both times, however, the Joint Chiefs buried their
specific criticisms in annexes to their reports, and
hedged their assessments in the more visible cover
letters or executive summaries. In an oral summary of
one of their reports at a White House meeting in early
February, Bissell said, “Despite the shortcomings
pointed out in the assessment, the Joint Chiefs con-
sider that timely execution of this plan has a fair
chance of ultimate success” (U. S. Department of

State 1997, 35). What Bissell either did not realize or
did not pass on to Kennedy was that “fair” meant no
more than a 30 percent chance of a favorable result.
General Lyman L. Lemnitzer, Chairman of the Joint
Chiefs, was present at the meeting but did nothing to
clarify Bissell’s characterization of the report. Simi-
larly, their investigative team concluded in late Feb-
ruary that the odds were 85 to 15 against achieving
surprise, and that without surprise, the air mission
would probably fail, which meant that Castro would
have at least some aircraft available to destroy part or
all of the invasion force. Once again, though, instead
of calling attention to the specific negative conclusion
in their cover letter to Secretary of Defense Robert
McNamara, the Joint Chiefs suggested only that the
CIA should try to improve security around the brigade
and that if they could not enhance it, the plan’s
chances of success “should be reevaluated.” Ultimate
success, they noted, would depend on the political part
of the plan, the triggering of a popular revolt.

The Joint Chiefs’ reticence to speak out against the
operation has been attributed to their having been
made very aware that it was a CIA, not a military,
plan. The CIA purposely kept the military out of the
planning process, even after the Joint Chiefs warned
that their expertise was needed once the operation
developed from a guerrilla-type action into a military-
style invasion. The Joint Chiefs offered to provide
logistical experts for support, but Kennedy repeatedly
told them: “No. This is a CIA operation. It is not a
military operation. You will not become involved in
this. I do not want the United States to appear to be an
aggressor”’ (Vandenbroucke 1993, 23). Consequently,
the Joint Chiefs were even less inclined to challenge
the CIA’s dominant position in the administration.
However, as several participants in the discussions
later noted, by not speaking up against the plan, the
Joint Chiefs gave the civilian officials the impression
that they approved of it.

Dissenting Voices?

One of the most distinctive features of the Bay of
Pigs episode was the lack of dissenting voices begin-
ning with the military’s muted reactions. Part of the
problem was that the administration was still so new



Bay of Pigs 83

that its members were unfamiliar with
each other as well as with the president.
Consequently, many of his advisers
were cautious about openly criticizing
the plan, particularly since Kennedy had
made clear his admiration for the CIA.

Special Assistant Arthur Schlesinger,
for example, opposed the plan, both
skeptical that it would trigger the
needed uprising and fearful that it
would damage the new administration’s
standing in the international commu-
nity. However, he was still unsure of his
status within the administration; so,
aside from sending Kennedy some
memos detailing his opposition, he
refrained from speaking up at the policy
meetings. Similarly, Secretary of State
Dean Rusk was skeptical of the plan’s
ability to spark a popular revolt or to
remain covert, as well as the ramifica-
tions of it at the United Nations and the
Organization of American States but,
like Schlesinger, he did little aside from
telling Kennedy privately of his con-
cerns. Rusk was reluctant to criticize
the CIA because he knew he had not yet
established a power base within the
administration and was unsure of
Kennedy’s level of confidence in him.
He also felt that as head of the State
Department, it was not his role to eval-
uate the military aspects of the plan.

Psychologist Irving Janis has
described the behavior of Kennedy’s
advisers as a good example of his
groupthink hypothesis: He argued that
the individual policymakers’ instincts
for critical appraisal and debate were
sublimated by the group’s tendency to
seek consensus as a way of building
group solidarity.

@

It Might Have Been Worse
if They Had Succeeded

Analysis of the failure of the Bay of Pigs invasion has focused on failures
in leadership, planning, and coordination. As the text that follows suggests,
even If the invasion had succeeded and Castro had been removed from
office, major political and economic differences in the Cuban-American
community posed a whole host of other problems that would have sorely
taxed American leadership.

It was also from south Florida that emigrés waged their war against
Castro, a paramilitary and propaganda campaign to discredit the
Cuban leader and undermine his government that at times received
financial and institutional support from the United States govern-
ment. However, the Cubans were as diverse politically as they were
socioeconomically. While opposition to Fidel Castro’s government
was the raison d’étre of the community, the Cubans had different
political visions for their country’s future. The emigrés all claimed to
want “democracy” for their homeland, but they had different ideas of
what democracy entailed, and their visions were shaped by the suc-
cesses and failures of Cuban politics. Some favored an authoritarian,
non-communist government that would establish social and eco-
nomic order, modeled in part on the Batista government that
Castro’s July 26th Movement overthrew. Others advocated an open,
multiparty electoral system, modeled after that of the United States
or the parliamentary systems of other western democracies. In eco-
nomics, some were free-market capitalists, while others favored
some variation of socialism that would address the social and eco-
nomic inequalities that had plagued la patria since the creation of the
Republic. Some wanted to continue their country’s symbiotic rela-
tionship with the United States, while others, more staunchly nation-
alistic, favored political and economic independence. Represented
within the emigré population were supporters of the various political
parties, factions, urban resistance groups, and guerrilla groups of
pre-1959 Cuba, as well as literally hundreds of new political organi-
zations that emerged in exile, each coalescing around either some
charismatic individual or a particular political concern.

The debates between these different groups contributed to a
heated and often violent political climate in south Florida. A seg-
ment of the emigré community even came to adopt a more tolerant
view of the Castro government and dedicated its efforts to trying to
ameliorate U.S.-Cuba relations.

Source: Garcia, Maria Cristina. (1996). Havana USA: Cuban Exiles and Cuban
Americans in South Florida, 1951-1994. Berkeley: University of California Press, p. 3.

clear that he would not approve any overt U.S. inter-

At a meeting on 8 February, Kennedy expressed  vention. The CIA’s answer was that trying to land
his own doubts about the invasion plan. He feared = many small groups was impractical as it increased
that it was too visible and asked about making it  the risk of one of them being discovered. Moreover,
more of a guerrilla-infiltration operation; he made it it maintained that there needed to be a big enough
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operation to induce the hoped-for popular revolt,
particularly since Kennedy’s prohibition on U.S.
involvement meant that there would be no immedi-
ate assistance for the provisional government.
Throughout the next two months, Kennedy went
back and forth with the Agency on this issue, but the
answer was always the same. As a way of alleviating
Kennedy’s unease with the landing operation, the
CIA stressed that even if the invasion did not go
according to plan, it would not be a failure because
the rebels would be able to retreat into the Escam-
bray mountains and connect with other guerrillas to
stir up civil unrest. They neglected to tell him, how-
ever, that the exiles were no longer being trained in
guerrilla tactics and had been assured that the U.S.
military would assist them if the need arose.

From Trinidad to the Bay of Pigs

In mid-March, Kennedy’s continued dissatisfaction
with the Trinidad plan as too “spectacular” forced
the CIA to present him with three hastily conceived
new options. Of these, he chose a night amphibious
landing at the remote and barely inhabited Bay of
Pigs on the Zapata peninsula. The Joint Chiefs had
reported that the Zapata plan was the best of the new
options, which seemed to indicate their acceptance
of it; however, they failed to make it clear that they
still thought the original Trinidad plan was the most
likely to succeed. General David Gray, the Joint
Chiefs’ main liaison to the CIA for the project, later
conceded that the Zapata plan was devised so
quickly that the Joint Chiefs never had time to “war-
game” it to determine the differences it made in the
operation. The most significant difference was that
the new site was 80 miles away from the Escambray
mountains and surrounded by impassable swamps,
which effectively removed the “fail-safe” option of
the rebels disappearing into the mountains to fight a
guerrilla war. When Kennedy approved Zapata, he
thought the guerrilla option was still viable. Another
important difference not explained to the president
was that moving the landing away from the town of
Trinidad, where there was already some dissension
against the regime, to the nearly uninhabited Zapata
peninsula, reduced the chances of triggering mass

political action, the acknowledged key to the whole
operation.

THE FIASCO PLAYS OUT

The operation began with the first of two planned
air strikes on 15 April, two days before the invasion.
Three B-26s took off from Nicaragua with their
U.S. markings painted over with Cuban ones to
make it look like they were being flown by defec-
tors from Castro’s air force. The bombing raids had
little impact on the Cuban air force, but did have a
significant impact in alerting Castro. In addition to
readying his defenses, the Cuban leader took the
crucial step of imprisoning suspected regime oppo-
nents, a number which quickly reached 200,000.
The air raid also had important reverberations
within the administration. Because the air raid,
which was quickly attributed to the United States,
caused so much trouble at the UN for Adlai Steven-
son, the U.S. ambassador to the UN, Rusk con-
vinced Kennedy to cancel the second air strike,
scheduled for 17 April, the morning of the invasion.
The CIA pleaded with Rusk to reinstate the strike
but he refused. Notably, neither Rusk nor Kennedy
consulted the Joint Chiefs before making the mili-
tary decision to cancel the second air strike.

The invasion itself was a string of mishaps and dis-
asters. The exiles had been led to believe that the
landing beach would be deserted but they were met
by a Cuban militia that alerted its command. Many of
the motors of the launches intended to transport the
troops to land malfunctioned. CIA intelligence had
not identified an offshore coral reef that sank some of
the launches and marooned the crafts carrying tanks
and heavy equipment until high tide at dawn. With
the first light, the remaining Cuban air force hit one
troop and supply ship and sank another ship that was
carrying most of the supplies and the communication
equipment. Castro’s planes also shot down two B-26s
that were giving air cover to the exiles.

Although the exile brigade fought with determina-
tion and a few Cuban militiamen and local residents
joined them, they were soon facing tens of thousands
of Cuban troops armed with tanks and heavy artillery.
In Washington, at an emergency White House meet-
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ing on the night of 18 April, Bissell argued vocifer-
ously for U.S. forces to intervene to prevent a disaster.
Kennedy refused, relenting only to authorize six
unmarked Navy jets to protect a B-26 mission for one
hour the following morning so that they could strike
the Cuban army forces advancing on the beachhead.
As it happened, there was a miscommunication and
the B-26s arrived an hour before the Navy jets. Two
of the B-26s were shot down and the rest fled before
the Navy jets ever arrived. At that point, the exiles
began to surrender. A few tried to flee into the
swamps but were rounded up. In the end, 140 were
killed, while 1,189 were captured, and 26 were res-
cued offshore by the U.S. Navy.

ENOUGH BLAME TO GO AROUND

Publicly, Kennedy accepted full responsibility for the
fiasco, but privately he and his advisers blamed the
CIA and the military. Both certainly share a large
measure of the blame. Dulles and Bissell advocated
the plan so forcefully that they were unable to evaluate
it objectively. They overlooked negative information,
such as the obvious lack of secrecy surrounding the
operation, and purposely kept other information from
the president, such as the fact that the exiles were not
trained to become guerrillas if the need arose.
Moreover, in their zealousness to preserve
secrecy, they cut many relevant experts out of the
decision-making process. Most notably, they did not
consult the Cuba experts in the CIA’s own directorate
of intelligence or the State Department’s Bureau of
Intelligence and Research, who could have told them
that there was very little anti-Castro sentiment within
Cuba and would have pointed out the problems with
the landing site. There was also more than a trace of
bureaucratic politics in the CIA’s refusal to use the
military’s expertise in planning the invasion. Bissell
and Dulles also made it hard for those involved to
give the project their considered attention; for
instance, they demanded that meeting participants
hand their briefing papers in at the end of meetings.
For their part, the Joint Chiefs clearly served
Kennedy poorly by not being more forthcoming
about their significant doubts concerning the opera-
tion. In their own bureaucratic political response, the

Joint Chiefs determined that because it was a CIA
operation they would not get too involved. In addi-
tion, both the CIA and the military should be faulted
for agreeing to Kennedy’s requests to change the plan
to ensure that the U.S. role remained covert but not
telling him how those changes were handicapping the
mission. Finally, although Kennedy had clearly stated
that he would not commit U.S. troops to the opera-
tion, in retrospect it is clear that both the CIA and the
military assumed that if things began going badly
once it was underway, Kennedy would, in the end,
intervene to save the mission. The CIA and the mili-
tary were conditioned by Eisenhower’s dictum that
once you commit the flag, you must ensure that the
operation will be a success. They assumed that
Kennedy would reason the same way.

However, Kennedy and his other advisers should
not escape blame either. Kennedy had doubts about
the plan all along, but allowed himself to believe the
illusion that the U.S. role could remain covert as long
as U.S. troops did not actually participate, even in the
face of clear evidence to the contrary. He also did not
very actively question the briefings he was given or
ask for competing opinions. He later ruefully
acknowledged that he had assumed “that the military
and intelligence people have some secret skill not
available to ordinary mortals” (Vandenbroucke 1993,
36). Schlesinger has also theorized that the compla-
cency of Kennedy and some of his advisers stemmed
from his long record of career successes; the assump-
tion that he had the Midas touch probably played a
role in helping them all ignore their doubts. Since
then, several advisors have expressed regret that they
did not voice their doubts and question the CIA more
forcefully.

LESSONS

The Bay of Pigs fiasco had a lasting impact on
Kennedy’s decision making, and the changes were
evident in his approach to the Cuban missile crisis.
He no longer trusted government bureaucracies, par-
ticularly the military, whom he never forgave for not
speaking out. He brought in his own outside advis-
ers, challenged the Joint Chiefs, and made a habit of
talking to lower-level officials to prevent their supe-
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riors from screening out information. In addition, he
made sure that all his advisers felt free to speak out.
Finally, when he did receive advice from experts, he
relied on his own instincts to question their opinions
and evaluate information.

—Jennifer D. Kibbe

See also Groupthink; Kennedy, John F.
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@ BEATLES, THE

The Beatles were a rock and roll band from Liver-
pool, England. Their popularity in the 1960s

changed the course of popular music and influenced
and inspired many who came after them. The Beat-
les’ influence over millions of fans was rooted in
their storytelling and their vision. In addition to
being leaders in the world of popular music, the
Beatles, collectively and individually, had an impact
on fashion, language, politics, marketing, and social
issues.

OVERVIEW OF THE BEATLES CAREER

A working-class neighborhood in Liverpool, Eng-
land, was the backdrop for the Beatles. Inspired by
the music of Buddy Holly, Elvis Presley, and Jerry
Lee Lewis, John Lennon formed The Quarry Men in
1957. Among the seven members were Paul McCart-
ney and George Harrison. Between 1957 and 1960,
John, Paul, and George played in various musical
groups and formed the Beatles prior to a trip to Ham-
burg in August 1960.

Although the group had various membership com-
binations, John Lennon (1940-1980), Paul McCart-
ney (b. 1942), George Harrison (1943-2001), and
Ringo Starr (b. Richard Starkey, 1940), who joined in
1962, were the lasting incarnation of the Beatles. The
Beatles released their first single “Love Me Do,” in
1962; it was successful. The Beatles rose to world
superstardom in 1963 and 1964. In 1965, they toured
the United States for the first time and appeared on
the Ed Sullivan Show, a television variety show that
often featured musical acts. These years were marked
by “Beatlemania”—worldwide fan recognition, mer-
chandizing, and commercialism.

The Beatles gave their last public concert in 1966,
after which the members became increasingly inter-
ested in other endeavors. During the late 1960s the
band existed primarily in the studio; the group’s last
live appearance took place on the roof of Apple
Records in January 1969. In May 1970, The Beatles
released their final album of new material, Let It Be,
and a month later Paul McCartney announced his
departure from the group.

All four members of the Beatles went on to suc-
cessful solo careers and were busy through the 1970s.
John Lennon and his wife Yoko Ono (b. 1933)
made music and became involved in the peace move-
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ment. Along with wife Linda (1941-1998), Paul
McCartney began a band called Wings. Ringo Starr
and George Harrison also enjoyed modest success as
solo artists.

THE BEATLES’ DOMINANCE
OF THE MUSIC CHARTS

Throughout their career, the Beatles established
milestones that assured their place in the history of
popular music. They had seventeen number-one sin-
gles in the United Kingdom, twenty number-one sin-
gles in the United States, fifteen number-one albums
in the United Kingdom, and nineteen number-one
albums in the United States. They spent 1,278 weeks
on the British charts (more than any other act), 175
weeks at number one on the British charts (more than
any other act), and in 1965 produced the first British
album to debut at number one (Help!). They had the
highest album sales in the United States of any group
ever, with close to 107 million albums sold. Further,
the Beatles’ Sgt. Pepper’s Lonely Hearts Club Band
(1967) remains the United Kingdom’s all-time best-
selling album.

The Beatles were among the first artists to use
sound and studio effects in production and orches-
tration in pop music; they were also the first group to
develop the concept album. In every sense, the Bea-
tles were second to none in the domain of 1960s pop
music. Within the band, it is hard to say who was the
leader. Both John and Paul were major forces, and
George and Ringo often felt left out of the decision-
making process. Some feel that manager Brian
Epstein had a significant impact on the group and
helped maintain the relationships between band
members prior to his death in 1967.

THE BEATLES AS VISIONARIES

The Beatles shared their vision with fans. Whether
the topic was simple or complex, they consistently
challenged their fans to look at life through a new
lens. For instance, early in their career, the Beatles
had an impact on what was a socially acceptable
“mop top” for men. Later in their career, the Beatles’
interest in Eastern culture introduced the sitar and

They were doing things nobody was doing. Their
chords were outrageous, just outrageous, and
their harmonies made it all valid. Everybody else
thought they were for the teenyboppers, that they
were gonna pass right away. But it was obvious to
me that they had staying power. I knew they were
pointing to the direction where music had to go.

—Bob Dylan

Source: Scaduto, Anthony. (1973). Bob Dylan. New York: Castle
Books. Retrieved August 27, 2003, from http://www.geocities.com/
SunsetStrip/Arena/1537/quotes.html#others

concepts such as transcendental meditation and spir-
itual regeneration to the West. The scholar Warren
Bennis, who has studied leadership for many years,
calls this phenomenon management of attention, the
ability to draw others to them. In Bennis’s words,
they had the ability to “manage attention through a
compelling vision that brings others to a place they
have not been before” (Bennis 2000, 17). In all
phases of their career, their vision, ability to speak to
the hearts and minds of fans, physical appeal and
friendly personalities, and avant-garde fashion sense
affirmed their stature as icons. The Beatles’ success
also took the industry to new places, as they became
the model of what a successful band should be.

THE BEATLES AS STORYTELLERS

Above all else, the Beatles told stories and shared
their vision through their music. According to the
developmental psychologist and cognitive scientist
Howard Gardner, “stories of identity—narratives
that help individuals think about and feel who they
are, where they come from, and where they are
headed—that constitutes the single most powerful
weapon in the leader’s literary arsenal” (Gardner
1995, 43).

The music of the Beatles experienced a dramatic
evolution in their approximately ten years together.
Although their songs of love and relationships are
perhaps their most popular works, their range of
song topics grew over the years and appealed to a
wider range of fans. One of their biographers, Mar-
vin Martin, notes: “their studio production, espe-
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Excited Beatles fans in October 1965 outside Buckingham Palace in
London are held back by police officers. The fans have gathered
hoping to see the Beatles who are scheduled to be named members of
the order of the British Empire by Queen Elizabeth II.

Source: Deutsch Collection/ Corbis; used with permission.

cially as represented in such works as ‘Revolver’ and
‘Sgt. Pepper’s Lonely Hearts Club Band,” reflected
many themes of the human condition: the foibles of
man, the disaster of war, the power of love, loneli-
ness, futility and hope” (Martin 1996, 188—189).

LASTING INFLUENCE

The Beatles impacted fashion with mop-tops,
mohair suits, Cuban-heeled boots, velvet-collar
suits, Eastern clothing, and granny glasses. Popular
usage of words such as “gear” and “fab” is also
attributed to the group. In the studio, the Beatles
were among the first to release a concept or
“themed” album; use sitars, orchestration, and quar-
tets in a pop song; use intentional feedback; fade
songs directly into one another; and produce back-
ward vocal and guitar sounds—all techniques that
are commonplace today.

A quote by folk singer and songwriter Bob Dylan
may sum up the Beatles best. He said, “They were
doing things nobody was doing. Their chords were
outrageous, just outrageous, and their harmonies
made it all valid. Everybody else thought they were
for the teenyboppers, that they were gonna pass right
away. But it was obvious to me that they had staying
power. I knew they were pointing to the direction
where music had to go” (Scaduto 1973, 203-204).

Quantitative and qualitative data support Dylan’s
account of the Beatles. Countless groups have fol-
lowed the Beatles, but none have achieved the suc-
cess of John Lennon, Paul McCartney, George Har-
rison and Ringo Starr.

—Scott J. Allen

See also Music
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@ BEETHOVEN, LUDWIG VAN
(1770-1827)

German composer

Few artists have so fascinated their own and future
generations to the degree that Beethoven has. As a
figure of legend, he is equalled among his contem-
poraries only by Napoleon (1762-1821), whose
early triumphs as a revolutionary leader inspired
Beethoven and many other artists of the time. More
generally, Beethoven is one of the artists who shaped
Romantic consciousness. Within this consciousness,
willingly and unwillingly, he became the supreme
model of the artist as moral and symbolic leader.

It is no exaggeration to talk of a Beethoven
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myth—the myth of the artist who triumphs over all
the woes that fate places in his path, whether social
and political adversities or personal tragedies and
debilitating illness, through the extraordinary power
of his musical creation. The triumph does not come
easily; it requires sacrifices, isolation, privations, and
heroism on a truly cosmic scale. This artist becomes
a romantic symbol of the independent spirit, a sym-
bol of all humanity and its unending struggles. The
adjectives promethean, titanic, heroic, colossal, and
transcendent are frequently used to describe
Beethoven the man as well as his art. His artistic
legacy comprises nine symphonies, sixteen string
quartets, thirty-two piano sonatas, the opera Fidelio,
five piano concertos, a violin concerto, two masses,
and numerous chamber music compositions, songs,
choral works and orchestra overtures. Virtually none
of Beethoven’s mature works can be regarded as any-
thing other than a masterpiece, and his influence on
many musical genres was truly revolutionary.

LIFE AND WORKS

Fact and fiction in Beethoven’s life are very difficult
to separate. Born in Bonn to a family of musicians,
he had a difficult childhood, though his musical abil-
ity at thirteen impressed his teacher, Neefe, who
wrote that “this young genius . . . will undoubtedly
become a second Wolfgang Amadeus Mozart if he
progresses as well as he has begun” (Quoted in Rob-
bins Landon 1992, 43).

He moved from Bonn to Vienna in 1792, the year
after Mozart’s death, and he remained there to the
end of his life. His early career in Vienna as a piano
virtuoso caused a stir. His powerful percussive tech-
nique was quite at odds with Mozart’s fluid use of
the instrument. His early piano sonatas all start with
powerful recurrent musical phrases that instantly
command listeners’ attention. From his earliest
works, Beethoven was an artist who demanded to
be heard. Unlike Haydn (1732-1809), Mozart
(1756-1791), and other composers who had aristo-
cratic patrons or were commissioned to create works
for specific occasions, Beethoven composed and
performed for bourgeois audience who paid for the
privilege.

By 1800, Beethoven had established himself as a
serious composer with sets of string quartets, string
and piano trios, several piano sonatas, a highly pop-
ular septet, and a symphony. “My compositions
bring me in a considerable amount, and I can truth-
fully say that I receive more offers of commissions
than I can possibly accept. Moreover, for every com-
position I have six or seven publishers and could
have more if I should want them. People no longer
bargain with me: I state my price and they pay” he
wrote to Dr. Franz Wegeler in June 1801 (Robbins
Landon 1992, 87).

It was then that the first signs of deafness
appeared, and a few years later he was almost
entirely deaf. His letters and notebooks from the
period offer testimony of a profound psychological
and even spiritual crisis, from which he emerged
into his “heroic phase” in 1803. His musical creativ-
ity reached astounding new heights with the Third
Symphony, called the Eroica, a work which revolu-
tionized the symphonic genre; the opera Fidelio; the
Fifth and Sixth Symphonies; the Appassionata
piano sonata; the Fourth and Fifth Piano Concertos;
and the transcendental Violin Concerto. It is to these
middle-period works with their infinite melodic
richness, rhythmic audacity, and sweeping emo-
tional power that Beethoven the Promethean owes
his reputation. This is music that grabs the listener
from first hearing and is capable of eliciting an
extraordinary range of emotional and spiritual
responses. The scale of many of these works is truly
epic, in duration, in deployment of musical forces,
and above all in dynamic and expressive range.
They demand concentration and could not be further
from entertaining or relaxing; instead, through the
use of dissonances and discontinuities they question
and challenge the performer and listener alike. This
is music for all humanity and for all time, proclaim-
ing universal and absolute ideals.

Beethoven’s late-period works include the last
five sonatas and the Diabelli Variations for piano, the
Missa Solemnis, the famous Ninth Symphony, and
the last five string quartets. These were composed
when he was profoundly isolated through deafness.
They may lack the melodic invention of earlier
works, but they attain levels of musical perfection
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rarely matched by any other artist. These late works
represent a true consummation of Beethoven’s art,
combining the most diverse musical forms, includ-
ing fugues, variations, recitatives, seamless lyrical
passages, and violent percussive sections. Abstract
musical meditations alternate and merge with the
most personal and intimate expressions. Beethoven
continued to compose until the last months of his
life, by which time he was viewed as the greatest
composer, living or dead, and a major celebrity of his
age. When he died at fifty-seven in 1827, obituarists
reported a terrible storm raging over Vienna and
unleashed torrents of superlatives.

CHARACTER, RELATIONSHIPS, AND IDEALS

Beethoven’s character has been a source of endless
fascination. Uncompromising, rude and disputa-
tious, he could nevertheless display considerable
sensitivity and gentleness. His courage and pride
were legendary, yet it is said that when the French
troops marched into Vienna in 1803, he hid under the
kitchen table with a towel over his head. His dedica-
tion to his art was complete, though he would prob-
ably have considered musicians of the twentieth
century to be intolerably pompous and self-serious.
Arguably, the two most widely discussed features
of his character are his problematic relation with
authority, especially of the aristocratic sort, and his
inability to settle in a marriage. It is generally
acknowledged that Beethoven viewed himself as
somehow above conventional morality and norms.
“The devil take you,” he wrote to a friend in 1798, “I
refuse to hear anything about your whole moral out-
look. Power is the moral principle of those who
excel, and it also mine” (Solomon 1978, 86).
Beethoven’s relation to conventional authority is
summed up in a famous story told by the writer Bet-
tina Brentano von Arnim (1785-1859), who
claimed to have heard it from Beethoven himself.
During his stay in Teplitz Spa in 1812, Beethoven
met the philosopher and poet Goethe (1749-1832)
for the first time. One day they went for a walk
together, and as they were walking down an avenue
they came across the Empress of Austria and her
entourage. Goethe at once stood on one side and

took off his hat; Beethoven, for his part, strode on
staring ahead of him and pushing his hat lower
down his head. The story, never authenticated,
squares with Beethoven’s comment in a letter that
“Goethe delights far too much in the court atmos-
phere, far more than is becoming in a poet” (Jones
1998, 117).

As a rebel, Beethoven had since his youth identi-
fied with the ideals of the French Revolution. His
Third Symphony was conceived, on a massive scale,
as a tribute to Napoleon, the liberating hero, who
brings freedom and unites humanity. The heroic first
movement is followed by a funeral march that epito-
mizes the tragic in music, a scherzo (one of
Beethoven’s great innovations in the symphonic
genre), and a Promethean finale of extraordinary
energy. Upon learning that Napoleon had crowned
himself emperor, Beethoven tore up the title page in
disgust and dedicated the piece to Prince Lobkowitz
of Vienna. The printed edition carried the subtitle
“Heroic Symphony [Sinfonia Eroica] composed to
celebrate the memory of a great man.” In spite of
Beethoven’s clear fascination with figures of nobility
and grandeur, his music was from its conception
nourished by the emerging democratic ideal of his
age, and he is seen in our times as the composer par
excellence of universal brotherhood and sisterhood.
It is not accidental that his Ninth Symphony, with its
unprecedented choral finale based on Schiller’s
“Ode to Joy,” was performed in Berlin shortly after
the fall of the Berlin Wall (1989) and is regularly
heard on symbolic occasions marking reconciliation,
freedom, and common humanity.

In spite of his endorsement of a universal human
ideal, Beethoven found it hard to make lasting rela-
tions, repeatedly fell out with his closest friends and
relatives, and never settled into marriage or a stable
partnership. His sexual conquests were numerous, as
indeed were his unconsummated romantic attach-
ments, most famous among them the one to his
“Immortal Beloved.” It is interesting, then, that the
twin themes of resistance to tyranny and marital love
lie at the heart of his opera Fidelio. It is in this work,
which eschews most operatic conventions, that we
get a close look at Beethoven’s conception of lead-
ership. The story unfolds in a prison, where Flo-
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restan is unjustly held by Pizzaro, the despotic prison
governor and classic representative of the ancient
regime. Leonore, Florestan’s wife, attempts to free
him by entering the service of Pizzaro dressed as a
man, Fidelio. Her bravery eventually saves her hus-
band, yet the prison is not liberated by a revolution-
ary crowd; instead it is the representative of the
enlightened ruler who arrives in the time-honored
deus ex machina tradition to free the prisoners and
dismantle the prison. The opera concludes with a
jubilant affirmation of faith in the universal human
values of freedom and justice.

BEETHOVEN AS ARTISTIC LEADER

Beethoven’s standing as an artist has survived all
subsequent musical developments as well as the
inevitable process of personal demythification. But
what about Beethoven’s standing as a leader?
Unlike Arnold Schoenberg (1874—1951), a seminal
composer of a later generation, Beethoven never
sought to create followers or to lead a new artistic
wave or school. In this sense he can hardly be said to
have led anyone. Yet his influence on other artists
cannot be overestimated. His music inspired and
intimidated in equal measures artists who followed
him, including Schubert (1797-1828), Berlioz
(1803-1869), Schumann (1810-1856), and espe-
cially Brahms (1833—-1897). It was only in the twen-
tieth century that it became possible for the first time
to speak of Beethoven in terms other than reveren-
tial: He was dismissed by the French composer
Ravel (1875-1937). Yet, it is telling that the com-
posers Richard Strauss (1864—1949) and Dmitri
Shostakovich (1906—1975) both quote Beethoven’s
works in some of their final and most profound
works. Perhaps even more important is Beethoven’s
influence as a role model for creative artists who do
not merely seek to impress or entertain their social
superiors, but, through their art, discover a powerful
voice with which to comment, castigate, and cri-
tique their age and to proclaim gripping new ideas
and visions. In this sense, Beethoven’s leadership
style is like that of a biblical prophet, an uncompro-
mising outsider who not only demands to be heard
but believes that he has a God-given right to be

heard, because he can see what others cannot. By
communicating this vision, the artist irreversibly
alters the way everyone else sees.

—Yiannis Gabriel

See also Music
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@ BEN & JERRY'S ICE CREAM

On 5 May 1978, two young men named Ben Cohen
(b. 1951) and Jerry Greenfield (b. 1951), originally
from Merrick, New York, started an ice cream busi-
ness called Ben & Jerry’s Homemade, Inc., in
Burlington, Vermont. Beginning with only $12,000
and a great liking for food, they have since become
internationally famous business leaders, best known
perhaps for their philanthropic style of business.
They are also among the chief early contributors to a
growing business movement that promotes “socially
responsible business.” For this achievement Ben
Cohen and Jerry Greenfield were named the U.S.
Small Business Persons of the Year in 1988 by Pres-
ident Ronald Reagan.

The business, Ben & Jerry’s Homemade, Inc.
(hereafter Ben & Jerry’s), is considered a good
example of the classic entrepreneurial success—with
a twist. What makes Ben Cohen and Jerry Greenfield
stand out from the entrepreneurial crowd is that they
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Maybe there’s a chance. Ben and Jerry and
Unilever, 1 wish you success, measured in more
than money. But if it doesn’t work, if five or twenty
years from now there’s nothing more than a Ben &
Jerry’s historical marker in Vermont, maybe we
will be willing to rethink the system that rewards
corporations for seeking the cheapest raw materi-
als, workers, and environmental standards in order
to produce the fastest growth. Maybe, instead of
being cynics, welll become activists in forging a
corporate environment that measures success, as
Ben and Jerry’s did, in more than money.

—Environmentalist Donella Meadows

advocate a business philosophy called ““caring capi-
talism.” Indeed, this philosophy is thought by many
to be the most significant factor in their successful
climb to the top of the ice cream business world.
Ben & Jerry’s is perhaps the best-known corporate
representative today of a movement in business that
adopts a “new corporate concept of linked prosper-
ity” (Ben & Jerry’s 1993 Annual Report). This “new
concept” places an equal emphasis upon both the
repercussions a business has on its surrounding soci-
ety as well as on the conventional economic priorities
of a business (survival in a competitive market). Ben
Cohen has from the beginning maintained that busi-
ness has a responsibility to give back to the commu-
nity. This ideal, established during the early days of
Ben & Jerry’s, embodies the idea that a business can
prosper as the community around it prospers.

THE EARLY PERIOD, 1978-1985:
COMMUNITY INTEGRATION AND
SOCIAL RESPONSIBILITY

In the beginning, the business was all about the local
community of Burlington, Vermont. Fred “Chico”
Lager, former CEO of Ben & Jerry’s, offers this
quote by Caryl Stewart, who sublet the gas station
that was to become their very first scoop shop:
“They had connected with their customers, who felt
like they were an integral part of what was happen-
ing, not merely a source of revenue to some faceless

businessmen.” Lager continues, ‘“They truly believed
that the joy was in the journey, and were determined
to seize upon every opportunity to have fun that
came their way” (1994, 36). A no-frills, down-to-
earth style also appealed to consumers and became a
basic element of the Ben & Jerry’s company culture.

From the very beginning of Ben Cohen and Jerry
Greenfield’s careers as capitalists, they wanted to
achieve a sense of community by using the business
as their catalyst. They began by giving away free ice
cream. Soon they were holding movie festivals and
began an annual community celebration. But as they
became more economically successful and much
busier, the two characteristics of Ben & Jerry’s
social program that were emphasized were the
amount of the donations they began to give and the
recipients of those donations. Ben Cohen was not
satisfied with a 5 percent pretax donation figure. He
wanted to make it 10 percent. Lager disagreed, com-
paring their 5 percent to the average contribution
from corporate America in the 1980s, a figure of 2.1
percent pretax profits, most of which went to arts
organizations or the United Way (Human Resources
Network 1975, 25).

There was no question by six or seven years into
the development of the business that Ben & Jerry’s
was not a typical corporation with respect to where
their profits were going. Although one criticism of
the business has been that the social program is sim-
ply a marketing tool, Lager insists that the motiva-
tion for giving back had always been genuine. In
response to an increasing concern regarding the
direction in which the company was headed as it
continued to grow, the board of directors at Ben &
Jerry’s concretized the values inherent in the early
projects of the company into the Statement of Mis-
sion in 1987. The statement was an effort to institu-
tionalize the idea of the “new corporate concept.”
The mission of Ben & Jerry’s Homemade, Inc.,
focused specifically on three areas: product quality,
economic success, and contribution back to the com-
munity. The quality of their product was always first
on their minds; they were in business to create a
super-premium ice cream, and they were confident
that they could sustain a niche in the market at a
competitive price within their grade of ice cream.
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Little did they imagine how large was the niche they
would fill.

In fact, due to a satisfactory corporate climate in
general and their socially conscious mission in par-
ticular, they at times seemed to be growing too fast.
True to their communitarian roots, the financial
rewards were initially distributed in a very egalitarian
way: the ratio of highest-paid worker to lowest-paid
worker showed the fairness of the financial reward
gained by the individual employees of the company.
In 1985, the five-to-one compressed salary structure
policy was formalized, in which the highest paid
employee could get paid no more than five times the
lowest paid employee. One of the incentives of
adopting such a policy was to recognize the contri-
bution made to the company’s success by people
throughout the organization.

Their penchant for irreverence toward traditional
market economics was embodied in the down-to-
earth style of Ben & Jerry’s. But despite this “nose-
thumbing” attitude toward traditions of business
procedure and bureaucracy, the “new corporate con-
cept” has gained respectability. Ben Cohen and Jerry
Greenfield chose to use the power position they
gained through their increasing notoriety and eco-
nomic leverage to manipulate the market toward the
social good, with conscience as their motive. This is
what the third part of their mission statement
addresses.

THE MIDDLE PERIOD, 1985-1994:
MANAGING GROWTH VS. COMMITTING
TO THE MISSION

Several socially conscious projects followed the
arrival of the mission statement. The first was Peace
Pops, a chocolate/popsicle confection that came
about in response to the introduction of a similar
product by their major competitor, Haagen-Dazs.
Cohen took it upon himself to integrate a “socially
responsible” aspect into the release of the product as
well. He decided he was going to start a nonprofit
organization called 1% for Peace, a proposal origi-
nally offered by Paul Snyder, a friend of the com-
pany’s lawyer, in 1983. According to Cohen, “the
organization would try to get Congress to pass a law

allocating one percent of the annual military budget
toward activities focusing on peace through under-
standing.” (Lager 1994, 174).

Another early initiative involved the use of the
Greyston Bakery of New York City as a supplier.
“The bakery hired the homeless and the hard-core
unemployable to make cheesecakes and fancy torts
that sold in gourmet shops and restaurants throughout
the New York area. Profits from the bakery were used
to provide transitional housing, counseling, and train-
ing for its employees—all intended to break the cycle
of homelessness” (Lager 1994, 186). The Greyston
Bakery continues to supply the company today.

The end of the Cold War changed the ideological
stance that the 1% for Peace issue used as its prem-
ise. It changed its name to Business Partnership for
Peace and in 1993 was merged into Businesses for
Social Responsibility, which counts such Fortune
500 companies as Reebok and Stride-Rite among its
members. Ben & Jerry’s decided to begin a project
with a new focus toward a more domestic concern.
The Call for Kids was established in the place of 1%
for Peace, as the board made the decision to focus the
social mission into a single area and integrate it for-
mally into the company’s marketing and promotions.

All these initiatives are representative of the
efforts that Ben & Jerry’s made to contribute not only
to the community that supported the production of
their ice cream but also to society in general. The
community has grown for them to an international
scope as they have expanded into new markets. The
later social initiatives continue to encompass a strong
emphasis on politicization in their programs. Social
responsibility to Ben & Jerry’s means doing more
than what may traditionally be known as “social
work,” “compassionate” giving to the unfortunate
through Partnershops (Ben & Jerry’s shops that are
owned and operated by nonprofit groups) or dona-
tions to nonprofit organizations aimed at counseling
or guidance. It means making an attempt to change
the larger, well-rooted and institutionalized struc-
tures of society. Social programs that were politically
motivated were 1% for Peace, the Call for Kids, and
the setting up of “scoop shops” in Russia.

What is perhaps most striking about Ben & Jerry’s
program of social responsibility is its straightforward
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attempt to actively support political opinions that
offer alternatives to the hyper-rationalized and indi-
viduated business world that is too often separated
from its community. As the business grew, however,
it became harder and harder for the cofounders to
maintain their ideals. In 1982, after deciding to sell
the business and then declining all of the offers they
received, they realized that they were too close to
their work to let its unique style be changed by the
multibillion-dollar candy company that was intent
on purchasing Ben & Jerry’s. The process of change
had already begun, however, because they were
compelled to deal more and more with the “real”
business world.

In 1985, their third new plant opened in Water-
bury, Vermont. The move to the new plant was a sig-
nificant step in the process of change. “In Waterbury
we were suddenly separated. The production and
warehouse crews were in one part of the plant, the
office workers in another. The up side was that more
work was getting done. The down side was that as
people became more task-oriented, they began to
lose their connection to the whole of the organiza-
tion” (Lager 1994, 143). While the founders sus-
pected that these changes might impact their internal
organization, they never anticipated the extent to
which that impact would affect their social mission.

THE LATE PERIOD, 1994-2003:
THE GROWTH ETHIC AND THE
BUYOUT OF BEN & JERRY’S

Slowly, the nontraditional values that were upheld
earlier were replaced by an ethic that incorporated
efficiency, predictability, calculability, and control as
primary values. An evolution took place, infusing the
previous style with a bureaucratic temperament. It
was the growth of the company that pushed this
reform. Any plans to limit the growth of the com-
pany were thoroughly washed away in the early to
mid-1990s. But in 1994 the company saw their first
annual loss. Shareholders were not happy.

Robert Holland, Jr., hired as the CEO of the com-
pany in the spring of 1995, stated in a press release
that the company would double its revenue from
$150 million by expanding distribution overseas and

by increasing the number of retail outlets. Despite
an unconventional search for a CEO (titled, “Yo! I'm
Your CEQ!”), where anyone could write a one-
hundred-word essay explaining why they would be
the correct choice, Holland was found by an execu-
tive search firm due to his experience in the global
marketplace (Holland was a thirteen-year veteran at
McKinsey & Company and consultant to several
Fortune 100 companies). Holland abandoned the
five-to-one pay ratio (which had since expanded to a
seven-to-one ratio).

In the early and middle period of the company,
attention to the social mission had been the priority.
But given the dwindling sales of 1994, Holland was
hired “not so much as to clean house, but to get the
house in order,” said Mitch Curren, “Info P.R. Queen,”
in 1995. “His main priority will be to concentrate on
the economic mission” [personal interview]. The
expansion was created by Holland and the “new” Ben
& Jerry’s Homemade, Inc., followed the trend in the
corporate world of international investment. Interna-
tional direct investment during the period when Ben
& Jerry’s was growing had increased by over 1,000
percent, and the number of transnational corporations
grew from 7,000 in 1975 to 37,000 in 1995. A wave of
economic globalization was cresting and it could be
said that Ben & Jerry’s was swept away with the tide.

In April 2000, the Ben & Jerry’s franchise was
purchased for $326 million by Unilever, a $45 bil-
lion multinational company. Although part of the
buyout agreement was a continued commitment to
the Statement of Mission, including the social mis-
sion, that contractual agreement was made for only
two years. As Jeffrey Kanter, senior food analyst at
Prudential Securities, said in a National Public Radio
interview (13 April 2000): “It’s tie-dye versus capi-
talism and capitalism won” (Baron, 2000).

In December 2000, when it came time to appoint
a new CEO for the company, Unilever ignored the
suggestions of Ben & Jerry’s advisory board and
appointed a twenty-four-year Unilever veteran. In
response, company cofounders Cohen and Green-
field put out the following statement: “We strongly
supported a different candidate, a longtime member
of Ben and Jerry’s Board of Directors, whose com-
mitment to our social policies was clear and estab-
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lished. As owner, Unilever of course has the legal
right to manage Ben & Jerry’s in the way it sees fit.
We have not decided whether or not to remain with
the company” (as reported in AlterNet.org, 2 Janu-
ary 2001).

Today, holding the title cofounders, Ben Cohen
and Jerry Greenfield carry on their progressive mis-
sion outside of the context of the business, but
because of name recognition and the political volatil-
ity of the issues of war and peace, the company has
attempted to distance itself from the cofounders.
According to a posting in 2003 to the Ben & Jerry’s
website, “When they speak they do so as private cit-
izens or as representatives of one of the organizations
they are involved with like True Majority, Business
Leaders for Sensible Priorities, or the Peace and Jus-
tice Center in Burlington, VT.”

THE FUTURE OF BEN & JERRY’S
HOMEMADE, INC.

What had changed between 1982, when Ben Cohen
and Jerry Greenfield could not bring themselves to
sell the company, and 2000, when they did? Cer-
tainly, the massive amount of time and energy that
the two had put into building the business had taken
its toll. But beyond any personal explanations of
exhaustion or boredom, it is clear to see that Ben &
Jerry’s Homemade, Inc., had changed over the years
as the business grew and succumbed to the increas-
ingly global forces of the mainstream economic
world. Nonetheless, the leadership of Ben & Jerry’s
Homemade, Inc., has had a strong influence on the
development of a corporate ethic of social responsi-
bility, as well as on the organization of consumer
awareness and support for this ethic. The basis for
this ethic of social responsibility lies in a recogni-
tion of the intertwined relationship between eco-
nomic, political, and social forces. Economic actors
do not operate in a void. By changing some basic
business practices and making a greater contribution
of profits to philanthropic causes, a company can
ultimately improve its chances of success in the
long-term by creating a connection between busi-
ness and community.

—Kurt Reymers
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@ BIG FIVE PERSONALITY TRAITS

The Big Five Model of personality provides a frame-
work for identifying and structuring personality traits
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using five dimensions: extraversion/surgency
(assertiveness), agreeableness, conscientiousness,
emotional stability, and intellect/openness to experi-
ence. This model is based on seventy years of statis-
tical research on the structure of peer ratings, which
started with Louis Thurstone (1934). Thurstone sum-
marized his research on the structure of adjectives
used to describe acquaintances by stating, “It is of
considerable psychological interest to know that the
whole list of sixty adjectives can be accounted for by
postulating only five independent common factors”
(Thurstone, 1934, 13). Digman (1996) traces the his-
tory of Big Five personality research, identifying the
work of Tupes and Christal (1961) as providing the
first definitive demonstration of a five-factor solution
extracted from correlations among personality
scales.

EVIDENCE FOR THE BIG FIVE
PERSONALITY DIMENSIONS

Research stimulated by Tupes and Christal provides
compelling evidence for the robustness of the Big
Five personality dimensions. This is the basis for the
recent interest in personality assessment in applied
psychology. The evidence indicates that the five-
factor structure of personality is consistent across
different theoretical frameworks (Goldberg, 1981;
Johnson and Ostendorf, 1993; McCrae and Costa,
1996), using different measures (Conley, 1985;
Costa and McCrae, 1992; Lorr and Youniss, 1973),
in different cultures (Bond, Nakazato, and Shiraishi,
1975; Borkenau and Ostendorf, 1989; Digman and
Takemoto-Chock, 1981), using ratings from differ-
ent sources (Digman and Inouye, 1986; McCrae and
Costa, 1987; Norman, 1963; Watson, 1989), and
across different methods of data accumulation (Bor-
gatta, 1964). The Big Five is a structure for organiz-
ing the natural language of human attributes; it is not
a theory of personality or an explanation of behavior.
However, McCrae and Costa (1996) point out that
these factors provide the nucleus for a theory of per-
sonality, and they describe certain distinctive ele-
ments of such a theory.

The word personality has two definitions, and the
distinction between them is important. On the one

hand, personality can be defined from the viewpoint
of an actor and concerns a person’s identity. On the
other hand, personality can be defined from the
viewpoint of an observer and concerns a person’s
reputation. Reputation reflects the distinctive fea-
tures of another’s behavior; trait words are used to
describe how a person is perceived by others. Each
person’s reputation can be described using the Big
Five personality dimensions in the following terms:

1. Quiet and unassertive versus active and outgoing
(extraversion/surgency)

2. Hard-nosed and tough versus tactful and sensitive
(agreeableness)

3. Impulsive and careless versus dependable and
conforming (conscientiousness)

4. Nervous and moody versus calm and assured
(emotional stability)

5. Narrow and unimaginative versus curious and
imaginative (intellect/openness to experience)

One answer to the question of what to include,
when measuring personality, is to assess the major
components of reputation—the Big Five. Some per-
sonality inventories assess Big Five constructs,
although scale labels are not consistent with the Big
Five terminology. Only a few recently developed
inventories explicitly measure the Big Five, and
these usually have different scale labels for the same
constructs (Costa and McCrae, 1992; Hogan and
Hogan, 1995; Mount and Barrick, 2001). Before
1990 many researchers doubted the validity of per-
sonality measures for predicting occupational per-
formance. However, when the Big Five structure is
used to organize personality scales across studies,
accumulated results indicate that personality meas-
ures significantly predict of a wide range of per-
formance for virtually every job in the world of
work (Hogan and Holland, 2003). The study of per-
sonality and leadership is a specific instance of this
state of affairs.

A CONTEXT FOR DEFINING LEADERSHIP

Leadership is one of the most frequently studied top-
ic