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FOUR PIONEERS

Warren Bennis talks with three CEOs about the leadership lessons
they've learned from important people in their lives.

he Global Institute for Leadership De-

velopment hosts an annual Emerging
Leader Program that brings together
people who will help lead their organiza-
tions into the future. One of last year’'s
Lessons of Leadership panels was host-
ed by Global Institute co-chair and Uni-
versity of Southern California professor
Warren Bennis and featured Herman
Miller chairman emeritus Max DePree,
Motorola chairman of the executive
committee Bob Galvin, and Levi
Strauss chairman of the board and CEO
Bob Haas. Here are excerpts of their
conversation.

So, as aleader, | focus on enabling and
encouraging people.

DePree: We're becoming more interde-
pendent. The way that you focus on peo-
pleis by learning how to establish and
nurture relationships. Technology is
wonderful, but it’s not sufficient. Rela-
tionships are the things that enable tech-
nology and all our other skills.

Bennis: How do you build trust in large
institutions?

Haas: | don’t think there is such athing
as alarge organization. | think there are
organizations that behave like large or-
ganizations.

organized institution that will personify
most of our institutionsin 20 to 40 years.
We anticipate that Motorolawill be bor-
dering on atrillion-dollar organizationin
the lifetime of my grandchildren. How
do you organize for that? You don't.
Y ou let the organization organize itself.
Y ou use the principles of the cosmos—
autocatalytic sets, chaos theory, and
complexity theory—and then you trust
peopleto do thejob for you.

At Motorola, the way we will build
over half of our leadership isthrough the
children of employees. What better
bloodline than the children of our em-

REFLECT

Bennis: With al the changesyou’ ve seen
and expect to see, what one fundamental
truth of management till applies?
Galvin: Integrity hasn’t changed as be-
ing a supreme requirement. And | con-
sider trust to be the greatest motivator.
DePree: | agree with Bob on the matters
of integrity and trust. | would add that
trust takes alot of moxie and commit-
ment to build. It takes along time, and
you can loseit overnight.

Haas: | think there are two essential
things. The first is the value of people,
and the second is the importance of val-
ues. None of our enterprises are worth
anything—Motorold' s great technology,
Herman Miller’s brilliant design, Levi’'s
innovation and heritage—without our
people. People are what make it happen.

Our work experienceis asintimate as
our work groups. Leaders create an envi-
ronment that isintimate and defines how
anindividual feelsabout the larger enter-
prise. We [Levi Strauss] have 36,000
people in over 60 countries around the
world. That's a huge, sprawling enter-
prise. There are pockets of it that feel
enormously personal and exciting, and
where bonds of trust and mutual com-
mitment are characteristic. There are
other parts of it that are grinding, dull,
impersonal, and horrible, and | think all
of us recognize that picture in most of
our enterprises. Our goals as leaders are
to amplify the intimacy of every work
group.

Galvin: What these gentleman are talk-
ing about isthe heart and soul of the self-

ployees to lead us for the next two or
three generations? That’s a declared
strategy in our company.

Bennis: Tell usabout the camp that Mo-
torolaruns during the summer.

Galvin: We determined when we' d have
to appoint our first 100 incrementa new
presidentsin the company. Then, we did
aregression analysis that indicated that
we’d need those presidents before
they’re 35 years of age. If you work back
from that, we'd have to hire them by age
14. We didn't belittle that thought; we
could discover people as they entered
high school.

Eventually, we will have a program
where 10,000 Motorola employees’
children will be going to business prob-
lem-solving camps around the world
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preparing them so that we'll know their
potential for leadership by the time
they're 18, 19, or 20 yearsold.

DePree: As Bob Haas said, we have to
be careful about thinking of ourselves as
big organizations. | think it's much more
important to see ourselves asbeing out in
the public. When we take on leadership
responsihilities, we have no more secrets.

To build trust, the first stepisto
respect everybody. One way isto under-
stand that it's not an intellectual commit-
ment; it’s a matter of the heart. The
second way is to discipline yourself to
take everybody serioudly.

Another step is to keep your promis-
es. A leader who's confused about who
sheiswill lead a group who’s confused
about who they are. So, it’s impossible
to have an organization in which trust is
a meaningful element if leaders don’t
keep their promises.

Bennis: What events shaped your lives?
What were the defining moments?
Haas: I'll share alearning technique.
My daughter is a competitive equestrian.
Sometime ago, shewas at aclinic taught
by the coach of the U.S. Olympic team.
He said, “Do you want to know the se-
cret of great riders? Great riders squat.”

You'll seethem by the side of thering
watching other riders navigate the
course, watching how horses react to ob-
stacles, and watching the techniques that
other riders use to overcome course chal-
lenges. They just squat and observe.
Most of the lessons that have been im-
portant to me have come from sguatting
and observing. The frustrating thing is
that those opportunities are around us all
the time. And we miss so many wonder-
ful opportunitiesto learn.

My father, his father, and othersin
the family taught me the importance of
humility. Let your actions speak for you.
| think most of us learn many of our
leadership lessons around the family
hearth. For example, my father never
talked about business at the dining room
table. But what he did talk about were
the people in the business. And, much
like the millwright in Max’s book, they
were what he would call, “the little peo-
ple.” And he didn’t mean that in a de-
meaning way. They were the janitors,
the truck drivers, the sewing-machine
operators, and the secretaries. What he
was communicating was the value of
everybody in an enterprise.

| spent time during my Peace Corps
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service in asmall village, and that vil-
lage had alot of foreign aid missions. |
was the only American living in a small
African village of 10,000 people. | came
to appreciate what it feels like to be dif-
ferent and what it feels like to be ig-
nored. | took that lesson to heart as |
think about people in our enterprise who
have so much to contribute and wish to
be enabled.

When | became CEO in 1984, our
business was losing altitude quickly. |
didn’t have a clue about what to do. We
had gone through all the usual fads and
had become bureaucratic and sporadicin
our decision making. | was scared and
didn’t have the answers. So, | did the un-
thinkable for me. | reached out to my
colleagues in management and said,
“We'rein this together. | don’'t have the
answers. |’'m not Lee lacocca. I'm not
the heroic leader. We've got to figure
this out. Come back to me with your own
prescription.” Lo and behold, being lib-
erated from the old hierarchical model,
they came back with what we need to do.
Much of it was painful, but we got the
organization back on track.

Once we got the business fixed, there
was still an emptinessin our company. At
the end of the day, we all want our work
life to have greater meaning. Our man-
agement group came together in response
to that void and defined, in 1987, what we
call our aspirations—the values and be-
haviors that we expect our peopleto fol-
low. It was a powerful, unifying principle
for running a global company, and it en-
abled usto take risks that we would not
have taken because people would point
out the gaps between our stated aspira-
tions and workplace redlities. It's leaders
jobsto help organizations close that gap.

| learned a couple of lessons. It’s not
only OK to be vulnerable, it's important
to show that you' re human and don’t
have the answers. Second, there’ shelp if
you are willing to ask. The experience
caused meto learnto trust my instincts. |
had sguatted and observed a lot of man-
agement styles. | learned what worked
and what didn’t work. Above al, | un-
derstood that our gut and heart are good
indicators of what’ s right.

DePree: | grew up in afamily of seven
children during the Great Depression. |
began to |earn about leadership from my
mother. One of the early lessons had to
do with gender diversity because she as-
signed work in ways that were mysteri-

ous to me. Later | figured out what she
was doing.

Another lesson | learned from her
was forgiveness—how enabling that is.
Trying to raise seven kidsis atough job.
Things didn’t always go well. Once,
some of us were standing in the kitchen
waiting to be assigned work, and our
older brother wasn’t around. Somebody
asked, “Where's Hugh?' | can remem-
ber my mother saying, “Don’t bother
Hugh; he’sin the garage practicing
smoking.” Another great lesson was that
the boss always know more than you
think she does.

| was sitting home with my mother
chatting about things that had happened,
and | asked her, “Don’'t you remember
all the stupid things we did?” And she
said, “Of course | can remember. |
choose not to.”

That was a very early lesson: Most
mistakes are part of the educational
process. They’'re not terminal. They
are part of any lively, forward-looking
organization.

Defining moments evolved in my
own career around two things. One was
a group of mentors. Bob Galvin and |
share one—Carl Frost—a wonderful in-
dustrial psychologist and professor at
Michigan State University for years. |
wouldn’t be here today if he had not
been active in my life. My mother was a
mentor, my wife was amentor, and Peter
Drucker has been one of my mentors.
And I’ m grateful to those people.

The other defining moment was when
| decided to leave the company. My fa-
ther used to say to me, “You’'ve got to
learn how to play second fiddle.” And |
didn’t take that advice very well. So, |
applied for another job at a college 20
miles away. | stayed at Herman Miller
and become an adjunct faculty member
at Aquinas College. That led me to un-
derstand that it was important to have a
parallel track.

| worked in an organization to make
money, serve, and grow. | worked in the
teaching profession where | learned to
lead without any power. That was afun-
damental, defining moment in my life—
learning how to lead where | didn’t have
any power.

Galvin: How many of you think that hu-
mility isasignificant quality for leaders?
Let me defineit for you. People who are
humble do not think any less of them-
selves; they just think more of other



people. | learned that from you, Warren.

A defining factor for me was to ob-
serve my father as arole model. He had
to renew the company in 1930 when the
company he started with was going out
of business. Renewal meant much more
to us than change. To renew, you must
anticipate. To anticipate, you must com-
mit to do something. That was absolute-
ly defining to our corporation.

Two other things were significant. As
ayoungster, | asked, “How do you write
a creative theme?’ No teacher could tell
me how to be creative. | read abook that
gavemearecipe. It had 10 or 12 steps of
the vocational skill of creative thinking.
| became prolifically creative by follow-
ing aprocess.

The other defining educational expe-
rience for me was reading about counter-
intuitivenessin the biography of Bernard
Baruch. | challenge you: If it’sintuitive,
it's probably wrong; the oppositeis
probably right. Once | learned that les-
son, | aways challenged the common di-
rection of any of my associates or the
industry. But the differentials are only
findableif you challenge the intuitive.

Another of the jewelsthat | learned
from Warren: The absolutely distinguish-
ing quality of aleader isthat aleader is
someone who takes us el sewhere.

Haas: | agree completely; distrust con-
ventional wisdom. It can get you into
trouble. Everyone assumesthat thereisa
standard, conventional solution. Our
businessis based on innovation. We
have to reinvent ourselves every season
inthe marketplace. It' s so easy to believe
in common trends and common wisdom.
Unless you're willing to take risks and
challenge the ways things have been
done, you're going to get mired down in
mediocrity.

DePree: We have to learn how to aban-
don ourselves to people who can do
thingswe can’'t do. That requires humili-
ty and vulnerability. It'sahigh-risk busi-
ness. But it’s not nearly as high-risk as
the herd mentality.

Haas: Companies no longer give usgold
watches for just sticking around. We
have to reinvent ourselves, our relevan-
¢y, and our currency. How do you renew
yourselves? How do you keep fresh?
DePree: It has been almost 10 years
sincel retired as CEO of Herman Miller.
| wanted to help people in nonprofit or-
ganizations learn about leadershipin
for-profit organizations. For awhile, |

did some speeches and seminars.

I now work with about 10 people, all
of whom see me as one of their mentors.
In order for a mentorship to work, it has
to be a co-mentoring arrangement. Y ou
can't have ateacher and a student. Y ou
both have to be a teacher and a student.
That keeps me alive. | keep learning.

| discovered later not to be a second
guesser. | don't have any angst about
things that used to be. | don’'t worry
about my failures, and | don't think alot
about the successes, either. I'm always
looking forward now. The [writing] has
become a second career for me. | think
it's important to have something to look
forward to.

Another thing you haveto learnis

how to discern when you' re living with-
inyour prioritiesand when you' reletting
life get the best of you. | have learned
how to simplify my life. | have alot of
abandoned baggage, and that’s a very
liberating thing.
Galvin: Notice that Bob asked the ques-
tion. That’s significant. He wanted to
learn. And Max said that he spends his
time, to asubstantial degree, learning.

| think somewhere inside those obser-
vationsisthe essence of how you continue
to befresh and new. And it manifestsitself
in situations such asminewherel’mavo-
racious reader. | am in motion for mo-
tion’s sake—my father’s philosophy. |
walk through the field, pick up some
seeds, and carry them to seed the next bed.

Because el sewherewas always my tar-
get and elsawhere had to bein the future, |
found myself asking, in the interest of my
associates, how we can increase the size
of the pie. That's an opportunity to create
morewealth and jobs. It' sfunto learn and
apply that knowledge.

Bennis: Y ou always seem to have your
eyebrows raised in curiosity. What led
you to the complexity and chaos theories
at the Santa Fe Ingtitute? Anything to do
with Motorola?

Galvin: Yes. It had to do with increasing
thesize of thepie. | presumed that growth
opportunities would allow us to become
very big. Therefore, how would we run
ourselves? That got meinterested in
studying biology and the essence of the
cosmos. Everything starts from the bot-
tom up. That led me to the Santa Fe Ingti-
tute where they were thinking about
organization theories for which there
would not be any organization structure.
That's how the whole thing tied together.

Bennis: What advice do you have about
balancing family, fun, and festivals with
production, profits, and performance?
I’m especially concerned about working
coupleswith children.

Galvin: Wedo it imperfectly. One of the
remarkable things about balance is that
our families are a system. We are, hope-
fully, blessed by people who have the
tolerance to do more than their share to
help us. It's not our preference, but it'sa
safety valve.

If you're going to be a business
leader, you're going to find yourself de-
voting disproportionate time to your ca
reer. So, you have to have aremarkable
ability to get value out of that time you
have for other activities.

Haas: | think the only solution is ex-
treme discipline.

When | was younger and single, |
thought it was possible to do business,
keep up asocid life, beinvolved in the
community, and dabble in supporting
political candidates. | have now decided
that | can only do two thingswell. Clear-
ly, what Bob said about leading a mod-
ern enterprise is right—it’s consuming
and there’ s no substitute for face-to-face
presence. But it’s mandatory aslong as|
choose to do this. Then, | can choose be-
tween maintaining an active social life,
being with my family, being more vigor-
ous in my community activities, or
learning a hobby.

I’ ve chosen my family. | don’t see my

friends. It's a great loss for me, but they
understand. | don’t do as much in the
community asismy heritage and my de-
sire, but that will come. Thisisavery
precious time, and | want to be there for
my daughter.
DePree: To acertain extent, I’'m with
you when you use the word discipline,
and | endorse that. My tendency would
be to use the term discer nment.

All of usarein astate of becoming. |
think it’simportant to have a clear picture
of who it iswe would like to be. The first
discernment isthat you see clearly the con-
text in which your life takes place. There
are alot of unworthy pressures that we all
have to deal with, and it'simportant to see
onewhen it raisesits head. Not every
piece of mail you get is something you
have to deal with. Not everybody in the
world has the right to assign you work by
sending you an email or aletter. It'sOK to
forget that stuff. It'san unworthy pressure.

The same thing applies to the media
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You don't haveto listen to TV, and you
don’t have to buy a newspaper every
day. A lot of us give enormous amounts
of time—which we could be spending
with achild, a spouse, or a grandchild—
paying attention to what we think may
be going on [in the world]. And we al-
ready know what’ sgoing on.

Another discernment isto think about

the difference between completion and
culmination. Completion has to do with
tasks. Culmination has to do with poten-
tial. If you can begin to focus more on
what your potential ought to be, that’'s
worth some thought. There's also a dif-
ference between a strategic plan for your
life and the idea of leaving a legacy.
They're different matters.
Galvin: Mary and | had a strategy when
our children [were small] to entertain as
families. We didn’t attend alot of fancy
parties. But we would have you, your
wife, and your children over, and that’'s
how we entertained at our home. We were
entertained similarly at the other homes.

L et me mention two
people who were there.
One was afellow named
Bill Osmanski; he was
the MV P for thefirst all-
star football game in
1939. Weinvited him
over, but not because he
was prominent. Bill nev-
er swore, never drank,
and probably never had
an unkind thought about
anyone. Our kids were
looking up to that man
and thinking: “Wow, he
isagreat role mode!”

When Mary and | werein Tel Avivin
1971, we got atelegram that our first
grandson was born. | pulled out arecorder
and began: “Dear Brian: Welcometo this
world, You are one day old.” At theend, |
said, “Brian, you are listening to these
words for thefirst time on your 21st birth-
day.” Then, we gavethetapeto hismother.

About five years ago, al the family

This year’'s Emerging
Leader Program will take
place December 6-11,
1998, at Palm Desert, Cali-
fornia. For more informa-
tion, contact Linkage,

Global Institute for Leader-
ship Development, One
Forbes Road, Lexington,
Massachusetts;
781.862.3157;
www.linkageinc.com/GILD.

got together in arole-
modeling experience,
and we welcomed Bri-
an to his majority. Our
daughter had a medal
struck with a T for
trust, and we presented
him the first Galvin
Medal of Trust. It was
the central, unifying
agency of our family.
And with each child
coming to 21, we have
a ceremony. All the
family comes togeth-
er—however difficult that may be.

My point is this: There are sincere
tactics that you can use that have tran-
scending effects in balancing personal
and corporate affairs. O

The Lessons of Leadership panel con-
versation was excer pted and edited by
Donna Abernathy, T&D technology &
products editor; dabernathy@astd.org.
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