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Empowerment
-7he Emperor’s
NMew Clothes

- Chris Argyris

b would mor want more highl
motivated people w seale the 215t
Contury? As one CEO remarcked
o vision. D STrRICEY can De achieved withaut
le and empowered emplovees™ Impresswve
neanes abound an mrernal motvaton, CXPETEs
reach change management. Exceoutives
themselves launch any number of programmes
from reengineering to TOM. Bur hitte of thar
withs. Beengineering has led o impravemenrs
i performance, but v has nor produced the
number of highly monvated emplovees needed
o cnsare high |'.\<.-r|'ur|:||1'|lg
DTSN,

at

consistenthy

There hns been very little growrh in
EMPOWCITTICN T OvaT thie last 30 years, Bur Wh!
rhar 1% so remains 3 addle, The snswer is
complex. The change programs and prctces
Wi L'f'l’li.‘-il Y, AP full of inner contradictions that
cripple innovation, motivaton and drive, Arthe
time CHEOs subily undermine
empowerment, Managers love empowerment
in theary bur the command-and-conrol model
is what they trustand koosw best, For their part,
often anmtbivalent aboot
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S CpOWeCMEnt- it 15 great as longas theyare nat

held personally accounrablel Thus
empowerment s very much bke the emperor's
‘in public and ask

new clothes; we !Jﬂl‘hl:.‘ it Jouad
es privately why we e 't see i,

oursel

Tor undersrand 1‘.‘!1}' there has been nn
transformarion, we need o bemn with
eommirment. (ommirment 18 not justa human
relations coneepr. Tt that
fundameniml w0 our thinking about economic
siratepy, financial govermance, inforfation
technalogy and operatons Commirment §s
abour penerating human enerry and acovatng
human mind. Without it, the
ementaton  of new O TEW
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it ST Hl‘il'!l COMTIeY WS,
Hum:an beings cin commit themsclves in two
fundamenially differenr wavs exeernally and
intermally. Boch are valuable in the workplace,
but only inrernal commimment remnforees

CHPOWCTICNE,

VINTAGE

lmiplementing amd promoting arganisatianal chanpe
i3 L';m::lfi':. arnculared in four srepe Define vision,
define a compentive stratepy consistent with the
vision, define oreanisational work processes that will
deploy the strategy, define individual job
reguirement that fatili
roCesscse rrLL LR :'I'I'.

50 emplovees  can  carry

This process makes sense, 1s rational. Yer the process
i g0 riddled with inner contradictions that change
programs that fullow end up creating confusion,
particularly at the implementation stage, All the sweps
CACHURITE  MOre

empowerment
still only talked
about?
Find out in
-¥VINTAGE

defined  so |-r-.r-.|.w.]l1
external rather than inrernal commuitment. Chamre
programs like TOM are successful because they help
reduce mistakes or because they help emplovees

actually

embrace best practices. But at the same e, it

Wik I'.'

undermines internal commitment, does oot
energy that many execurive s want

Solve the
Successar’s
Dilemma through
- FOCUS

the new source of

Some recommendations that may help
executives think more sensibly about
empowerment

* blatanhy conteadicroary

expamd  inrernal

Dun't  undertake
programs that are intended 1
commitment, but are designed in weiys thar produce

| don't have to be
a leader to be a
leader?
- MUST READ

e """I'I."II COMmMmMmiment.
Understand tharempowerment has its limits. [vis
nor a cure-all and should not be evoked acedlesshy.
cl‘rll.'l.' ]It h:!,.'\u I.'.I{.'{.'li l..'fC:I.'..i‘,".:I. dll Al l]'li‘:tlil.' (£ SF!Tfﬂ'l:{
ihe likely imitsof permissible change,
* Healise thar internal and: exrernal commirment
can coexist in orpanisarions and how they do s

*

Reach out into the
deep realms of
your being in
Ravi's - CORE.

crucial o the ulimare success of empowerment in
the orFanisanon,
#* Establish
empawerment in the crgansaton,
#  Colculase factors 2uch 15 morale, sansfacton, and
cven commitment inm your human  relations
policies, but do nor make them ultmare entera.
They are penultimage. The ultmate goal is
performance.

* Help employess onderstand

compditions

wirrking Crsse

Make your choices
- some
assumptions you
can adopt.

the chotces they

miake shout their awn level of commrment:

Empewerment can run eontrary o human naore,
and be realistic abeut how to achieve and nseit.

- Raprinted from May-June, 1998-Harverd Busness Revaw -




A well-regarded CEO
approaches retrement age.
Towether the Board and he

screen internal candidares but
finally a bright staris hired from
putside the company - with the
assurances that performance will
mean ascent to the top in owo or

three vears.

At first the star dazzles. Tmpressive
stravegic nitavves vield guick
vs managenal

resules and he dey
practices that pet work done
IMees r.".'T:.‘l."li'n':.'i'.. The CEO le'll..l
the Board congrarulare
themselves on 2 wise
choice, Slowly bur =urely
the star’s brilliance beging
o dim, His wake-charge
appraach alicnates the
CEL) and senior
mandagement  and
then offends them
outright. Soon  his
initiatives are
resisted or even
Bltcked,

The designaced
SULCCCESSOr Is
frostrated. The
CELY 15 not
willing o pive
up control of
what he toiled
to build and
still the board expects him to post
impressive  resuls. The successor
himself  knows he must make
organisational and strategic changes
to prepare the company for the Gme
when he will |.l..".l'i,l It ',1|‘|i_;, ver how can
hie ¢l this withaur the CEO% or

serior management support? 1f he
pushes o hard, he alienates the
CEQ; if he docsnt push hard
cnough, his performance won't
warrant a promoeton to the top
spot

Thus the stage is ser for the
“successor’s dilemma™ 2
seemingly inrracrable ser “of
circumstances that has
entingled leaders for as long

[
The Successor’s Dilemma s o cunp unmomer i

as there have been organisations: Indeed the drama
of leadership succession 15 & timeless part of the
humsan condibon. From the time of Saul and
David and Shakespeare’s King Lear. Both the kings
found it difficult o let go after choosing someons
to succeed them. Modern times reflect similar

themes, For the  would-be leader it 15 a nme of

excitementand promise, the culmination of a hard
climb w the wyx For the incumbent leader
succession is the nme o confront the passage of
time, the end of 1 career, and even mortlity jrself.
:\'u ‘.'--UIIL!".‘."
then -the
relationship
between the
Ewer 1% sa
tanght witl
EmMOinn. S

The successor’s
dileminmia can be
aveicome .I‘lj.'
four praicrices
Befaore he
Lcceprs the
numher two
position, the
SUCCESEnT can
learm a5 much as
possible abour the
CEO and assess his
emotonal readiness
to leave his position,
The svecessor can
make it his top

prionny o maig 3

repular communication with the CHOS
can also develop and urilize 4 balanced persomal
advice nebwork to help navipate the steatepic and
fre racil r"'lii'll'."r-!l.";l.]": of the ]l:".;l.]vr:-|'|]i.'1 L:lT:IﬂE._{L'. And
finally, he can sty focussed on the end game- thar
is on his professional goals, not the emotional traps
thar surround them

The peignant and oftcn painful drama of
suceession is as old as Adam and Eyve As one
person oses tonew heights, another must fall, or ar
least step back from the spotlight. Yet leadership
rransitions can be managed in ways thar make
success more likely. The successor can prepare for
the challenge, work assiducusly 1o creare 2 sood
elationship with the incumbent leader. He eanalso
draw an the ouside help of advisers. 1n the end,
the success or failure of a leadership rransition
helongs to the successor, and iralways will.



MUST READ

Lateral Leadership

A (R
mmm Gelting Things Done When You Are Not The Boss. gy
s = g R
P By Roger Fisier and Alan Sharp SR
= Harper Collins, 204 pages Rs 1957 =
e -

Negouaton Master, Roger Fishier bas done “an encore”, Laterl Teadership
1% 4 simple, practical definitive puide oo getting results when you have w
wierk with orhers.

Fisher and Sharp have deseribed siep by seep methodology wo buildup the
portinlic.of leadership skills you reguire if you want to get the best out of
others- ar any level. The entre book is buil around three simple ways you
cohd get arhicrs working rosvards better methods,
= To ASK a question that gets others thinking sbout
a collaborative problem and looking for a solution
% 5 To OFFER vour own thoughts, and invite others
- to use them, build on them or correct them.
= To DO something that will serve as a model for
better behaviour.
Whatever limits there may be on our official autharicy, we seed w0 osec
ourselves s potential leaders) Time and again, we wiall find thar we can
change things for the berrer by using the skills of lateral leadership.

The problems and solutons for good collaboratwen are dlusrrared very
succingtly through smnes and contemporary illustratons thar will be
Farniliar to most of os:Hereis oneexample

There b5 in old rilooad story of an cxpert being called because a brand new
dicsel locomonve would Bot start no mater what the enginecr did. The
capert armived, studied the sitoation: and then gave a light wp o the
lncomotive with 2 hammer, $t started righr up. When the raitroad asked the
L\p-«.rr fora bresk upof the § 1000 Bill, the veply was:

- Hitting the locomaotive with a hamimer £10
- Encaring where mohit ic £990

‘The rask of samulinge pood cooperation is similar. The predse step vou
rakaarthe cnd is a minor parcof the cure.

Prtscl collaboration fails because personal skills ave limited, we have o clue
anwhat s cffective collaboranon and we are unable mmflucnce athers,
The presceiption for all these - lead larerally m avond the acpative
consequences of wlling atherswhiat o dao is whar this bk is all abour. The
authars elaborae on the fve fundamentals of sernng things done

Adm by formulasng resules ro be achieved

[ Earnees the powerof orpanised thowshe

Lrregrare thinking with doing

Offerevervone nchallenging role

Expressappreciation, offer advice.

¥ u

There is a story at the end of the Book thir puwerfully brings Gut the
essence of the book’ theme "'Choose To Help™,

A skepiic challenged Rabbi Hillel *Recite the whiole Torah, standing an one
lerand T will accept thi: wisdom of vour faith". The Rabbi replied,” P nor
do anything toothers which you would oot want done (o vou, Thatis Torah,
The restis commentary”

A pleasure toread and auseiul wol for mobilizing and energizing others (o
petting things done, while you pive a picce of thejizsaw puzzdc,

Happy Introspection!]

)pimen

arm sure many of you would have given a deep thought
to the concept of “real giving” which formed the
content of development of the core In the lastissue,

Real giving is gruth and therefore it is true giving, Perhaps it
should be rechristencd!

This raises the key question that each one asks or needs o
ask himself or herselfWho am | and what s my role.What
am | expected ro do andhow am | expecred to contribute.
What would | like to be known as and what would | like to
be rememberedas.

The idenricy of the individual!

Many times the actions we take or the behaviour we
demonstrare, is fargely relared to our own percepticn of
ouridenticy.

Thiz influences our behaviour i a way that we see the
behaviour as natural and not influenced by identity. Partly
because we are working in such a busy world that we have
na time o sit down and find what our identicy is.

The key to the development ef the core lies in this
introgpection.We perform different roles, as an Employee,
as a Manager, as a Leader, as a Spouse, as a Parent, as a Son
or 2 Davghter,asa Friend,asa Colleague.........

Many of these roles demand, seemingly, different types of
approaches and behaviour from us. However, in the
different roles we perform and we are expected o
perform in a deeper way, there will be common theme er
whiat constitutes the key to these roles being performed
and seen, being performed effectively.

Thizs would mean that the idantity is common irrespectiva
of the roles that we parform. If we understand this identicy
and give a conclusian of what our identity is and what it
should be. the behaviour demanstrated in different roles is
more consistent and more predictable, This sense of clear
identity with true giving leads to asense of fulfilment.

Are we ready in this different quest of defining what our
identity is?

- Llnell mexe issiia,

Do




Some widely held
assumptions

Some different a:isulfrl;::i:imm,'.fi =
you can adopt

Problems are somecne slse's fault.

Perhaps | can make a difference.

-"Elr;;ﬁ-h's not much | can do to change the way others behave,

The easiest way to change behaviour of others s to change my own.

Evaryone learns new skills by trying to do what we are not goodae |

Whatever | ty probably won't wark,

== ;’rylrg to do something | am not good at is embarrassing,

Only by trying will | discover what worlks,

Some of these ideas are useless,

| can adapt chese ideas and find chem useful.

| don't have to get involved,

The more invalved | become, the fuller the life | lead,

| can pet away with looking the other way.

I can choose to help.

NOTES FROM ALL OVER

“Productivity is being able to do things that you were never
able to do before”.

- fim Manzr
“If you do things well, do them better. Be daring, be first, be
different, be just.”

- Anitx Roddick
“You can never over coordinate.”

- Cle Cox
“Mothing is more dangercus than an idea when it is the
only one you have.

- Ermife Chartier
" The problem is net thar there are problems The problem
is expecting otherwise and thinking that having problems is
a problem.”

- Theodore Rubin
“Decisions must be made at the lowest level for the
management at the top to retain effectiveness”,

- Saxan Tate
*This is what customers pay us for-to sweat all the details
so it is easy and pleasant for them to use our computers””

- Steven
“Leadership is to get men to do what they don't want and
like that”

- Harry 5.Truman
A leader is a dealer in hope”

- Mapoleon Bonaparte
“A man who is worthy of being a leader of men will never
complain about the stupidity of his helpers, the ingratitude
of mankind, nor the inappreciation of the public.”

- William Boetcker
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- Extract from the book “Lateral Leaders.hq::"‘:
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