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THI S focuses on how CECs and their second-in-commands think. How do ideas
shape t he way busi nesses are run? Many nmanagenment researchers and witers
have suggested how | eadershi p has evol ved: fromthe way peopl e are brought
up, school ed, influenced by their associ ates, superiors and subordi nat es;
how or gani sati ons are structured; how managenent teans are formed and work
segnent ed; howt he enpower ment of enpl oyees and flexibility in managi ng
change takes pl ace.

I list belowa sumary of some of the beliefs and i deas on | eadership
fornmed by pronmi nent managenment experts:

John Adair - People can be trained for | eadership, believed to be a
transferable skill, rather than an i nborn aptitude. Task, team and
i ndividual overlap to forml eadership forces in working groups and
or gani sati ons.

| gor Ansoff - Pioneered the theory and practice of strategi c nanagenent.

Chris Argyris - Each individual has a potential that can be devel oped.

Chester Barnard - The rol e of the chief executive is to manage the
val ues of the organi sati on and secure enpl oyee conmitnent.

Warren Bennis - Leaders do the right thing while managers do things
right.

Edward De Bono - Invented the concept of lateral thinking as opposed to
conventi onal thinking.

Al fred Chandl er - Suggested structure follows strategy in organi sations.

Edwar ds Demi ngs - Quality nmanagenent is by reduci ng production
vari ati on.

Peter Drucker - Introduced the concepts of nmanagenment by objective; the
privatisation of governnent; the customer first; stick to knitting; the
decentralisation of organisation; |ong-range planning.

Henri Fayol - Fromexperience, distilled his 14 principl es of
managenent: Di vision of work, authority with responsibility, agreed
di sci pli ne between enpl oyer and enpl oyee, no conflict of comuands, unity
of direction, general interest above individual interest, fair
renmuneration and equity of enpl oyees, stable tenure of enpl oyees,
centralisation/decentralisation dependi ng on circunstances, hierarchy of
managenent, bal ance and order of resources, initiative and teamspirit;

Charl es Handy - Rel ated | eadership to corporate culture; al so suggested
outsourcing am d a core group of enpl oyees for the future organisation, an
i dea that is catching on as "networked" organi sation

Frederick Herzberg - Identified notivation and hygi ene factors and
i ntroduced "job enrichnent" to nanagenent vocabul ary.
Joseph Juran - Introduced conpany-wi de quality control and the

i mportance of human factors in this concept.

Rosabet h Mbss Kanter - Enpowernent, change managenent, strategic
al | i ances between partners were the new concepts i ntroduced.

Theodore Levitt - Presented the idea that firnms shoul d be custoner-
oriented and marketing is the key to busi ness success.

Rensis Likert - Presented four managenent styles |inked to business
performance; these can be neasured using the Likert scale, ranging from
exploitative authoritarian to participative.

Dougl as McGregor - Fornul ated "Theory X' (authoritarian managenent) and
"Theory Y" (participative managenent).

Keni chi Chrmae - Long-term plans versus short-termprofits are the



fundamental difference the Japanese nake in their global strategy;
commitment, conpetitiveness and creativity formhis prescription for
success.

David Schwartz - One's thinking (by thinking big) can influence the
out come of the person

Ri chard Pascal e - Organi sation renewal is necessary for continued
survival .

Nor man Vi ncent Peale - Positive thinking can affect a person's life.

Peters & Waternan - Devel oped the 7-S nodel, conprising "hard"
(strategy, structure and systens) and "soft" factors (style, shared
val ues, skills and staff); "soft" factors contribute to nore success
Found t hat "excel | ent conpani es” do not exi st because nothing in today's
chaotic world stays the same | ong enough. Constant i nprovenent is
necessary.

Edgar Schein - Proposed the concept of corporate culture and
psychol ogi cal contract between enpl oyer and enpl oyee; there is | ess
enphasis on material reward conpared to opportunities for potenti al
grow h; hence, the key to | eadership i s managi ng cul tural change.

Ri chard Schonberger - The theory that world-cl ass excel |l ence i s achieved
by regardi ng each function in business as a customer in the custoner
chai n.

Since the 19th century, managenent experts have tried to find how best
to manage, to devel op | eadership in their fields and to achi eve
conpetitive advantage over business rivals. Athough the theories and
practices have evol ved, nobody knows what the best way i s, | eading Tom
Pet ers and Robert Waternan to i ndividually conclude that nothing stays the
sanme | ong enough for excell ence to be sustained. However, it is good that
conpani es continually search for inprovenent and stick to practices
identified with excellent or world-class conpani es.

W need new i deas as the econoni ¢ and busi ness environnent changes,

di srupting busi ness comunities. In the |ast two years of the 21st
century, this is nore evident than ever. East Asia and Sout heast Asia are
grappling with a newdestabilising factor, currency fluctuations, with
factors | ast experienced inthe 1980s recessi on. How do busi nesses cope?

Nobody knows. A fundanentally strong shift in thinking is required. This
is called "thought | eadership" - new ways to | ead, and not a single way,
but I'i ke a conbi nation | ock, require a fine bal ance of met hods, human
traits and experience. Howthis is done is delineated in ten chapters of
t he book.

What is thought |eadership?

Thought | eadershi p i nvol ves out -t hi nki ng, out-flanking conpetitors in
bol dness and i nnovati on. Action and behavi our that provi de direction and
reinforce the percepti ons of outstandi ng executive practices and val ues
must support thought | eadership. Leaders commonly refer toit as "wal ki ng
the tal k". This thinking distinguishes | eaders fromfollowers and nmakes
themuni que i n the busi ness world. Wien top managers and advi sors say
"inmpossi bl e", thought | eaders will say "look at it froma different
angl e". Thought | eaders do not think conventionally. "Thinking out of
box", an approach for creative thinking suggested by Edward De Bono, is
qui te common for thought | eaders.

Thought strategy is as inmportant as the idea

How does one i npl enent a good i dea? Dat uk Ef fendi Norwawi , now a maj or
cor por at e group owner, who ran t he Sarawak St ate Econoni c Devel oprent
Corporation in the 1980s, could not increase the pay of his staff due to
statutory constraints on payroll. Mnetary notivation coul d not be used as
much as it was in the private sector. However, he used enpowernent to
differentiate his fromother SEDCs.



Usi ng i deas he observed overseas, he used i nhouse tel evision as a tool;
conmpany events were filmed and broadcast by staff as a communi cation
channel for them Excellent service ideas were used in his group of
conmpani es. Under his | eadership, the SEDC was one of the nost profitable
gover nment subsidiaries in Malaysia. H s quest for quality was relentless
and he nmai ntai ned standards for his foll owers and ot her SEDCs to adopt.

Thoughts on peopl e

Havi ng t al ent ed peopl e in sufficient nunbers to run your busi ness woul d
be i deal . However, as good staff are hard to come by, managi ng becones a
chal | enge. A successful thought | eader can overcone such odds by getting
the nmost out of his staff. The person believes in his people. Aleader can
i nspire even t he weakest person to excel. Thought | eaders |ike Dale
Car negi e have shown how peopl e can be won over and friends nade by
mastering the art of people handling. Simlarly, John Maxwel | and Ji m
Dor nan, both very successful |eaders - the former in devel opi ng church
| eaders, the latter in devel opi ng busi ness | eaders i n his gl obal marketing
organi sation - believe influence cones fromknow ng howto be a | eader

The peopl e factor is the nost inportant factor in thought | eadership, as
"l eader s manage peopl e, not things" and t here are nore busi ness wi sdom
guot es on peopl e than on any ot her el enment of thought | eadership.

Thought infrastructure

This refers to good basi c physical and nmental attitudes that enable a
| eader to think through tough i ssues and nmaintain poise incrisis.

Sel festeem hunmility, business sense, gut feel, confidence, norale,
patience, sense of hunour, a naturally innovative mnd, inagination
entrepreneurship, survival instinct, right thoughts, positivethinking,
and habits are sone inportant qualities that affect good t hought

| eader shi p.

Thought processes

These include the nental steps taken to nobilise sonetines |inited human
and material resources, to carry out the organisation's plans. A thought
| eader will not allowtrivialities to obstruct himin pronoting and
del i vering excel I ence i n the organisation.

Thought | eadership culture

The culture of thinking is an interplay of the above el ements of thought
| eadership on a holistic basis and differentiates a |l eader froma non-
| eader. What is this culture? It is not an airy concept. It is how
busi ness | eaders think and act, that nmakes other people think and act in
i ke manner; howthe thought processes are brought together to enable the
delivery of business services and products, so people will say, "Thisis
the way we do things around here". This includes extra steps by leaders to
make their conpany better; the style of conmuni cation; the way people are
vi ewed and rewar ded by busi ness | eaders.

Rich De Vos, billionaire co-founder of Ammay and aut hor of the book
Conpassi onate Capitalism once conplinmented a dustman for the way he
enpti ed the rubbi sh fromhi s house and al ways repl aced the bin cover (you
shoul d see the rubbi sh bins i n my nei ghborhood after the rubbi sh contract
wor kers have made their rounds - all over the place, sonmetines in the
m ddl e of the road, as though a riot had taken place!). The dustnman was
fl abbergasted; in over 25 years, nobody had conplinmented himin his lowy
j ob.

De Vos answered, "W thout you, this town would be a ness. Keep up the
good work." Sinmple. Not much effort. Yet can you imagine the effect on the
man? Wul d this dustman do his job better? You bet!

A conpany cannot dictate everything the individual does. |f the thoughts
of the | eadership pervade the organi sation, practised eveninlife,

i magi ne what amazing result this will have on the way the whol e



organi sati on worKks.

Dat uk Seri Dr Mahathir Mohamad' s success in publicising the Miltinedia
Super Corridor as the technol ogi cal equivalent of Silicon Valley is a good
exanpl e of how t hought | eadership hel ped secure busi ness success for
Mal aysia in the | Tindustry. Singapore, Manila, Bangkok and Bangal ore al |
have simlar | T-focused areas i n devel opnent or in place, but it was our
Prime M nister who out-thought the other | eaders in bringing to the
attention of the world Mal aysia's seriousness about IT.

How did he do it? He brought Bill Gates and other global IT |eaders to
Mal aysi a. That's why the M5Cis now known t hroughout the worl d.

In brief, thought | eadership differentiates one fromothers and gui des
the people in the organisation - or the country - to understand how
organi sational transformation and transacti ons shoul d t ake pl ace. Sl ogans
and vi sion statenents are neaningless if the | eadership (this includes the
CEO, senior nmmnagers, nmanagers, section heads, supervisors) does not think
t he i ssue through and "wal k the tal k" through the organi sati on about how
t he busi ness shoul d be conduct ed. Thi s thinking nmust take place fromthe
top to the | owest-ranked person in the organisation.

In Part Two of this article, | will go through thought |eadership
strategy to illustrate howthis nodel works i n organi sations.

* Dr Chan Teng Heng was fornerly chief operating officer and human
resource director with two separate |isted conpani es. He was a nmanagenent
consultant for nine years and taught at the Nanyang Technol ogi cal
Uni versity, Singapore. Currently, he runs his own firm CEO Executive
Search, and can be contacted at Tel: 012-2878377 or Fax: 7064859. Part Two
of this article will appear on Wdnesday.
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