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LEADERSHIP

New Economy, old values

Ready or not, here comes the New Economy.
Woe to the company whose leaders are not prepared.

By Millard Johnson

nder the leadership of Jeffrey Immelt, Waukesha-based

General Electric Medical Systems has grown into a $7

billion global leader in medical systems, information and

technolopy. Acquisitions include Milwaukee-based
Marquette Medical in 1998, and Madison-based Lunar Corporation
just two months ago. It's a track record that has put Immelt on the
short list of possible successors to the legendary Jack Welch, GE’s
chief executive officer, when Welch retires in April.

An omen of Immelt’s ascendancy appeared in June, when Joseph
Hogan was promoted to executive vice president and chief operating
officer, reporting to Immelt. Industry analysts view the job as an
understudy role. If Immelt gets the top job at GE, Hogan will be
ready to step in and replace him. It’s an example of GE’s long
standing policy that high-level managers have a second-in-command
who will be felly up and ranning when a transition occurs.

Transition is the key word here. It applies not just to execntives
assuming greater responsibilities, but also to the global economy,
which nowadays is being referred to as the New Economy, It is an
economy transitioning from the production of goods and services,
to an economy based on knowledge and information, and existing in
an environment of rapid technological, social and political change.
Significantly, just before his promotion, Hogan had been GE
Medical’s vice president of global e-business, a business segment
widely viewed as the cornerstone of the new economy.

Unlike GE, many companies don’t have an effective leadership
development program or a succession plan. That's the consensus of
several recent surveys of CEOs and HR professionals, which indi-
cate significant tunover in the executive ranks. Many companies are
chronically talent-short in important areas, and are unprepared to
replace key executives. ’

There scems to be a Leadership Gap, although some companies
are still in denial, Much of the blame can be put on the corporate
penchant for cost-cutling and down-sizing. Many middle manage-
ment and assistant-1g jobs have been slashed, and now, when senior
people retire, the qualified back-ups are gone. It’s a struggle now for

companies to find managers who can think critically and act deci-
sively. A corollary effect to down-sizing is a fall-off in executive
loyalty, Survey data suggest that up to 75 percent of executives are
sending out resumes or talking to headhunters,

There seems also to be a fall-off in the number of people who
agpire (o leadership, And who can blame them? Are the rewards
worth all the grief? Theres already plenty of wealth to go around,
and the popular culture encourages us to indulge ourselves in a
“personal lifestyle.”

Corporate leaders today are faced with powerful paradoxes, says
philosopher Peter Koestenbaum. We're living in a time of a soaring
stock market, he observes, and yet there is a sense of acute alien-
ation brought on by the global economy. He speaks of a New
Economy pathology that is driven by impossible demands—better
quality, fower prices, faster innovation—that generate an unprece-
dented form of stress. “People feel pressure to meet ever-higher
objectives in 2ll realms of work, wealth and lifestyle—and to thrive
on that pressure in the process” says Koestenbaum. The challenge
for leaders is to remain sensitive to basic human values.

Kaestenbaum is classically trained, with degrees in philosophy,
physics and theology from Stanford, Harvard and Boston universi-
ties. He has spent the past 25 years applying his insights in philos-
ophy and psychiatry to business management and the challenges of
leadership. He has corporate clients around the globe, and he writes
and lectures extensively. Next month, on November 9, he will be one
of three featured speakers at a leadership symposium at the Midwest
Express Center in Milwaukee. General Colin Powell and Michael
Jones are the other two speakers at the day-long event, sponsored by
the Council of Small Business Exccutives, under the auspices of the
Metropolitan Milwaukee Association of Commerce (MMAC).

Authentic leaders accept the fact of life’s inherent contradictions,
says Koestenbaum. The leadership mind is spacious. It has ample
room for the ambiguitics of the world, for conflicting feelings, and
for contradictery ideas. He believes the central leadership attribute
is the abilily to manage the polarity of cheices in life. How can |
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devote myself [ully to both family and
career? Am 1 a boss or a friend? A loverora
judge? Greatness or mediocrity depends on
how one responds (o these polarities,

“Nothing can be more practical than
for people to deepen themselves,” says
Koestenbaum. “The more you understand
the human condition, the more effective you
are as a business person. Human depth
makes business sense, ... We all have the
capacity to be great, Greatness comes from
recognizing that your potential is limited
only by how you choose.”

ow in its 16th, year the symposium is
Nan annual highlight of an on-going
effort by council members to improve
the performance of their businesses.
Members meet regularly to “learn from the
best and from each other,” utilizing a
network of professional relationships and
resources. It's a convenient forum (o share
best praclices and learn emerging strategies
from local, national and global leaders.
Lately, many mecmbers have shown a
growing interest in issues related to leader-
ship development.
“Members realize that leadership is crit-
ical as we move into the new economy,” says

Shclley Jurewicz, exceulive director of the
MMAC's Business Performance Network.
"There's no doubt that how we [ead is
changing—that the old models are not
working. This symposium provides
members with fuel they will need to be more
productive in their leadership roles”

Leadership is a topic gaining currency
throughout both the private and public
seclor. Business schools incorporate leader-
ship into the curriculum, and a number of
private firms have emerged to mold rankers
into leaders,

“Nothing is more practical
than for people to deepen
themselves. The more you
understand the human
condition, the more effective
you are as a business person.”

- Peter Koestenbaum,
business philosopher

We can |earn about leadership, but can we
be taught to be a leader? Are leaders born or

made? The nature/nurture dichotomy will
probably never be setiled, but the literature
conlinues to accurnulate, Studies often focus
on certain traits that are commeon to leaders
as disparale as Thomas Jefferson, Ho Chi
Minh, Bill Gates and Cochise.

“It would be great to find traits that are
consistently associaled with "born leaders;’
but reviews of studies generally conclude
that the trait approach has not been fruitful,”
says Ray Aldag, a professor of business
leadership in the School of Business at the
UW-Madison. “The findings supgest that the
traits needed by leaders may depend on the
situation. Since traits are relatively stable,
it’s unlikely that leaders can develop them
through training "

Part of the problem, explains Aldag, is
that the trait approach considers only char-
acteristics of the leader, while ignoring the
characleristics of the followers and situa-
tions. So, while informatien about the trails
of successful leaders might be useful to
select leaders and place them in suitable
positions, il is otherwise of limited value,

Some writers argue that leadership really
doesn't matter much anymore. They reason
that laws, regulation and societal forces
effectively handeuff the leader. Older,

LEADER OF THE PACK

{ireen Bay Packers president Bob Horlond has
had his leadership skills rigorously ested this year.
He is the organization’s out-frent person in the
effort to secure Financing fo renovate Lombeau
Field. He hos huddled firelessly with legislators, the
governor and {he team’s home fown constituency,
making the case for an assistance package that wil
keep the Packers o vioble team in the Hational
Football League. In a recent interview wilh (R, he
shared his views on various aspecis of leadership.

Competency. | don't pretend 1o be knowledge-
ahle about foolball. | haven't played it since high
sthool. My feeling is, you bring in a very compelent
person 1o run the feothall operation, and then you
leove him olong.

Promotions. My first preferente is to stay
inside, 1o promote from within. Morale s clways
much better when peaple know that, if they're qual-
ified for a job that opens up, thal they have o
genvine chonce of gelling thal job.

Succession. Ron Wolf has four years 1o go on
his contrad, bul he may retire sooner, I've already
tald him that, whenever he decides 1o leave, that he
can identify o suitoble successor. The department
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authoritarian models of leadership are being
rejected. “Dilbert” datly mocks the idea that
upper management has any constructive
effect on the organization. There is a
growing workplace attitude that, hey, we're
ell intelligent, responsible adults here. So if
you want the job done right, get out of my
way and let me do my thing.

But Aldag feels that hierarchical leader-
ship is still important in many situations.
Consensus-building non-autocratic leaders
tend to have satisfied followers. Leadership
probably makes more of a difference in
small and developing firms. In times of
orgenizational change or crisis, there is a
genuine need for a leader who can inspire
and motivate.

leader cannot really choose for
Aothers, says Koestenbaum. By
informing people of this fact, that
alone can be a strong motivator for the
people the leader wants to cultivate, The
leader’s role, says Koestenbaum, is less to
nurture people than to enlarge their capacity
for responsible freedom.
Milwaukee-based Harley-Davidson
Corporation is a texibook example of the
principle of individual responsibility

heads are he ones that deel
with the staff every day, in
every type of situation. | rely
on them to fdentify the ones
wilh managerial pofential.

Depth. We'va always
tried o ook aheod to what
we'll need down the road, in
terms of benth strength. Qur
departmentel managers ore encouraged fo coach
their people. We iry to hire people we can nuriure
and develop info solid players.

Wolf. Ran Wolf is o greal lecder, and he corries
a lot of responsibilities, He has to lead two different
scouling staffs, one for college and the other for the
pros. He's got the Irgining and the video deparl-
ment. From the moment he got here in 1991, he
chonged all those arens and made them better, He's
a very diredl person. He doesn’t waste ony fime. If
he makes a mistake, he admits il and doesn iry 1o
cover up. Thot lokes guis.

Vince: Vince Lombordi showed leadership qual;
ties af a young uge, but he didn't elways pursve the
opporiuaiiies he had. But ane he gof o Green Bay
and took charge of the Packers, he showed great
leadership.

2000 Wisconsin
MANUFACTURER

OF THE YEAR AWARD

We are once again searching for the top manufacturing
companies in Wisconsin. The annual Wisconsin
Manufocturer of the Year Award, co-sponsored by
Michael Best & Friedrich LLP, Virchow, Krause &
Company and Wisconsin Manufacturers & Commerce,
honors manufacturers whe bring excellence o
Wisconsin manufacturing.

AwARDS BANQUET

The 2000 winners will be announced at the awards
banquet on February 22, 2001 at the Pfister Hotel,
Milwaukee. Representatives from all nominated
companies, their nominators, and guests will be
invited to attend this black-lie event.

AwARDS

Awards will be presented 1o Small {1-99 employees),
Medium {100-299}, Large (300-799), Mega
(800+}, and Emerging (in business less than five
years} manufacturers,

e-MOoTY NEW!

A Special Award will be presented to a manufacturer
exhibiling innovative use of the Internet. The Internet has
become a valuable tool for communicating, selling,
coordinating, and educating. It has the capability to help a
manufacturer take and place orders, frack projects, and link a sales
force to inventory. Here's your chance to show off your e-innovalion.

NOMINATIONS

See the nomination form in this issue of Corporate Report Wisconsin.
You can oblain addifional nemination forms from our websites:
www.mbl-law.com, www.virchowkrause.com or www. wmc.org.

Or you can obtain nomination forms by contacting the MOTY
coordinator at B00-362-7301. Al nominations must be received
by December 15, 2000,
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BRILLIANT.

+ Design/Build
+ 24 Jlour Service
- reventive Maintenince

- Phone Systems
» System Engincering

« Tiber Optics/Data Communications

Excellent People... Serving the Best!
800-274-2345

www.tandcelectric.com

Who would know better? Vern Vandenberg
of Community Engineering Consultants was
instrumental in the site planning, design and
construction of ihe AMS Business Park here in
Howard. This 100 acre park is ideally suited
for professional and service businesses looking
for a prestigious location in one of the
Midwest's dynamic growth areas.

“Historically, the economy in the Green Bay
area has been virtually recession-proof because
of the sirong industrial base.

Hugh Thomos

Village of Howard
920-434-4640

2456 Glendole Avenue
Green Bay. WI 54313

“We leel our investment is protected
because of the village's commitment to creating
quality sites for businesses like ours. The vil-
lage can offer help with affordable land and
construction financing through its Revolving
Loan Fund Program."

The peaple of Hotward wwelcome Conmunity
Engineering Consultants. Perhaps your
business future is bere. too. Call ws.
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applied in a corporate setting. During the
1980s the company rescued itself from near
extinction by abandoning its traditional
command-and-control culture, and creating
an open, participatory organization—an
organization in which employees would
want to do better, where they'd care about
the company on a personal level and work
together to improve both individual and
overall performance.

arley’s purposeful transformation is
Htold by Rich Teetlink, the company's

retired chairman and CEO, in a new
book, More Than a Motorcycle, co-authored
by Lee Ozley and published last month by
Harvard Business School Press. When
Teerlink took over as chief operating officer
of the Harley motorcycle division in 1983,
the company had already gained back most
of its lost market share that had plunged it
into financial crisis. While the business
press was applauding this remarkable turn-
around, Teerlink was concerned that compla-
cency would imperil the company’s
continued success. He saw a need for a new
kind of leadership that moved beyond top-
down strategies—a leadership driven not by
its lop executives but by its employees at
every level of the organization.

Teerlink’s book delivers three funda-
mental messages: people are & company’s
only sustainable competitive advantage;
there is no “quick fix” to effect lasting and
beneficial organizational change; leadership
is not a person but a process, to which
every employee is expected to contribute,
Effective leadership, the authors conelude,
entails earning employee commitment,
rather than demanding compliance.

During the past ten years, Harley sales
have grown from $645 million to $2.5
billion. That fact attests to the company’s
management prowess, but it wasn't easy—
there were setbacks as well as victories,
dead ends as well as breakthroughs.
Readers of this starkly-told first-person
account will find lessons that apply broadly
to any business,

Transitions, whether forced or natural,
are seldom easy. Uncertainties about the
hew economy create anxielies in individ-
uals and corporations alike. [t takes
courage to shake off comforting old
routines that limit creativity and entrepre-
neurism. Koestenbaum has this practical
formula for leaders who want to transform
anxiety into strength and security: “Go
where the pain is." CRW



THE ROAD TO LEADERSHIP

Since reliring as chairman and CEO of Harley-Davidson, Rich
Teerlink hasn’t slowed down much. He's doing book signing
appearances for his carporate memoir, More Thon o Molorcycle,
and speaking internationally to corporafions, industry associations
and business schools. Last month he gave Corporate Report
Wisconsin some of his views on leadership.

CRW: What are the elements of an effective leadership devel-
opment program?

Teerlink: Giving people the opportunity to make a difference in
the company. At Harley, we define empowerment s freedom with
fences. Thal fence may be a spending limit, or a limit on resource
commitment. But every ance in a whila, people should have the
courage fo jump over Ihat fence, because it's the right thing to do
at that lime. They're also accountable for the consequences of their
actions. Leadership should not have to hold people accountable;
people should hold themselves accountable. Fundamentally,
employees have the freedom 1o do what they want Io do within the
constrainis of the Harley valve system.

CRW: How does a true leader emerge?

Teerlink: Through hard work and recognizing that they're not the
only one with the answer. A leader should feel obligated to see that
all people have an opportunily to parlicipate. Sometimes an
appointed leader has 1o make the decision if there's dissension or
a time issue, but generally the besl decisions are the ones that

people supporl, not because they heard an inspirational speech,
but because they all believe that it’s the right way to go.

CRW: What qualities does o leader need today fo succeed in the
new economy?

Teerlink: You could name a few qualities, but they are simply
words without much practical meaning unless you define them in
lerms of behaviors. We have to expect certain appropriate behav-
iors from leaders. | don‘t think behaviors needed in the new
economy are dramalically different from those needed in the old
economy. Harley-Davidson has a value system of expected behay-
iars: Tell the truth. Be fair. Keep your promises. Respect individu-
dlity. If leaders live by those, they can be successhul. I'm always
assuming that leaders have a reasonable amount of techaical
compatence. That's a given,

CRW: Should o company implement a formal system to identify
polential leaders?

Teerlink: No, because That entails a system of eliism. What we
have to do is identify the people who are growing in their posi-
tions. Harley-Davidson has a performance effective process {PEP),
which is an on-gaing evaluation system driven by the employee,
not lhe leader. Part of the PEP system is a career development plan.
The ideal is lo not have a formal anointing of anybody, but just
process that bubbles up good performers that you ean take a look
at and evaluate.

Our Business is your Health

* Mobile On-Site Services

* Industrial Rehab Services

* Compliance/Regulatory Testing
* Injury Management

® Clinical Services

* Health & Wellness Programs

* Rapid Drug Testing

SAINTS Health Services for Business is where area businesses
can [ind a broad range of health care services and programs
designed to meet their specific needs. SAINTS provides timely |
access Lo drug testing, physical exams, wellness programs and
other care employers need, when (hey need .

SAINTS

Health Services for Business

Alfilined with Saim Michael's Hospital/ Minisry Health Care

WI » 715-346-5243
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