Bookshelf

B 1t is not uncommon today for critics to ask
if business schools have lost their
way, but Harvard’s Rakesh Khurana
poses the question against such a
vivid, detailed, and compulsively
researched historical background
that it becomes more provocative
than ever. In From Higher Aims to
Hired Hands, he examines the social
and political contexts that led to the
rise of business schools around the
turn of the 20th century and that
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have shaped their evolution ever
since. Once conceived as institutions
that would legitimize a new profes-
sional class, business schools have
transformed themselves twice—first
in response to post-war reforms that
called for business schools to be
more intellectual; then in response
to the economic crises of the last

30 years that gave rise to the notion
of maximizing shareholder value.
“Business schools have evolved over
the century and a quarter of their
existence into their own intellectual
and institutional antithesis,” Khurana
writes. Along the way, he believes,
they have found themselves fairly
detached from moral or values-based
education. According to Khurana,

if business schools “are to continue
to play any role in the education of
managers that could not be filled
equally well by corporate training
programs or for-profit, purely voca-
tional business schools, they belong
in the forefront of the discussions...
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What really distinguishes
an excellent leader fr«
an ineffective or down-
right bad one? Lead-
ership gurus Noel
M. Tichy and War-
ren G. Bennis sum
it up in the title

of their new book: Judgment. For all of us, they write, the relative success

of our lives can be measured by assessing the effects of our judgment calls.

“How many good ones did we make? And more important, did we make
good ones about the things that really mattered?” The questions are

doubly important for leaders. Tichy and Bennis contrast good calls

by GE’s Jeff Immelt and Intel’s Andy Grove with poor decisions by
HP’s Carly Fiorina and Merck’s Ray Gilmartin. But the authors don’t
just recite anecdotes about CEOs; they actually provide a framework
for understanding the elements that make up a good judgment call.
In their matrix, leaders must cultivate knowledge about themselves,
their social networks, their organizations, and the context in which
they are operating; they must draw on that knowledge as they make

(Portfolio, $26.95)

decisions about people, strategy, and crises. Tichy and Bennis simply
do not buy the common argument that successful leaders make decisions
based on “one of those important but ineffable qualities” like instinct. They
work to develop good judgment—and they use good judgment to succeed.

about the shape that capitalism
should take in the 21st century.”
He admits he does not have an easy
solution, but the questions he raises
are sure to inspire those connected
to management education to con-
sider them. (Princeton University
Press, $35)

0 When you think of a terrific salesperson,
you visualize someone affable, out-
going, and driven, who will use a
combination of charm and industry
analysis to convince customers to
buy. Not a good picture any more,
says international consultant Ram
Charan in What the Customer Wants
You to Know. In today’s complex
and transparent business environ-
ment, he says, the sales force must

partner with customers to help them
achieve their own goals, such as
faster turnover or higher revenue.
This approach calls for a whole shift
in mindset for the salesforce—and
the company as a whole. Salespeople
must compile and analyze data
about their top customers, then
develop what are essentially business
plans for each client that identify
goals and the strategies for achieving
them. At the same time, they must
rally teams of support people in their
own organizations from areas such
as finance, legal, and manufacturing.
Charan calls this approach “value
creation selling,” and he does a con-
vincing job of selling his argument
as the only way to stay in business in
the 21st century. (Portfolio, $21.95)




VISIONARY BUSINESS LEADERS “HAVE THE PREDISPOSITION AND THE CAPACITY TO HOLD TWO DIAMETRICALLY OPPOSING
IDEAS IN THEIR HEADS. AND THEN, WITHOUT PANICKING OR SIMPLY SETTLING FOR ONE ALTERNATIVE OR THE OTHER,
THEY'RE ABLE TO PRODUCE A SYNTHESIS THAT IS SUPERIOR TO EITHER OPPOSING IDEA." —The Opposable Mind

Most businesspeople, faced with complex
choices, tend to approach deci-
sions on an either/or basis. But
such oversimplification is a mistake
that truly visionary business leaders
avoid, suggests Roger Martin in The
Opposable Mind. These leaders “have
the predisposition and the capacity
to hold two diametrically opposing
ideas in their heads,” writes Martin,
dean of the University of Toronto’s
Rotman School of Management.
“And then, without panicking or
simply settling for one
alternative or the other,
they’re able to produce a
synthesis that is superior
to either opposing idea.”
Throughout the book
Martin presents case stud-
ies of CEOs who have
imaginatively and holisti-

widespread and entrenched makes
the essential innovation stupefyingly
difficult. “If you’ve spent any time
inside large organizations, you know
that expecting them to be nimble,
restlessly innovative, or highly
engaging places to work...is like
expecting a dog to do the tango,”
Hamel writes. Yet that’s exactly what
he thinks is required. He believes
that “the three most formidable
challenges that confront companies
in this new century” include accel-

cally solved huge problems,
including A.G. Lafley of Procter

& Gamble and Isadore Sharp of
the Four Seasons Hotels. Martin
breaks down the discrete steps most
people take to decide on a course
of action; then, he offers a roadmap
for anyone who wants to develop a
more integrative way of thinking.
Just reading the book is an exercise
in expanding the mind and looking
at problems in a new way. (Harvard
Business School Press, $26.95)

Is management theory obsolete? Gary
Hamel thinks so, and he says so
bluntly in his fascinating book, The
Future of Management. Treating the
basic principles of management like
any other product that was invented
in the last century, Hamel posits
that it’s an ancient, creaking system
that must radically reinvent itself

if it’s going to cope with modern
challenges. But the very fact that
accepted management theory is so

erating the pace of strategic renewal;
making innovation everyone’s job;
and creating a highly engaging work
environment. Hamel writes with
such clarity and intelligence that his
conclusions become not just persua-
sive, but urgent. (Harvard Business
School Press, $26.95)

B You might think your organization is
prepared for any contingency, but
Managing the Unexpected will strip
away any complacency. Authors Karl
E. Weick and Kathleen M. Sutcliffe,
both of the University of Michigan,
examine high reliability organiza-
tions, or HROs, to draw lessons

for less stress-intensive companies.
These HROs include hospital emer-
gency rooms, naval aircraft carriers,
and other enterprises where the
stakes are astronomical, the param-
eters are always changing, and the
success rate is astonishingly high.
Weick and Sutclifte attribute that

phenomenal success rate to the state
of mindfulness that prevails at these
organizations, a realization that any-
thing could go wrong at any time.
According to the authors, HROs are
obsessed with tracking and learning
from failure; reluctant to oversimplify
any situation for fear of overlooking
information; sensitive to operations,
especially in the current situation;
committed to bouncing back from
errors; and willing to let authority
migrate to the person with the most
pertinent experi-
ence. All busi-
ness leaders must
prepare for some
degree of chaos,
and this book is
an excellent tool
for showing them
how. (Jossey-Bass,
$27.95)

All individvals — and all organizations —
know what they need to do to get
healthy and upgrade performance.
It’s just that, most of the time,
they’re unwilling to invest the neces-
sary effort. “Improving the quality of
the analysis is not where the problem
lies,” writes David Maister in Strat-
egy and the Fat Smoker. “The neces-
sary outcome of strategic planning

is not analytical insight, but resolve.”
Maister, who used to be a fat smoker
himself, knows that a heart attack or
a financial crisis is usually the urgent
motivation that finally gets people

or institutions to take action. Even
$0, no strategic plan can be imple-
mented without the buy-in of all

the players, from top management
to low-level workers. Maister writes
in a frank and refreshing style about
what it really takes to implement a
new strategy—and reap the rewards.
(Spangle Press, $29.95)
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