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Foreword

When I had just begun my clinical training, too many years ago to try to remember without the refreshing help of old scrapbook pictures, my 19 fellow students and I were caught up in the zealous wish to become the top-notch psychologists we assumed our mentors to be. If only we could infer from test responses and patients’ verbalizations those profound conclusions our mentors seemed to pull out of the psychological air! And if only we could watch them at work and learn to do what they did, we, too, could acquire the magic wand of sophisticated technique that would convert us from bumbling students who were not yet allowed to administer Rorschach tests to full-fledged, card-carrying (in the American Psychological Association, of course) psychologists.

Fortunately, we could watch in small groups, through the one-way glass as the chief magician, Dr. David Rapaport—our revered Hungarian genius mentor—demonstrated his skill. But there were two problems. The first problem was that it was hard to stay awake in that hot, stuffy, makeshift observation room in a not-yet air-conditioned building that the Menninger Clinic had pieced together from a hot-dog stand and a barn. Yet somehow we must, for certainly, later, he would pointedly ask us what we had seen and how we understood it. He, who in his lectures on psychological testing could draw on illustrations from Dick Tracy to Schopenhauer—not to mention on his inexhaustible knowledge of Freud—would not be satisfied with banalities. No, he expected us to be scientists, to observe, record, infer, interpret, and arrive at logical conclusions. Even so, our heads nodded. From time to time, one or another of us suddenly would snap our head back in a desperate effort not to miss even the patient’s subtle twitches. To make matters more difficult, no matter how hard we concentrated, Dr. Rapaport’s heavy accent masked our understanding of what he was saying. Yet somehow, the patient understood. That was a lesson in itself.

The second problem was that no matter how much one observes, no matter how much one tries to imitate the master, imitation is not the same as understanding. Even a parrot can imitate. But understanding evolves out of experience that generates insights. If transmitted experience is to generate insight, ideally it must be organized in steps that the learner can follow, with illustrations that make the point. In real estate the identifying slogan is “Location, location, location.” In teaching, the parallel might well be “Organize, synthesize, exemplify, repeat.” That parallel is followed in this book. Thus, learners establish a frame of reference to systematize their learning and a method to apply what they learn. Without a system, there is just a jumble of facts, theories, or analogies. (The literature on leadership behavior ranges from applying psychology derived from research with rats to urging the reader to emulate examples that range from ancient military heroes to contemporary football coaches.) Without a method for application, one cannot test what one practices, nor can practice lead to insight and, ultimately, wisdom. It is wisdom, after all, that characterizes effective practice and earns the respect of patients, learners, and colleagues alike.

This book is a life history. It is not an autobiography in the usual sense. Nor is it an evolutionary document that starts from a birth and continues to a death. It does not explain what great predecessors have done. It does not lend itself to banner headlines or glib psychological answers to complex questions, nor does it delve into complex theory. It is a thoughtful digestion, reorganization, reintegration, and recounting of the author’s lifetime professional experience, which takes advantage of what he has learned from a surprising number of other people. The book draws on more than 30 years of the author’s labor and learning and is intended to guide those who help executives professionally or who wish to do so.

In addition to integrating the literature on leadership to include not only behavior, but also issues of selection, coaching, counseling, and the fit of the individual to the organization, the author develops two themes that are not usually integrated into books of this genre. The first is an emphasis on the concurrent roles of emotions and productivity in leadership effectiveness. The second is an emphasis on health. Although much has been written about the health of leaders, rarely has it been the specific and integrated focus, as in this book, on leadership effectiveness. Furthermore, rather than merely citing the usual generalities about the relationship of exercise, diet, and tension relief to leaders’ health, the author takes the reader into specific energy patterns, body shapes, personality patterns, and stress responses that then become the basis for custom-tailored nutritional strategy, exercise strategy, and stress-reduction strategy. The combination of more than three decades of extensive consultation practice with leaders, based on training in psychology and psychiatry, as well as on an understanding of management, makes for a unique and uniquely helpful book.

Harry Levinson, PhD

—Author of Executive, chairman of the Levinson Institute, and Emeritus Clinical Professor of Psychology in Psychiatry, Harvard Medical School
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Introduction

A recent Gallup poll indicates that nearly 55% of workers across all corporations, large and small, have such low motivation for their jobs that corporate productivity and profits have been notably compromised. Successful corporations employ management practices that motivate employees at all levels. Such corporations require their executives to meet a performance standard and expect these individuals to mobilize employee commitment and motivation. On a day-to-day basis, this means ensuring that competent and motivated employees are hired, developed, and retained. For instance, Jack Welch, the recently retired CEO of General Electric, initiated the policy of eliminating 10% of GE’s least effective employees every year since the 1980s, when he became CEO. The goal of this policy was to replaced unproductive, unmotivated employees with more motivated ones. Although undoubtedly there may be less dramatic ways of dealing with this critical issue, the point is that major differences exist between effective and less effective corporations, just as differences exist between effective leaders and less effective leaders.

This book is based on three premises. The first is that leadership effectiveness is a function of both leader productivity and health. The second is that leadership effectiveness significantly leverages and impacts corporate effectiveness—that is, corporate productivity and health. The third is that corporations are continually searching for strategies to increase leadership effectiveness in order to maximize corporate productivity and health.

In other words, effective executives can significantly impact the productivity and health of an entire organization. Such executives wield considerable power and influence and make decisions that affect the lives of many individuals every day. When executives function optimally, people who report to them are likely to be highly productive and to enhance the success of their corporations. When executives function suboptimally, the opposite occurs. It is no wonder, then, that corporate boards of directors and top management place a high priority on finding and retaining effective executives and on supporting leadership-development initiatives that maximize the productivity and health of these leaders.

Before proceeding further, I should say what effective leadership is not. Effective is not synonymous with being “successful,” if success only means being highly productive or profitable. Rather, effectiveness means balancing personal development—of self and employees—with productivity. Furthermore, the effective leader is ethical, generative, and self-transcending—meaning that leaders can look and act beyond their own needs and concerns to the needs of the organization and of the community. By these criteria, many leaders are ineffective. Nevertheless, awareness is growing on the part of corporate boards and CEOs that effective leaders are essential to the development and maintenance of vital and effective corporations. Accordingly, they are responding in two decisive ways: first, by aligning this leadership-development initiative with corporate strategy and, second, by allocating the necessary resources to achieve this initiative.

This book is a response to that important initiative. It is based on my experience as an executive and as a consultant to executives. It covers the determinants of effective leadership. It also describes and illustrates strategies that executives, and those who consult to them, can use to maximize productivity and health. Seven such strategies are given: organizational consultation, leadership development, executive policy advisement, executive coaching, executive consultation, executive counseling, and executive health promotion.

Executive coaching, executive counseling, executive consultation, and executive health promotion are four powerful strategies for maximizing an executive’s effectiveness. Executive coaching increases executive effectiveness by increasing both strategic management and interpersonal or “emotional intelligence” skills. Executive counseling increases executive effectiveness by removing emotional blocks to high performance, whereas executive consultation increases executive effectiveness by assisting the executive in critically reviewing personal and corporate concerns, circumstances, and alternatives. Executive health promotion will maximize executive energy, stamina, and well-being, as well as reduce and possibly eliminate chronic disease processes.

Nonpsychologically trained management consultants may have much to offer corporations by increasing organizational effectiveness, usually through improving operational and management systems, as well as work group performance. Although increasing numbers of these consultants provide coaching to executives, it is the contention of this book that psychologically trained professionals can be even more effective in coaching, counseling, and consulting with executives. In other words, professionals with training and experience in individual, couples, and group therapy have much to offer executives who need to increase their leadership effectiveness. This book introduces such professionals to the knowledge and skill base they need to work with executives. It will be of particular interest to clinicians who want to learn more about the psychological and organizational dynamics that drive executive behavior, as well as how to increase leader effectiveness.

This book reviews and integrates the latest information and research data on the determinants of executive productivity and health in a reader-friendly fashion. It provides capsule descriptions of theories and research findings, along with tables and figures that summarize key points. Several examples and detailed case studies explain and illustrate how this information and the seven leadership development strategies can be practically and usefully applied.

Effective Leadership: Strategies for Maximizing Executive Productivity and Health breaks new ground in emphasizing the link and interaction between productivity and health. A unique feature is the discussion of the determinants of executive health and well-being and their relationship to leadership and corporate effectiveness. Case material illustrates specific strategies for maximizing executive health. Another unique feature is a discussion and illustration of the importance of recognizing and assessing the impact of an executive’s character on productivity and health.

This book will be of interest to three groups. The first group is clinicians—psychologists, social workers, psychiatrists, marital and family therapists, and other professional counselors who want to expand their professional horizons and practice patterns—and management consultants. The second group is students and trainees in course work and seminars on leadership, coaching, consultation, and corporate counseling. The third group is executives who want and need to increase their own productivity and health. Increasingly, executives are becoming more aware of how their energy level and stamina, as well as the stress of extensive travel, impact their health and productivity. Many are either reluctant to mention this to others or haven’t been satisfied with what they have heard or read.


The Book's Plan

This book has two main parts. Part 1 consists of five chapters and is entitled “Effective Leadership.” It provides the reader with a conceptual framework to understand and appreciate the dynamics and determinants of executive leadership.

Chapter 1 describes the economic and emotional value of leadership effectiveness to corporations and their employees. It presents a continuum of leadership effectiveness—from derailment-proneness to highly effective or peak performance leadership—and illustrates the continuum with several case studies. Chapter 2 explains current models and theories of executive leadership. It summarizes and integrates these models with recent quantitative and qualitative research on leadership effectiveness and proposes an Integrative Model of Leadership Development. Chapter 3 focuses on the requisite skills and competencies of highly effective leaders. Chapter 4 covers common personality and leadership styles in executives. Chapter 5 describes the context for leadership, which includes organizational dynamics, family dynamics, and the dynamics of the job itself.

Part 2 consists of six chapters and is entitled “Strategies for Maximizing Productivity and Health.” It provides the reader with detailed descriptions of several cutting-edge strategies for promoting executive and corporate effectiveness. Chapter 6 presents a practical approach to completing a comprehensive assessment of leadership effectiveness and the personal and contextual factors that facilitate or impede it. Chapter 7 surveys seven powerful strategies for increasing effectiveness. Four of these strategies are described and illustrated in separate chapters: Chapter 8 focuses on the practice of executive coaching, chapter 9 on the practice of executive counseling, chapter 10 on the practice of executive consultation, and chapter 11 on the practice of promoting executive health.


Part 1 The Effective Executive Leader



1 Profiles of Leadership Effectiveness
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You see them every day in the office or in the community. They are executives who can and do wield considerable influence. Although they share a number of commonalities, they are also unique in many ways. One of the ways in which they differ is in leadership effectiveness, as noted in the following profiles.

Profile # 1: Wesley Saunders was surprised to learn that he had been passed over for promotion. For a week he had sulked and wondered why he had not been invited to join the top-management team. It was not for lack of credentials, he concluded, because his pedigree included an MBA from Wharton and 5 years at Price-Waterhouse prior to assuming his present position. So what else could it be? After 3 years in this smaller and less prestigious firm, he had expected to have no trouble moving into a senior leadership position. He knew that his unit had met its projections nearly every quarter, and he was confident that he got along well with his peers and direct reports. Nevertheless, he seemed unaware that his superior was being pressured to terminate him. Although the superior had some misgivings about the productivity of Saunders’s unit, he was more dismayed by Saunders’s attempts to be accepted by employees “as a regular guy” by second guessing and even mocking top-management decisions. Saunders appeared oblivious of the inappropriateness of his actions.

Profile # 2: Expectations were high that Alex Vasquez would accomplish big things as the new vice president of sales and marketing. After an exhaustive 18 month-search, it seemed that landing Vasquez was too good to be true. He had excellent credentials and references, he was handsome and friendly, and he had great chemistry with the CEO and the executive team, something that the other two candidates seemed to lack. From the moment he started, Vasquez seemed to be on the road at least 3 weeks a month, ostensibly rallying the sales forces in the South and on the West Coast. When he was in town, attending the weekly top-management meeting, he could provide only general answers about sales projections because he had delegated so many responsibilities to his staff. For the first 3 months the CEO did not press the matter, although he was concerned that some people in outlying offices had not yet met the new VP of sales and marketing. A month later the CEO announced that an off-site retreat for the executive team had been scheduled for the upcoming weekend and that it was top priority, given the significant downturn for the current quarter. Everyone showed up but Vasquez, and no one seemed to know where he could be reached. The day before the retreat, the COO had made an offhand comment to the CEO about being uneasy about sales and marketing and wondered if the new VP was really too good to be true. Immediately after the retreat, the CEO conducted his own review of sales and marketing, calling every district sales manager, and was deeply disappointed by what he heard about sales and about Vasquez. His first impulse was to terminate Vasquez immediately.

Profile # 3: Yesterday marked Wendy Jenz’s first year as vice president of product development. She had quickly established a reputation as a steady performer with a no-nonsense style. She met or exceeded quarterly quotas, something that her predecessor had been unable to accomplish consistently. She was a welcome addition to the otherwise all-male top-management team. There were, however, some concerns about her. One was that recent data showed that turnover in her division was nearly 20% above the company-wide figure. Because the availability of engineers and other skilled workers in the regions was limited, and employee performance and developmental coaching were not priorities for her, the CEO had noted this observation in Wendy’s first annual performance appraisal report. When the CEO approached the matter in their performance appraisal meeting, Wendy replied that she expected everyone to give 100% or else. Needless to say, morale was low in her division. The other concern was that she seemed to take more sick time than any other executive did. She dismissed these concerns as “necessary consequences of being a high-flying Type-A personality.” Initially, after watching Wendy’s performance in her first 3 months, the CEO was convinced that she would be able to succeed the current COO when he retired in 9 months. Now, he was not sure that Wendy would be a good fit for that position, given its additional stressors and interpersonal requirements. He hoped that things might still work out and wondered if coaching would be sufficient to make a difference.

Profile # 4: Wallace Quade had the enviable reputation of being a leader who made things happen. As CEO of an academic medical center, he was known and admired in the community for his vision, integrity, and charm. Despite the crisis in health-care reimbursement that impacted all medical centers, Quade had the distinction of maintaining balanced budgets for 10 of the 11 years he had been CEO. Only one other medical center in the nation had come close to matching this accomplishment. Annual staff turnover, which averaged 18 to 23% at many other medical centers, was a mere 4%, largely due to Quade’s capacity to create a family atmosphere and a sense of commitment among his 2,200 employees. At age 57, Quade kept hours that none of his younger executive staff members could match. He had early breakfast and dinner meetings and receptions with stakeholders nearly every day of the week, except weekends. On weekends, when he was not in Washington testifying before Congress or attending professional meetings, he managed to get away from the medical center to spend time with his family, which included several grandchildren. Although he was amazingly active and energetic, one never got the impression that he was rushed or in a hurry. He exuded an unmistakable sense of harmony and centeredness, which positively influenced the rest of his top-management team. No one could remember his taking any sick time during his 11 years as CEO at the medical center. His colleagues insisted that he had to have a cast-iron stomach to continue to sample the various ethnic cuisines at the many receptions he regularly attended in the community. Not surprisingly, the chair of the medical center’s board of directors is considering asking the board, at its next meeting, to approve Watson’s contract for another 3 years.

These four profiles reflect varying degrees of leadership effectiveness. The purpose of this chapter is to provide the reader with an approach to understanding and analyzing or profiling leadership effectiveness. Accordingly, it describes a continuum of leadership effectiveness. Before that, it lists three basic premises regarding effectiveness, the nature of executive leadership, and the value of leadership effectiveness to corporations.


Three Basic Premises about Leadership Effectiveness

This is a book about leadership effectiveness and strategies for increasing it in executives. Some of the four profiles cry out for strategies to increase leadership effectiveness. Several questions may be asked at this point: What defines and characterizes leadership effectiveness? Is it high productivity or performance? What is the relationship of leadership effectiveness to corporate effectiveness? How can leadership effectiveness be increased?

Before I address these questions, a clarification of terms is necessary. Given that some of these terms are used synonymously, it is essential that they be defined and differentiated.


	Productivity is a measure of outcomes and is the ratio of input to output. Increased productivity means higher profits, competitiveness, or market share.

	Performance is a less precise term, in that it reflects both process—that is, how things get done and how long it takes—and outcome, that is, productivity and quality.

	People refers to employees, leaders, and other stakeholders involved with a given corporation or organization. This term includes the skills, talents, competencies, and needs of these individuals.

	Health, like productivity, is also a measure of outcome and is reflected in both individuals and the corporation. Health for individuals involves physical and psychological well-being. It includes health status, level of psychological functioning, job satisfaction, and so on. Health for the corporation includes absenteeism rates, turnover rates (particularly executive derailment), direct and indirect costs associated with disease management and disability management, return on investment for health promotion programs or initiatives, and commitment to the organization, to name some of the more obvious ones.


The effective leader operates concurrently on two tracks: one is the performance track, for which the end point is productivity; the other is the people track, for which the end point is health. The effective leader tracks both simultaneously. In other words, effectiveness involves both productivity and health.

The first basic premise of this book is that leadership effectiveness is a function of both productivity and health. In the past, the productivity track or dimension of leadership effectiveness was unduly emphasized. Management assumed that leaders only needed to focus on the productivity dimension; the people dimension really didn’t matter. The price of this one-sided emphasis has been high—for example, low commitment and morale, high rates of burnout, and increasing health costs. Nevertheless, research data and firsthand corporate experience confirm the intricate link between productivity and health. I will repeatedly point out such research in this and subsequent chapters. In addition to leadership effectiveness, there is also corporate effectiveness. In fact, a close link exists between both.

The second basic premise of this book is that leadership effectiveness significantly leverages and impacts corporate effectiveness—in other words, corporate productivity and health. The reciprocal is also often true. That is, highly effective corporations tend to attract, hire, and retain highly effective executives. Such corporations are also very likely to transform executives with average levels of effectiveness into higher-functioning executives. This transformation occurs because of the influence of a corporate culture that prizes and rewards effectiveness, the allocation of significant resources for leadership-development initiatives, and the provision for easy access and regular mentoring by senior executives.

The book’s third basic premise is that corporations are continually searching for better strategies to increase leadership effectiveness in order to maximize corporate productivity and health. As corporations have come to better recognize and appreciate this leverage, they have focused on increasing resources for leadership development and enhancement. The goal is to develop the potential of new executives and enhance the capacity of the corporations’ existing executives.


The Nature of Executive Leadership

Wesley Saunders, Alex Vasquez, Wendy Jenz, and Wallace Quade share one thing in common: All four occupy executive leadership positions. Executive leadership, also called senior leadership or strategic leadership, is a unique type of leadership. It involves leadership at the systemic level, with primary responsibility for formulating strategy and ensuring the best possible alignment or “fit” between the organization and its external environment and stakeholders. Executive leadership differs considerably from leadership at the organizational or multiunit level, as well as from leadership at the unit level. Roles and tasks can be reasonably differentiated among these three levels of leadership. Notable differences exist in the type of strategic operational focus and time span at each level. Strategic focus refers to the specific role function of strategy formation at a given level; operational focus refers to the specific role function of strategy implementation at a given level; and time span refers to the frame of reference—from as short as 1 month to as long as 20 or more years—during which decisions about tasks and goals need to be conceptualized to optimize outcomes. Table 1.1 summarizes these differences.


Table 1.1 Levels and Focus of Leadership	
Leadership Level
	
Strategic Focus
	
Operational Focus
	
Time Span

	
Systemic Level
	
Formulation of overall strategy: alignment with external environment
	
Strategy implementation system-wide via structural and cultural change
	
Short term to long term

	
Organizational Level
	
Translation of the overall strategy for multiunits
	
Resource allocation; empowerment, motivation, and coaching of personnel
	
Short term to medium term

	
Unit Level
	
Translation of the multiunit strategy to unit goals and tasks
	
Resource distribution, task assignment, motivation and coaching of personnel
	
Short term





The Value-added Benefits of Executive Effectiveness

Presumably, a leader’s level of effectiveness can be quantified and translated into value for the corporation. Unfortunately, because it is much easier to quantify the value of production-line employees than senior executives, considerably more data are available on the value added to corporations by highly effective leaders. That being said, some data and estimates suggest the value that effective leadership adds to an organization. For example, highly effective executives—also called peak performers—are noted to have productivity rates that are 25 to 50% higher than their minimally effective—also called poor performers—counterparts (Beatty, 1994, p. 19). Two large retrospective studies suggest some actual dollar values associated with the efforts of effective executives. In their study of 193 corporations over a 19-year period, Weiner and Mohoney (1981) reported that leadership accounted for nearly 44% of variance in profit margins as well as 47% of variance in stock prices. Similarly, Barrick, Day, Lord, and Alexander (1991) reported that in 132 corporations studied over a 15-year period, an executive added $25 million—after taxes—to a corporation. Because this data was collected and analyzed more than 10 years ago, the current value-added figure would likely be considerably higher.

Minimally effective executives are sometimes referred as derailment-prone. Derailment refers to executives who are “off track” when it comes to matters involving performance, people, or both. Reasons for derailment are described in a subsequent section. Derailment and other forms of poor productivity and health are very costly to corporations. At the present time, accurate data on the total costs to corporations are yet to be established. However, it is possible to provide some estimates, based on what it costs to replace an executive who has derailed. Beatty (1994) has calculated the direct cost of replacing a minimally effective lower-level executive in the early 1990s. Assuming that this executive commanded a salary of $75,000 in 1994, the direct costs for a severance package—including pay and benefits, outplacement assistance, and recruitment costs to refill the position, such as search firm fees, candidate travel expenses, and moving expenses—come to $165,000. In today’s dollars, that would be over $200,000.

But this figure does not include the indirect costs associated with this termination. Indirect costs include a number of factors, such as lost productivity while the terminated manager was employed, lost productivity while the firm awaits replacement, training cost and lost productivity during the training period, lower morale and lower productivity of subordinates, increased difficulty and expense of recruiting others, higher unemployment insurance rates, lost credibility of the management function, possibly litigation costs associated with wrongful discharge, and so on. Beatty notes that many consider the indirect costs to be at least 5 to 10 times more than the direct cost. For the lower-level executive position, Beatty (1994) estimated the indirect replacement cost to be between $750,000 and $ 1.5 million (p. 29). In today’s dollars that figure would more likely be $ 1–2 million. Thus, the combined indirect and direct replacement costs would be between $1.2 and $2.2 million. For a senior-level executive, below the level of CEO, with salary and benefits in the range of $400,000 to $500,000 per year, the combined indirect and direct replacement costs would be considerably higher. Given the golden parachute clauses that are common in executive employment agreements, the replacement costs are often in excess of $5 million for executives below the level of CEO and often over $10 million for low-profile CEOs.

If effective executives add $25 million over the course of the years they spend at a corporation, as noted in the study by Barrick et al. (1991), cited previously, what about the impact of minimally effective executives? Based on Beatty’s (1994) estimate that effective individuals may be 50% more productive than minimally effective individuals, it could be argued that minimally effective individuals would produce 50% less value to a corporation. Thus, assuming that minimally effective executives remained in their positions for as long as effective executives, the minimally effective executive would add only about $ 12.5 million instead of $25 million to the corporation.


Patterns of Leadership Effectiveness

Earlier, effectiveness was defined as a function of both productivity and health. The effective leader was described as simultaneously functioning on two tracks; the performance track, for which the end point is productivity; and the people track, for which the end point is health. Productivity was defined as a measure of task and people outcomes, whereas performance was described as a more inclusive term that includes both process—that is, how an executive relates to others—and outcome, or productivity. Health reflects the people dimension and includes job satisfaction, commitment, morale, and personal well-being.

Thus, a leader may manifest high levels of productivity in the short run but might not be an effective leader. In the integrative model of effective leadership, which will be described in chapter 2, a productive leader may exhibit only one or two of the seven competencies that characterize the effective leader.


The Leadership Effectiveness Continuum

Efforts to study leadership effectiveness have provided important clues about the requisite attributes and competencies associated with effective leader functioning. One of the first and most interesting sets of studies of leader effectiveness was described by Luthans and colleagues (1985, 1988). Their initial efforts to isolate the attributes of successful leaders led them to operationally define different types of effectiveness. In a 1985 study they reported their findings on attributes of successful managers at various levels of an organization. They found that “success,” operationally defined as salary increases and promotions, did not appear to be associated with traditional leadership attributes or functions, such as greater involvement with strategic planning and coordinating activities, as were associated with top management. Rather, success was associated with networking activity, particularly with outside constituencies.

In a subsequent study, Luthans (1988) further differentiated successful managers from those he called “effective” managers and “average” or traditional managers. Effective managers were defined as those who achieve the highest levels of productivity and quality by motivating workers. Successful managers were defined as those who achieve rapid career outcomes, in addition to above-average levels of productivity in their units. Average managers, by contrast, were defined as those who achieved low to average productivity, quality, and career advancement.

It is interesting to note that whereas those designated as effective managers spent more time with their own employees and networking with colleagues inside the corporation, those designated as successful managers spent more time networking with individuals outside the organization. Unfortunately, no measures of employee commitment were reported to differentiate the impact of the three different leadership patterns on long-term organizational effectiveness. It might be speculated that those designated as effective managers would be more likely to mobilize employee commitment to the organization than would the so-called successful or average managers. Probably the most valuable insight from the Luthans research was the effort to operationally define leadership effectiveness. Of necessity, an integrative model of leadership development and effectiveness, described in chapter 2 of this book, must define and differentiate various levels or types of effectiveness.

This section delineates a continuum of three levels of leadership effectiveness and then briefly describes each of these three levels. The relationship of these three levels to the proposed integrative model will be further amplified in chapter 2. Figure 1.1 illustrates the continuum dimension of the integrative model.

[image: ]Figure 1.1 The Leadership Effectiveness Continuum
Of the three descriptions that follow, only “Minimally Effective Leadership” will be described in detail. In many instances, executives functioning at this end of the continuum are unlikely to remain in their positions for long, because either they are forced to leave or they derail. Occasionally, these individuals may be offered coaching or another executive-development strategy. Usually, however, coaching is provided to executives who are functioning in the average to moderate range of effectiveness. They are more likely to be responsive to interventions aimed at maximizing their productivity and health than are executives with lower levels of effectiveness.


Minimally Effective Leadership

Approaching the far left of the Leadership Effectiveness Continuum is minimally effective leadership. Minimally effective leadership is characterized by productivity problems, health issues, relational behaviors, or all of these that are well below average functioning. Derailment reflects a form of minimally effective leadership. As noted earlier, derailment means “getting off track” because of disappointing performance. The derailed executive is someone who “either leaves the organization non-voluntarily (through resignation, being fired, or retiring early) or is plateaued as a result of a perceived lack of fit between personal characteristic and skills and demands of the job” (Leslie & Van Velsor, 1996). In the executive profiles that opened the chapter, Wesley Saunders and Alex Vasquez are examples of executives who function at this level. Although Saunders has been average on the productivity dimension, he appears to be only minimally effective on the people dimension. On the other hand, Vasquez appears to be only minimally effective on both dimensions.

Statistics and Reasons for Derailment: What are the chances of an executive derailing? Someone assuming a new or different executive position today has a 40% chance of derailment within 12 to 18 months (Betof & Harrison, 1996). An American Management Association study reported that 22% of employers surveyed had fired an executive from a position that person had occupied for less than 3 months (reported by Johnson, 2000). Johnson (2000) contends that underdeveloped “emotional intelligence” (Goleman, 1998) is a major reason for derailment.

Leslie and Van Velsor’s research describes some of the factors contributing to derailment. These include poor working relations, excessive ambition, and excessive authoritarianism (Leslie & Van Velsor, 1996). A British survey indicated these reasons for executives’ derailment: 82 % failed to build partnering relationships with subordinates or peers; 58% were confused or unclear about job expectations; and 50% lacked the necessary internal political savy (Manchester Consulting, 1997). Finally, a recent article in Fortune argued that executive failure and derailment are not matters of having the ability and vision to succeed, but are rather problems in execution. Derailed executives were characterized as indecisive, missing deadlines, and failing to keep commitments. The article suggested that the reason for derailment is a failure of the selection process—that is, a poor match or fit between executive and position, or not recognizing and addressing the problem soon enough (Anonymous, 1999).

Patterns of Derailment-Proneness: Hogan, Raskin, and Fazzini (1990) describe profiles of three patterns exhibited by ineffective or derailment-prone leaders. They contend that each of these patterns limits performance or precludes promotion to executive positions.

	The first pattern is described as the high likability floater. Although individuals with this pattern are quite likable and congenial, they tend to have low achievement motivation, little sense of direction, and a limited capacity for assertiveness and confrontation. Consequently, they tend to placate others and avoid conflict, and predictably, the units they manage exhibit low to mediocre performance.

	The second pattern is called the “homes de resentiment,” which represents the leaders who, although appearing to be competent and charming, actually harbor deep resentment and seek retribution against others. These individuals cannot provide consistency or mobilize trust and commitment from employees.

	The third pattern is described as the narcissist. Leaders who exhibit this pattern typically are overconfident in their abilities and display an exaggerated sense of self-importance. They are also likely to avoid accepting responsibility for failure, to be hypersensitive to criticism, and to resist the suggestions and advice of others, believing that their judgment is superior to others’, including that of their superiors. Unfortunately, though these individuals may make a very good first impression and may initially appear to perform quite well in a new assignment, a simple stressor such as a relatively innocuous criticism may trigger a rageful response.


Hogan’s three patterns are a useful starting point for developing a typology of derailment-proneness, but they are, nevertheless, incomplete. Other characteristics of low effectiveness and derailment-proneness will be obvious in subsequent sections of this chapter. These include character deficits such as difficulty with self-directiveness or irresponsibility, uncooperativeness, and incapacity for self-transcendence. Other characteristics could be fearfulness, timidity, and a lack of authenticity, as well as low levels of cognitive complexity.


Moderately Effective Leadership

Moderately effective leadership is characterized by productivity, health, relational behaviors, or any of these in the average range of functioning. As noted earlier, executives at this level of functioning are the main target of initiatives aimed at maximizing their productivity and health.

In the executive profiles that opened the chapter, Jenz would likely be considered functioning closer to this point on the effectiveness continuum than would Vasquez or Saunders. Jenz has the potential for functioning at a much higher level of effectiveness. There is little question that she has high productivity, but the price paid for it in terms of her health (that is, excessive absenteeism) and that paid by her employees (for example, high turnover and low morale) may well be too high. Presumably, with the aid of coaching or another executive-development strategy, she might be assisted in achieving both high productivity and a higher level of health.


Maximally Effective Leadership

Approaching the far right of the Leadership Effectiveness Continuum is maximally effective or highly effective leadership. Highly effective leadership is characterized by productivity, health, relational behaviors, or any combination of these that well exceed moderate functioning. Very highly effective executives are sometimes referred to as “peak performers” (Lark & Richards, 2000). In the executive profiles that opened the chapter, Wallace Quade would be considered functioning at this level.

This level of leadership effectiveness is the ultimate goal of strategies for maximizing productivity and health. In my opinion, corporate effectiveness cannot be achieved unless a critical mass of executives are close to this end of the leadership effectiveness continuum. To the extent that this critical mass is reached and exceeded, the organization’s culture will shift more in the direction of a culture of effectiveness, which will further shape and facilitate effectiveness behavior among other executives and employees.


Concluding Note

The chapter began with profiles of four senior executives who had differing levels of leadership effectiveness. The organizational impact of each was different, as was the type of concern they evoked in their immediate superiors. Of the four, Wallace Quade is clearly functioning at a very high level of effectiveness. Accordingly, the concern of his superior, the chair of the board of directors, is rather straightforward. Because Quade is a very skilled and effective executive, apparently nothing warrants any action other than the superior recommending and approving Quade’s contract renewal. The situations with Alex Vasquez, Wesley Saunders, and Wendy Jenz are decidedly more complex. A basic concern with Vasquez, who is functioning at a very low level of effectiveness, is determining whether he is salvageable and worth the effort of coaching or counseling, or whether termination is the better alternative. Similarly, with Saunders the question is whether the CEO has a feasible alternative to termination. The concern with Jenz is quite different. She is functioning at an above-average level of effectiveness, but appears to have the potential to function at a high level of effectiveness. The question is not simply whether she might become a viable candidate for COO, but how to address her performance in her current position. She seems to need executive coaching, but her receptivity and responsiveness to it appear uncertain. Executive consultants regularly face these considerations. Traditionally, external consultants have advised senior executives about such matters. In the past decade, however, internal consultants—usually, in-house human resources personnel who have additional training and experience in coaching, counseling, and consulting—increasingly advise senior leaders in their own corporations on how to handle such issues.
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