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TO GET RIGHT TO THE POINT ...

® Any damn fool can boss people. Only a real man can lead
them. This book presumes that you are not looking for any
damn fools.

¢ There are already some books dealing with various as-
pects of leadership. The reason for another one is that this
one, I believe, offers something significantly different and
useful.

e It gets to be a bit burdensome, after a while, to keep
repeating the entire phrase, “Selection and Development of
Leaders.” To lighten this burden, hereinafter, I will some-
times use the substitute term “SDL.”

e This is meant to be a book about basics. Not because
fine points and refinements are not important. (They are
important, albeit not half as important, probably, as we are
sometimes inclined to believe.) Because we practically never
get into serious difficulty over refinements. On the contrary,
most of our big troubles in SDL occur because we flub the
fundamentals.

® You will find no discursive dissertation on *“the need for
leadership” in these pages. If the need for more and better

vii
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viii TO GET RIGHT TO THE POINT

leaders and leadership is not already evident to you, your
reading of this book is premature.

® Most of the books already produced in this field have
been written for students, professional personnel workers,
psychologists, et al. This one has been written for decision-
making managers and executives seeking sound SDL savvy
in plain terms and practical procedures, sans esotericism,
superfluity, mumbo jumbo, or other impedimenta (if pos-
sible).

* SDL is the hardest work in management. In many ways,
it is also the most rewarding.

® This book derives from the experience of nearly two
decades of working directly in the field of SDL and living
with the consequences and consequently thinking about,
observing, experimenting“with, analyzing, worrying over,
and studying a great deal about, the matter.

* Somebody else said it first, but Amen!— “The deepest
pitfall any organization can dig for itself it to put small men
in big jobs.”

® The cost of carefully choosing and training a good first-
line leader may exceed $10,000. The cost of carelessly select-
ing and training one, and thereby getting a mediocrity or a
failure, is more—maybe ten times $10,000—in possibly
10,000 ways. And the higher the leadership position. ..

® Every organization is constantly paying for good SDL,
in one way or another, whether it is getting it or not.

J.W.T.
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The Primary Problem—
WHY BOTHER?

James C. Morris, one of the finest executives I know, once
explained: “You have perhaps heard it said, at one time or
another, about someone you knew, that “The company spoiled
a good workman by making a supervisor out of him.” And, in
that particular instance, it may have been true. But, granting
the imperfection of the human judgment, devices, or pro-
cedures that might permit such errors, we cannot rest content
merely to shrug off such occurrences as being ‘normal,’ or
‘inevitable,’ or ‘natural,’ or ‘unavoidable.” For their toll—in
damaged morale, in human disheartenment, and in wasted
resources, energy, time, and money—is intolerable.”

That is why bother.

Repeated studies have shown that in the primary abilities
required for leadership, about 709, of the people are average,
1



2 HOW TO SELECT AND DEVELOP LEADERS

159, are below average, and the remaining 159, are above
average.

There is some question as to just what leaders are. But you
will search far and wide to find anyone who seriously be-
lieves that they are merely average, let alone below average.

About 10% of the jobs in America are essentially leader-
ship jobs.

When organizations must continually be filling 10% of
their jobs from a population of which 159, or less is po-
tentially capable. ..

That is why bother.

If, through some strange happenstance, Jesus Christ, Leo-
nardo da Vinci, and Abraham Lincoln were employees today
of almost any typical, fair-size American business/industrial
organization, the chances are great that they would be put
down in company records in about this fashion:

Clock Number 1807 Name Lincoln, A.
Job  Laborer
Remarks  Shop lawyer.

Clock Number 951 Name da Vinci, L.

Job  Painter, 2nd Class

Remarks  Always tinkering instead of keeping
his mind on the job. Turns in crackpot sugges-
tions.

Clock Number 373 Name Christ, ].
Job  Carpenter, rough work only.
Remarks  Rabble rouser.

And that is why bother.
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Leadership—
WHAT IS IT?

Once upon a time, I had a mean boss. A re-eeee-al mean
boss.* And I could hardly wait for the day when I could get
free of him.

I did “get free of him,” finally, by going out and getting a
new job at nearly double the pay of the old. But, y’know
something? The main reason I was able to get that new job
(and other ones since then, probably, if the truth be known)
was that I had learned more—and learned more that was
worth learning—from Mean Boss than from any other boss,
before or since!

And do you know why I learned so much from Mean Boss?
Because he had a nasty habit, that’s why! Because he had the
terrible, despicable habit of continually asking me questions
I couldn’t answer. A typical incident, for example, might go
something like this:

* Relax, bosses of mine, present and past. I am not about to “tell all.”

3



4 HOW TO SELECT AND DEVELOP LEADERS

“Boss, wouldn’t it be better to have these parts moved by
gravity than by conveyor belt?”

“What'’s that?”

“What'’s what—a ‘conveyor belt’?"”

“No—‘gravity.’ ”

“Why, it’s a powerful, natural force . . . sort of, ah-h-h . .. it
is what makes things run downhill, like water...uh-h-h...
oh, you know!”

“No, I don’t know. That's why I asked.”

“Well, if you want a technical explanation, I'd love to . . .”

“What's that?”

“What's what—‘a technical explanation?’ ”’

“No—'love.” "

“Are you joking?”

“Not a bit.”

“Well...it's a kind of attraction...between people, I
guess you might say—or a thing and person...a feeling, a
kind of magnetism—"

“What's that?”

“What?”

“ ‘Magnetism.” ”

“I don’t know.”

“Young man, if you are going to persist in using obscure
terms and abstractions, you had better know more about them
than you have demonstrated today. For the next two weeks,
therefore, you will take thirty minutes out of each workday
for investigation of the three subjects you brought up—
Gravity, Love, and Magnetism—at the completion of which
investigation you will prepare a complete, accurate, type-
written report of your findings. Submit your finished report
to me no later than . Meanwhile, I'll consider your
question about the conveyor belt.”

And so it went, time after time.

“So what,” you ask? So this: Mean Boss’s philosophy has

~>




WHAT IS IT? 5

the Selection and Development of Leaders (“SDL”), we will
have to deal with the fundamental subject of leadership. And
if we are going to persist in using the term ‘“leadership,” we
had better get as thorough an understanding of what the
term stands for as we can get—and we had better get it now.

“Where are we going to get this understanding,” you ask?
(Shades of Mean Boss!) I'm not at all certain, at this point.
But suppose we start by studying a bit with a few people who
have already looked into the matter somewhat and written
about it—to wit...

“Leadership is the activity of influencing people to coop-

erate toward some goal which they come to find desirable.”
ORDWAY TEAD, in The Art of Leadership, McGraw-Hill Book
Company, Inc.,, New York, 1935.

“... A series of decisions . . . collectively [pushing a] company
toward its long-run objectives.”
In personal notes, circa 1940.

“...Principally a task of planning, coordinating, motivat-
ing and controlling the efforts of others toward a specific ob-
jective. It involves the combining of the traditional factors
of production (land, labor and capital) in an optimum man-
ner, paying due attention...to the particular goals of the
organization. ... [It is] concerned with the maximization of
output obtainable from a given amount of input...or the
minimization of input for a given level of output....”

JAMEsS L. LUNDY, in Effective Industrial Management, The
Macmillan Company, New York, 1957.

“... A system of organized methods of operation in control-
ling work performance. .. [It] may be described as a chain
of attitudes, knowledges and actions that connect the [leader]
with his objectives of safe and efficient production.”
H. W. HEINRICH, in Formula for Supervision, National Fore-
men’s Institute, a division of Prentice-Hall, Inc., New Lon-
don, Conn., 1951.
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“The function of leadership within the corporation is the
expression not only of the status accorded it by law, custom
and function but of the personal qualities of individuals, so
organized and coordinated that the expert facilities and
highly special skills of each component of the leadership
group contribute to the collective attainment of a defined
purpose. Management...is that human segment of the
corporate structure upon which converge the demands of
consumers and which transforms consumer demand into ef-
fective and economical performance of the corporation’s
function.”

JACKSON MARTINDELL, in The Scientific Appraisal of Manage-

ment, Harper & Brothers, New York, 1950.

“It is essential that we appreciate the status of [leadership]
as a profession, a science, an art....”
LAWRENCE A. APPLEY, in The Development of Executive

Talent, American Management Association, Inc,, New York,
1952.

“Leadership on the job is summed up in the effect that
everything you say or do has on the work force. ... Leader-
ship involves, then, securing [followers'] willing cooperation,
their interest, and their desire to do the job the way you
want it done. .. being ahead of the group, showing the way,
finding the best path to your objective.”

MILON BROWN, in Effective Supervision, The Macmillan Com-

pany, New York, 1956.

“Leadership in the finer sense of the word is much more
than dominating by being aggressive and seizing the lead.
It is really another phase of mental alertness. ... Leadership
implies two directions in the relationship, and the effective
leader receives as well as leads. His leadership indeed may
include his fitting in or integrating the needs and wants of
his employees with the needs and wants of his company.”
RICHARD P. CALHOON AND C. A. KIRKPATRICK, in Influencing
Employee Behavior, McGraw-Hill Book Company, Inc., New
York, 1956.
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“. .. The rule of the best minds. It is anti-democratic, al-
though private organizations flourish best in democratic
countries. However, the democratic rule of the majority
will frustrate and defeat any management. The crew cannot
run the ship.”

A. W. ROBERTSON, quoted by Jackson Martindell in The Scien-

tific Appraisal of Management, Harper & Brothers, New
York, 1950.

“Leadership is not an abstract essence. It is a function, an
influence, a relationship. . .. Leadership can be judged good
or bad only in terms of goals. ... Leadership in a democratic
society offered by those who set worth on the individual
should have as its goal helping people be better people and
the society be a better society...and should use only
methods that are consistent with this goal. This means that
good democratic lcadership is essentially educative leader-
ship. To be good, leadership ... must be particularly clear
in its vision of the goal and particularly scrupulous in its
selection and use of methods. Leadership...must respect
the purposes and the personalities of the members of the
group. At the same time it must steer toward the more gen-
eral goal that is involved. This more general purpose is that
in all our voluntary organizations we have opportunities to
learn how to be free. Leadership is an art....”

ROBERT J. BLAKELY, in Strategies of Leadership, Harper &
Brothers, New York, 1959.

“Leadership is a skill ... involved in a process of two-way
communication, a continuous feedback. This interaction
sustains the working morale and the feeling of personal
worth of each member of the team, and is in turn sustained
by them. [It] means fitting the situation. ‘Fitting’ means ex-
pressing the wishes of the group...and aiding the group to
move toward its goals.... True leadership is characterized
not by domination, but by service.”

ALFRED J. MARROW, in Making Management Human, McGraw-

Hill Book Company, Inc., New York, 1957.
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“A leader is a catalyst. He is the one who stimulates others
to action. He is the center from whom others gather strength.
He is the means...of getting them to present a cohesive
front to problems. He is the core around which over-all...
cooperation develops.”
EDWARD C. SCHLEH, in Successful Executive Action, Prentice-
Hall, Inc,, Englewood Cliffs, N.J., 1955.

“Leaders . ..in various ways guide, control, direct, counsel,
advise, teach, influence, and help others in the conduct of
their public and private lives. ... Leaders must perform any
or all of three functions: (1) interpret the group’s meaning
to the membership; (2) help the group to make necessary
changes, to adjust; (3) help the group to remain the same,
to resist changes or threats.”

HENRY CLAY LINDGREN, in Effective Leadership in Human Re-
lations, Thomas Nelson & Sons, New York, 1954.

“...The necessary activities of those individuals...in an
organization who are charged with ordering, forwarding and
facilitating the associated efforts of a group of individuals
brought together to realize certain defined purposes. The
associated efforts are to be reasonably productive and har-
monious. ... [It is] a fine art which would bring closer to-
gether in purpose the organized relationships of individuals
and groups to each other... to bring about the most fruit-
ful possible collaboration in a world where associated effort
is the typical expression of individuals who seek to be pro-
ductively alive. ... This art becomes . .. a social undertaking
of fundamental public importance. [Leadership] at its best
exhibits a finite fragment of human creativity striving toward
... perfection in good associated performance and achieve-
ment. [Leadership] at its worst can be a grave social liability
... humdrum, routine, impersonal and domineering; and
when it is thus corrupted it becomes ugly and soul-destroy-
ing. It can become dangerously antisocial in its fruits.”
ORDWAY TEAD, in The Art of Administration, McGraw-Hill
Book Company, Inc., New York, 1951.
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“The . .. primary responsibility is to get work done by other

people. . .. The [leader] spends most of his time as a teacher,

since his most important function is to improve the skills,

alter the habits and attitudes, and add to the existing knowl-

edge of each employee under his control. Almost every con-

tact he has with his workers is essentially . .. training.”
ROBERT D. LOKEN AND EARL P. STRONG, in Supervision in Busi-
ness and Industry, published in association with Modern In-
dustry Magazine, (Modern Industry Books) Funk and Wag-
nalls Company, New York, 1949.

“...Its chief task is to arouse in a group of men a harmony
of mood and attitude that permits the accomplishment of
the organization’s task in the quickest, easiest and most
friendly way.... [Leadership] is proficiency in organizing
the will of the employees—in leading men and women to
work together.”

MORRIS S. VITELES, in The Science of Work, W. W. Norton &
Company, Inc, New York, 1934.

“...The function of planning, coordinating and directing
activities . .. a function that must be performed if men are
to combine their talents, abilities and services with material
resources in the production and provision of the goods and
services they desire. It is a continuing and dynamic process,
never-ending, and varying as it meets new problems.”

DALE YODER, in Personnel Management and Industrial Rela-

tions, Prentice-Hall, Inc., Englewood Cliffs, N.J., 1948.

“Management’s task is to mix Men, Money, Machinery,
Materials, Methods and Markets so as to yield a profit....
It is the function of a manager to plan, direct and supervise
the efforts of others; to think for more than one; to multiply
himself through others. A good manager primarily is a
teacher and a leader. A good leader is a teacher who directs
the efforts of subordinates without seeming to direct. He is
a harmonizer—one who blends, cements and harmonizes the

-
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men and women under his direction while directing their
efforts.”
Personal notes, circa 1940.

“[Leadership] includes all functions and activities that are
concerned with the actual work of executing or carrying
out the dbjectives for which the enterprise has been financed
and organized.... [It] embraces such functions as issuing
orders concerning the work to be done, seeing that the per-
sonnel is fitted for the work and trained to operate efficiently,
and caring in general for the everyday routine necessary to
ensure that men, materials and equipment are functioning
properly toward the desired end.”

DEXTER S. KIMBALL, in Principles of Industrial Organization,

McGraw-Hill Book Company, Inc., New York, 1947.

“...Leadership in a business or industrial organization is
basically . .. enlisting the help and assistance of persons with
varying backgrounds and interests in the accomplishment of
a common task in which each person’s contribution is just a
part of the whole.”
BURLEIGH B. GARDNER AND DAVID G. MOORE, in Human Rela-
tions in Industry, Richard D. Irwin, Inc., Homewood, IlI.,
1950.

“The functions include: provision of equipment, materials
and supplies...development of personnel...planning of
work . . . direction of activities . ..selection of methods...
checking of results.”

L. ROHE WALTER et al.,, in Business Organization, McGraw-
Hill Book Company, Inc., New York, 1949.

*“...Administering the major plans of top management, or-
ganizing to effectuate the institutional objectives, and exer-
cising supervisory control over ... subordinates. [It] provides
the lubrication which makes possible the functioning of the
organization as a whole. The. .. goal is increased effort and
better performance. Leadership is a dynamic force that may
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be marshaled from many directions. Dynamic leadership
means having power or strength to achieve as the result of
a singleness of purpose and an integrated personality. A part
of the dynamics of leadership is adherence to purpose....”

WILLIAM R. SPRIEGEL, ¢! al., in Elements of Supervision, John
Wiley & Sons, Inc., New York, 1957.

“The [leader] makes clear the objectives, charts the course,
and holds the organization to it.... He adds to his own
ability the ability and initiative of others. ... The [leader]
is expected to stimulate and release ideas from those below
him... create a sense of independence and freedom of in-
itiative [so that] the feeling spreads, and the least important
workers eventually share in it.”

WILLIAM B. GIVEN, JR., in Bottom-Up Management, Harper &

Brothers, New York, 1949.

“...Selecting the right person for each job; arousing...
interest in his work and teaching him how to do it; measur-
ing and rating performance to be sure that teaching has
been fully effective; administering correction where this is
found necessary, and transferring to more suitable work or
dismissing those for whom this proves ineffective; commend-
ing whenever praise is merited, and rewarding for good
work; and, finally, fitting each person harmoniously into the
working group—all done fairly, patiently and tactfully so
that each person is caused to do his work skillfully, accu-
rately, intelligently, enthusiastically and completely.”

GEORGE D. HALSEY, in Supervising People, Harper & Brothers,
New York, 1953.

“Leadership is the ongoing work of releasing and channel-
ling skilled human energies toward the attainment of defi-
nite, predetermined objectives...the business of impelling
people to make concerted application(s) of their abilities,
as directed, to the end that the aims of their group be
realized.”

In personal notes, circa 1950.
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So there you have it....

Leadership is an activity—no, a series of decisions—well, a
task—really, a system of methods—no, it’s actually a sort of
expression of personal qualities—that is to say, it is a pro-
fession, a science, an art—well, truly, it is a phase of mental
alertness—in a way, it is pretty much the rule of the best
minds—perhaps, though, it is best to regard it as a service—
while, on the other hand, it is more of a relationship—but
possibly we should identify it as a kind of catalytic stimulant
—well, conversely, perhaps, a whole series of activities—tell
you what: let’s express it as proficiency in organizing—no,
more nearly a dynamic process, sort of—truth be known, it is
largely a matter of communicating—which is to say, it is a
very special kind of work. ...

Well, anyhow, it is democratic—no, it must be regarded as
being basically antidemocratic—at any rate, dominant—ex-
cept that it is service-motivated, helpful—but of course it is
innately aggressive—were it not for the fact that it is in-
trinsically educative. ...

More or less.

You think this is confused and complicated? Well, hang
on. We've barely started to define leadership. Wait till you
see what happens to clarity/cogency/ comprehensibility when
we mix in even more dimensions, to wit . . .

According to various authoritative students of Leadership/
SDL (in view of the punishment you have already had to en-
dure, I will spare you from having to wade through multiple
quotations in this regard), leadership may derive from a num-
ber of things, including:

Knowledge and Skill—as expressed, perhaps, in the saying
that “The man who knows how will always find a place in
life, but the man who knows why will likely be his boss.”

Power—or ability to reward or punish.
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Tradition—as with all forms of “royalty.”

Illusion—as witness a host of famous charlatans.

Intellect—"“The one who gets to call the shots is the one
who can aim them.”

Prominence—as in the case of the public figure who sets
trends (for example, in clothing styles) regardless of whether
he or she is in any way particularly qualified to be entrusted
with such power or deserves to be followed.

Personality—as witness countless examples: Moses, Plato,
Voltaire, Churchill, et al. (yes, and Hitler, Mussolini, Stalin,
Castro, and all of their ilk, unhappily).

As well as having many different possible origins, leader-
ship is also regarded as being of a number of different types,
including:

Permissive—in the practice of which type the leader out-
lines the general functions and tasks of the group in relation
to the total organization and delineates broad aims, limits,
goals, objectives—but permits his followers complete freedom
to carry out these directions in the manner of their choice,
refrains from “supervising” beyond the making of random
checks on progress, and demands only the final accomplish-
ment and reporting of successful performance.

Authoritarian—which is just about the diametric opposite
of the permissive type.

Humanistic/Consultative /Benevolent (or you-name-it)—
in the practice of which the leader tries to occupy a middle
ground between the permissive and the authoritarian, being
a “good guy” about it—an intelligently good guy—but still
unmistakably the boss.

Laissez-faire—which, as nearly as I can figure out, actually
is little more than a fancy name given to what is virtually do-
nothing or token leadership by a boss who enjoys the status,
privileges, and benefits of high position while carrying low or
no real responsibility.
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So now you have it....

Leadership is an indeterminate something-or-other that ap-
parently exists in a variety of indefinite forms and derives
from a multitude of mysterious sources!

Perhaps.

What now!? Shall we go even further, and look into the
variables of a third dimension: such factors as types of follow-
ers, environmental or “climatic” matters, past practices and
customs, special situations, taboos, influences peculiar to par-
ticular institutions, group, organization “personality” factors,
area or geographical effects, ethnic considerations, and so on
and on?

Then, after that, would you like to explore still another
ramified dimension—such.,as the variable of purpose or
direction—or perhaps the raisons d’étre?

Or, instead, are you of a mind now to attempt an incisive
getting-through to the bedrock essence of the question, “What
is leadership?”

I suspect that this last alternative most nearly suits not only
your preference but the demands of the situation. So let’s

tryit....

LEADERSHIP IS PEOPLE

Leadership, whatever else it is, is leadership of people by
people—and the reason we do not know much about leader-
ship is that we do not know much about people.

Do you doubt this? Then see what you can do in answering
these twenty simple questions about people:

1. What is attitude? What causes it?

2. Why do people like music?

3. What is memory? How does it work?
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4. Why do people remember things they have seen better
than things they have heard?

5. What is imagination? How does it work?

6. Where does prejudice come from?

7. What makes laughter?

8. What is mental fatigue?

9. Why is it that a person can experience fatigue from
doing nothing?

10. Why does the heart beat?

11. The human eye actually “sees” everything upside
down. Why and how, then, does the person see things right
side up?

12. What is learning? What happens within a person when,
as it is said, “He is learning’’?

13. What is personality? Why is it what it is?

14. How does the mind transform thoughts into words,
numbers, or symbols, and vice versa?

15. What is normalcy?

16. What are feelings? How are they any different from
thoughts? What is their cause or origin?

17. What is your favorite color? Why? Is your choice the
same as that of your associates? Why?

18. Why is the human gestation period nine months in-
stead of six—or twelve—or eighteen—or any other period
of time?

19. What is sanity?

20. What is a surefire formula for getting along well with
everybody?

Now, if—despite superior intelligence, background, edu-
cation, or any other possible qualification—you cannot an-
swer these twenty “simple” questions, that is not cause for
shame. For even the very greatest of philosophers, psycholo-
gists, theologians, psychiatrists, scientists—all kinds of stu-
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dents of mankind, ancient and modern—have tried to fathom
these imponderables, only finally to conclude: The human
being is the most complicated and mysterious organism on
earth.

Voila! Now you do have it. . ..

What is leadership? Just as with gravity, love, magnetism,
memory, et al. ;.. No one quite knows.
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Successful Leadership—

WHAT DOES IT TAKE?

“What is leadership?” This question—with its corollary,
“What does it take to be a leader?”’—is the most pivotal of all
SDL questions. Everything else rests on it. And its answer?
“No one quite knows.”

How'’s that for getting off to a flying dead stop? Or is it a
dead stop? Obviously I, for one, don’t think so, else this book
wouldn’t be before you now.

“Well, where does this leave us,” you ask? It leaves us here:

The lead-off conclusion, above, is one aspect of the matter.
It is an important one, too; for at the very least it serves to
clear the air, keep us honest (and properly humble?), show the
present state of the art/science (as the case may be), and pro-
vide that bedrock pad so necessary to getting our ‘“‘rocket”
properly off the ground. But even though it is a (the?) most
fundamental one, it remains one aspect.

17
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When we examine another, adjacent aspect, it quickly be-
comes evident that while no one quite knows what leadership
is, that word ““‘quite” tends somewhat to mislead, to obscure
the vital fact that, just as “The blessed work of helping the
world forward does not wait to be done by perfect men,” so
also the noble work of advancing SDL does not wait to be
done only after we possess perfect knowledge.

Looking a little further, it also becomes evident that just
as we do not necessarily require a perfect definition of gravity
to be able effectively to slide things down a chute—or of love
to be concerned for our children; or of magnetism to build a
compass that works; or of memory to recollect—we need not
wait for The Compleat Explanation of Leadership to put to
practical use that which we do know that is useful.

Looking still further, it'is evident that we know something
quite useful, indeed; that, in the myriad variables involved
in the matter. ..

There are a number of constants, basics, common denom-
inators.

Certain important cause-and-effect relationships are ap-
parent.

Significant clues to some of the underlying, unifying prin-
ciples and laws can be found.

... and, from these, a number of practicable guides, theories,
insights, and working hypotheses of SDL can be formulated.

Are you eager to delve into these alleged constants, funda-
mentals, principles, denominators, hypotheses, causes and
effects, and guides? Good! So am I. And we'll get to them,
too, soon enough. First, though, with an eye for the long
haul, we had better take care of a fundamental priority
matter—the matter of building a little more solid, enduring
foundation. 4 la...
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FIVE STANDARD GAUGES

Our mutual aim and desire here is to provide you with
the best possible information of the kind needed for build-
ing appropriate combinations and sets of leadership criteria—
criteria, that is, which are relevant to your particular organ-
ization and applicable to your particular situation and needs.
Some of this information—mainly, the basic or general—you
may extract from this book. And some—especially when it
comes to what may be peculiar or exclusive to your organiza-
tion or what arises out of special or uncommon requirements
—ryou will necessarily have to provide for yourself.

But whatever the sources of any such information, you will
want and need to know: “Is this truly the information I
need and want—does it actually delineate what it takes to
be a leader—are these so-called criteria really genuine, ac-
ceptable criteria?”

The best way I know of satisfying this question, the best
way of “qualifying” criteria, is to strive continually to isolate
factors each of which has five requisite characteristics—the
characteristics of validity, reality, modernity, comprehensibil-
ity, and specificity. Thus a sound factor is one that is:

® Valid. It is significant; it is not just “nice to have”; it has
a make-or-break quality. It is definitely related to success or
failure in leadership.

® Realistic. It is practically attainable. (Not “... Ph.D., age
35, twenty years of experience.”) It is neither too high nor too
low, too “tight” nor too “loose.”

e Up-todate. It is appropriate for modern conditions.
More, it is forward-looking—to probable future conditions.

o Comprehensible. It is understandable to all who might
use the information. (This is certainly not to say that only
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the very most elementary, four-letter terms are suitable; but,
on the other hand, if you must use specialized, obscure jargon
such as “dysmnesic egokinestheticism,” you had better take
special care to explain your meaning.)

* Specific. It is sufficiently well defined to permit measure-
ment—or, at least, reasonably accurate estimation.

The probablhty of isolating any single factor, let alone a
set of factors, which will check out perfectly against these
five gauges is an exceedingly slight one, of course. But, to the
extent that any factor does check out against these worth-
indicators, to just that extent can you be assured as to the
reliability of that factor.

Now, with these five gauges in mind, let’s start exploring
some of the basic information available for formulating pos-
sible answers to our key question: “What is leadership—what
does it take to be a leader?”

EXPERT TESTIMONY

Our initial approach to the key question was to consult
the thinking of some “people who have already looked into
the matter somewhat...” —to examine the written testi-
mony of a number of recognized authorities on the subject.
And this approach led us straight into chaos, contradiction,
and confusion. Or so it seemed.

Was this really a proper conclusion, though? Not quite.
(That word “quite,” againl)

Granted, our experts disagree in some regards—and in
some very important regards. But they are also very much in
agreement in certain important regards. And perhaps the
most fundamental thing about which they seem to be in rela-
tive agreement, implicitly if not explicitly, is that leadership
is essentially a four-dimensional thing:

1. Leadership is a force. It is a causative power: the effect
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of followership derives from the cause of leadership. It is
intangible—it is stimulus that begets response. It is exerted/
expressed/applied via action, speech, inference, attitude,
emotion, and other things—which “other things” may quite
possibly include various unknown means (extrasensory per-
ception, hypnotic suggestion ... who knows?).

2. Leadership functions in media/environment. It does
not operate in a vacuum but in an atmosphere compounded
of many, many elements. And the quality and character of
the leadership practiced in a given environment both affects
and is affected by that environment. Therefore, while the
quality of the leadership in effect in a given environment
will tend to be consistent, it will also tend to vary somewhat
with what might be termed the “ambient temperature” and
other factors.

3. Leadership is dynamic. It is not static but lively; not
passive but active. And this activity has reason, direction,
purpose—as in the attainment of a single great goal (win-
ning a war), with which attainment it diminishes and may
even disappear; or as in the continuing, repeated attainment
of a succession of lesser goals (winning games, making profits),
in which case it continues and may strengthen. But, in any
event, when leadership loses the quality of dynamism, it
ceases to be. As an airplane: if it is not kept in motion
toward something, it falls.

4. Leadership employs principles, tools, and methods.
Consistent leadership does not work merely by chance, in-
tuitive processes, instinct, or accident. It utilizes consistent
guides, procedures, and techniques which can be learned
and controlled.

And this, for whatever it is worth, is just about as funda-
mental as we can get.

“And just what is it worth,” you ask? (Patience. ... We're
a great deal closer to being able to pick up this mercurial
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blob than you may realize.) At the very least, this informa-
tion delineates the basic considerations to be taken into ac-
count in the establishment of a sound SDL plan. Without
such delineation, nothing else makes much sense at all.

SCIENTIFIC (MORE OR LESS) RESEARCH

So, basically, leadership is a dynamic force which employs
certain principles, tools, and methods, and functions in cer-
tain media or environments. For knowledge of the more
nearly specific elements of which it is composed, let’s look
now at some of the significant findings of systematic, or-
ganized investigation. .

Examination of pubhshed reports of scientific research into
the nature and structure of leadership yields seven main
factors:

1. Mental Ability

So far as I have been able to discover, every scientific study
in depth wherein attempt has been made to ascertain whether
a connection exists between mental ability and successful
leadership has shown that there is such a relationship.

Does this mean that the more intelligent the leader, the
better he is as a leader? Some years ago, many believed this
to be the case. More recent findings, however, show that the
most effective leader is apt to be slightly (say, 5 to 10%,)
more intelligent than his followers.

Many people who once proceeded on the premise that
the good leader should be vastly superior to his followers in
intellect have learned to their dismay (and expensel) that
such a condition is much more likely to lead to a complete
breakdown of understanding between leader and followers.
The overintelligent leader, for instance, easily comprehends
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and solves complex problems—while his followers are plod-
ding slowly and painfully through the mere beginnings of
the problems—and he cannot quite realize “how anybody
can be so damn dumb ... it’s more apt to be stubbornness,
obstinacy. ...” And his followers soon conclude that he is a
supercilious snob and smart-aleck (and some other less-than-
polite things) who is utterly lacking in understanding or any
other desirable human attribute. Whereupon, of course, the
relationship has deteriorated to the point of imminent col-
lapse.

(As though this how-much-intelligence question weren’t
knotty enough when applied to the problem of selecting
career first-line leaders, what a tough nut it becomes in the
case of the young, potential top executive who must live and
learn the business from the bottom up, one level at a time!
Conspicuously, such a selectee must have superior qualities
not only of intelligence, but also of tolerance, humility, pa-
tience, empathy, etc—else he will never survive to realize
his potential.)

The average correlation between intelligence and leader-
ship found in the studies compared at a leading midwestern
university was .28—which is a positive correlation, of course,
if hardly a spectacular one. Another university study con-
cluded that successful supervisors have an average-and-better
mental endowment, as measured by standard tests. And a
third university study, one of leadership among college stu-
dents, concluded that leaders are possessed of greater intelli-
gence than the average of the groups led.

In an unusually comprehensive study conducted in a giant
western manufacturing corporation, it was found that over
40%, of the foremen rated as being in the lowest two groups
of supervisory ability had an IQ below 110, whereas only
20% of those in the top two leadership groups had an 1Q
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below 110. It was also found in this study that production
under the more intelligent supervisors was 179, better than
could be attributed statistically to chance alone.

Researcher Stodgill, of Ohio State University, found that
originality correlated from .28 to .70 with leadership—which
was next to the highest correlation he found for any char-
acteristic.

Do the scientific studies show perfect correlation between
superior mental ability and success in leadership? Obviously,
they do not. Do the studies show that there is some such con-
nection? Clearly, they do.

2. Broad Interests and Abilities

Researchers from the Carnegie Institute of Technology
concluded from a series of controlled tests that “Above-
average standing on a large number (italics mine) of qualities
which can be rated or measured is the true criterion of execu-
tive ability.”

Other investigators have found that superior leaders tend
to be superior also in widely varying aptitudes such as clerical
aptitude, tweezer dexterity, engineering aptitude, and crea-
tive imagination. And oddly, perhaps, one study indicated a
strong correlation between executive potential and tonal
memory, or ability to recall musical themes—which, regard-
less of humorous implications, may signify that a man is
indeed likely to be a better executive if he can whistle
“Dixie”!

(Speaking of humor, some very recent probings have in-
dicated that the ability to express a situation with cogent
good humor, wit, or irony is “a virtually unmistakable mark
of leadership ability.”)

And still other studies have shown the strong leader to be
one who is strongly curious about many things, an avid reader
on a variety of different subjects, and a person more interested
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in planning and directing the varied tasks of a variety of
people than in directly doing the detailed work himself.
The leader who impels ready followership, then, is seldom
if ever only a narrow specialist. He generally has certain
highly specialized knowledges, of course, and these in depth
—but additionally he is a well-rounded person. He possesses
wide, general understanding; he has many and varied apti-
tudes; he is sensitive to, and broadly interested in, the work
with which he is most directly connected, plus many, many
other important activities and aspects of his environment.
Clearly, he is a broad and broadly endowed individual.

3. Communication Skill

“With words we govern men,” said Disraeli.

“Management is communication,” concludes Dennis
Murphy in his book, Better Business Communication (Mc-
Graw-Hill Book Company, Inc., New York, 1957).

“The communication process is as vital .. .as the circula-
tion of the blood,” states Stuart Chase in Power of Words
(Harcourt, Brace & World, Inc., New York, 1953, 1954).

“In the final analysis the job of every executive or super-
visor is communication,” says the American Management
Association. “It is perhaps the highest, the most exacting
skill of management.”

And the famous Cambridge History of American Litera-
ture, in speaking of Abraham Lincoln, said, “Not his policies,
not his course of action, had won for Lincoln his command-
ing position in his party in 1860, but his way of saying things.
In every revolution . . . the man who can phrase it can lead it.”

It is not surprising, then, to find scientific investigations
showing that a strong correlation exists between leadership
and ability to speak and write fluently. Practically all of these
studies have confirmed that, to the leader, language facility
is virtually sine qua non.
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Johnson O’Connor, for example, saw that successful execu-
tives have considerably greater vocabulary development than
any other group studied—including college-graduate groups
and even groups of college professors—and that this high
level of language development, furthermore, could not be
attributed to “educational advantages.” In fact, even the rela-
tively unschooled executives in his study scored better than
highly educated people who were not executives.

One university research staff observed that successful lead-
ers tend to be considerably more “assertive” than average.
Another noted that a leader is better able to summarize and
express the opinions and feelings of the group; that is, to
do so with greater clarity, decisiveness, and consistency than
other group members. And ia an industrial study, the more
successful supervisors were more “persuasive” than others,
with production under these more fluent supervisors being
35% better than could be accounted for by mere chance.

The successful leader appreciates language as the primary
means of communication and communication as the primary
means of influencing his followers. Better than others in his
group, he is able to phrase the group’s attitudes reliably and
understandably. He expresses himself easily, persuasively, and
clearly—both in speech and in writing.

4. Maturity

“Only a real man can lead people,” it was opined in the
very opening of this book. And scientific research leads to the
same conclusion, though phrasing it somewhat differently.

"The effective leader is mentally and emotionally grown
up. He has matured. He is objective and forethoughtful. He
is notably free from antisocial attitudes, arrogance, prejudice,
moodiness. Progressing from healthy childhood to healthy
adulthood, he has a healthy respect for authority and a
healthy degree of human understanding. He is self-controlled,
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self-reliant, self-sufficient (at least enough so to endure the
loneliness of leadership), relatively even-tempered, and realis-
tically well adjusted to life.

These positive qualities are all the more sharply high-
lighted by the University of Chicago’s findings as to “some
of the principal reasons for the failure of executives,” which
include:

Resistance to authority

Arrogant treatment of others

Existence of mental ailments

Inability to make room for other people

Prejudices which interfere with judgment

A number of studies have revealed that the leader’s atti-
tudes toward his parents can be pivotal. The successful leader
has severed the emotional apron strings between self and
parents (especially weaning himself from his mother), al-
though respecting the authority which his father once repre-
sented. And these attitudes he carries over into the work
situation.

Comparison of psychological test results in one study in-
dicated that one of the main differences between leaders and
followers is that leaders consistently tend to be more self-
sufficient, dominant, adjusted, and self-assured, showing a
courageous willingness to decide upon courses of action,
lead the way into the action, and live with the consequences.

Researcher O’Connor noted from experiments using free-
association tests that exceptional objectivity is significantly
correlated with success in leadership. Review of the grievance
histories of objective versus subjective foremen, for instance,
showed that the subjective foremen had twice as many com-
plaints as did the objective foremen. The special committee
organized to review the grievances that were involved reversed
80% of the subjective foremen’s actions resulting in com-
plaints by employees—but confirmed 709, of the actions re-
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sulting in complaints from employees under the objective
foremen.

And a clinical study of production supervisors identified
“psychological maturity” as a critical determinant of success
in leadership. The published report of this study of case his-
tories stated, “The (successful leaders) showed development
from early childhood involving less withdrawal from others,
less indifference to the actions of others, and fewer antag-
onistic reactions to others. In many cases there was a close
relationship between reported childhood behavior and pres-
ent job behavior.”

Scientific research, then, clearly confirms the observation
that the successful leader is free from left-over childishnesses;
that his attitude and behaviof patterns are those of a respon-
sible, mature adult; that he is psychologically secure within
himself and represents psychological security to his followers.

5. Motivational Strength

Drive, energy, initiative, courage, persistence, self-starter-
ship, stick-to-it-iveness—these qualities have long been re-
garded as clear marks of the strong leader. And systematic in-
vestigation reveals nothing to deny the importance of such
qualities as determiners of success in leadership.

In two independent studies, for instance, one research
group concluded: “The volitional traits of ambition, cour-
age, perseverance, industry, forcefulness and initiative are
essential qualities in the leadership phases of executive
talent.” The other group concluded that “The traits of
strength of will, desire to excel, application . . . are positively
related to leadership.”

A 1946 survey of successful business executives disclosed
that 949, of them liked their work. These executives further
cited “great capacity for work,” “imagination,” and “ability
to see things through” as principal reasons for their success.
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Another study statistically verified significance in these
leadership traits: “dynamic impulsion to plan and organize”;
“hard worker”; “ability to...carry through”; “no buck-
passing”’; “tendency not to shirk responsibility but instead to
seek it out”; “not afraid of losing power by delegating re-
sponsibility.”

The successful leader, then, likes the work of planning,
organizing, and directing the work of others and knows full
well that his objectives will be reached through others. He
has a strong determination to accomplish. He respects re-
sponsibility. He is courageous; he is secure and confident
enough to share responsibility, to delegate, and to take blame
without buck-passing. He works with great intensity, concen-
tration, and adherence to purpose. He has the “guts” to orig-
inate, to initiate—and see each job all the way through to
completion.

6. Social Skill

Stodgill, in reviewing results of various leadership studies,
found correlation between sociability and leadership varying
from .33 to .98. Ability to enlist cooperation correlated from
.44 to0 .69. And similarly strong correlation was found between
tact and courtesy and popularity or prestige.

Katz, reporting findings by University of Michigan re-
searchers, says that the leaders of high-production groups are
more employee-centered than those of low-output groups.
Employees under the employee-centered leaders feel more
like partners than like mere employees—and produce at a
much higher rate because of it.

Elton Mayo, in his now-classic “Hawthorne Experiment,”
discovered that a group’s productivity very closely matches
the rises and falls of its leader’s feelings and attitudes.

Shartle’s analysis of preference measurements showed that
successful leaders are considerably more interested in activ-
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ities dealing with people than in activities dealing primarily
with things.

Henry, Stockford, Stodgill, and others, summarizing work
done on executive-selection methods and criteria, found social
mobility drive a significant factor. The term social mobility
drive is interpreted as meaning “interest in social status and
activities.”

(Quite a few studies, incidentally, indicate an apparent
connection between leadership and membership—office-
holding or not—in social and professional groups and asso-
ciations. But it is not at all clear whether this means that
leaders tend to gravitate toward such groups or that these
groups habitually tend to seek out leaders of recognized
standing—for whatever reasaps.)

It is hardly surprising, of course, to find scientific research
verifying what is virtually self-evident. Leadership, after all,
fundamentally means accomplishing through others—which
makes it entirely obvious that the successful leader must rely
heavily on social skills. He must be sensitive to human feel-
ings and attitudes, whether spoken or not; he must be em-
pathic to be most effective in influencing others. Even in a
predominantly authoritarian situation or environment—say,
for example, the military—it is abundantly clear that the
strongest leaders, both in fact and in the estimation of others,
are characteristically “human” leaders.

7. Administrative Ability

Envisioning, originating, planning, organizing, directing,
completing, judging people, selecting, teaching, inspiring, re-
viewing, analyzing, observing, improving, applying insight,
summarizing, deciding, getting things done—these, more than
the technological ones, are the skills on which the leader par-
ticularly relies. And he is successful very much in proportion
to his facility in performing these essential functions.

As though to accentuate these skills, Burleigh Gardner re-
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ports that among the factors contributing to the failure, once
more, of executives are:

Lack of vision

Tendency to deal in too much detail

Inability to see the larger issues in situations

On the positive side, again, repecated studies—as at the
universitiecs of Chicago and Ohio State—have repeatedly
identified such marks of leadership as: judgment of people;
skill in team effort; ability to anticipate changes and trends;
vision and imagination, coupled with the attribute of “reality
orientation,” or practical-inindedness; decisiveness; alertness
to environment; responsibility; sensitivity to problems; con-
scientiousness; and trustworthiness.

The effective leader gets consistent results not primarily
through the tools of a technician but through the skills of an
administrator.

SUMMARY

1. Mental Ability: The leader has somewhat greater mental
endowment than his followers. (He may start his career in
direct supervision of people very much less intelligent than
he, of course—in which case he will also need special meas-
ures of tolerance, humility, patience, et al—but the above
formula will pertain to the eventual level at which he will
function most successfully.) He is not inferior to his follow-
ers, so that they readily come to lead him, but neither is he
so superior as to be too far above their level of mentality.
He is an imaginative realist.

2. Broad Interests and Abilities: The leader has a broad
range of knowledges, interests, and aptitudes. He may be spe-
cially qualified in a particular field; but his skills, curiosities,
and comprehensions also extend appreciably beyond any nar-
row specialty. He is well-rounded.

3. Communication Skill: The leader has appreciably
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higher-than-average skill with language, a larger-than-average
vocabulary, and better-than-average eloquence—in both
speech and writing. He is articulate.

4. Maturity: The leader is a responsible adult with grown-
up attitudes and behavior patterns. He has attained emo-
tional maturity hifnself, and he represents such attainment
to his followers. He is a man.

5. Motivational Strength: The leader is impelled to strive
for accomplishment, and he has the start-stick-and-finish
qualities necessary for such accomplishment against resistance,
obstacles, odds.

6. Social Skill: The leader has exceptional insight into hu-
man nature, appreciates the necessity for enlisting coopera-
tive effort, and applies himsélf intelligently to the art and
science of getting things done through people.

7. Administrative Ability: The leader knows how to do a
whole job—from conception through completion—not just
as a technician, but as a skilled administrator.

Such are the principal revelations of scientific investigation.

It is still too early, of course, to undertake the construction
of a finished set of leadership criteria. But if you are reading
this book with such in view (why else?) it would probably be
a good idea to pause at this point, review the information
just presented, and start the job of listing tentative factors—
both plus and minus factors, main and subfactors—for pos-
sible inclusion in the yardstick at which you intend even-
tually to arrive.

For instance, you might start with the main factor of
maturity. Under this, on the “go” side, you might list such
subfactors as self-reliance, objectivity, steadiness, etc., and on
the “no-go” side, the implicit opposites—dependence, sub-
jectivity, unsteadiness, etc. Thus you can be working forward,
as well as looking forward, in a highly practical, contempla-



WHAT DOES IT TAKE? 33

tive way, to the final establishment of the criteria that will
hold up when checked against your standard gauges (remem-
ber?): valid, realistic, up-to-date, comprehensible, specific.

“AUTANT D'HOMMES, AUTANT D’AVIS”

Of all the approaches I know to the problem of isolating
leadership criteria, one of the most interesting and fruitful
came not from personnel specialists, psychologists, scientists,
or the like, but from a group of broadly experienced and in-
tensely practical-minded operating managers and executives
in a large manufacturing enterprise.

When apprised of some of the findings of scientific research
—as those we have just reviewed—one of these operating
executives asked, “How did the researchers know which of
their subjects were good leaders and which were poor lead-
ers?” Upon learning that, in many instances, these designa-
tions were made not with scientific objectivity but subjec-
tively—that is, by the leaders’ own leaders—this group de-
cided to put aside consideration of alleged scientific data for
a time and to endeavor to extract valid, significant leadership
criteria from their own experience and observation. Where-
upon they instituted a series of conferences on the central
question, “What are we looking for in our supervisors—what
must they have to be good supervisors?”

At the outset, as you might imagine, these discussions were
not very productive. In truth, very nearly the opposite was
the case: they were rambling, confused—and sometimes even
seemed to move in all directions simultaneously! Thus they
increasingly “got nowhere fast” until finally, in exasperation
(desperation?), one of the participating production managers
exclaimed, “Hell’s fire, a good supervisor has to be, know,
and do everything from 4 to Z!”

And there was the idea that finally put these conferences
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on the beam: A good supervisor/leader has to be certain
things, know certain things, and do certain things—and these
things range from 4 to Z—and then some, perhaps.

Having thus hit upon a unifying scheme/framework, this
group then proceeded to list the be-know-do/A-Z items, with
no attempt at ranking or weighting but simply striving to
capture what in theiy estimation were important items. And
here’s how their effort turned out:

A Good Supervisor Should BE...

1. A morally sound, good citizen. No matter how rough or
earthy the followers, they want a leader they can respect as
“a good man,” one who stands for the right things—in every
aspect of life.

2. Creative and imaginative..The supervisor who is looked-
to “to figure things out” and is “always coming up with
ideas” is looked up to.

3. A member of management. The effective boss is not
“one of the boys,” and not even the boys want him to be such.
In his very unspoken attitudes, as in other ways, he is set
apart as the leader.

4. Fair—to employees, associates, leaders, company, com-
munity, nation. The supervisor who is consistently sound in
his decisions and actions balances those decisions and actions
with consideration of his multiple responsibilities and obli-
gations.

5. Interested in many things. A genuinely knowledgeable
leader continually derives extra knowledge from investigating
things beyond those which are immediately at hand.

6.-4 teacher. A good supervisor sees to it that the people
under his direction acquire needed know-how/what/when/
where/who/why by thoughtful plan, not by trial-and-error
or accident.

7. Emotionally mature. Sending a boy to do a man’s job
never did work. It still doesn’t.



WHAT DOES IT TAKE? 35

8. A planner. The effective leader determines in advance
what is to be done—and when and where and how and by
whom—and why.

9. Respectful—of himself and others. It might never occur
to the supervisor, in an entire lifetime, to discourse upon
the dignity of man. He is nonetheless aware of this dignity
and its importance.

10. A4 student. The successful leader fully perceives that,
even as “A man does not just ‘have’ a job (but) is always earn-
ing it”; so, too, a true leader does not just “have” an educa-
tion—he is constantly acquiring it.

11. Decisive. The supervisor is there to “call the shots,”
and that he does. He knows that one of the surest and quick-
est ways to lose his authority-to-decide is to fail to exercise it.

12. An organizer. A good leader abhors chaos and confu-
sion as nature abhors a vacuum, and he continually works
to bring order and system into the work situation. He under-
stands that this is practically the only way he can ever effec-
tively escape the urgent to attend to the important.

13. Dependable, reliable. Followers will forgive and en-
dure many human shortcomings in a leader (thank God!);
but continually changing, unpredictable, erratic behavior is
intolerable to them. And obviously management, too, must
have a man who can be counted on.

14. A motivator. The good supervisor realizes full well
that control of the “rheostats” of his followers’ energies rests
with the followers. He therefore concentrates on stimulating
and motivating his followers to set and keep their rheostats on
“high” position-—willinglyl

15. Energetic. It is not only that leadership requires
energy, although it does that, and in abundance; but that
energetic action and enthusiasm, like laughter, are infectious,
catching. Lethargy begets lethargic response; energy begets
energetic emulation.

16. A coach. (“This has alreadv been listed once, as ‘A
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teacher,’ ” you say? Right—which indicates it is doubly im-
portant.) The leader encourages his men, helps them to im-
prove, picks them up and dusts them off when they fall...
a coach.

17. Expressive—in speech and writing. The good super-
visor knows big words and medium-ize words and little
words, and which to‘use when, and how to put them together
so that they truly communicate.

18. A production engineer. If a choice exists between the
specific and the abstruse, the measured and the indefinite,
the factual and the vague, et al., the practical-minded op-
erating supervisor will in each instance prefer the former to
the latter.

19. Keen-minded. One of the surest, swiftest ways of ruin-
ing the morale and productivity of a group—by making them
feel insulted and degraded—is to make them subordinate to
a supervisor who is their intellectual inferior.

20. A manager. Whether the good supervisor’s particular
area of accountability is relatively small or large, he practices
the principles of good management to the same degree and
with the same sense of responsibility that would be required
if he were totally responsible.

21. Resourceful. If his best-laid plans go awry, the good
leader has two or more additional ones in reserve—not only
because he is quick on his mental feet, but because he habit-
ually tends to think of a variety of alternative courses before
instituting any.

22. Improvement-minded. A good supervisor is quite aware
that “Many a man has made a false step by standing still.”
More than that, he is never quite satisfied with things as they
are but is forever seeking ways of making them better.

23. A self-starter and hard worker. The effective leader
determines what is to be done and does it—all the way.

24. Loyal—to employees, associates, leaders, company,
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community, nation. The good supervisor gives loyalty. He
thereby gets loyalty.

25. A human being. Although being the foregoing two
dozen superior things, the superior leader is (finally!) a mor-
tal, with the failings and limitations thereof. His special
quality in this regard, however, is a knack of turning even his
failures into successes—of realistically expecting some failures
as a price of progress—of refraining from wasting time and
energy in complaining or searching for scapegoats—of taking
more than his share of blame when things go wrong—and of
picking himself up after a setback and moving forward again.

26. A Leader—and all that the term connotes!

A Good Supervisor Should KNOW...

1. The aims, principles, and objectives of his organization.
The leader understands what his organization stands for,
what its goals are, what it is trying to accomplish.

2. The company organization—and his place in it. If one
is to move effectively, in whatever media, he must be clearly
oriented with respect to all key points of reference.

3. His own and related duties and responsibilities. 1t has
become common (fortunatelyl) to draw analogies between
good supervision and good “team play.” Trite or not, it is
nonetheless true that the good supervisor comprehends what
is expected of him—and others.

4. Company policies, practices, and procedures. It is not
enough to know where answers can be found in this area.
The questions demanding proper answers here are practically
never of a kind that will wait for looking-up-when-there’s-
time. On the contrary, they are the kind that underlie and
predetermine sound supervisory decision and action.

5. Basic economics. A good supervisor appreciates that the
platitude, “The purpose of business is to make money,” may
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buy him some time for study of the matter, but that he has
run out of time immediately anyone asks, ‘“Why?”’

6. Principles and methods of modern scientific manage-
ment. Fly-by-the-seat-of-one’s-pants methods have increasingly
fewer applications (and/or justifications) in the modern
world. The wise leader is aware of this and continually strives
to develop higher sensitivities.

7. Company products, processes, and markets. Isolation-
ism, too, is passé.

8. Production planning, scheduling, and control. This is
of the essence, even when part of it is performed for the
supervisor by specialists.

9. Cost requirements and control. Ditto 8 above.

10. Quality requirements and control. Ditto 8 and 9
above. 2

11. Job, trade, technical, and professional knowledge.
Progress in every field is occurring in such ever-accelerating
fashion that only with sound, basic grounding plus contin-
uing education can a good supervisor keep himself a good
supervisor.

12. Basic mathematics, language, and science. “Readin’,
writin’ and 'rithmetic” have always been basic requirements
of a good supervisor. Now modern conditions also demand
fundamental grounding in science.

13. Pertinent federal, state, and local legislation. Small
wonder that the “bull o’ the woods” kind of boss is obsolete!

14. Professional (leadership) standards. The good (and
continually improving) supervisor is an active member of
at least one professional society; and he is familiar with, and
strives to meet, the standards this association prescribes for
its members.

15. His own strengths—and continuing development
needs. How else can he be a “good (and continually improv-
ing) supervisor’’?
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16. The art and science of creative thinking. A large part,
if indeed not the largest part, of the supervisory job is that
of solving problems—problems that have never previously
been solved at all; problems that have been solved only partly
or poorly heretofore; problems requiring new, better, original
solutions.

17. Principles and methods for achieving good human
relations.

18. Selection and placement principles, tools, and meth-
ods. Assistance with the task of selecting and placing his
people may be provided by special staff helpers, but the leader
cannot effectively delegate this entire responsibility and re-
main the leader.

19. Effective training methods. For, after all, “It is doubly
important (that a supervisor be) a teacher .. .and...a coach.”

20. Pay and incentive systems. One of the surest and quick-
est ways for a supervisor to lose respect is to be ignorant in
this very fundamental regard and to show his ignorance with
a curt brush-off such as, “Go ask ‘em in Personnel or Pay-
roll.”

21. Care of machines, materials, and equipment. 1t is very
nearly instinctive for the good supervisor to conserve and pro-
tect the assets of his organization, in whatever form those
assets exist.

22. Line and staff functions. Whether he, himself, is pri-
marily of line or staff, the effective leader understands what
each division is to perform—and himself performs in such
manner as to enhance the efficiency and effectiveness of the
whole organization.

23. Communications. The good supervisor is informed as
to the formal and informal communication systems in effect
in his organization, methods of communication, what needs
to be communicated, and when and how and where and why
and to whom to communicate.
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24. Safety. Followers will cease to be followers—right now!
—the moment they have reason to think the leader doesn’t
know about, or can’t look after, or doesn’t care about, their
safety.

25. How to deal effectively with men, machines, materials,
and methods. It is with these that the leader accomplishes
the objectives of his organization.

26. How to get high production, of good quality, at low
cost—so as to provide the best possible service to his custom-
ers and the greatest possible benefits to the people of his
organization!

And, finally, the reasons for his being and knowing:

A Good Supervisor Should (DO)...

1. Think creatively, logically, and constructively.

2. Plan, organize, execute, and follow up.

8. Select and place employees.

4. Teach employees.

5. Make work assignments.

6. Provide proper materials, equipment, and supplies.

7. Keep people informed.

8. Control quality.

9. Reduce or eliminate waste.

10. Control costs.

11. Make continued improvements.

12. Carry out organization policies, contracts, and pro-
cedures.

13. Look after the welfare and conduct of employees.

14. Cooperate with others.

15. Keep adequate records.

16. Explain and administer pay systems.

17. Enforce rules and regulations.

18. Handle employee problems—help them to help them-

selves.



WHAT DOES IT TAKE? 41

19. Correct unsafe working conditions.

20. Handle emergencies, if they arise.

21. Maintain good housekeeping.

22. Study for continued improvement and advancement.

23. Adhere to the principle of a fair day's work for a fair
day’s pay.

24. Keep informed, and keep in shape.

25. Set a good personal example.

26. Lead—to get “know-26.”

So say thoughtful men who are themselves practiced leaders
—and whose lives have been most intimately involved with
and affected by the selection and development of leaders.

VOX POPULI

“What does it take to be a leader?’

Thus far, we have asked this most pivotal of all SDL ques-
tions of three different groups: (1) recognized experts, (2) so-
cial scientists, and (3) experienced executives.

And now we had better ask our question of those who have
perhaps the most intense ideas of all about the answers—the
followers.

In the years since World War 11, quite a few opinion-survey
studies have been made among nonsupervisory, or rank-and-
file, employees on the question of what makes a good super-
visor. These surveys, further, have been made of various em-
ployees, in various organizations, and in a broad variety of
organizations.

Now, specialists in opinion sampling advise great caution in
drawing conclusions from such surveys. Moreover, they are
very careful to point out that individuals vary greatly, one
from another; that public statements may actually be dia-
metrically opposed to private feelings; that few people have
thought deeply enough about questions such as our SDL
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one really to have reached true conclusions; that many a
pollee is subsequently found to have given wildly impulsive
answers to a poller’s questions, but virtually none is known
ever to have responded to a question, “I've never thought
about it”; that many respondents, assured of anonymity, have
been found later to have taken perverse delight in telling
pollers the most flagrant sort of lies; and that “the man in the
street,” with his off-the-cuff answers to profound questions,
is probably the man least qualified to know his own mind.

Be all this as it may. ... Here are the twelve main char-
acteristics that a majority of fullowers have said they seek in
their own leaders:

1. Thoughtfulness. A good supervisor consistently treats
his employees with courtesy and regard for their feelings.

2. Impartiality. The effective leader does not attempt to
treat everyone alike—‘because (surprise!) everyone is not
alike”—but tries to treat his employees with equal considera-
tion, avoiding favoritism.

3. Honesty. Employees simply do not feel secure in follow-
ing a supervisor unless that supervisor protects them with his
own strong sense of fair play and trustworthiness.

4. Proficiency. The closer a leader is to the direct produc-
tive work of the organization, the more employees expect him
to have technical or job-performance know-how as a primary
requirement of leadership. The instruction and help they
need cannot otherwise be properly provided.

5. Man-knowledge. Followers look to the supervisor to
know, understand, and accurately “size up” each of the people
under his direction; and they quickly come not only to dis-
respect but to distrust a supervisor who is weak in this regard.

6. Control. The effective leader proceeds in such manner
that there is simply no question about it: ke is in charge.

7. Courage. Just as mischievous children will sometimes
test a parent or teacher, so adult subordinates will test their
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boss—and if he meets the challenge with timidity or undue
hesitation, “He’s had it.”

8. Directness. People want and need to know how they are
doing, where they stand. Even when this information is un-
complimentary, they far prefer being told so straightfor-
wardly—with tact and courtesy—to being told nothing or
dealt with in wishy-washy or devious fashion.

9. Decisiveness. The supervisor is “paid to call the shots”;
therefore the employees look to him to do precisely that—
confidently, directly, even forcefully when the occasion calls
for it.

10. Dignity. People want their boss to be friendly, tactful,
pleasant, courteous—but they are strongly opposed to his do-
ing any extensive “socializing” among them. They say they
can’t effectively look up to someone who is always trying to
occupy their same plane.

11. Man-interest. Employees want and expect to be “put
ahead of the job,” and they will much more readily follow the
leader who habitually thinks of them before the machines,
materials, or any other elements of the work situation.

12. Helpfulness. One survey concludes that, in the em-
ployees’ eyes, “The foreman’s only real justification for ex-
istence is his ability and willingness to help the worker attain
the worker’s goals . . . satisfy the worker’s needs.”

So say the people who receive leadership.

TOP AND BOTTOM

“Well, this is all very helpful. But it is also very general.
Furthermore, it relates in particular to other people and or-
ganizations, while I need that which is specific to my or-
ganization.”

Is this what you’re saying?

All right. As it happens, one procedure for accomplishing
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your aim involves still another technique for identifying
critical factors both of the “‘go” /success-making type and the
“no-go” /failure-making type. And this procedure is simplicity
itself:

Step 1: List the ten “top” leaders in your organization.

Step 2: List the ten “bottom” leaders in your organization.

Step 3: Ascertaih and list the differences between these top
and bottom leaders—what it is that makes the best
ones best; what it is that makes the worst ones
worst.

Step 4: List additionally any special requirements—e.g.,
“ability to get along with Vice-president Jones”—
and...voila!

“Now, why in the name of good sense didn’t you present
this technique in the first place and save me all the time and
trouble of wading through all that other material,” you ask?

Because, frankly... No, I will not give a “because.” You
will be 'way ahead by going ahead and finding out for your-
self.

FINAL ASSEMBLY

Now you are in possession of the principal components
needed for putting together a workable set of leadership
criteria for use in your organization. The remainder of the
job now is pretty much a matter of gathering and arranging
your factors—main and subfactors; general, fundamental, or
universal ones, plus those pertinent to your special situation
—then organizing them in general categories—and, finally,
fitting them into place in the design of appropriate paper
forms/tools.

As for the general categories, common-denominator classi-
fications, or nuclear arrangements that might apply . ..

Experienced managers, industrial psychologists, and per-
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sonnel specialists have found that three basic factors are para-
mount in deciding leadership (or any other kind of job)
success:

1. Ability to do the work

2. Interest or desire to do the work

3. Ability to get along in the work—with self and others

At least one industrial psychologist says that the basic fac-
tors are even fewer:

1. “Can-do” factors—those relating to aptitudes, knowl-
edges, skills, intelligence, capacities for the work.

2. “Will-do” factors—those relating to attitudes, prefer-
ences, motivations, personality characteristics.

But however you categorize, organize, and/or arrange your
criteria, would you do me the favor of sending me samples of
whatever pertinent paper forms you develop? It will be in-
teresting in the extreme to see what you finally decide.
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Need for Scientific Selection—

CAN’T WE JUST TRAIN THEM?

“But can’t we just pick some good men from the ranks—
say, the best operators—and train them in what they need—
and not have to do all this fretting and worrying over selec-
tion?”

This question certainly has occurred to you again, hasn’t it?

We are a long, long way from the proper point at which to
begin to consider in any real depth the matter of training
leader-selectees. But you're human. The chances are that you
have just had a difficult time. (Still having it?) And so you
are ripe for the question.

The work of selecting leaders is not “nice work if you can
get it.” It is intensely uncomfortable, tedious, complex, bone-
wearying, unclear, frustrating, up-hill, exhausting, upsetting,
and just plain tough work! Hundreds of considerations have
to be taken into account. No candidate ever measures up

47
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quite the way you’d like. Every decision finally is a com-
promise. And everything would be so much easier and simpler
if you could just chuck the whole, worrisome business and
pick somebody—anybody, really—and train ...

Well, “You pays your money and you takes your choice”—
in SDL as in the rest of life. And if such is your choice, all
right; so be it. But here’s fair warning: This is probably the
biggest single mistake you could make in SDL! And a little
introspection and reflection will show you why. ...

ABILITY

Can you fly by flapping your “wings” like a bird? Well, if
not, do you think you could learn to do so with some training?

Stupid questions? Perhaps. Perhaps not. Irrelevant ones?
Quite the contrary.

If a person lacks the natural endowment—the basic muscle,
sinew, nervous system, and who-knows-what-else—required to
produce at a given level of performance, he will never be able
to produce at that level no matter how much or what kind
of training you give him. If a man hasn’t the basic equipment,
the potential capability, to run a four-minute mile, he will
never run a mile in four minutes no matter how you gas
him up!

“But that is a physical analogy, whereas leadership is es-
sentially intellectual,” you say? Please don’t let yourself be
fooled.

Granted, experimental psychology has produced evidence
indicating that even a monkey (chimpanzee, really) has suf-
ficient mentality that “It could probably learn calculus.” But
what cursory investigation of this startling pronouncement
fails to disclose is that no such animal could live long enough
to learn it—because this accomplishment would require at
least three monkey-lifetimes!
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No, training cannot create an ability in the absence of
capability; it cannot transform ordinary mentality into near-
genius; it cannot create skill where aptitude does not exist.

It can only develop the potential that is already latently
there.

INTEREST

Would you like to spend the remainder of your working
days digging coal by hand in a mine in West Virginia? Well,
if not, do you believe that you would acquire such interest
with some training?

More dumb questions? Possibly. And possibly we would be
much, much further along in SDL if we had not waited until
now to ask such “dumb” questions.

Training may open new vistas, awaken new curiosities, mo-
tivate new effort, stimulate new searches, arouse new desire
for new learning. In truth, this is precisely what it should be
expected to do. But it would be the very ultimate in absurdity
to expect it to so redirect a man'’s basic likes and dislikes as,
say, to convert the fellow who for twenty years has concen-
trated on the technical and mechanical aspects of a job, to the
exclusion of the human aspects of the job, and make him
suddenly become predominantly people-centered rather than
thing-centered.

As stated before, training may, and often does, help a man
to discover latent aptitudes. It may help him to develop an
ability that previously had been unsuspected, secretly-wished-
but-repressed, or dormant. But it will not create desire for
that which is unwanted; it will not suddenly implant liking
for that which has always been deeply disliked; it will not
generate ambition for leadership in a man who wants to be
only a follower.
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A man will bring to any job the preferences he has had for a
long, long time.

PERSONALITY

Do you know some person who is characteristically cold,
self-centered, impulsive, indecisive, hypercritical, evasive, ir-
ritable, intolerant, unstable, subjective, and erratic (heaven
forbid!)? Well, if so, do you believe that this person would be
made friendly, generous, forethoughtful, decisive, apprecia-
tive, honest, calm, stable, tolerant, objective, and consistent
by some training?

Forgive my bluntness, please, but this is too important to
you to permit anything less than the straight truth as I know
it: If you and /or your organization seriously believe, as some
have believed, that the personality of a mature adult can be
quickly made over (in whose image, by the way?) by “sending
him to take a course in human relations”—that devils can be
made into angels in ten easy lessons—you are dead wrong!

The human personality is no such malleable thing. Even
extensive psychiatric treatment frequently fails to have any
appreciable effect on some people. And no reputable psy-
chiatrist, psychologist, or psych-anything-else would endorse
the notion that personality transformation is such a simple,
easy thing that it can be brought about merely through
“some training.”

In all reality, if there is any area where it can safely be said
that training assuredly cannot be relied upon to produce pre-
dictable, consistent, desirable results—this is it!

REQUIRED: ABILITY-INTEREST-PERSONALITY

Training, however nobly motivated, never fails so surely
or so miserably as in misguided attempts to substitute it for
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selection. Indeed, in such cases, it can lead to real tragedy.
For compulsion of the aptitudinally, preferentially, and ten-
dentially deficient to learn what they haven't the constitu-
tional proclivities to learn is very nearly the cruelest punish-
ment that can be inflicted upon humans. (Breakdowns and
suicides have been caused by less.) And this is not only in-
humane; it is illogical, unprofitable—and unnecessary.

The physical law of inertia has a psychological counterpart
which is just as immutable as its physical relative. This
“psycho-nertial” law is: 4 man will tend to continue to be
what he has been.

And what does this law mean? Tt means at least this:

Training can develop, but cannot create, the aptitudes,
drives, and personality characteristics required for leadership.
These qualities must be obtained primarily by selection of
people who already have them in potential.
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Leadership in Potential—

WHO HAS IT?

Now you have formulated definite answers to the question,
“What does it take to be a leader?”—in your organization.
You have isolated and identified the factors, the criteria, the
standards that are to obtain. And you have assembled these
into the working tools needed in practical application.

If this is not yet true, because you are waiting for certain
additional information, forgive me, but. ... We have already
passed the point at which I can help much further in this re-
gard and have reached the stage at which only you can really
do what is required.

For instance, if you are wrestling with the question, “Aren’t
different criteria required for different jobs—especially when
the jobs are on different levels?”” I cannot answer well enough.

‘ 53
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In general, I have every reason to believe that different fac-
tors are not truly required for the “different” jobs of, say,
foreman and president. (Can you cite any basic leadership at-
tribute already given in these pages which is not common to
both jobs?) And I believe it can be readily demonstrated that
only factor weights$ will differ fundamentally with different
levels of leadership. But if special circumstances dictate that,
say, your company must have a pair of inordinately ag-
gressive executives—one for research and development, one
for marketing—to offset an abnormally conservative, heel-
dragging vice president of finance, who but you could pos-
sibly so specify?

Or if historically the job of maintenance superintendent
in your firm has called for 4 Chinese-speaking, red-haired
genius with a master’s from M.I.T.—whereas your investiga-
tions show that the job could be handled quite well, thank
you, by a good homegrown mechanic with a year of drafting
training, able to read simple blueprints, moderately skilled
in addition, subtraction, multiplication, and division (“Yeah,
somebody did use a little calculus here, once, back about
1940”). . . Welll I may join you in publicly protesting against
such prostitution of the art and science of SDL. But, however
unhappily, you will have to enter your own battleground
alone to try to alter the course of your company’s history.

So you know what you’re looking for in your leaders. You
have established qualitative standards—what properties/
characteristics you want—and quantitative standards—how
much of the characteristics you want.

The question now becomes: Who has the attributes you're
seeking; how can it be determined whether any candidate
does or doesn’t possess these attributes?

There has been just one horrendous lot of academic bare-
bone-picking, devious dodging, nibbling-around-the-edges,
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semantical scurrying, and equivocating on this question over
the years. And, in view of the futility of such pedantic pussy-
footing heretofore, I strongly doubt that you are of a mind
for any more of same. So here goes:

There is only one way on earth of determining a man’s
ability to do the work, interest or desire to do the work, and/
or ability to get along with self and others in the work of
leadership—

There is only one way on earth of determining whether a
man has the aptitudes, knowledges, skills, intelligence, capac-
ities, attitudes, preferences, personality, motivation, et al.,
required for leadership—

There is only one way on earth of determining whether a
man can do and will do the job of leadership—

... and that is through tests.

(We will now have a pause of indeterminate duration while
all hell breaks loose around the unregenerate, unenlightened
author, and screams of anguish, academic outrage, and the
like pierce the air. Then, when the tumult and the shouting
die down a bit. ...)

By my definition, a test is any device or procedure that per-
mits the systematic elicitation of information about a person
for the purpose of analyzing and appraising that person’s
capabilities and characteristics.

This definition is basic to the whole point of view about to
be presented. So, even at the risk of some tedium, let it be
repeated:

Any device or procedure that permits the systematic elicita-
tion of information about a person—for the purpose of an-
alyzing and appraising that person’s capabilities and charac-
teristics—is a test.

“Does this mean,” you ask, “that application forms, ratings,
interviews, performance appraisals, and the like, are ‘tests’?”

This is precisely what, the definition means!
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An application form, for instance, is obviously a test of at
least a person’s ability to read and write—and provides addi-
tionally for “the systematic elicitation of information” as to
his age, environment, educational exposures, status, experi-
ences, job skills—and may also supply clues to some of his
possible attitudes, ‘interests, and characteristics.

A so-called “rating,” too, clearly aims to conclude: “Here’s
what this person is like and how much he is like this.”

And isn’t it plain as day that interviews, performance ap-
praisals, personnel records, reference checks, (yes, and by all
means let’s get to these:) “personnel” or ‘“psychological”
tests, and “trial by fire” are so many additional device(s) or
procedure(s) for the systematic elicitation of information
about . .. capabilities and characteristics?

So, by whatever name, a test is a test is a test. And if you
will hold firmly to this inclusive, unifying concept, it is very,
very unlikely that you will ever get badly bamboozled—by
self or others.

Attached (?)—Detached (?)

To nail down this concept a bit more . .. Fundamentally,
there are just two kinds of tests:

1. The “subjective” (or personal)—in the application of
which some presumably qualified person or persons endeavor
to judge the capabilities and characteristics of another pri-
marily upon the basis of evidence obtained through personal
observation, sensory impression, et al., and the interpretation
thereof. (Ratings, interviews, and appraisals fall into this
category.)

2. The “objective” (or impersonal)—in the application of
which some presumably qualified person or persons endeavor
to measure the capabilities and characteristics of another prin-
cipally by taking and interpreting samples of the subject’s
performance/behavior. (This, of course, is the kind of device
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we ordinarily tend to think of in connection with the term
“test.”’)

It becomes increasingly clear, does it not? When we are
trying to determine who of our available candidates have the
qualities of leadership we are seeking, there is really no such
question as, “Should we use tests, or shouldn’t we?”’—com-
mon though this question has been in discussions of SDL in
the past. There is only the question, “What tests, of what
kind, should we use?”’

And, to keep ourselves on solid ground, that is the question
we had better tackle now. More to the immediate operational
point, perhaps, we had better look into the intrinsic nature
of each basic kind of test; for investigation, study, and ex-
perience show that each is weakened by certain peculiar, in-
validating effects—effects, moreover, that not only are not
generally appreciated but, unfortunately, are not even com-
monly recognized—and therefore are uncommonly hamper-
ing and detrimental. So we have a very great deal to gain,
indeed, by exploring them here in some depth and detail.

First, the subjective . ..

INVALIDATORS OF SUBJECTIVE TESTING

Study of subjective testing shows that such “personalized”
judging may be weakened by at least sixteen human factors
that tend to bias any rater to some unknown (unknowable?)
degree. These sixteen detrimental, invalidating factors are:

1. Halo Effect

This refers to the tendency of the rater (“tester”) to base
his entire evaluation of a person upon a single conspicuous
or impressive characteristic of that person.

For example, the rater who is strongly under the influence
of this effect may rate a. man high on “intelligence” because
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the man has an unusually friendly, pleasant manner. Or he
may rate him low on “ability” because the man is somewhat
reserved or ill at ease—especially under aggressive interroga-
tion.

The tendency of the “halo fitter” is to categorize all “good”
(hence the halo) or "‘bad” (tarnished or warped halo) because
of just one outstanding or apparent feature. And obviously
his rating may be doubly invalidated if he perceives this one
characteristic inaccurately—concluding “lack of drive,” say,
about a candidate who on the contrary is just uncommonly
courteous—as sometimes happens.

Unfortunately, this kind of “‘reasoning” usually is entirely
unconscious, with the rater never questioning, let alone sus-
pecting, himself as having the habit of forming important
judgments in such fashion.

2. Confusion Effect

This is the tendency toward aimless, unorganized, direc-
tionless “opinionating”: the tendency to “sort of feel one’s
way”’; to gather up a lot of miscellaneous, vague, random im-
pressions; to “fly by the seat of one’s pants”; or to “play it by
ear.”

The predominant result of rating carried out under the in-
fluence of this effect is not only the production of different
ratings for different people—although that is one result, sure
enough—but the production frequently of utterly different
kinds of ratings—based, as they are, upon highly varying
“rubber” standards. (In one remarkable case from personal
experience, I saw a certain executive assign diametrically op-
posite final ratings to identical twins—said “twins” actually
being one man interviewed by this executive on consecutive
days!)

The “confusionist” rater has no consistent patterns or
criteria to guide him. (Watch him scramble desperately to try
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to justify a challenged rating sometime, if you doubt this.)
And, as a consequence, he is unable to put together any real
bodies of related data in such manner as to formulate con-
sistently sound, reliable conclusions.

3. Extension Eﬁecf

This is the habit of permitting a few limited experiences
with a person to color (all right, discolor) the rater’s judg-
ment concerning all probable future experiences with that
person.

The “extensionist” rater is inclined to seize upon one or
two incidents (which may be completely isolated incidents
and not in the least typical or representative of normal ex-
perience) and then to generalize that “this is just what can be
expected” of the ratee.

For example, there is a story (maybe apocryphal) about an
executive who will not permit the hiring of any man with a
moustache—because, years ago, a man so adorned absconded
with some of his company’s funds. Another one is reputedly
on record as refusing to promote any man having a clammy
handshake, because he shook hands with a cold-handed ap-
plicant one day and the applicant had a “nervous collapse”
the following day. (Didn’t we have cold hands and feet, by
the way, when going after The Big Job?)

It may be that every rater has some unreasoned belief such
as one of these. And, if so...

4. Evasion Effect

This refers to the inclination of a rater to evade respon-
sibility for forming truly significant, honest, defensible, com-
prehensive evaluations and to try instead to get by with
innocuous, ostensibly-penetrating-but-actually-empty, glib,
meaningless, sterile statements.

Want a sample? “He projects a singularly atypical aura of
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euphoric congeniality.” Interpretation: “He seems to be a
real, nice guy.”

The evasive rater may produce “information” of a sort.
(At least, he is able to fill up the space on a rating form.) But,
upon close inspection, this is invariably found to be informa-
tion that is highly ‘'uninformative.

5. Superficiality (“Book Cover”) Effect

This is the habit of forming important judgments on the
primary basis of mere superficial evidence.

As an example, I once saw a rating, handwritten on an
interoffice memorandum sheet following a preemployment
interview, which stated, “This man carries himself well, is
energetic, calm, and collected. Hire him.” Very shortly there-
after “this man” turned out to be corrupt, lazy, stupid, in-
competent, and a number of other undesirable things, none
of which were—or could be—detected by superficial investi-
gation.

6. Marry-in-Haste Effect

This involves the wish to “get it over with”—a fondness
for conclusions-too-soon-arrived-at.

The presence of this influence can often be spotted through
the casually dropped remark to the effect, “I can tell you all
about that guy in one minute.” It can be readily shown, of
course, that no person is so simple or transparent that he can
be adequately described in one minute. (The simplest human
being is still “‘the most complex and mysterious organism on
earth”!) But Mr. Hasty Marriage, in his terrible innocence,
evidently has not been so informed.

Marry-in-haste ratings, as with halo-effect ratings, almost
always (necessarily!) describe and sum up the ratee in black
and white terms, all good or all bad. And this is an invariable
mark of an unreliable rating.
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7. Projection Effect

This is the habit of projecting pre-conceptions, pre-judices
and pre-determined expectations into the rating procedure—
ie, deciding in .advance, however tacitly and/or uncon-
sciously, what the facts are going to show—before the facts,
during the facts, and after the facts.

A certain “scientific study” illustrating this effect is said to
have been carried out several years ago when a sociologist and
a prohibitionist each interviewed a number of bums in New
York City's Skid Row in an effort to find a reason for the
bums’ failure in life. Upon completion of these exhaustive
probings, the sociologist concluded that society was prin-
cipally at fault, and the prohibitionist concluded that alcohol
was primarily to blame!

(Fortunately, this effect doesn’t influence us, does it? We
would never approach the reading of a new book such as this
one, for instance, with our minds already made up as to its
contents. Why, certainly not! Hmmm....)

8. Assumption Effect

This refers to the (common?) tendency to make unwar-
ranted assumptions regarding the significance, importance, or
validity of various factors or criteria.

It has been quite fashionable, for example, to assume that:

—A tall (“strong”?) man is automatically a more effective
leader than a short, slight one;

—An “experienced” person is automatically superior to an
“inexperienced” one;

—An older man automatically gets better followership than
a young one; and

—The highly extroverted person is automatically a better
leader than the more reserved or introverted person...
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whereas investigation of these assumptions shows that

—The six-foot-six, 215-pound author is led quite effec-
tively, on occasion, by a certain five-foot-five, 120-pound
lady; *

—The continuing repetition of a thing after the thing has
been learned does not produce more learning, and the
mere passage of time does not necessarily teach anything
at all;

—It was fortunate for the world that “young” Colonel
Eisenhower was moved around older, senior officers to
lead our armed forces during World War II; and

—Hollywood stereotyping and myth to the contrary, the
outstanding business executive—or leader in any field—
is anything but a brash, loudmouthed, flamboyant type.

And perhaps all of this gives us an important tip-off: When-
ever any kind of assumption is “fashionable,” we should ex-
amine it with the very greatest of care; for fashions, by very
definition, are always fleeting, transitory, evanescent.

9. Familiarity Effect

This is the tendency to regard a ratee lightly, and usually
unfavorably, simply because he is well known.

The rater who is easily affected by this influence (which,
by the way, is also known as the “hometown-boy effect”) can
be quickly recognized by his readiness to conclude, “Who—
ol’ Joe McGillicuddy? Man, he won’t ever amount to much.
Why, I've known him for years!”

This kind of rater, of course, can also be identified by an-
other characteristic: he is quick to boast—later—about how
he “predicted great things for my friend Joe when he went off
to the big city.”

* Did Mahatma Gandhi ever top 100 pounds, by the way?
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10. Elder Sage Effect

The tendency here is to presume that the excellence and
accuracy of one’s perceptive judgment improves automatically
in direct ratio with the mere passage of time until—presto!—
omniscience and infallibility set in (along with senility?) upon
the attainment of so-many-years’ service.

(Breathes there a man who isn’t at least secretly convinced
that he is a lot better judge of people nowadays than ever
before, even though he has made absolutely no study of the
matter, formally or otherwise?)

Unhappily for all concerned, as time goes by this tendency
probably gains strength from the “elder sage’s” pathological
inability to remember his mistakes after a certain period.

11. God Complex Effect

This is the habit of inferring a direct and positive correla-
tion between the factors of “judgment” and “position” (i.e.,
status, or level occupied in the organization).

The “deity,” soi-disant, who is strongly influenced by this
heady self-image—usually because he has a position of some
importance—gains conviction as to the superiority of his skill
in judging people from all sorts of confirming symbols. Ma-
hogany office, subservient employees, solid gold Cadillac—all
these and more seem to give ever more credibility to the no-
tion of his preeminence, until finally (and, by this time, pos-
sibly even in spite of himself), he is impelled to conclude:
“How can I be wrong? Look who I am!”’

12. Quack Effect

The reference here is not to a duck but to the char-
latanistic practice of inferring a relationship between certain
physiological characteristics and certain psychological char-
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acteristics, between certain physical features and certain in-
tellectual and personality features, capabilities, traits.

And how prevalent and persistent some of these inferences
arel .

"People with high foreheads are more intelligent than
people with low foreheads " It would certainly simplify a lot
of problems in SDL if this conclusion were credible; but,
contrarily, the demonstrable truth is that morons frequently
are found to have high, bulging foreheads and far-larger-than-
average brains.

“Fat men are jolly”—except, investigation indicates, some
indeterminate number who are overweight.

“The tall, lean, clean-cut_American type” is what some
companies openly and actively seek. Trouble is: just what
does that mean? (I know a personnel director who tried to
draw up exact specifications covering this requirement in his
company—and wound up with a 100-page, singlespaced,
typewritten document, on the precise language of which no
two executives in his company would ever agree!)

“A square, jutting jaw is a mark of leadership ability.” On
the other hand, of course, such an abnormality might be
traceable to inadequate dental care during childhood—or
half a hundred or more other things, none of which is neces-
sarily significant in relation to leadership.

Adolph Hitler was probably more successful than many
realize in implanting the idea of the “innate superiority” of
so-called “Aryans.” (Doesn’t it sometimes seem that every
American believes he or she would be happiest and most suc-
cessful as a blue-eyed blond?)

“Show me a man with grease under his fingernails, and 1
will show you a real production manager” (or chief engi-
neer, or you-say-it). To carry this you-gotta-get-your-hands-in-
the-grime idea out to the “logical” end, no doubt we should
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interpret it as meaning also that the fellow who works with
his head should have a dirty mind.

And so they go.

“Well, isn’t there some connection between physical char-
acteristics and personal characteristics,” you ask? Probably so:
there is “some.” Anthropologists have classified people in
three main physical types: (1) “ectomorphs,” or skinny ones;
(2) “‘endomorphs,” or fat fellows; and (3) “‘mesomorphs,” the
muscular, athletic sort. And, after decades of careful study,
these scientists have concluded warily that there are “slight
similarities” within each classification. Which seems to make
this much clear: If the most advanced students are so cautious
about these ““quack” inferences, you and I would be wise to
be very, very wary.

13. Gimmick Effect

This is the habit of drawing sweeping conclusions from a
person’s responses to various and sundry tricks, gadgets, or
other “gimmicks.”

It has been recorded, for instance, that Thomas A. Edison
made it an inflexible rule never to hire an applicant who, at
the luncheon which was a standard part of Edison’s selection
program, salted his food before tasting it. Now, there might
be dozens of sound, sensible reasons why the applicant would
do this. (He was abnormally intent upon making a good im-
pression by attending exclusively to his host and wasn’t even
aware of picking up the salt shaker, let alone using it; or he
knew the standard restaurant practice of underseasoning all
foods; etc., etc.) But to Edison such behavior signified only
that the applicant was unacceptable—he had “poor reasoning
ability”—he “lacked the scientific attitude.”

I know a bank executive who, against all professional ad-
vice (for which he, personally, paid), persists in testing ap-
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plicants with this trick: “I have two standard U.S. coins,” he
says to an applicant, “that are worth 60 cents, and one of them
is not a dime.” The applicant must thereupon respond, “The
other one is a dime”—or he’s out!

If sometime you are next-to-overpoweringly tempted to fall
for one of these (“sure-fire!”’) gimmicks, you might apply this
sense-restoring question to it: How would you like to have
your “pedigree” decided by such a thing?

14. 1Q (Insignificant Question) Effect

By this term, “IQ effect,” is meant the tendency to attach
profound significance to meaningless or unanswerable ques-
tions.

“What do you want to do?” is probably the classic such
question in the SDL business. And if an applicant were to
give a really intelligent response to it, he would likely say,
“I want to inherit a million dollars so that I won’t ever have
to face that absurd question again.” But no; after having been
through this routine a few times, he becomes conditioned to
respond by mouthing a lot of platitudes such as, “Sir, I want
to keep my eye on the ball, shoulder to the wheel, ear to the
ground—and (sotto voce:) get a little work done in this posi-
tion—and (come on strong, now:) one day become Presi-
dent!”” Whereupon, of course, the interviewer concludes,
“Ah-ha! This chap is management-minded.”

Sometime, for the exercise and the illumination, you might
try to answer this little IQ-type question: “Are you honest?”

Or, if you are really seeking self-knowledge, you might
tape-record the next preemployment interview you conduct,
play it back, and try answering your own questions—then
attempt to figure out what your answers mean. It might be
an enlightening experience.
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15. Stereotype Effect

This is a sort of variation on the Hollywood-style role-
casting theme—the habit of conceiving of people in types in
relation to certain jobs or occupational groupings.

No doubt you have encountered a lot of these stereo-
types. ...

“Staff people are absent-minded, impractical dreamers.”

“Salesmen are breezy, heavy-drinking, outgoing fast talk-
ers who operate barely within the law.”

“Production men are down-to-earth, aggressive, technical-
minded guys with high drive and little imagination.”

Studies in depth, of course, refute such conceptual type-
casting, and show instead that (1) every person has the capa-
bilities to perform—successfully—many different jobs of
many different kinds; and (2) while people in given occupa-
tions do tend to have certain things in common (they had
better have some things in common), the characteristics popu-
larly attributed to them do not necessarily constitute true,
basic criteria. In this second connection, in fact, there is
powerful reason to believe that certain apparent common-to-
the-occupational-family characteristics develop on the job—
as the con