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PREFACE

Many leaders have recently had their assumptions challenged about how organiza-
tions succeed. Leaders are struggling to make sense of the shifting environment and
learn how to lead effectively and successfully in the midst of turmoil. The crisis in the
housing, mortgage, and finance industries and resulting recession; the failures of sev-
eral large, long-standing organizations and the government bailout of others; volatile
oil prices; ethical scandals; political turmoil; and other events have dramatically
shifted the organizational and economic landscape. This edition of The Leadership
Experience addresses themes and issues that are directly relevant to the current
turbulent environment. My vision for the sixth edition is to give students an exciting,
applied, and comprehensive view of what leadership is like in today’s world.
The Leadership Experience integrates recent ideas and applications with established
scholarly research in a way that makes the topic of leadership come alive. Organizations
are undergoing major changes, and this textbook addresses the qualities and skills
leaders need in this rapidly evolving world.

Recent chaotic events, combined with factors such as a growing need for
creativity and innovation in organizations, the rise of social media, the growth of
e-business and mobile commerce, the use of virtual teams and telecommuting, glob-
alization, the emerging problem of cybercrime, and other ongoing transformations
place new demands on leaders that go far beyond the topics traditionally taught
in courses on management or organizational behavior. My experiences teaching
leadership to students and managers, and working with leaders to change their
organizations, have affirmed for me the value of traditional leadership concepts
while highlighting the importance of including new ideas and applications.

The Leadership Experience thoroughly covers the history of leadership studies and
the traditional theories but goes beyond that to incorporate valuable ideas such as lead-
ership vision, shaping culture and values, leadership courage, and the importance of
moral leadership. The book expands the treatment of leadership to capture the excite-
ment of the subject in a way that motivates students and challenges them to develop
their leadership potential.

NEW TO THE SIXTH EDITION
A primary focus for revising The Leadership Experience, sixth edition, has been to
relate leadership concepts and theories to events in today’s turbulent environment.
Each chapter has been thoroughly revised and updated to bring in current issues
and events that leaders are facing.

© 2012 Jordan Lye/Flickr Open/Getty Images
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Topics that have been added or expanded in the sixth edition include:

• the importance of self-awareness
for leadership

• developing a global mindset

• elements of personal mastery

• the influence of emotions on
performance

• emotional contagion

• leadership courage as a skill

• managing up and down the
hierarchy

• follower sources of power

• leadership coaching

• positive and negative motives that
influence people to act

• building a thriving workforce

• the making progress principle

• psychological and job design ele-
ments of empowerment

• the leader as a sensegiver

• candid communication

• using storytelling to influence

• redundant communication

• using social media for leadership

• essential team competencies

• team task and socioemotional
roles

• balancing conflict and
cooperation

• employee affinity groups

• minority sponsorship

• diversity of thought

• Machiavellian-style leadership

• cocreating a vision

• steps for implementing strategy

• building a high-performance cul-
ture through attention to both
values and results

• facilitating creativity by enabling
immersion and allowing pauses

• the transition required for people
to change behavior

• helping people change with a
positive emotional attractor.

The book also includes several new cases for analysis that are related to new
topics and current issues.

The Leadership Experience continues to offer students great opportunities for
self-assessment and leadership development. An important aspect of learning to be
a leader involves looking inward for greater self-understanding, and the sixth edi-
tion provides numerous opportunities for this reflection. Each chapter includes mul-
tiple questionnaires or exercises that enable students to learn about their own
leadership beliefs, values, competencies, and skills. These exercises, several of which
are new to this edition, help students gauge their current standing and connect the
chapter concepts and examples to ideas for expanding their own leadership abilities.
A few of the self-assessment topics involve engagement, networking, ethical maturity,
personality traits, leading diverse people, developing a personal vision, spiritual lead-
ership, candor, leadership courage, optimism, and leading with love versus leading
with fear. Self-assessments related to basic leadership abilities such as listening skills,
emotional intelligence, motivating others, and using power and influence are also
included. Additional self-assessments are available within CengageNOW.

ORGANIZATION
The organization of the book is based on first understanding basic ways in which
leaders differ from managers, and the ways leaders set direction, seek alignment
between organizations and followers, build relationships, and create change. Thus,
the organization of this book is in five parts:

1. Introduction to Leadership

2. Research Perspectives on Leadership

3. The Personal Side of Leadership
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4. The Leader as a Relationship Builder

5. The Leader as Social Architect

The book integrates materials from both micro and macro approaches to lead-
ership, from both academia and the real world, and from traditional ideas and
recent thinking.

DISTINGUISHING FEATURES
This book has a number of special features that are designed to make the material
accessible and valuable to students.

In the Lead The Leadership Experience is loaded with new examples of leaders in
both traditional and contemporary organizations. Each chapter opens with a real-
life example that relates to the chapter content, and several additional examples are
highlighted within each chapter. These spotlight examples are drawn from a wide
variety of organizations including education, the military, government agencies,
businesses, and nonprofit organizations.

Consider This! Each chapter contains a Consider This! box that is personal, compel-
ling, and inspiring. This box may be a saying from a famous leader, or wisdom
from the ages. These Consider This! boxes provide novel and interesting material
to expand the reader’s thinking about the leadership experience. Several of these
are new to this edition.

Leader’s Bookshelf In this edition, 13 of the 15 chapters have new Leader’s Bookshelf
reviews. A unique feature of The Leadership Experience is that each chapter includes a
review of a recent book relevant to the chapter’s content. The Leader’s Bookshelf con-
nects students to issues and topics being read and discussed in the worlds of academia,
business, military, education, and nonprofit organizations.

New Leader Action Memo This feature helps students apply the chapter concepts in
their own lives and leadership activities, as well as directs students to self-assess-
ments related to various chapter topics.

Leader’s Self-Insight These boxes provide self-assessments for learners and an
opportunity to experience leadership issues in a personal way. These exercises take
the form of questionnaires, scenarios, and activities.

Follow the Leader This brand-new feature referenced within the text and housed
within CengageNOW provides an opportunity for students to review a curated list
of Twitter feeds from today’s business leaders. Students can then add those leaders’
feeds to their own personal Twitter accounts as desired, providing a constant,
current window into the leadership world.

Student Development Each chapter ends with discussion questions and then two
activities for student development. The first, Leadership at Work, is a practical, skill-
building activity that engages the student in applying chapter concepts to real-life lead-
ership. These exercises are designed so students can complete them on their own out-
side of class or in class as part of a group activity. Instructor tips are given for
maximizing in-class learning with the Leadership at Work exercises. Leadership
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Development—Cases for Analysis, the second end-of-chapter activity, provides two
short, problem-oriented cases for analysis. Fourteen of the 15 chapters have a new
case in this edition, and additional cases are available online. These cases test the
student’s ability to apply concepts when dealing with real-life leadership issues.
The cases challenge the student’s cognitive understanding of leadership ideas while
the Leadership at Work exercises and the feedback questionnaires assess the student’s
progress as a leader.

CengageNOW The Leadership Experience, sixth edition, now includes a robust set
of online resources within the CengageNOW platform designed to facilitate student
progress through the stages of learning, allowing them to ENGAGE with the course
content, CONNECT to the concepts through knowledge and comprehension activ-
ities, PERFORM as leaders through the application of those concepts, and LEAD
through participation in real-world experiential exercises.

The CengageNOW diagram on page xvii provides a quick glance at the multitude
of brand-new digital resources available for each chapter. Among the features are the
in-text “Leader’s Self-Insight” exercises provided in an interactive format and enhanced
with even more online-exclusive assessments, a selection of brand-new homework
activities written within the Engage/Connect/Perform/Lead levels of learning, the
“Leadership at Work” exercises now provided in an online format for convenient
completion, and a brand-new selection of curated Twitter feeds that allow students
to “Follow the Leaders” who write regularly about their experiences in today’s evolv-
ing environment. All this and much more is available within CengageNOW. Look for
the “See It Online” icons within the text that identify where textual information is
enhanced with interactive CengageNOW content.

ANCILLARIES
This edition offers a wide range of instructor ancillaries to fully enable instructors
to bring the leadership experience into the classroom. These ancillaries include:

Instructor’s Manual
A comprehensive Instructor’s Manual is available to assist in lecture preparation.
Included in the Instructor’s Manual are the chapter outlines, suggested answers to
end-of-chapter materials, suggestions for further study, and a quick-glance overview
for each chapter of the available CengageNOW resources to assist instructors in their
planning.

Test Bank
Cengage Learning Testing Powered by Cognero is a flexible, online system that
allows you to author, edit, and manage test bank content from multiple Cengage
Learning solutions; create multiple test versions in an instant; and deliver tests
from your LMS, your classroom, or wherever you want. The test bank for The
Leadership Experience, sixth edition, includes approximately 60 questions per
chapter to assist in writing examinations. Types of questions include true/false,
multiple choice, completion, short-answer, and essay, with all questions tagged to
relevant national competencies. To ensure consistency across our entire package,
the content of the test bank has been fully reviewed and updated by the same
authors who have crafted our new digital resources.
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PowerPoint Lecture Presentations
An asset to any instructor, the lectures provide outlines for every chapter, illustra-
tions from the text, and additional examples providing instructors with a number of
learning opportunities for students.

Videos
Videos compiled specifically to accompany The Leadership Experience, sixth
edition, allow students to engage with the textual material by applying theories
and concepts to real-world situations.
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Part 1: Introduction to Leadership

Chapter 1:What Does ItMean to Be a Leader?
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YOUR LEADERSHIP CHALLENGE
After studying this chapter, you should be able to:

• Understand the full meaning of leadership and see the leadership potential in yourself and others.

• Recognize and facilitate the six fundamental transformations in today’s organizations and leaders.

• Identify the primary reasons for leadership derailment and the new paradigm skills that can help
you avoid it.

• Recognize the traditional functions of management and the fundamental differences between
leadership and management.

• Appreciate the crucial importance of providing direction, alignment, relationships, personal qualities,
and outcomes.

• Explain how leadership has evolved and how historical approaches apply to the practice of
leadership today.

CHAPTER OUTLINE
4 The Need for Leadership

7 The New Reality for Leaders

13 How Leadership Differs from
Management

17 Evolving Theories of
Leadership

20 Leadership Can Be Learned

23 Mastering the Art and Science
of Leadership

25 Organization of This Book

In the Lead

9 Vineet Nayar, HCL
Technologies

22 Google

Leader’s Self-Insight

12 Your Learning Style: Using
Multiple Intelligences

16 Your Leadership Potential

22 Are You on a Fast Track to
Nowhere?

Leader’s Bookshelf

11 Great by Choice: Uncertainty,
Chaos, and Luck—Why Some
Thrive Despite Them All

Leadership at Work

27 Leadership Right–Wrong

Leadership Development: Cases for
Analysis

28 Sales Engineering Division

29 The Marshall Plan

As a young politician, Abraham Lincoln once provoked an opponent to tears by
using his expert communication skills to mimic and ridicule his rival. Soon
afterward, the man who would later become the 16th president of the United

States felt disappointed and ashamed of his own behavior and sought out his opponent
to offer an apology. Lincoln took this as a valuable lesson about channeling his
emotions, practicing empathy, and using his abilities to promote good. From then on,
Lincoln applied his superb leadership and communication skills to serve the higher
interests of the American people rather than his own goals and ego.

Interest in Abraham Lincoln’s leadership swelled with the release of Steven
Spielberg’s 2012 historical film Lincoln, which was a huge critical and commercial
success, grossing more than $250 million at the box office and garnering 12
Academy Award nominations. “Lincoln’s presidency is a big, well-lit classroom for
business leaders seeking to build successful, enduring organizations,” said Howard
Schultz, CEO of Starbucks. In this era of disconnected and morally bankrupt
leaders, it is no wonder the skills, strengths, and character of Lincoln have struck a
chord. His ability to control his emotions and stay committed to a vision even under
intense hardship, his commitment to go into the field and establish connections with
soldiers and the general public, and his willingness to listen to different points of view

3
Copyright 2015 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).

Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



and to share credit for successes and take blame for failures all tap into a deep
longing within people for genuine leadership.1

The public trust in leaders may be at an all-time low. Referring to the dire
economic situation that followed the ethical and financial problems in the mortgage
and finance industries, David Rothkopf wrote in the Washington Post, “This is not
just a global economic crisis. It is a global leadership crisis.”2

THE NEED FOR LEADERSHIP
Many of us think of leadership in a way similar to what U.S. Supreme Court Justice
Potter Stewart said about obscenity in reviewing a 1964 pornography case: we may
not be able to define it but “we know it when we see it.”3 People can clearly see
leadership in Abraham Lincoln, but many are having a hard time seeing it in
current political, business, military, and even religious leaders. General David
Petraeus, one of the most decorated military leaders of his generation, stepped down
as director of the Central Intelligence Agency after the FBI inadvertently discovered
he had an extramarital affair with his biographer and began investigating for
potential leaks of classified information. The British Broadcasting Corporation
(BBC) was tarnished by allegations that managers covered up years of sexual abuse
by a well-known reporter.4 Senator Chuck Grassley recently probed the financial
records of six well-known televangelists, including Creflo Dollar and Kenneth
Copeland, after reports that tax-exempt donations were financing lavish lifestyles for
the religious leaders, including mansions, Rolls Royce cars, and private jets.5 Nearly
every month brings a new report of a business leader somewhere lying to, misleading,
or cheating employees, customers, or the government. No wonder survey after survey
shows that confidence in leaders is sinking and suspicion and distrust are rising.6

Yet there are good leaders working in every organization, large and small. In
fact, quality leadership is all around us every day, in all facets of our lives—our
families, schools, communities, social clubs, and volunteer organizations, as well
as in the world of business, sports, religion, government, and the military. Without
good leadership, our institutions and society would fall apart.

Before we can examine what makes an effective leader, we need to know what
leadership means. Scholars and other writers have offered hundreds of definitions
of the term leadership, prompting James McGregor Burns to conclude that leader-
ship “is one of the most observed and least understood phenomena on earth.”7

Defining leadership has been a complex and elusive problem largely because the
nature of leadership itself is complex. Some have even suggested that leadership is
nothing more than a romantic myth, perhaps based on the false hope that someone
will come along and solve our problems by sheer force of will.8

There is some evidence that people do pin their hopes on leaders in ways that
are not always realistic. Think about how some struggling companies recruit well-
known, charismatic CEOs and invest tremendous hopes in them, only to find that
their problems actually get worse.9 For example, Yahoo hired former Autodesk
CEO Carol Bartz in 2009 with high hopes that the star leader could turn the strug-
gling company around, only to ask her to leave a couple of years later as Yahoo’s
fortunes continued to slide. In mid-2012, Yahoo hired former Google executive
Marissa Mayer as the fifth CEO in five years.

Particularly when times are tough, people often look to a grand, charismatic
type of leader to alleviate fear and uncertainty. Think of how Barack Obama sailed
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to the U.S. presidency in 2008 based largely on his charisma and the ability to make
people feel hopeful in a time of uncertainty. In recent years, the romantic or heroic
view of leadership has been challenged.10 Much progress has been made in under-
standing the essential nature of leadership as a real and powerful influence in orga-
nizations and societies.

Leadership Defined
Leadership studies are an evolving discipline, and the concept of leadership will
continue to develop. For the purpose of this book, we will focus on a single defini-
tion that delineates the essential elements of the leadership process: Leadership is an
influence relationship among leaders and followers who intend real changes and
outcomes that reflect their shared purposes.11

Exhibit 1.1 summarizes the key elements in this definition. Leadership involves
influence; it occurs among people; those people intentionally desire significant
changes; and the changes reflect purposes shared by leaders and followers. Influ-
ence means that the relationship among people is not passive; however, also inher-
ent in this definition is the concept that influence is multidirectional and
noncoercive. The basic cultural values in North America make it easiest to think
of leadership as something a leader does to a follower.12 However, leadership is
reciprocal. In most organizations, superiors influence subordinates, but subordinates
also influence superiors. The people involved in the relationship want substantive
changes—leadership involves creating change, not maintaining the status quo. In addi-
tion, the changes sought are not dictated by leaders but reflect purposes that leaders
and followers share. Moreover, change is toward an outcome that both the leader
and the followers want, a desired future or shared purpose that motivates them toward
this more preferable outcome. An important aspect of leadership is influencing others
to come together around a common vision. Thus, leadership involves the influence of
people to bring about change toward a desirable future.

Also, leadership is a people activity and is distinct from administrative paper-
work or planning activities. Leadership occurs among people; it is not something
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EXHIBIT 1.1 What Leadership Involves

Leadership
an influence relationship
among leaders and followers
who intend real changes and
outcomes that reflect their
shared purposes
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done to people. Since leadership involves people, there must be followers. An individ-
ual performer who achieves excellence as a scientist, musician, athlete, or woodcarver
may be a leader in her field of expertise but is not a leader as defined in this book
unless followers are involved. Followers are an important part of the leadership
process, and all leaders are sometimes followers as well. Good leaders know how to
follow, and they set an example for others. The issue of intention or will means that
people—leader and followers—are actively involved in the pursuit of change. Each
person takes personal responsibility to achieve the desired future.

One stereotype is that leaders are somehow different, that they are above others;
however, in reality, the qualities needed for effective leadership are the same as those
needed to be an effective follower.13 Effective followers think for themselves and
carry out assignments with energy and enthusiasm. They are committed to something
outside their own self-interest, and they have the courage to stand up for what they
believe. Good followers are not “yes people” who blindly follow a leader. Effective
leaders and effective followers may sometimes be the same people, playing different
roles at different times. At its best, leadership is shared among leaders and followers,
with everyone fully engaged and accepting higher levels of responsibility.

Everyday Leadership
Using this definition of leadership makes clear that leadership can come from
anyone. When we stop equating leadership with greatness and public visibility,
it becomes easier to see our own opportunities for leadership and recognize the
leadership of people we interact with every day. Leaders come in all shapes and
sizes, and many true leaders are working behind the scenes. Leadership that has
big outcomes often starts small.

• Clinical psychologist Barbara Van Dahlen was working primarily with children
in the Washington, D.C., area when she became concerned about the effects
of the wars in Iraq and Afghanistan on the mental health of U.S. soldiers, veter-
ans, and their families. Van Dahlen founded Give an Hour in 2005 to provide
free services that give help and hope to returning service members. The organiza-
tion now has a national network of more than 6,100 mental health professionals
who volunteer their time. Give an Hour also works with other organizations,
such as Bare the Burden, a nonprofit organization that creates an online commu-
nity for veterans to heal by connecting with others.14

• During his five years working as a car salesman, Robert Chambers was
disgusted by how some dealers and finance institutions preyed on low-income
customers. After he retired from a varied career, the 62-year-old electrical engi-
neer decided to do something about it. He founded More Than Wheels, which
helps low-income people buy new, base-model cars at low prices and on good
loan terms. With branches in New Hampshire, Vermont, and Maine, More
Than Wheels has negotiated price and extended warranty deals with a dozen
or so auto dealers and worked with banks to provide low interest rates. More
Than Wheels guarantees the loan and then works with clients to help them
manage their finances, improve their credit score, and improve their future.15

• Wendy Kopp was a senior at Princeton University when she first came up with
the idea of a sort of “Peace Corps for teachers,” a national organization that
would recruit recent college graduates to commit to teach for two years at some
of America’s toughest public schools. One of her Princeton professors admits he
called her “deranged” when she proposed the idea to him. Yet Teach for
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America, the organization Kopp started, became one of the most respected
educational initiatives in the United States. As the organization has grown larger,
it has come under attack, but most observers agree it has changed education for
the better and it continues to harness the idealism of young college graduates as a
force for good.16

There are opportunities for leadership all around us that involve influence and
change toward a desired goal or outcome. The leaders of tomorrow’s organizations
will come from anywhere and everywhere, just as they always have. Do you have
the capacity and commitment required for taking a leadership role in your school,
community, or workplace? You can start now, wherever you are, to practice lead-
ership in your own life. Leadership is an everyday way of acting and thinking that
has little to do with a title or formal position in an organization. As we will discuss
in the following section, business leaders need to understand this tenet more than
ever in the world of the twenty-first century.

THE NEW REALITY FOR LEADERS
Social media. Globalization. Mobile commerce. Geopolitical wars. Renewable technol-
ogies and smart machines. Outsourcing. Climate change and resource scarcity.
Telecommuting and virtual teams. Cybercrime. Redistribution of economic power.
Massive changes in the world mean today’s leaders are facing challenges they couldn’t
even imagine just a few years ago.17 In a survey by the Center for Creative Leadership,
84 percent of leaders surveyed say the definition of effective leadership changed
significantly within the first few years of the twenty-first century.18 And that was
even before social and mobile technologies began reshaping everyday life and work.
Social connectedness and mobility are becoming central aspects of every leader’s job.

Some historians and other scholars believe our world is undergoing a transfor-
mation more profound and far-reaching than any experienced since the dawn of the
modern age and the Industrial Revolution more than 500 years ago. Today’s lea-
ders operate in a world where little is certain, the pace is relentless, and everything
is more complex. This transformation requires a transition from a traditional to a
new leadership paradigm, as outlined in Exhibit 1.2.19 A paradigm is a shared
mindset that represents a fundamental way of thinking about, perceiving, and
understanding the world.

Although many leaders are still operating from an old-paradigm mindset, as out-
lined in the first column of Exhibit 1.2, they are increasingly ineffective. Successful
leaders will respond to the new reality outlined in the second column of the exhibit.

From Stabilizer to Change Manager
In the past, many leaders assumed that if they could just keep things running on a
steady, even keel, the organization would be successful. Yet today’s world is in
constant motion, and nothing seems certain anymore. If leaders still had an illusion
of stability at the dawn of the twenty-first century, it is surely shattered by now.
Consider the following recent events:

• A powerful earthquake in Japan in 2011 triggered massive tsunami waves that
damaged the nuclear reactors at the Fukushima Daiichi power plant and led to
the shutdown of numerous companies, creating supply chain disruptions for
manufacturers around the world. In the wake of the disaster, managers at

NEW LEADER
ACTION MEMO
As a leader, you can recognize
opportunities for leadership
and act to influence others and
bring about changes for a
better future.

Go to
CengageNOW
to complete the
questionnaire
“Intolerance of
Ambiguity” and

see how comfortable you
would be dealing with the
uncertainty facing today’s
leaders.

Paradigm
a shared mindset that
represents a fundamental
way of thinking about, per-
ceiving, and understanding
the world
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Tokyo Electric Power Company (Tepco) were criticized for failing to act
quickly enough to cool the reactors at Fukushima. Trying to protect their
investment, they hesitated to use seawater, which they knew could damage the
reactors, leading to the second-largest nuclear disaster in history.20

• The Arab Spring, a revolutionary wave of protests in the Arab world that
began in late 2010, has created a tumultuous environment for businesses
operating in the region as well as heightened uncertainty and instability for
companies around the world.21 Instability remains elevated throughout the
Arab world, causing problems for both local and foreign organizations.

• In the European Union (EU), Spain, Ireland, and particularly Greece have all
had trouble paying their debts, leading to a possible breakup of the euro system
(the single currency adopted by EU countries). Leaders of multinational firms
doing business in EU countries had to brace for the worst and take steps to
protect themselves, as well as consider what they would do in the event that a
return to national currencies required a rethinking of everything from how to
expand operations to how to pick suppliers or pay employees.22

• Meanwhile, the United States has faced its own debt crisis, and the fallout from
the meltdown in the mortgage and housing industries has continued. Although
the economy has improved, it remains a largely “jobless recovery,” with people
struggling to find work and pay their bills. Companies are struggling too, and
passage of the Patient Protection and Affordable Care Act (passed in 2010 and
upheld by the Supreme Court as constitutional in 2012), which requires that
companies provide health insurance for employees or pay penalties, has
increased the complexity.23

EXHIBIT 1.2 The New Reality for Leaders
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Most leaders, whether in business, politics, the military, education, social
services, the arts, or the world of sports, recognize that trying to maintain stability
in a world of such unexpected and far-reaching change is a losing battle. “You have
to be able to react very quickly,” said Ellen Kullman, CEO of DuPont, referring
to the impact of events such as the Japanese tsunami and the EU financial crisis.
“And the world is so connected that the feedback loops are more intense.”24

Today’s best leaders accept the inevitability of change and crisis and tap into
them as potential sources of energy and self-renewal. Adaptability is the watchword
of the day. The Leader’s Bookshelf on page 11 argues that organizational success
results from leaders who can remain calm, focused, and disciplined in the face of
uncertainty and inevitable change.

From Controller to Facilitator
Leaders in powerful positions once believed strict control was needed for the orga-
nization to function efficiently and effectively. Rigid organizational hierarchies,
structured jobs and work processes, and detailed, inviolate procedures let everyone
know that those at the top had power and those at the bottom had none.

Today, the old assumptions about the distribution of power are no longer
valid. An emphasis on control and rigidity serves to squelch motivation, innovation,
and morale rather than produce desired results. Effective leaders share power rather
than hoard it and find ways to increase an organization’s brainpower by getting
everyone in the organization involved and committed. Rather than being a controller,
the leader is a facilitator who helps people do and be their best by removing obstacles
to performance, getting people what they need, providing learning opportunities, and
offering support and feedback.

One reason for this is that the financial basis of today’s economy is becoming
information rather than the tangible assets of land, buildings, and machines. This
means human capital is becoming more important than financial capital, which
increases the power of employees. “Ideas are now more important than materials,”
as Israeli president Shimon Peres puts it.25 When all the organization needed was
workers to run machines eight hours a day, traditional command-and-control sys-
tems generally worked quite well, but success today depends on the intellectual
capacity of all employees. One of the leader’s most challenging jobs is to enable
people to embrace and use their power effectively.26 When he took over as CEO
of India’s HCL Technologies in 2005, Vineet Nayar (currently vice chairman and
joint managing director) took a huge risk that proved to be a highly effective route
to true employee empowerment.

IN THE LEAD
Vineet Nayar, HCL Technologies
HCL Technologies is a leading global IT services and software development company and
India’s fourth largest IT services exporter. When Vineet Nayar became CEO in 2005, HCL
was losing ground—and some of its best employees—to competitors. Nayar recalls that
HCL “was in a tough spot and we had to do something fast or we were in danger of
being out of the race altogether.”

What Nayar did was revolutionary: He organized the company on the principle of
“employees first, customers second” (EFCS). He had to start by building trust. He decided to
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