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Where style meets substance.
(corporate leadership)(includes related articles) (Special Focus: Leadership) 

As companies change with the times, so must the people who lead them. The question: What exactly needs fixing?

Jo-anne Dressendofer was happily ensconced as CEO of her fast-growing full-service marketing company, Imedia, based in 
Morristown, New Jersey, when seven of her top employees marched en masse into her office in 1992 and threatened to quit if 
she didn't change her autocratic ways. For Dressendofer, the moment was a turning point in her realization that the leadership 
style she had grown accustomed to, that had served her well since her elementary school days, needed a complete overhaul, 
which she quickly set about constructing.

Thousands of bosses around the country - spurred, like Dressendofer, by employee revolt, or, more often, by nose-diving sales 
- are also looking to change, going beyond the old military leadership approach to one where all employees feel empowered 
and encouraged to be candid, instead. Leadership may well prove to be the most important strategic issue facing organizations 
in the next century, management experts believe, since running a company can no longer be likened to a symphony orchestra, 
as leadership guru and USC professor Warren Bennis says; rather, it's like leading a jazz band with all its improvisation and 
surprise.

"A few people at the top knowing everything and making key decisions is no longer serving organizations the way it once 
was," says Tom Both, vice president of global research and development at Eden Prairie, Minnesota-based Wilson Learning 
Corp., a 30-year-old training company whose courses include the "Authentic Leader" and "Managing for Excellence." Global 
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competition and the demise of customer loyalty are creating such intense challenges for executives that only bottom-to-top 
creativity and enhanced productivity at all levels can ensure success, he says. For example, Roth and others note, the wonderful 
innovations that have come out of Microsoft since its inception have everything to do with Bill Gates' leadership style, which 
encourages suggestions from all ranks and debate of all ideas. In fact, a Wilson Learning study of 25,000 workers at various 
companies found a surprising 69% of employee job satisfaction related to the leadership skills of their bosses, with 
productivity way down among those who, like Mick Jagger, don't get no satisfaction.

Whether or not those at the helm can learn to empower their workers - making them want to contribute more - may be the key 
to future profitability and growth. "You can make people work long hours, threaten them if they don't, and you can get the job 
done. But the repercussions are so long-term - where people hate coming to work, give you dirty data, don't tell you the truth - 
that it doesn't maximize effectiveness for the long haul," says Blaine Lee, vice president of instructional psychology of Provo, 
Utah's fast-growing Covey Leadership Center, based on Stephen Covey's "Principle-Centered" leadership approach. 
"Employers can no longer guarantee employment," adds Wilson's Tom Roth, "Instead, there's a new psychological contract in 
organizations, to create employability, giving the person enough skills and experience so they want to be there." In other 
words, old-style "heroic" managers get things done by people, while the more modem "post-heroic" managers get things done 
with people.

The Range of Change

Though most leadership experts believe that anyone can learn to navigate through the new way of leading, all admit the road is 
long and arduous. Joe Reynolds, a former Procter & Gamble executive who now heads up Leadership Dynamics, a consulting 
firm in Houston, notes that, for leaders, acquiring a radically different style can be "like learning to play a violin in front of a 
bunch of strangers on Fifth Avenue. Each tentative step is watched by every employee in the company."

Often, older executives who've been successful throughout their career rise are too comfortable with the way they have done 
things in the past, which for most means being tied to the "my way or the highway" method of leading. Because the old-style 
method has worked for them and for their companies in the past, they can be bathe to make the change.

"Success is a blinding factor; it's why major breakthroughs more often come from entrepreneurial companies, or from periods 
of breakdowns at large corporations," says Ed Gurowitz, executive director of the Oakland, California office of the Generative 
Leadership Group, a leadership consulting firm.

But a growing number of companies are facing that sense of breakdown, judging from the increasing interest in books and 
courses on the new way of leading. "For the first time in 60 years, leaders are not going to have a choice. A 'change or die' 
mentality will be coming to nearly all businesses within the next few years," says Gary Heil, co-author of Leadership and the 
Customer Revolution, who says he got out of the leadership-consulting business a few years ago because of the lack of 
leaders' desire for change, though he's back with a vengeance now.

A radical shift in leadership styles has already largely taken place within the manufacturing sector, Heil points out, signaling to 
skeptics that change can indeed come. "Top executives in manufacturing had to learn how to empower their workers and 
remake entire businesses virtually overnight, and they did," he says. "Within a few years, they were able to enlist employees' 
help to increase performances inside factories, drive costs out, reduce cycle times and flatten structures. In most cases, the 
leaders were the same people who had done things the old, antagonistic ways before."

Not every executive goes through the process kicking and screaming. For many strategic decision makers, long consumed by 
financials, the ability to focus more on leadership offers an exciting opportunity for growth.

Jeff Smith, executive vice president of the Gallipolis, Ohio-based Ohio Valley Bank, decided after considering graduate-level 
programs in banking that he really needed a course in leadership, instead. It's not that Smith, COO of Ohio Valley these past 
three years, was unhappy with where his bank had been. Rather he was concerned that to thrive in the increasingly 
consolidating industry means "paying more attention to people and less to technicalities." Smith signed up for the highly 
respected Leadership Development Program at the Greensboro, North Carolina, Center for Creative Leadership, and says the 
program changed his thinking about the people who work for him. "In school you always learn that there's one right answer 
for things," he says, "but the course really helped me see that different people might approach the same situation differently, 
none of them necessarily wrong." In the few months since he completed the week-long course, Smith says he has altered his 
work with his teams, dictating less and encouraging more tolerance of the divergent attitudes among members.

Looking Back at Leadership

The Center for Creative Leadership, like many other leadership programs today, is based on the notion that anyone who really 
wants to change can do so. But that was not always the predominant thinking. "The study of leadership has undergone huge 
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shifts over the years," Covey Leadership's Lee observes.

Prior to the late 1800s, Lee explains, people believed that leadership was based on family, environment, and circumstances, so 
if you weren't born with a prominent pedigree you didn't have it in you to be a leader. Then, as the discipline of psychology 
began taking hold, people came to observe traits like charisma, dynamism, and loyalty in their leaders, reasoning that if they 
emulated those traits they could be successful leaders, too. "The problem with that approach is that some people who were 
introspective and thoughtful were good leaders," Lee says, "but they were bending over backwards to be outgoing and genial 
even when it didn't suit them." Today, leadership consultants go out of their way to avoid using the word "traits," talking 
instead about qualities or competencies that good leaders possess. Professor Warren Bennis, for example, identifies four 
"indispensable qualities": a guiding vision, constancy so followers know what to expect, candor with both themselves and 
others in the organization, and the ability to limit themselves to several key objectives. Wilson Learning, similarly, speaks of 
five "leadership capacities" that bosses should cultivate.

When behavioral psychologists gained ground in the 1940s, leadership increasingly came to be seen as what you do, not who 
you are. Leaders were studied to see how long they spent communicating with their followers, how much time they walked 
around in their organizations, and the like. Some experts, in the one-minute manager mold, still adhere to this behavioral 
approach, noting that people can quickly learn techniques to make them more empowering bosses, such as rephrasing 
commands as questions or pausing between sentences to really hear what others have to say.

In the 1960s, the notion of studying leaders was amended to include assessing followers, too, on the theory that a person might 
need a leader who gives detailed direction for one task but one who inspires them for another. The idea that varying situations 
may call for different approaches is still largely adhered to, Lee notes, though leaders also need to be true to themselves and 
not become spineless chameleons.

The rapid changes during the last decade - where global competitors muscled in on formerly complacent companies and 
workers discovered the hard way that guaranteed employment was an illusion - has helped spawn the new way of looking at 
leadership. "People can change jobs quickly and, now that they know the company has no loyalty to them, with absolutely no 
sense of guilt," Lee says. "So the overriding question has become: Given people's other options, why would they choose to 
follow you?"

Bosses get their way with employees via a number of approaches, says University of Maryland (at Potomac) management 
professor Hank Sims, who identified four types of leaders in his 1989 book, Superbleadership (co-written with Arizona State 
professor Charles Manz). The "strong man"' uses his authority to issue commandments, which employees respond to based 
on fear; the "transactor" rewards followers for going his way; the "visionary hero" leads by inspiration, evoking an emotional 
commitment on the part of his staffers; and the post-heroic leader, which Sims terms the "superleader," encourages those in all 
positions of the organization to feel and act as if they're leaders, too. In this model, power is more evenly shared, and the 
leader's job is largely to help employees develop the skills - including idea generation - to contribute more fully than just by 
sewing the pockets properly on the company's jeans.

Removing the Chains

How a leader actually makes the transition to creating a more empowering organization is somewhat controversial. Dan 
Ciampa, CEO of the Lexington, Massachusetts-based consultancy Rath & Strong, believes that transformation is not made by 
attempting fairly significant changes in the leader's personality. "It is not important or realistic to ask people who run large 
organizations to dramatically change their style. To expect that is not only naive but destructive," Ciampa says. Instead, he 
feels, leaders must understand what they do well, what the shortcomings of their style are, and how to implement a 
superstructure for compensating for those shortcomings.

Ciampa says, for example, that his company's studies reveal that most corporate leaders possess styles similar to one of several 
recent U.S. presidents, Franklin Roosevelt (a strong soloist), Dwight Eisenhower - and the more modern Ronald Reagan (who 
needed to be surrounded by strong key managers), and John Kennedy (who fostered teamwork). But while Ciampa joins 
others in the belief that the Kennedy-type manager works best in today's environment, he believes that those who seem more 
closely like the other two men should understand themselves enough to choose key managers who can better foster the 
empowering style within the corporation. Even the Kennedy approach needs some controls, he says, because when you're too 
good at inspiring others, those others sometimes feel that they can't dissent.

When evaluating where companies wants to be in 18 to 36 months (the timeframe Rath & Strong believes is most realistic for 
making change), Ciampa says, leaders need to look at what steps will get them there and in what ways their own leadership 
styles help or hinder movement in that direction. A company that hopes to become the most customer-focused in the industry, 
for example, would then look backwards at how it might get there, say by breaking down the walls between the various 
departments and fostering more internal interaction. If the leader is not the type who is able to bring that environment about, 
Ciampa explains, a structure needs to be introduced showcasing other key managers who will. "We're not talking about those 
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leaders changing their style, but rather we're talking about changing their decision-making systems," Ciampa says.

A Course, of Course

Other leadership experts believe that leaders can - indeed should - alter their personal styles to ensure long-term success. 
Imedia's Dressendofer, for example, used the impetus of her employee confrontation to institute a new employee-management 
system at her $7-million company, comprised of five "action teams" that deal with the company's various departments, plus a 
more senior group of representatives from each team, which meets every few weeks to resolve conflicts and changes in 
action-team objectives. Relinquishing control didn't come easily for Dressendofer (who sits on one committee - and often 
finds herself sitting on her hands, watching others make what she sometimes considers bad decisions), but when sales at her 
firm shot up more than $1 million as a result, Dressendofer became a believer.

In making these radical changes, leadership courses often help, because they don't just talk about the error of people's ways, 
they help them see what's holding them back from becoming the leader they might prefer. The Generative Leadership Group, 
for example, teaches executives how to see the invisible, self-imposed lids that keep people from rising to their potential 
greatness. One of the first exercises in their courses has leaders engaging in dialogue until they fall into the traps of their 
personal myths. For example, executives may come to see that they cling to notions like "disagreeing means being disloyal," or 
that if there's a leader, there have to be followers behind - a belief that flies in the face of empowering others. Women have 
additional paradigms, GLG believes, such as if you're viewed as aggressive, your opinions won't be respected.

"'We have met the enemy and he is us' sounds like bad news, but if I'm the source of the limiting paradigm, if I alter the 
thinking, I don't need anybody else's permission to change, so it's actually very freeing," says Ed Gurowitz. With those lids 
removed, executives can get outside their traditional thought boxes to take a new, unfiltered look at where they and their 
organizations hope to go before plotting specific steps for getting there.

Linda Alepin is vice president of business development at Amdahl, the $1.7 billion, Sunnyvale, California, computer company 
that, like its competitors, is in the midst of the painful shift from mainframe seller to client/server integrator. Charged with 
helping to steer the battleship's turn-around, Alepin thought taking a GLG course would help her learn to more effectively lead 
the company through a real cultural change, rather than the more superficial laying down of tools and techniques the company 
had been using.

For Alepin, who opted for the course geared to women, the "Eureka!" came when discussing the paradigm that women have to 
be perfect to succeed. "What that does is make you work three times harder than you probably have to," Alepin says. "Now 
that I've let go of the desire to make everything flawless, I've tripled my productivity."

Other aspects of that course, and a second Executive Education GLG program that Alepin is currently taking, helped her see 
that she was more hands-on than she needed to be. So, when a major new project looked like it was headed toward a 
crash-and-burn just two days before Alepin was to fly off for a Hawaiian vacation, it really put her penchant to be hands-on to 
the test.

The next day the project leader sat down with Alepin and, as she had learned in the course, they talked about the facts that were 
hampering the multimillion-dollar project, rather than spending time assessing blame for its failure. When the person told 
Alepin to have enough faith in him to get it done, Alepin had no choice but to don her lei. When she came back from Maui, the 
project was complete. "True empowerment really works," Alepin says she has learned. "My staying in the middle would have 
done nothing, and it might have been detrimental. Now I understand what it is to get out of the way."

From "Eee-gads!" to "Eureka!"

At many leadership courses, which range from two-day open seminars to week-long programs customized for specific 
organizations, role-playing, deep introspection, and, sometimes, standardized personality tests are key components for 
self-reflection. At the Center for Creative Leadership, for example, Myers-Briggs tests are used to help an executive 
understand how his personality type affects his dealings with others. One Myers-Briggs construct, for example, is a cerebral 
type who is most comfortable when things are in a state of closure. "That may be helpful in many situations, but it may also 
push the person to reach a decision without considering enough unusual options," says Lily Kelly-Radford, program manager 
at the center.

Often, courses use written feedback provided in advance by peers, subordinates, and superiors. The CCL's "effective 
leadership indicator," an instrument others use to identify where the executive falls on 48 descriptive adjectives "shocks" many 
participants, Kelly-Radford says. "Many people don't know how others experience them, yet that greatly affects how much 
buy-in they get on their decisions," she says.
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While the information may not be as dramatic for some, it almost always provides useful insights. Rubin Pfeffer, president of 
the Harcourt Brace Trade Division in San Diego, says that the feedback he received during the CCL program made him realize 
that he hadn't been addressing the issue of conflict as early as was sometimes necessary. Since taking the course last summer, 
Pfeffer has initiated regular team meetings of top-level managers in his division, and one item he specifically puts on each 
agenda is airing areas of conflict. "Talking about disagreements is not something they would have felt comfortable doing at 
these meetings if I hadn't made it a topic of discussion," Pfeffer says. "It's easier to ignore or delay conflict, but then you run 
the risk of it erupting later into a major rift."

During her seminars, Amdahl's Linda Alepin became more aware of her role as a critic in the company. "I was always looking 
more at why things wouldn't work. Now I'm into figuring out what's missing," she says.

Another self-discovery method used in many leadership courses is the "Outward Bound" type ropes program, where everyone 
works together to complete physically challenging assignments. "These exercises give you an opportunity to interact; you have 
to absorb the material and then put it into action," says Brian Berger, vice president of sales for Markham, Ontario-based 
Pillsbury Canada who completed a leadership development program last June. Berger says he happily discovered though this 
process that he "has the natural ability to bring some sense to disorder."

Several of the courses go further, taking the approach that becoming an empowering leader requires also looking at - and 
possibly changing - your personal character. Wilson Learning posits a diamond-shaped "leadership mind," where vision, 
reality, courage, and, importantly, ethics are four key and equal elements. And character, especially personal integrity, forms the 
foundation of the Covey Leadership Center approach. Only when people feel they can trust you, Lee explains, can they feel 
empowered by you and the organization. "People always say, 'If the organization would only change,' and we say, 'No, it starts 
with you, with your integrity," Lee says. "To really succeed, people have to stop checking their integrity at the office door and 
bring all of themselves to how they work with others."

A Lenox, Massachusetts-based New Age retreat center, Kripalu, also sponsors leadership programs for executives that take 
that inner-character connection even one step further. "The type of work we do is deep and transformational," says Paul 
Deslauriers, director of the company that runs the programs, New Resources for Growth (in short, NRG - read: "energy"). Its 
"Leadership from Within" program, for example, features a period of deep introspection, called a "vision quest," to help 
participants get in touch with the deeper essence of what their work is really about. One participant, says Deslauriers, the head 
of a large manufacturer of furniture, decided during the five-day program that getting cheap wood from endangered rainforests, 
which he had been doing, was not in harmony with his own beliefs. When he returned from the program, he revamped his 
purchasing system to buy from sustainable forests.

In the end, those who advocate the new way of leadership say, bosses who take even small steps toward changing to a more 
empowering leadership style will find themselves feeling better about going to work each day. "People need to ask themselves, 
'Do I love coming to work?'" says Amdahl's Alepin. "If the answer isn't 'yes,' a primary reason could be because they and their 
workers aren't growing together."

Lee says that people merely need to be reminded of how wonderful it is to be around an ethical, empowering individual. "In 
my course, I ask people to remember someone who has made a profound difference in their lives, why that person behaved that 
way towards them, and what they would do if the person were here today and needed something from them," he says. Course 
participants often get teary-eyed, Lee says, as they recall an old teacher, Cub Scout troop leader, or childhood friend that they 
would do anything for. "Then I ask them, What if the people you work with felt that way about you? It doesn't take them long 
to realize how much that would transform the entire workplace."

"Leaders who learn new ways of leading become almost like reformed smokers," author Gary Heil concludes. Those who find 
it within themselves to change become passionate about their jobs and their role as leaders. "And when people love what 
they're doing," Heil believes, "that's when they come to see that anything is possible."

RELATED ARTICLE: IN THE FINAL EXAM

Ready for leadership school? Here are the A-B-Cs on some of the open courses on various aspects of leadership. Most of 
these organizations will also provide customized and in-house programs. Those listed at the end offer customized programs 
only.

OPEN ENROLLMENT

AMERICAN MANAGEMENT ASSOCIATION

Saranac Lake, NY 518-891-0065
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Sample Courses:

Developing Executive Leadership; Leadership and Team Development for Managerial Success; the Learning Organization: A 
New Approach to Leading Your Company

Audience: mid-level and above

Cost: $1065 to $1490 (discounts for AMA members)

Length: two to three days

BLANCHARD TRAINING & DEVELOPMENT

Escondido, CA 800-728-6000

Sample Course:

Situational Leadership II for Managers

Audience: mid-level and above

Cost: $895

Length: three days

BOSTON UNIVERSITY SCHOOL OF MANAGEMENT

Boston, MA 617-353-5722

Sample Course: The Leadership Institute

Audience: upper middle level and above. Previous participants: Bell South, Federal Express, Hewlett Packard

Cost: $16,500

Length: two 2-week modules separated by three months, plus work before and after for a six-month total program

CENTER FOR CREATIVE LEADERSHIP

Greensboro, NC 910-545-2800

Sample Courses:

Leadership Development Program; Leadership and Teamwork; Leadership at the Peak

Audience: mid-level and above. Previous participants: Fortune 500s

Cost: $2300 to $7000

Length: three days to one week

COLUMBIA UNIVERSITY EXECUTIVE PROGRAMS

New York, NY 212-854-3395

Sample Courses:

Leading and Managing People; Managing Strategic Innovation and Change
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Audience: upper middle and above

Cost: $4750

Length: one week

COVEY LEADERSHIP CENTER

Provo, UT 800-882-6839

Sample Courses:

Seven Habits of Highly Effective People; Principle-Centered Leadership

Audience: mid level and above. Previous participants: Westinghouse, Black & Decker

Cost: $1500 to $3900

Length: three days to one week

GENERATIVE LEADERSHIP GROUP, CENTER FOR MANAGEMENT DESIGN

Somerville, NJ 908-722-5100

Sample Courses:

Executive Excellence Program; Women, Leadership & the Future; The CEO Forum

Audience: upper middle level and above. Previous participants: AT&T, NCR, Johnson & Johnson

Cost: $1850 to $50,000

Length: three days to one year (Executive Excellence is a year-long program of four 4-day residential sessions supported by 
ongoing coaching)

INDIANA UNIVERSITY EXECUTIVE EDUCATION

Bloomington, IN 812-855-0229

Sample Course:

The Multiple Dimensions of Leadership Audience: mid-level and above

Cost: $750

Length: three days

KRIPALU LEADERSHIP CENTER

Lenox, MA 413-448-3300

Sample Courses:

Leadership from Within; Co-Creation: Transforming Your Work with Others

Audience: All levels. Previous participants: Polaroid, Aetna, DEC, Digital

Cost: $595
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Length: four days

LEVINSON INSTITUTE

Waltham, MA 617-895-1000

Sample Courses:

On Leadership; Modern Organizations

Audience: Upper middle level and above. Previous participants: Bristol-Myers, Owens Corning, Florida Power & Light

Cost: $4100

Length: one week

NTL INSTITUTE FOR APPLIED BEHAVIORAL SCIENCE

Alexandria, VA 800-777-5227

Sample Courses:

Leadership Excellence; Management Work Conference; Developing the Organizational and Personal Self

Audience: mid-level and above. Previous participants: Boeing, AT&T, Alcoa, Citicorp

Cost: $1345 to $1595

Length: one week

THE PAR GROUP

Atlanta, GA 404-493-7188

Sample Course:

Leadership and Teamwork

Audience: Upper level. Previous participants: Fortune 500s

Cost: $795

Length: three days

PENNSYLVANIA STATE UNIVERSITY, EXECUTIVE PROGRAMS

University Park, PA 814-865-3435

Sample Course:

Program for Strategic Leaders

Audience: mid-level and above. Previous participants: Fortune 500s

Cost: $7200

Length: two weeks
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PERSONNEL DECISIONS

Minneapolis, MN 800-633-4410

Sample Courses:

Impact Leadership; Targeted Leadership Training; Executive Development Center

Audience: mid-level and above. Previous participants: Miller Brewing, Daymark

Cost: $4150 and up (Targeted Leadership Training, an individualized program, varies greatly by length and price)

Length: three days and up

TOM PETERS GROUP LEARNING SYSTEMS

Palo Alto, CA 800-333-8878

Sample Course:

The Leadership Challenge

Audience: mid-level and above. Previous participants: 3M, Citibank, Levi Strauss

Cost: $2895

Length: three to four days

UNIVERSITY OF MICHIGAN

Ann Arbor, MI 313-763-1003

Sample Course:

Management of Managers

Audience: middle and upper-middle levels

Cost: $4300

Length: five days

UNIVERSITY OF VIRGINIA, DARDEN EXECUTIVE EDUCATION

Charlottesville, VA 804-924-3000

Sample Courses:

Power and Leadership; Creating the Future; Leadership for Extraordinary Performance

Audience: mid-level and above. Previous participants: Martin Marietta, Merck, Sperry

Cost: $3200 to $3800

Length: five days

WILSON LEARNING CORPORATION
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Eden Prairie, MN 800-328-7937

Sample Courses:

The Leader/Manager; the Authentic Leader; Managing for Excellence

Audience: mid-level and above. Previous participants: Fortune 200s

Cost: $750 to $950

Length: two to three days

CONTRACT BASIS ONLY

WARREN BENNIS

University of Southern California Los Angeles, CA 213-740-0766

JOHN P. KOTTER Harvard Business School Boston, MA 617-495-6529

LEADERSHIP DYNAMICS Houston, TX 713-353-3155

LINC Irvine, CA 714-552-4821

RATH & STRONG MANAGEMENT CONSULTANTS Lexington, MA 800-622-2025

SENN-DELANEY LEADERSHIP CONSULTING GROUP Long Beach, CA 310-494-3398

UNIVERSITY OF MARYLAND EXECUTIVE PROGRAMS College Park, MD 301-405-2189

RELATED ARTICLE: THE BALANCE OF POWER

FROM ONE EXTREME

Dennis Bakke president AES Corporation Arlington, Virginia

Bakke and partner Roger Sant rounded the energy company in 1982 with the belief that companies should do more than 
generate profits - they should also value integrity, fairness, social responsibility and fun. Highlighted in the new book, What 
America Does Right, AES's real power springs from its flat management structure. Employees gain experience in different 
areas of the company by participating in a series of "virtual" teams, and every piece of business data is shared with any 
employee who wants to see it. Not surprisingly, while pay is bit lower than at some competitors, morale is high and hardly 
anyone pulls the plug and leaves.

Herbert D. Kelleher chairman Southwest Airlines Dallas, Texas

Where other airline bosses and their employees are mired in the quagmire of loathing and distrust, Kelleher and his staffers 
are flying high. Inspirational leader, kindly uncle, and uproarious jokester (he once told a packed room that he was most proud 
of his skills at projectile vomiting), the hands-on Kelleher has such good relationships with employees they happily go the 
extra mile - hauling luggage or escorting passengers, even if it's not their job. Thanks largely to this ability to involve all 
employees, to make them feel they're "family," Kelleher has made the upstart, short-haul airline one of the most productive, and 
profitable, in the skies.

Dale H. Schumaker CEO Appleton Papers Appleton, Wisconsin

Schumaker spent the better part of two decades rising through the ranks of manufacturer Appleton Papers, absorbing - and 
practicing - the traditional dictates of top-down, technology-driven management. But seven years ago, he and a group of other 
company executives devised a new, more customer-focused direction for the company. Today Schumaker's 3,700-employee 
canvas is painted with teamwork, a flatter hierarchy - even a more casual dress code - in an effort to help all staffers meet or 
exceed customer expectations. Customers seem to have noticed: A survey last year by an independent market research firm 
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found 99% of them more than satisfied that they had picked Appleton.

Paul Kazarian ex-CEO Sunbeam-Oster Ft. Lauderdale, Florida

Turnaround pro Kazarian assumed control of this consumer products company, formerly known as Allegheny International, in 
1990, after it had declared bankruptcy and creditor-sharks had moved in for the kill. He produced quick results - slashing 
costs and lifting sales $90 million in two years. But his dictatorial style towards employees - reportedly including volatility, 
intimidation, and even throwing things at subordinates - couldn't outweigh his financial successes. In January 1993, with 
employee morale diced and sliced as if it had gone through a Sunbeam blender, Kazarian was ousted by the board.

Linda Wachner CEO Warnaco New York

Dubbed one of Fortune magazine's "toughest bosses," Wachner apparently wants to be remembered, like Frank Sinatra, for 
having done it her way. "I've yelled at people and I'm not ashamed of it," she told a Fortune reporter. But others say yelling 
would be a pleasant alternative to her frequent humiliations. Rather than build a team, she prefers to bury the players. Wachner 
has impressive business skills, but her people skills - on at least one occasion she reportedly called her male managers 
eunuchs - need more than a fine-tuning; the entire hard wiring needs to be replaced.

Bernard Brennan CEO Montgomery Ward Chicago

Top executives have left Montgomery Ward in such large numbers you'd almost think they've added an executive sale to the 
store's long list of holiday slash-downs. Forget about teams: Brennan seems unable to even build an executive office - two No. 
2s bolted the company within a single year. Brennan's temper played a starring role in the departures, with detractors quick to 
say that when things don't go well, Brennan guns for a scapegoat. While Brennan has been credited with saving Ward's from 
liquidation, his rough style may make it tough for him to move the company to a healthy future; headhunters say many 
top-quality people won't even discuss going to work there.

RELATED ARTICLE: A HIGH FIVE

To make it in today's rough-and-tumble environment, leaders need to foster five capabilities that will lead to company success, 
according to Wilson Learning Corporation. They are:

* Transform the organization, by creating an exciting vision and helping create a buy-in to that vision.

* Work with opposing views, rather than discouraging opposing views from appearing.

* Challenge existing thinking, so that innovation and risk-taking become priorities.

* Be adaptable, helping others find ways to meet their own agendas.

* Teach and develop others, so they can succeed in new areas, rather than throw them in without life-preservers and then use 
their drowning to reaffirm your view that they're incapable of triumph.

Meryl Davids is working on "Who Got That Job?" an upcoming feature about which leaders have filled recent top strategy 
positions.
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