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Foreword

This book, originally published in 1977, is still relevant to the quality of leadership in organizations. In fact, it is even more relevant in view of the unmistakable current trend away from the traditional “dominator” model of leadership toward a “partnership model;” away from hierarchies toward flat organizations; away from an emphasis on “ranking” people, toward “linking” them.

Nowhere is the trend toward partnership relations more widespread than in the workplace. The traditional organizational hierarchy called for leaders to command from the top, using rigid controls and hoarding information. Today, this autocratic, top-down, command, control, and compartmentalize model of leadership is being replaced by a participative style of management that encourages equalitarian relationships, teamwork, cooperation, interdependence, accountability and the free flow of information.

And there is substantial evidence that participative systems outperform hierarchical autocratic systems. Much research has been done in recent years that validates the idea that participative work practices are significantly associated with increased productivity, improved financial performance, and decreased turnover and absenteeism.

We are seeing the same trend in other important relationships, both in our own country and in many others. Women have struggled for and earned a more reciprocal, equalitarian relationship with men—in marriage as well as in the workplace. Likewise, parents who have been strongly influenced by the parent training movement are discarding the “command and obey,” Father-knows-best model of parenting in favor of a non-authoritarian, non-hierarchical, non-punitive model. More and more parents are beginning to understand the damaging effects of authoritarian parenting on both their children and their relationship with them. They are also learning that permissive parenting is certainly not the alternative—both parent and child must feel their needs are being met.

The trend toward democratic relationships is beginning to be observable in our educational institutions, which traditionally have hung on to a strong “dominator model” of relationships—between administrators and teachers, teachers and students, and even teachers and parents. Teachers are no longer permitted to use strong punishments to enforce their domination in the classroom. My organization has played a major role in training teachers how to achieve the full participation of their students in setting classroom rules. Also, cooperative student learning teams are now used by teachers, and many research studies have shown the benefits of this leaderless student learning model.

When this book was originally published, it was often described as “soft,” too “employee-centered.” Critics were skeptical about managers holding so many group meetings and “sharing their authority” with their group members. L.E.T. was seen as a totally different paradigm of leadership, which many critics felt put too much faith in the “wisdom of the group,” “employee self-motivation,” “distributing leadership functions to group members.” Even L.E.T.’s emphasis on using Active Listening was frequently viewed as bringing psychotherapy and “touchy-feely” behaviors into the workplace. L.E.T. was also criticized for stressing employee “happiness” and for putting too much faith in employee participation in problem-solving and personal goal setting.

However, twenty-five years later, we are experiencing a major transformation in organizations and the role of the leaders. It is now widely accepted that the key to leaders’ effectiveness is their capability in building a competent team and working in partnership with managers and teams in other departments of their organization.

Leaders need to learn the interpersonal skills that are necessary to create and build a team in which the full involvement and participation of each person is valued, expected and needed.

Literally hundreds of articles and books have confirmed the need for the new breed of leaders to be trained in the interpersonal skills specified in this book, such as:


[image: ] Developing and leading participative group meetings

[image: ] Practicing empathic Active Listening

[image: ] Using non-threatening confrontation, a non-power way to influence others to change unacceptable behavior (I-Messages)

[image: ] Resolving conflicts so neither person loses and both get their needs met

[image: ] Recognizing and avoiding the Roadblocks in person-to-person communication

[image: ] Using a non-threatening alternative to performance evaluation

[image: ] Selecting the appropriate kind of group meeting



Unfortunately, as critically important as “relationships training” has become, a large percentage of employees never receive any training to become effective team members. In fact, many companies spend nothing at all on such training. To survive, many organizations now will need to train both leaders and employees in the skills they need to work cooperatively in partnership relationships. Companies will need to become “learning organizations.”

Since the 1977 publication of L.E.T., the organization that I founded—originally known as Effectiveness Training Incorporated and later renamed Gordon Training International—has been providing leadership training to managers and supervisors in hundreds of organizations in the United States and more than twenty other countries, including Russia. This book is the textbook for that L.E.T course. Course participants are given ample opportunity to learn communication skills and conflict-resolution procedures through highly interactive skill practice and coaching by a certified facilitator.

Participants in the L.E.T course consistently report that the principle value of their training was learning the necessary skills that other training experiences had failed to provide them. They complain that they have been told in the past by consultants and book authors what they should be doing—such as employee involvement, TQM, team building, distributing leadership functions, valuing diversity, and other initiatives from the top management. Seldom have they been taught how to do them. L.E.T. provides them with the specific communication skills, problem-solving procedures, and conflict resolution methods they need to make such programs work.

It is abundantly clear that participative management is here to stay. The book you hold in your hands will help you learn what to do, and more importantly, how to do it.

Dr. Thomas Gordon
Founder, Gordon Training International
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Author’s Note

To make the book more gender neutral and to avoid the awkward “he or she” construction, I have alternated between masculine and feminine throughout these chapters when I refer to both leaders and group members.
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How You Can Become an Effective Leader

The word leadership, I am told, did not appear in the English language until around the year 1800. Then it took another 100 years before social scientists undertook serious study of the phenomenon of leadership. But in the last 65 years researchers have been hard at work making up for lost time, inquiring into how people become leaders, how they retain positions of leadership, how they acquire followers, how they affect group performance, and what makes for leader effectiveness. One comprehensive survey and review of leadership research contains a bibliography of over 3,000 studies, consuming 150 pages! Obviously leadership has been intensely investigated.

Now that much of the mystery has been taken out of the concept of leadership, it is possible to describe rather precisely what it takes to be an effective leader. The thousands of studies enable us to build a model of leader effectiveness based on solid research evidence from many types of organizations and groups.

It is one of the purposes of this book to bring that model into the public domain, where it will be easily accessible to the countless people who find themselves in positions of leadership—in government, in business and industrial organizations, in agencies and institutions, in community organizations, in schools, in families.

Most people live much of their lives in groups—when they work, when they worship, when they play, when they learn. And it seems all groups do need leaders, for better or for worse. But leaders can make or break a group. Their attitudes and behavior strongly influence the group’s performance and also the amount of satisfaction enjoyed by group members, as everyone knows from direct experience with teachers, administrators, supervisors, committee chairpersons, coaches, managers, clergy, and elected officials.

It is equally true of our society, and a fact often overlooked, that most people at one time or another are thrust into a position of leading a group. Most people become parents, for example, a leadership position in relation to the children. The teacher, too, is a leader of his classroom of students. Each person is a leader who gets chosen to direct a committee or task group, who is elected president of a volunteer organization, who assumes responsibility as a scout leader or camp director.

Of the countless people who take on these varied leadership roles, how many find it a truly rewarding and fulfilling experience? How many can honestly assess their performance as a “job well done”? How many encounter troublesome resistance to their conscientious attempts to lead—or even hostility, jealousy, unfriendliness? How many end up saying, “Never again!”?

If being a leader turns out to be a bad experience, it is almost always because of the leader’s own ineffectiveness. And considering that few people ever get any kind of specific training in leader effectiveness, it is easy to understand why being a leader so often is difficult, draining, and disappointing.

Research has shown that one of the primary reasons leaders fail is that they are promoted into positions that make it necessary to work closely with others. Being untrained in the requisite skills for building good relationships and group-centered teams, they are unable to harness the creativity of team members. They fail because they do not know how to build equalitarian or partnership relationships.

A second purpose of this book, then, is to show leaders what special skills and methods they must learn to use today’s “model” of effective leadership. Just understanding the model is not enough; leaders must acquire the skills to implement the model.

Take the important concept of “mutual need satisfaction,” more fully explained in Chapter III. Research has shown that effective leaders are those whose group members feel their needs are getting satisfied and the leaders themselves feel they are getting their own needs met: what some call an “equitable social exchange.” But how does a leader accomplish this? What specifically must a leader do to achieve this desirable state of mutual need satisfaction? You will not find the answer to those “how-to” questions in most books on leadership. Yet specific methods do exist for resolving conflicts of needs and achieving this necessary “equitable balance of benefits,” the most important being our No-Lose Method, explained and illustrated in Chapters IX and X. This six-step conflict-resolution method enables leaders to translate theory into practice, to make actual what research tells us is ideal.

Research findings, also consistently validate the “principle of participation”—i.e., group members more readily accept new ideas and new work methods when they are given the opportunity to participate in making the decision to change and to participate in deciding how to implement the change. While you will find “employee participation” advocated in most books on leadership as an ideal for effective leadership, few spell out exactly how leaders can do this effectively. In Chapter VII, I break down the abstraction of “participative management,” showing leaders how they can use varying degrees of group member participation; and I describe specific types of group meetings they can use to foster participation.

This obviously is a book of skills and methods: how to listen so that group members will talk about their problems; how to talk so that group members will be considerate of your needs; how to conduct efficient meetings; how to identify problems and work efficiently toward good solutions; how to handle infractions of rules; how to get group members to set performance goals; how to take the threat out of performance evaluation.

Some of these skills and methods I developed myself many years ago as I worked collaboratively on practical problems with leaders in the organizations in which I served as a human relations consultant. Others (primarily Active Listening) I learned from Dr. Carl Rogers and others who trained me to become a professional “helping agent” and from colleagues with whom I worked as a practicing clinical psychologist. Over the years my confidence in these skills has progressively increased—I know they work. And I know they can be taught to most leaders, a conviction based on over four decades of training many thousands of leaders in my L.E.T. course, hundreds of thousands of teachers and principals in T.E.T. (Teacher Effectiveness Training), and over a million parents (family leaders) in P.E.T (Parent Effectiveness Training).

These skills and methods have a greater impact on organizations when all levels of management receive the L.E.T. training. Yet it is clear that their effects can be felt in an organization when only one leader acquires the skills and methods. This was brought out in a study conducted at the University of Chicago. It was a follow-up evaluation of a single leader, a plant manager, who had been taught the L.E.T. skills described in this book.

One year after this person had changed his leadership style and assumed the position of plant manager, in-depth interviews were conducted with his group members (11 foremen) and the top total management group (12 in all). Out of their 160 separate statements describing the plant manager, only five could be interpreted as suggesting undesirable characteristics. The most frequently mentioned characteristics of this leader were:


Listens with understanding; willing to discuss problems; open to ideas; gives time to listen (27 comments)

Supports and helps; backs you up; is on your side; remembers your problem (19)

Uses team approach; helps group reach better decisions; facilitates cooperation (19)

Avoids close supervision; does not overboss; does not dictate or rule by the book (18)

Delegates authority; trusts group; relies on their judgment; permits group decisions; has faith in the creativity of others (17)

Communicates openly and honestly; tells you what he thinks; you can trust what he says (11)

Brings out best in his people; has common touch with the workers (8)



The interviews also provided data about the specific effects of the plant manager’s new skills and methods:


Increased cooperation and coordination between all departments (21 comments)

Positive effect on foremen’s behavior and growth as individuals (19)

Increased production and profits (11)

Better decisions and solutions (7)

Improvement in planning and tooling up (5)

More efficiency and cost reduction (4)

Improved communication (3)



These data, while admittedly subjective, were collected by an independent agency with no ax to grind. So the study tends to bolster my own confidence that the L.E.T. skills can be taught to leaders, that the new skills and methods readily become visible to the members of the leader’s group as well as to his management associates, and that in time the skills and methods bring about positive outcomes in an organization, even though no other leader in the company received the L.E.T. training.

I am also hopeful that this book will help dispel some fruitless arguments and pervasive myths about leadership. Probably the most prevalent of these arguments is whether the “human-relations-oriented” (or person-centered) leader is better than the “task-oriented” (or production-centered) leader. The research clearly shows that the effective leader must be both a “human relations specialist” and a “task specialist.” Leader effectiveness requires treating people decently, while at the same time successfully motivating them toward high performance in their work. One without the other doesn’t work.

And there is an analogous argument about whether leaders should be strict or permissive. In Chapter VIII, I will point out the pitfalls of both approaches and caution leaders against either using their power to win conflicts or permitting group members to win at the expense of the leader losing. At the very core of my conception of effective leadership is a third alternative to “tough” or “soft” management. In the L.E.T. course it is called the No-Lose Method forresolving conflicts of needs, so named because it produces solutions that result in “mutual need satisfaction”—no one loses. This is the ideal outcome that some writers, using “social exchange theory,” describe as “an equitable exchange of benefits”—when solutions to conflicts feel fair to both leader and group members. In Chapter IX and X, you will learn, step by step, how to resolve conflicts with this No-Lose Method.

Yet another issue has divided leaders into two camps—namely, the value of meetings. Some dislike meetings on the grounds they take too much time, rarely produce decisions, and are merely a “pooling of ignorance.” For other leaders, meetings are a necessity; they are convinced they foster “participation,” tap the creative potential of group members, and produce higher-quality decisions. I devote all of Chapter VII to meetings, for I am convinced that meetings are necessary but that they are often nonproductive, boring and time-consuming because leaders are unskilled and ineffective, or they use meetings for the wrong purposes.

I describe several types of meetings and suggest when each should be used and for what purpose. I offer 17 guidelines for making your problem-solving and decision-making meetings more efficient and productive. You’ll find in these guidelines specific suggestions about such things as the frequency and duration of meetings, how to handle the minutes, how to develop an agenda and set priorities, what kinds of problems are inappropriate for groups, rules for decision-making, confidentiality, and methods for evaluating your meetings. I also provide you with some guidelines that will help your group members become more responsible participants at your meetings.

This book has three important features: (1) it attempts to synthesize the best thinking of social scientists and to draw from their research findings; (2) it presents a model of the ideal relationship between leaders and group members stated in nontechnical language that is understandable as well as usable; and (3) it offers specific skills and methods that leaders must learn to put the model to work.

This is not enough, however. My experience convinces me that no leader will improve his or her effectiveness very much without first coming to grips with the crucial issue of power and authority. Consequently, I have made a special effort to achieve clarity in my own thinking about power and authority. I have found widespread differences about the meaning of these terms among leaders in our L.E.T. classes and in the writings of professionals (which, of course, explains at least in part why people are sharply divided on whether leaders should or should not use their power or authority).

In Chapter VIII, I define three distinct kinds of authority, the first deriving from one’s power (the means to punish or reward); the second from one’s job definition; and the third from one’s expertise and knowledge. The latter two seldom cause problems in human relationships, but the first almost inevitably is destructive to relationships, and in the long run also lowers motivation and productivity. Worse, when leaders use power they actually then lose the ability to influence their group members, a paradox I explain in the same chapter. How to influence people without using power is the key to leader effectiveness.

No person who has kept abreast of what is happening in organizations and institutions in our society can escape the conclusion that a revolution has started—a human relations revolution of great significance. People want to be treated with respect and with dignity; people are demanding to have a strong voice in their own working lives; people are less willing to be coerced and exploited; people want the right to achieve self-respect in their work and have work that is meaningful and rewarding; people are rebelling against inhuman working environments in very human ways—by job-hopping, absenteeism, apathetic attitudes, antagonism, and malicious mischief.

For leaders who already recognize “that the human element is paramount” and accept the predominant place of good human relationships in organizations, this book will provide invaluable skills and methods. If you want to avoid the destructive effects of coercing people with your power, you will find many nonpower alternatives in these pages. If you want to move away from making all decisions on your own, you’ll find out how to develop a decision-making team. If you want open and honest two-way communication so that you can better influence your group members and they in turn better influence you, our Active Listening and I-Message skills will accomplish that for you.

A final point: there is one thing this book will never do. It will not tell you what specific outcomes or results to expect from applying this leadership model. L.E.T. only teaches you methodologies. Through their use, different results will be achieved in different organizations, influenced by a variety of factors: what your organization does, the type of people you work with, the economic and financial limits within which your organization operates, and so on. Your new leadership skills may bring a reduction in costs and higher morale, as in one company I know. Or your human relations skills may bring similar results to those experienced by American Freightways, a transportation company of 17,000 employees. George Schultz, Learning Center Manager, reported the following outcomes of the L.E.T. training:


Improved job satisfaction of associates

Increased contributions of new ideas and procedures in operations

Improved retention of associates

Enhanced job competencies and skills

Increased productivity



“The results are very positive; supervisors now approach their work and their associates in a more collaborative way working towards a common goal. However, what has been most powerful is the multitude of personal success stories we have heard from L.E.T. graduates. So many supervisors and managers come back to me and tell me how their personal relationships were saved or improved.”

Or, as in my own organization, your new leadership skills may result in such changes as these:


Adoption of flextime scheduling that reduces absenteeism

A marked acceleration in the design and development of new training programs

Opening up of management meetings to any employee who wishes to participate

Reduction in status differentials between people at different levels in the organization

Assignment of every employee to a working group or “management team”



Or your change in leadership style may bring, as it has in some organizations, more mature and cooperative relations with unions; installation of the Periodic Planning Conference in place of traditional performance evaluation; higher profits; installation of a profit-sharing system based on group performance; improved relations with customers or clients; the development of better communications systems; improvement of the physical environment for the workers; a job rotation system; placing responsibility for inspection with those who produce the product; work enlargement for menial jobs; putting production workers in charge of the speed of the assembly lines; hiring more handicapped; hiring more minorities; doing more management training.

Any of these outcomes may be possible, for when leaders acquire the skills that enable them to release the productive potential of people and tap the collective capabilities of the group, who knows what positive results will be achieved? Some of them may move mountains.


[image: ]

Being the Leader Doesn’t Make You One

Frank Long was elected president of his service club. At about the same time, Stacy Lathrop was appointed supervisor of all the tellers at her bank. Elizabeth Hall finally achieved her lifelong ambition of becoming vice-president in charge of sales in her company. After six years as a first-line supervisor in a manufacturing company, Bill Morrison was moved up to plant manager. Louise Lindley, by a large margin, was voted student body president at a midwestern college.

Their friends congratulated them and told them how much they deserved the new position. One phoned her husband and excitedly announced the good news. Another took his family out for dinner to celebrate. All felt proud of what they had achieved. Secretly, they all felt they had “arrived,” “made it up the ladder,” “got to the top.”

These are the universal reactions of people who get appointed to positions of leadership. They feel, “I’ve made it.” But in actuality, anyone who gets a leadership position has not made it. It is only the beginning.

Being the leader doesn’t make you one. For after you get to be the leader of a group, you’re going to have to do a lot to earn the acceptance of the group members and have an influence on their behavior. Even more important, the acquisition of a leadership title—supervisor, department head, president, manager, or just plain boss—soon brings unexpected disappointments and uninvited problems. Undoubtedly you’ll see evidence of jealousy on the part of some of your group members. Others may show resentment because they didn’t get your job; in their eyes you didn’t deserve the position, they did.

Also, you are likely to observe some subtle (and some not so subtle) changes in the way the group members relate to you. Some who only weeks ago were your friends now appear to avoid you and exclude you from their lunch groups. Others may start showing signs of being afraid of you; they act defensively, more guarded in their conversations, less frank in sharing their problems. You may even begin to detect some outright “buttering up” from certain members, or hypercritical behavior from others. And it won’t be unusual to encounter negativism—unusually stubborn resistance to your new plans or helpful suggestions.

Becoming a group’s leader almost inevitably brings about significant changes in your relationships with group members. People who previously reacted to you as a peer or friend suddenly have altered their posture toward you. You’re “up there” and they’re now “below” you; they “report to you;” you’re “in charge.”

Even if you were brought in from the outside to be made the leader of your group, be prepared to encounter a wide range of unfavorable responses—suspicion, distrust, hostility, subservience, passive resistance, insecurity. And don’t overlook the possibility that someone might even like to see you fall flat on your face in your new job!

People come naturally to these built-in patterns of negative responses; they learned them when they were children. The leader inherits each group member’s “inner child of the past.” For each of us has a past history of being a child, intimately involved in multiple relationships with a variety of adults: parents, grandparents, schoolteachers, coaches, scout leaders, piano teachers, school principals, and of course the infamous assistant principal. All these adults had power and authority over us when we were youngsters, and most of them used it frequently. All children try out different behaviors to cope with these “authority figures.” Some of their coping mechanisms prove effective, some ineffective. Those that work get used again and again, and so become habitual responses to all other adults who try to control and dominate them.

These coping mechanisms are seldom discarded when children pass into adolescence, or when they enter adulthood. They remain an integral part of the adult personality, to be called upon or unconsciously triggered whenever she enters a relationship with someone holding power or authority. So all adults in a very real sense harbor an “inner child of the past” that will strongly influence how they react to leaders.

When thrust into each new relationship with an authority figure, people naturally employ those same coping mechanisms that were built in by habitual use throughout their lifetime. This is why a new leader inherits the inner child of the past of each of her group members. Their particular coping mechanisms are already present, ready to be used—the leader didn’t cause them to be there. Nevertheless, because group members at first perceive most leaders as probable controllers and dominators, that’s the way they will respond to her, even though the leader may have no intention of using power and authority.

Undoubtedly you will recognize most of the coping mechanisms in the following list, and you’ll be tempted to identify the particular ones you most often employed as a child, as well as those you find yourself still using as an adult:


1. Resistance, defiance, rebellion, negativism

2. Resentment, anger, hostility

3. Aggression, retaliation, striking back, ridiculing the authority figure

4. Lying, hiding feelings

5. Blaming others, tattling, cheating

6. Dominating, bossing, or bullying those with less power

7. Needing to win, hating to lose, perfectionism

8. Forming alliances, organizing against the authority figure

9. Submission, obedience, compliance, subservience

10. Buttering up the authority figure, currying favor

11. Conformity, fear of trying something new or creative, requiring prior assurance of success, dependence on authority figure

12. Withdrawing, escaping, fantasizing, regressing

13. Getting sick

14. Crying



Is it now more clear why, when you become a leader, you haven’t made it? In fact, it might be said that you’ve had it! Even before you get much of a chance to earn the leadership of your group, in the eyes of the members you have a new identity—a potential controller and dominator. And even before you make any actual use of your authority or power, group members are already programmed and ready to cope with it, using some combination of these coping mechanisms.

Certainly I don’t intend to discourage anyone from aspiring to become a leader. Rather, I want to be quite realistic about the unique dynamics that govern the relationship between leaders and group members. And principally I want to underscore the thesis of this book: being the leader does not make you one, because leaders don’t automatically get the respect and acceptance of their group members; so in order to earn the leadership of their group and have a positive influence on the group members, leaders must learn some specific skills and methods.

What Makes a Leader?

“Leaders are born, not made.” That’s what most people thought, until social scientists began to make leadership a legitimate subject for intensive investigation, no more than 60 or 70 years ago. Back in the old days, when strong social class barriers made it next to impossible for just anyone to become a leader, it appeared to most people that leadership was inherited, since leaders emerged so frequently within the same favored families. As class barriers crumbled and it became obvious that leaders were coming from all strata of society, common sense told us that leadership was much more complex than being born with the right genes or in the proper families.

If not the right combination of genes, then perhaps all leaders possess certain traits or characteristics acquired through their upbringing or education. This notion started a search for the universal traits of leaders. But then hundreds of studies showed no trait differences between leaders and nonleaders, which all but killed the theory that leadership was a product of certain attributes residing within all leaders.

A major breakthrough came when social scientists began to look at leadership as an interaction between leaders and their followers. After all, they reasoned, it is the follower who in the last analysis either accepts or rejects the influence of the leader. The key question became: why do followers accept and why do they reject? What goes on in this interaction?

Obviously, you can’t be a leader without followers. You won’t for long be a group leader without having group members who accept your influence, guidance, and direction. But how does a leader acquire followers? The answer to this basic question emerges clearly when we understand the needs all human beings possess and how they struggle to satisfy those needs. Somewhat oversimplified, here is an explanation of how leaders acquire followers.


1. To survive, every person is engaged in a continuous struggle to satisfy needs or relieve tension.

2. Some means is required to satisfy a need (tools, food, money, physical strength, knowledge, information, etc.).

3. Most needs of individuals are satisfied in relationships with people or groups, so people and groups become the means we rely on most heavily for the satisfaction of our needs. (We do not grow our own food, make our own clothes, get our education by ourselves, etc.).

4. People actively seek out those relationships in which the other person is seen as having the means for satisfying their needs.

5. People join groups, then, because they hope that membership will offer them the means for satisfying their needs. Conversely, they leave groups when they no longer get their needs satisfied.

6. Group members accept influence and direction of a leader only if they regard her as a person through whose means they will get their needs satisfied. People follow (and permit their activities to be directed by) a leader whom they believe will get them what they need or want.



It follows that a leader earns and retains her role as a leader only if in the eyes of the group members “following the leader” holds out the promise that they will get their needs met. This book will identify and describe the critical attitudes, skills, methods, and procedures required to make this promise a reality. No longer is it such a mystery how certain persons become effective in earning and retaining leadership of their groups and how others do not. Through research and observation, social scientists have identified many of the critical requirements of effective leadership. It is my aim to organize this knowledge so that it is more easily understandable to those who aspire to become leaders and more available for their use.

The Leader’s Dilemma

Acquiring followers through meeting the needs of group members* does not tell the whole story of effective leadership. The other side of the coin is that leaders must be successful in getting their own needs satisfied.

People seldom seek leadership positions solely to satisfy the needs of group members. Leaders are human, too. And they have the usual human needs for status, achievement, higher pay, recognition, self-esteem, security, and acceptance—in fact, usually the same needs as their group members. If they don’t find ways of satisfying these needs in their leadership position, they will not want to remain there very long. Even when leaders continue to tolerate a job long after they find that many of their needs are not satisfied, they soon find themselves incapable of putting forth all the effort required to do what they must do to ensure that their group members’ needs are satisfied.

The explanation is obvious: people will continue to expend energy doing things that benefit others only if they feel they are receiving “reciprocal benefits.” There is always a limit to one-way sharing of benefits in human relationships. You can think of this principle in terms of “I’ll scratch your back if you scratch mine.”

The “full cup principle” is also at work here: to be able to continue giving to others (letting them drink from my cup), I must have a full cup and find ways of replenishing myself (keeping my cup relatively full). The importance of this principle is well understood by professional helping agents who find their own helping capabilities seriously reduced when they experience troubles and need-deprivations in their own personal lives. This is why so many professional therapists find it necessary to retain their own therapists to keep their professional cup relatively full.

Then, too, one of the strongest needs of all leaders operating in an organizational setting is to look good in the eyes of their own bosses. True, a leader’s self-esteem is derived largely from inputs and evaluations of her bosses. And more important, unless leaders meet the expectations and objectives of their bosses (are perceived as effective in helping the organization reach its goals), they will be under the threat of being demoted or discharged.

Consequently, leaders working within a formal organization are caught in a dilemma—they must meet the needs of the organization, as well as satisfy the needs of their group members. The trick lies in learning how to balance the needs from both directions, so as to be perceived as effective by both bosses and group members. As anyone knows who has worked in a formal organization, this is not an easy task, because organizational needs are primarily for increased productivity and efficiency, while the group members’ needs are sometimes those that motivate them to resist pressure for increased productivity and efficiency.

Numerous studies of leadership in hierarchical organizations strongly indicate that effective leaders need one set of skills to meet their own needs (and those of their bosses for productivity and efficiency) and another set of quite different skills to satisfy the needs of group members. For the present, I’ll describe these two sets of skills in very general terms:



	A. Skills to meet group members’ needs

	1. Behavior that increases group members’ self-esteem and personal worth.




	 
	2. Behavior that increases group cohesiveness and team spirit.




	B. Skills to meet organizational needs

	1. Behavior that motivates productivity and the achievement of group goals.




	 
	2. Behavior that helps members reach goals: planning, scheduling, coordinating, problem-solving, providing resources.





An effective leader cannot be only a “human relations specialist” (meeting members’ needs) nor only a “productivity specialist” (meeting organizational needs). She must be both. Even more important, the effective leader must also acquire the flexibility or sensitivity to know when and where to employ these quite diverse skills to achieve mutual satisfaction of the needs of group members and the needs of the leader. Finally, the effective leader must learn skills to resolve the inevitable conflicts that arise between these two competing sources of needs.

This book aims to show leaders how they can become more effective in producing this essential state of mutual need satisfaction; how they can become more flexible and sensitive through fostering more honest communication with their bosses as well as with their own group members; and how they can employ an equitable (or “no-lose”) method of resolving conflicts of needs that will greatly reduce resentment, hostility, and alienation in their relationships with others.

What People Need From Their Group

Leaders of groups earn their positions of leadership by doing things that, in the eyes of the members, make their hopes come true that their needs will be satisfied. Let me
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