
Leading Today's 
Technical Professional 

By Bernard L. Rosenbaum 

Effective technical leadership demands specific behaviors and 
strategies. A survey defines what managers of technical 

professionals can do to meet organizational goals and sustain 
strong commitment. 

Do the managers of technical 
professionals require special 
training? In many cases, the 

answer is yes. Technical professionals 
ire highly specialized; managing them 
according to traditional principles 
nay meet with only minimal success. 

Technical professionals have in-
vested considerable time and energy 
in preparing for their careers. They are 
cnowledge workers who bring 
inique values and expectations to the 
workplace. 

To respond to technical profes-
sionals' special needs, their managers 
should understand and be able to ad-
Iress several issues effectively: 

Technical professionals want au-
onomy. They are frequently achieve-
nent-oriented people who seek mo-
ivation from their work. A high level 
if autonomy concerning the condi-
ions, pace, and content of work is im-

portant to them. They are often sen-
sitive to the quality of the work 
nvironment, climate, and culture. 
Technical professionals' desire for 

utonomy usually means that they 
vant a large role in setting goals and 
aaking decisions. Many would prefer 
0 manage themselves. In fact, the lack 
>f management—the lack of per-
eived direction and control from 
mother person—is the kind of man-
agement that appeals to them most. 
This obviously creates a challenge for 
he technical leader. 

Technical professionals need a 
sense of achievement. They often 

f t o s e n b a u m is chairman of MOHR 
Development, 30OakStreet, Stamford, CT 
06905. 

find the greatest challenge in tasks that 
require high levels of skill and effort; 
they want to do difficult jobs well and 
make significant accomplishments. 
Work they perceive as exciting and 
meaningful generates commitment, as 
does the opportunity to apply them-
selves fully and use their skills and 
knowledge. 

Support and recognition from man-
agement and colleagues also generate 
commitment, along with their organi-
zations' and their professions' accept-
ance and recognition of the results 
they achieve. 
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When the goals of technical people 
are not in alignment with those of 
their firms, their sense of achievement 
suffers and they become demotivated. 

Technical profess ionals fear 
burnout. Burnout happens when the 
professional loses a sense of accom-
plishment from work, is emotionally 
exhausted, and feels powerless to in-
fluence change. A fear of obsoles-
cence often accompanies this syn-
drome. So do personal problems, de-
motivation, and declining perfor-
mance. When skills are underutilized, 
apathy, burnout, or alienation may 
result. 

Technical professionals are loyal 
to their profession first. Loyalty to 
the company often is second. College 

graduates in entry-level marketing 
positions, for example, are more apt to 
align career objectives with the com-
pany promotion path than are enter-
ing engineers or accountants. Indeed, 
to be a professional first and an 
employee second is a common char-
acteristic of many scientists, eng-
ineers, and other specialized technical 
people throughout their careers. 

This can creat conflict. The pursuit 
of professional goals can differ from 
the work necessary to attain depart-
ment and company goals. 

Technical professionals resist 
participating in company mis-
sions. With their tendency to pursue 
professional goals first and their need 
for control over their work, technical 

professionals are more resistant than 
are most occupational groups to com 
mitting to mandated organizational 
goals. Control over their work is vital 
to them, so their participation in the 
goal setting process is integral tc 
motivation and job satisfaction. 

Alignment of goals (ensuring thai 
the professional's goals overlap anc 
are similar to the goals of the organiza 
tion) is critical to establishing and sus 
taining motivation. Once committed 
though, technical professionals often 
set high performance standards and 
can experience anxiety over attaining 
them. They also can develop so strong 
an attachment to goals and standards 
that change becomes upsetting and 
demotivating. 

From Loner to Leader 
By Steven Lurle president of Lurie Ex-
ecutive Development Inc.. 300 Central 
Park West, Suite IK, New York, NY 10024. 

Making the transition from an indi-
vidual, technical contributor in an 
organization to a leader and team 
player can be difficult. A new manager 
must redefine personal and profes-
sional effectiveness to include not 
only technical excellence, but also the 
ability to motivate, assess, develop, 
and influence people individually and 
collectively. 

Careers of some of the most tech-
nically gifted and individually effec-
tive managers are sidelined indefin-
itely by the challenge of developing 
"people skills." 

People with such qualities as com-
petitiveness, independence, aggres-
sion, dominance, and the need for 
control—some of the very traits tradi-
tionally associated with individual 
corporate success—seem especially 
vulnerable. 

From the point of view of the com-
pany, the fallout can be heavy if a 
manager's people-handling skills are 
underdeveloped. It can mean high 
turnover, disaffection, and low pro-
ductivity for staff members—and 
burnout for the manager. 

In spite of these costs, the number 
of managers with poor people skills 
remains high. Why is this so common 
a trap for U.S. managers? What are 
some of the critical barriers that im-
pede their development into more 
effective supervisors? 

An "impossible" manager 
To address those questions, let's 

look at the experience of Roger Strong, 
a hypothetical product manager at a 
Fortune500 company. Roger was in 
many ways a fairly typical middle man-
ager. He made his way up to just shy of 
general manager through hard work, 
unmatched business knowledge, un-
flinching competitiveness, and a quick, 
intuitive, "steel trap" mind. 

Roger usually worked indepen-
dently or supervised a small hand-
picked staff of "clones." His accom-
plishments had earned him a reputa-
tion as someone who could get things 
done. With his highly competitive and 
aggressive style, he soon became a 
favorite of the president, clearing the 
way for a fast trek up the ladder of 
success. 

But behind the scenes, Roger was 
developing a reputation for being im-
possible to work with. He was gen-
erous and available to those who 
needed his help, but hid his vulner-
abilities behind a mask of total self-
reliance, confidence, and control. A 
"black-and-white thinker," he showed 
little patience for opinions, ap-
proaches, or work styles that differed 
from his own. There was his way and 
the wrong way. 

The competitive, aggressive style 
for which Roger had been so well-
rewarded was seen by subordinates as 
insensitivity, defensiveness, and over-
control. His intimidating style com-
pelled others to agree with him, avoid 

him, or keep their differences to them-
selves. That pattern, along with his 
tendency to recruit like-style execu-
tives as his closest subordinates, 
enabled Roger to maintain an unreal 
istically positive view of himself as a 
manager. In the meantime, he had 
created a highly repressive atmo-
sphere in which most team members 
felt devalued and underutilized. 

In time, disaffection and turnover 
increased among his staff, as did com-
plaints to the human resource mana-
ger. Morale was low, and with it loy-
alty, creativity, and innovation. 

Encouraged by his human resource 
manager, Roger tried to practice a 
more participatory style of manage-
ment. He attended a variety of man-
agement training activities. They were 
helpful in identifying many of his 
weaknesses arid some alternative man-
agement approaches, but Roger's 
trouble was in applying that new 
knowledge in the high-pressure work 
world for more than a few weeks. 

For example, he tried delegating 
more responsibility to subordinates, 
but he was too anxious about giving 
up control to allow his people to take 
different approaches than the ones he 
preferred. Rather than truly allowing 
autonomy, he continued to rescue, 
control, and second-guess his em-
ployees—in effect, undermining their 
confidence and authority. This pres-
sure brought out the worst in his peo-
ple and reinforced his excuse for not 
being more participative: "They are 
not ready for it." 
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Technical professionals need 
collegial support, stimulation, and 
sharing. The potential for competi-
tion is high among bright, ambitious 
people with strong egos. It can cause 
insecurity for some. That insecurity 
can reduce risk taking and, in time, 
take a toll on innovation. 

Unproductive competition also has 
a negative impact on the sharing of in-
formation, as well as on team effec-
tiveness. At the same time, collegial 
support is important to these profes-
sionals, many of whom seek an envi-
ronment that uses the energy derived 
from different knowledge and experi-
ence bases. Technical leaders must 
manage a productive balance between 
interpersonal competition and col-
legial support, as well as between 
teamwork and individual creativity. 

The leadership challenge 
Those are strong needs, so manag-

ing the technical professional requires 
special knowledge, strategies, and 
tactics. 

That would be a substantial chal-
lenge to leadership candidates with 
high levels of interpersonal skill and 
aptitude. The challenge is even greater 
for most technical leaders, who often 
come to management positions be-
cause of their technical competence, 
not their interpersonal abilities. Many. 
such leaders assume their responsi-
bilities without adequate role models. 
And while superior technical ability 
can influence short-term managerial 
success, interpersonal effectiveness is 
necessary for a technical leader's long-
term achievement. 

In general, technical leaders who 

come from technological background' 
have abilities, personalities, and in 
terests that are oriented more toward 
things than people. They can manage 
the technical aspects of the job but art 
not adept at managing the people in-
volved in it. But the fast-paced, com-
petitive world of technology requires 
balanced leaders who are responsive 
to the needs of technical professional.' 
and to the organization's strategic: 
objectives. 

The necessary combination of tech-
nological expertise, interpersonal 
skills, and leadership abilities rarely 
occurs on its own. 

Most technical professionals have 
aptitudes that do not focus on in-
terpersonal skills; their education 
leaves little room, if any, for courses in 
the behavioral sciences. In addition. 

A successful 
transformation 

Over the next four years, Roger was 
passed up several times for promo-
tions and transferred laterally to other 
areas. Then the roof caved in. A peer 
steadfastly refused to work with him, 
and his mentor, the president, retired. 

Now Roger was read the riot act: 
"We value you, need you, and want 
you, but your career now depends on 
your ability to work effectively with 
people. People-handling skills are now 
the bottom line." 

Roger was given the support of an 
intensive, assessment-based, one-on-
one management development pro-
gram with 10 follow-up coaching and 
counseling interventions over a six-
month period, 

Much to the surprise of everyone, 
including Roger, he made a lot of 
progress in the developmental objec-
tives judged critical to his success (im-
proved skills in listening, conflict 
resolution, assertion, and consensus 
building). He became more sharply 
aware of his blind spots and the effect 
of his behavior on others. His person-
ality did not change dramatically, but 
he was able to modify enough of the 
dysfunctional behaviors to make a dif-
ference in his effectiveness. 

Success was measured on the basis 
of his self-perceptions and those of his 
superiors and subordinates. It was also 
assessed by observing others' reac-
tions to him. 

Subordinates actually began asking 

to work for him to learn from his val-
uable business knowledge. His staffs 
turnover decreased. Co-workers be-
came comfortable enough to seek his 
input actively, and sometimes even to 
disagree with him. Perhaps most im-
portant was the fact that Roger felt 
more relaxed and comfortable with 
himself. 

So why did it take so much time for 
Roger to get to that point? What pre-
vented him from developing years 
earlier, before so many opportunities 
were lost, so many bridges were 
burned, and so much talent was 
squandered? 

Personal barriers 
Part of the answer lies within Roger. 

During the management development 
program, several personal barriers 
emerged that were preventing his 
development as a people manager. 

One barrier had to do with his fear 
of giving up control. Although he 
hated feeling unpopular and rejected, 
it was safer than risking a more par-
ticipatory management style that 
would mean giving up control, trust-
ing and depending on others, and feel-
ing vulnerable. 

Another important resistance was 
his reluctance to give up the baton of 
technical star. As a highly pragmatic 
and concrete individual, he was afraid 
that relinquishing the tangible role of 
hands-on contributor—in exchange 
for the softer, more intangible role of 
"catalyst," "galvanizer," or "devel-
oper"—would lessen his value to the 

company, On another level, it meant 
giving up a proven skill for an un-
proven one. For Roger, who was actu-
ally rather unsure of his self-worth 
outside of his narrow expertise, the 
thought of taking such a risk created 
enormous anxiety. 

Organizational barriers 
Roger would never have addressed 

these personal barriers had the or-
ganization not forced him to do so, 
The company created a personal crisis 
for Roger. Top managers confronted 
him with the realities of his effect on 
other people and the business, and 
with their intolerance of his dysfunc-
tional style. 

Personal development of this mag-
nitude is, in most cases, only possible 
against the backdrop of an organi-
zation that demands such develop-
ment, communicates that demand 
unequivocally, and provides incen-
tives for achieving it. 

It was only after the organization 
itself changed that it was able to take 
that step. Before that, organizational 
barriers kept Roger from addressing 
and overcoming his management: 
deficiencies. 

One such barrier was denial. Almost 
the entire organization knew that 
Roger had a dysfunctional manage-
ment style that had to be addressed. 
But senior managers unconsciously 
conspired with Roger to avoid seeing 
the impact of his dysfunctional man 
agement style on the organization and ? 
its people. Their denial was evident ir 
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the organization hires them on the 
basis of technical competence, and 
most of them work for someone 
whose orientation is similar—heavily 
technical, and light on people skills. 
The training functions in technology-
oriented organizations must know 
how to compensate for that lack. 

MOHR Development conducted 
extensive research over a three-year 
period on the leadership of technical 
professionals in 19 technology-ori-
ented companies. We observed, inter-
viewed, and surveyed more than 300 
technical leaders and professionals, 
with the objective of analyzing and 
identifying successful strategies and 
behavior patterns that helped foster 
innovation, strengthen teamwork, 
and sustain commitment. 

The population included engineers, 
scientists, and data-processing profes-
sionals in the computer hardware, 
software, pharmaceutical, chemical, 
manufacturing, electronics, aero-
space, and consumer products 
industries. 

Two statistics are particularly rele-
vant for trainers: 80 percent of the 
technical leaders reported that the ex-
tent to which past training prepared 
them to manage technical profes-
sionals was limited or nonexistent. 
When asked about how they would 
benefit from future training targeted at 
managing technical professionals, 91 
percent said they would find it 
valuable. 

We found many patterns related to 
effective technical leadership; there 

were some variations, but successfu 
leadership strategies and tactic: 
displayed more commonalities thai 
differences. This was true in all th< 
participating organizations, whethe 
their focus was on the development o 
state-of-the-art computer software or 
specialized chemical compounds. 

The survey found that technica 
leaders are able to facilitate the 
achievement of individual and group 
goals in multiple projects according to 
their ability to address certain com-
mon, strategic dimensions of tech-
nical leadership. Successful leaders 
• coach for peak performance 
• run organizational interference 
• orchestrate the professional devel 
opment of their subordinates 
• expand individual productivity 

their continuing to reward him largely 
on the basis of bottom-line perfor-
mance, In their avoidance of direct 
confrontation about his style, and in 
their failure to follow up with him 
when he participated in earlier man-
agement development efforts. 

Several common—but mistaken-
beliefs supported this denial. 

Equating bottom-line success with 
management success. Roger and 
senior management made the mistake 
of attributing his success to his ap-
proach to management. 

'After all, with these profits, how 
bad could he be?" asked the president 
to himself. Of course, several factors 
contributed to Roger's productivity. 
An objective analysis would have 
shown that his bottom line was strong 
in spite of his style. 

It was only after market conditions 
became increasingly competitive that 
the negative effects of Roger's man-
agement behavior upon the com-
pany's profits became evident. 

Believing that Roger was incapable 
of changing his management style. 
The company's and Roger's own 
denial was fueled by a belief that he 
could not change. People avoided 
talking about Roger's dysfunctional 
style rather than bringing something 
out into the open that they thought no 
one could do anything about anyway. 

Believing that they were protecting 
Roger's self-esteem and repaying him 

for his loyalty by not confronting him 
with the real implications of his style. 
In fact, by avoiding the issue, they 
were ultimately paving Roger's way to 
failure. 

Believing that strong interpersonal 
skills are important, but not essential 
to management effectiveness and 
productivity. 

This belief was communicated 
through the private conversations and 
overcontrolling, autocratic manage-
ment behavior of several senior ex-
ecutives, despite the organizational 
"party line" that emphasized strong 
people-management skills. 

In fact, it is likely that some senior 
managers feared having to confront 
dysfunctional aspects of their own 
management style if they confronted 
Roger's problems. Those fears may 
have contributed to their denial of his 
deficiencies, 

Developing people skills 
Roger may have had more than his 

share of dysfunctional management 
traits, but all managers have weak-
nesses. In the right (or more accur-
ately, wrong) situations, those weak-
nesses may compromise their 
effectiveness. Over time, they can 
create silent fallout. 

As an organization changes (busi-
ness gets worse, mentors leave, or the 
wrong toes get stepped on), pre-
viously overlooked weaknesses can 
become a focus. Such attention can 

result in a second chance for th-§j 
manager in question (if he or she i if 
lucky) or, in many cases, termination 

Don't wait for problems to develop. 
Some suggestions for managers ancif 

those who are helping them to mar 
age people more effectively: 
• Remember that for managers 
people-handling skills are "bottom -
line" in the long run. Business succes i ' j 
and technical competence may dimin 
ish; strong relationships and peopl : 
skills can sustain success. 
• Don't assume that senior manager; 
will accurately gauge the impact of 
manager's style on long-term manage 
ment effectiveness. They are oftei I 
unaware of the negatives, because th 
effects are not immediate, because 
they are protected from them, o 
because they deny them. 
• Listen carefully to subordinates am 
peers. Good listening skills are essen 
tial in enabling a manager to receiv 
and pay attention to feedback—direc 
or indirect—from those who count 
• Find and meet regularly with a pei 
son whose interpersonal skills youfi 
respect and whom you can trust to b 
honest with you about your style am i 
your impact on others. 
• Make full use of the company' 
training and development oppoi 
tunities on your own initiative, rathe: 
than in reaction to a bad situation o 
in an effort to fulfill requirements. 
• Make accurate self-assessment, wit > 
special emphasis on people skills, a i 
ongoing objective for yourself an 1 
your subordinates. • 
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through teamwork 
a facilitate self-management. 

We did not find that any single di-
mension was more important than 
any other. Effective leaders blended 
strategic thinking and behavioral com-
petence across all dimensions. 

Coach for peak 
performance 

Technical professionals are more 
self-directed than most occupational 
groups, so classic management pre-
scriptions—with the manager as a 
controller of work—are likely to be 
demotivating. 

The most effective technical leaders 
are coaches: they listen, ask questions, 
facilitate, integrate, and provide ad-
ministrative support. They develop 
ideas and goals rather than dictate 
them. They reinforce discussion and 
networks rather than apply hierarch-
ical procedures. They share informa-
tion rather than demonstrate power 
by withholding it. They encourage 
self-management rather than promote 
dependency. 

A coach's function is quite different 
from that of a supervisor. A coach is 
not always the technical professional's 
source of the right answer to a pro-
blem; in fact, the right answer may be 
unknown. 

The coach serves more as a sound-
ing board for the professional 's 
deas—he or she acts as a supportive 
:ritic (when necessary) of those ideas, 
is a source of facts and ideas from a 
broader base of experience, and 
•ome times even as a devil's advocate, 
esting the strength of the profes-
sional's plans. Coaches commit them-
selves to helping the technical profes-
sional to be as successful as possible. 

Coaching strategies and their 
iccompanying skills are most notable 
n three critical leadership situations: 

Aligning Individual and Organiza-
tional Goals 

Many one-sided leaders focus on 
departmental or organizational goals 
md give little consideration to in-
dividual needs. They usually ac-
complish short-term project goals, but 
it the price of losing the commitment 
of technical professionals. That frus-
tration and lack of fulfillment often 
result in either turnover or apathy. 

The laissez-faire leader, on the other 
hand, expresses enormous concern 

for and pays exclusive attention to the 
technical professional, and does not 
focus much on organizational needs 
and goals. This leader often is well-
liked by his or her subordinates, but 
innovation suffers as the organization's 
competitive position deteriorates. 

Some leaders are so preoccupied 
with personal needs that they pay lit-
tle attention to either subordinates or 
projects. The absence of leadership 
results in highly visible problems, 
usually followed by a change in 
leaders. 

The most effective technical leaders 
are sensitive to blending individual 
and organizational goals through a 
balanced leadership approach that 
relies heavily on coaching. They are 
able to use technology to serve market 
needs while remaining sensitive to the 
needs of the technical professional. 

Making Performance Analyses 
Successful technical leaders bring 

their critical and logical thinking to 
the analysis of performance problems 
—missed deadlines and cost overruns, 
for example. They are good at deter-
mining whether a performance dis-
crepancy is due to a skill deficiency 
(rarely the case, the survey found) or 
to inappropriate performance conse-
quences (usually the case). 

As a result, the technical profes-
sionals they manage quickly address 
and correct performance deficiencies. 

Managing Change 
Anticipating and communicating 

change is another hallmark of a coach. 
Change is a way of life in the technical 
organization; the leader is often the 
one who determines whether people 
resist or welcome it. 

Many technical professionals wel-
come change, challenge, and variety. 
But further investigation usually turns 
up a leader who coaches them 
through change by making certain 
that they know the reasons for it. An 
effective coach also involves technical 
professionals extensively in the im-
plementation of change. 

Run organizational 
interference 

Successful leaders teach subor-
dinates how to take advantage of or-
ganizational opportunities, such as 
engaging in a high-visibility project 
that might resolve a major quality 
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issue. They are also quick to remove 
organizational obstructions from the 
path to innovation. They do so by the 
following means: 
• providing resources to support 
creative endeavors 
• preventing the organizational 
bureaucracy From interfering with the 
technical professional's work 
• taking steps to gain management 
support for a professional's idea or 
proposal. 

Their subordinates admire them for 

for their ability and desire to support 
them in the following ways: 
• broadcast good news and explain 
shortfalls 
• cut away red tape, so that technical 
professionals can focus on project 
goals, rather than become distracted 
by administrative details 
• help technical professionals get 
things done in the existing structure 
by knowing wfhom to inform, how to 
time a request, and how to build a net-
work of reciprocal assistance 

• protect the professional's time b\ 
acting as a gatekeeper, allowing him 01 
her to maintain concentration on pri 
ority goals rather than nonessentia 
requests. 

Orchestrate professional 
development 

Technical professionals have ; 
strong need to achieve. Through 
achievement, they experience psy 
chological and professional growth 
Achievement, recognition for achieve 
ment, the work itself, and responsi 
bility are all critical determinants of 
job satisfaction and motivation. 

Enriching the job is an important 
strategy for motivating the technical 
professional. Variety, an emphasis on 
performance over process, and chal 
lenge must be integral parts of the 
work. The nemesis of challenge is 
underutilization of skills, which arises 
from narrowly defined, tightly con-
trolled jobs. Unenriched jobs yield 
apathy, burnout, and alienation. 

The most effective technical leaders 
address three critical components of 
professional development: 

They provide the business per 
spective. Technical professionals oftei 
generate ideas, become absorbed ir 
following them, and wander off the 
organization's strategic path. The 
leader must focus that energy by pro 
viding a vision of where the organiza 
tion is today and where it is heading 

A broad business perspective entail: 
marketplace knowledge, competitive 
information, and sensitivity to the 
business climate. 

They build and encourage cham 
pions. Taking ownership of an inno 
vative idea and running with it is : 
powerful professional development 
experience. The leader's responsibil 
ity is to nurture and protect the fragile 
growth of ideas that might otherwise 
be trampled by the bureaucracy 01 
uprooted by someone uneasy with 
the unfamiliar. 

Innovative companies encourage 
intelligent failure and continually rein 
force innovative efforts. And leaders ir 
such responsive organizations act a: 
catalysts to convert ideas into action 
The ability to recognize and nurture 
winning innovations is the essence o 
technical leadership. Without it, in 
novation withers. 

They facilitate career develop 
ment. Although career development is 
primarily the technical professional's 
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esponsibility, effective leaders take a 
iroactive role in encouraging it. The 
eader helps the professional formu-
ate a plan and becomes involved in 
tie implementation strategy. 

Challenging "stretch" assignments 
—projects that are a bit beyond what 
he professional feels ready to take 
>n—provide networking opportuni-
lies and also help to fulfill growth 
needs and sustain commitment. If 
leaders make stretch assignments 
gradually, they can minimize occa-
sional disappointments and accelerate 
the growth of competence and profes-
sional development. 

Expand individual 
productivity through 
teamwork 

Encouraging innovation requires 
shifts in fundamental management 
techniques, the most important of 
which may be the use of teamwork. 
Science and technology are becoming 
too complex for most technical pro-
fessionals to be able to make mean-
ingful contributions on their own. 
•lore and more, basic inventions, 
ninorand major breakthroughs, and 
reative inspirations come from group 
elaborations. 
When technical professionals work 

i a truly collaborative way, the pro-
uct development cycle shortens, in-
ovation flourishes, and the organiza-
on responds to the marketplace in a 
mely way. 
Effective leadership in groups, 
hether they are functional or project 
ams, calls for the following skills: 
establishing goals that are clear, 
hievable, mutual, realistically timed, 
id reasonably stable 
clarifying roles 
identifying and securing resources 
implementing information ex-

tange systems. 
Two particularly critical incidents 

1 ;ert an extraordinary influence on 
amwork achievements: the initial 
dentation of the team to a project, 
id group meetings to resolve project 
'oblems. In these situations, the 
ader must be group-centered rather 

i ">an manager-centered. 
Simple, straightforward informa-

' onal meetings are productive when 
• inducted in a manager-centered 

ode. Meetings that entail complex 
I lanning or problem-solving are most 
! roductive when the leader assumes 
: group-centered facilitator role. 

Leaders who assume inappropriate 
roles either engage their groups in 
unnecessary, time-wasting discus-
sions, or demotivate group members 
and stifle creativity. 

Facilitate self-management 
The technical professional's need 

for autonomy, achievement, profes-
sional growth, and challenge finds its 
fullest satisfaction when the structure 
of the job and the relationship with 
the manager promote and support 

self-management for the employee. 
In today's organizations, middle 

layers of management are disappear-
ing; flattened hierarchies are emerg-
ing. Technical leaders must guide, 
coach, and monitor outcomes, but 
their willingness and ability to em-
power technical professionals is 
crucial to success in dynamic, down-
sized technical organizations. 

Three leadership activities are 
crucial to this empowerment: 
• Sharing information. Information 

"I understand the new 
performance management 
system, but how do I work 

within this system 
to be successful?" 
Richard . . . a long time employee 

An effective performance management system 
is essential for any well run organization. This 
system establishes "what" employees are 
expected to do. But, how do employees succeed 
in this system? How do they accomplish all those 
daily tasks and activities which make up the 
"whats"? . . . How can Richard be successful? 

"MANAGING PERSONAL PERFORMANCE" 
helps individuals work within any performance 
management system to accomplish greater 
results by focusing on the right things. And, as 
part of a team, they learn how to accomplish 
the overall goals of the organization. Call TMI 
to find out how to bring this program into your 
organization. 

r I M W 
Helping individuals, teams and organizations master change and be their best. 

33 New Montgomery Street, Suite 310, San Francisco, CA 94105 

(415)957-1133 
New York • Denver • Mexico City • Toronto 
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enhances a sense of empowerment. 
Professionals who have to perform 
with little information tend to feel 
manipulated and pawn-like. Profes-
sionals who receive as much informa-
tion as possible about a project have 
much higher motivational levels. 
• Delegating responsibility. The 
delegation of meaningful tasks and 

Empowering technical professionals 
to share information builds trust an 1 
an increased sense of ownership i I 
projects and organizational objective . 

Needed: high-touch leaders 
The high-tech age requires new 

levels of technical knowledge and 
skill. But our observations make t 

High-tech leaders also need 
to be "high touch" 

responsibilities is enriching and em-
powering. It can provide insight into 
the organization's big picture, de-
crease dependency , and satisfy 
achievement needs. Technical leaders 
who seek opportunities to delegate 
and who skillfully communicate and 
transfer responsibilities maintain 
motivated project teams. 
• Encouraging upward communica-
tion. Endorsing and reinforcing two-
way communication plays a major 
role in facilitating self-management. 

clear that technical leaders in a high-
tech world also need to be "high 
touch"—that is, adept at communi-
cating, influencing, and motivating 

Clearly, we must look to training 
within technology organizations to 
develop technical leaders who can ad-
dress the special needs of profes-
sionals. Such training will enable 
organizations to realize the highest 
degrees of innovation, teamwork, and 
sustained commi tmen t among 
technical professionals. • 

An Assessment Hierarchy for Total Quality 
from Clark Wilson Publishing 

EXECUTIVE SKILLS 
ategic l eade r sh ip f o r the whole o r g a n i z a t i o n 

LEADERSHIP SKILLS — 
vision, influence, and drive for beneficial change 

MANAGEMENT SKILLS — 
•ing both work and people; the foundation skills for leadership 

WORK GROUP SKILLS — • • 
kills for p e r s o n a l s a t i s f a c t i o n , e f fec t iveness and r e a d i n e s s f o r p r o m o t i o n 

T E A M I N G — f o r S e l f - M a n a g e m e n t « VALUES IN P R A C T I C E - t o assess T Q M P r o g r a m s 

Ask about: • our pool of over 150 competency-based dimensions - assessing the quality of work and the quality of life. 
• our computerized on-line and disk-based capabilities, and our foreign language editions. 

See our chapter Task Cycle Theory: The Processes of Influence in Measures of Leadership by Kenneth and Miriam Clark of the Center for Creative Leadership. 
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