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NOTES TAKEN BY PHIL DOURADO FROM

‘ON BECOMING A LEADER’ BY WARREN BENNIS

NB These notes are my personal selection of the bits I found most insightful and inspiring  in this book – Phil Dourado 

Luck / Experiences, p42

I would argue that more leaders have been made by accident, circumstance, sheer grit, or will than have been made by all the leadership courses put together. Leadership courses can only teach skills. They can’t teach character or vision – and indeed they don’t even try. Developing character and vision is the way leaders invent themselves.

Manager Vs. Leader, p44

I tend to think of the differences between leaders and managers as the difference between those who master the context and those who surrender to it. There are other differences, as well, and they are enormous and crucial:

· The manager administers; the leader innovates.

· The manager is a copy; the leader is an original.

· The manager maintains; the leader develops.

· The manager focuses on systems and structure; the leader focuses on people.

· The manager relies on control; the leader inspires trust.

· The manager has a short-range view; the leader has a long-range perspective.

· The manager asks how and when; the leader asks what and why.

· The manager has his eye always on the bottom line; the leader has his eye on the horizon.

· The manager imitates; the leader originates.

· The manager accepts the status quo; the leader challenges it.

· The manager is the classic good soldier; the leader is his own person.

· The manager does things right; the leader does the right thing.

Once Born, Twice Born
Harvard Professor Abraham Zaleznik posits that there are two kinds of leaders: once-borns and twice-borns. The once-borns transition from home and family to independence is relatively easy. Twice-borns generally suffer as they grow up, feel different, even isolated, and so develop an elaborate inner life. As they grow older, they become truly independent, relying wholly on their own beliefs and ideas. Leaders who are twice born are inner-directed, self-assured, and, as a result, truly charismatic, according to Zaleznik.
Learning, p56 (NB The Leadership Hub features all these modes of learning)
Writing for Organizational Dynamics, Akin said that the managers’ descriptions were “surprisingly congruous…Learning is experienced as a personal transformation. A person does not gather learnings as possessions but rather becomes a new person…To learn is not to have, it is to be. “

Akin’s roster of modes of learning includes:

· Emulation, in which one emulates either someone one knows or a historical or public figure

· Role taking, in which one has a conception of what one should be and does it

· Practical accomplishment, in which one sees a problem as an opportunity and learns through the experience of dealing with it
· Validation, in which one tests concepts by applying them and learns after the fact

· Anticipation, in which one develops a concept and then applies it, learning before acting

· Personal growth, in which one is less concerned with specific skills than with self-understanding and the “transformation of values and attitudes”

· Scientific learning, in which one observes, conceptualizes on the basis of one’s observations, and then experiments to gather new data, with a primary focus on the truth.

Why The Leadership Hub is necessary, p73

One of the problems with standard leadership courses is that they focus exclusively on skills and produce managers rather than leaders, when they produce anything at all. Managerial skills can, of course, be taught. And they are useful skills for leaders to have. The ingredients of leadership cannot be taught, however. They must be learned.

P97

Burke went on to tell of his own experience with a mistake: “I once developed a new product that failed badly, and General Johnson called me in, and I was sure he was going to fire me. I had just come in late when his secretary called, and he was always in early. I can remember walking over to his office, and I was not that upset. I was kind of excited. Johnson said to me, ‘I understand you lost over a million dollars.’ I can’t remember the exact amount. It seemed like a lot then. And I said, ‘Yes sir. That’s correct.’ So he stood up and held out his hand. He said, ‘I just want to congratulate you. All business is making decisions, and if you don’t make any decisions, you won’t have any failures. The hardest job I have is getting people to make decisions. If you make that same decision wrong again, I’ll fire you. But I hope you’ll make a lot of others, and that you’ll understand there are going to be more failures than successes.’”

Customer Research, p106

“Often people don’t know what they want and can’t describe it until they see it. If we’d done market research on the Macintosh prior to its introduction, and asked people to describe the ideal personal computer, they would have come up with something entirely different. But when we show people the Macintosh and say, ‘Is this what you want?’ they say, ‘Yes.’

Point of View, p121

As Marvin Minsky, a pioneer in artificial intelligence, said, point of view is worth 80 I.Q. points.

Expression / Drive, p 129
Entrepeneur Larry Wilson defined the difference between desire and drive as the difference between expressing yourself and proving yourself.
Talent, p162
In his book Leadership Is an Art, Max De Pree, CEO of Herman Miller, argues that: “The best people working for organizations are like volunteers. Since they could probably find good jobs in any number of groups, they choose to work somewhere for reasons less tangible than salary or position. Volunteers do not need contracts, they need covenants… Covenantal relationships induce freedom, not paralysis. A covenantal relationship rests on shared commitment to ideas, to issues, to values, to goals, and to management process. Words such as love, warmth, personal chemistry, are certainly pertinent. Covenantal relationships…fill deep needs and they enable work to have meaning and to be fulfilling.”
What would you teach? P181

As we have seen, the basis for leadership is learning, and principally learning from experience. In their book Lessons of Experience, Morgan W. McCall, Jr., Michael M. Lombardo and Ann M. Morrison report that when they asked top executives what advice they would give to younger executives, there were three basic themes:

1. Take advantage of every opportunity.

2. Aggressively search for meaning.

3. Know yourself.

Notes taken for The Leadership Hub book club. 
Phil Dourado
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