THE HuMAN SIDE OF MANAGEMENT*
by Thomas Teal -

Look closely at any company iz trouble, and you'll probably find that the problem is management. Ask
employees about their jobs, and they’H complain about management. Study large corporatiens, and
youw'll discover that the biggest barrier to change, innovation, and new ideas is very often manage-
ment. Make an inventory of the things that have stifled your own creativity and held back your own
career; summarize the critical factors that have stoed in the way of your organization’s success; name
the individuals chiefly responsible for the missed opportunities and bungled projects you yourself have
witnessed, Managers will top every list.

. There is so much inferior management in the world that some people believe we'd be better off
in completely flat organizations with no managers at all. Most of us spend the better part of our work-
ing lives convinced that we could do the boss’s job better than the boss. Something about management
looks so casy that we watch one anemic performance after ancther and never doubt that we could suc-
ceed where others repeatedly fail. Of course, a few of us would be terrific managers, But just as clear-
ly, most of us would not. We know this is true because so many of us eventually get the chance to try.

As for the argument that management is unnecessary, think for a moment about what the world
was like before the principles of scientific management rationalized production, democratized wealth,
commercialized science, and effectively doubled life expectancy. Good management works miracles.

And still the troublesome fact is that mediocre management is the norm. This is not because some
people are born without the management gene or because the wrong people get promoted or because
the system can be manipelated—although all these things happen all the time. The overwhelmingly
most common explanation is much simpler: capable management is so extraordinarily difficult that few
people lock good no matter how hard they try. Most of those lackluster managers we all complain
about are doing their best to manage well. ‘

I one form or another, managing has become one of the world’s most common jobs, and yet we
make demands or managers that are nearly impossible to meet. For starters, we ask them to acquire a
long list of more or less traditional management skills in finance, cost control, resource allocation,
product development, marketing, manufacturing, technology, and 2 dozen other areas. We also de-
mand that they master the management arts—strategy, persuasion, negotiation, writing, speaking, lis-
tening. In addition, we ask them to assume responsibility for organizational success, make a great deal

*Reprinted with permission from Harvard Business Review (November—Dg:cember, 1696): 35-44,
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When Hal Rosenbluth’s great-grandfather Marcus opened a travel business in Philadelphia in
1892, he did ot see himself as just another travel agent. Unlike his competitors, whose goals were Lim-
ited to writing and selling tickets, he saw himself in the immigration business. For $50, he supplied
poor Europeans with steamship tickets, assistance clearing the hurdies at Ellis Island, and transport to
Philadelphia. And he didn’t stop there. Since immigration was not usually an individual affair but in-
volved entire families, Marcus Rosenbluth set himself up as a kind of banker for immigrants as well.
When his immigrants were settled and had jobs, he collected their savings, $.05 and $.10 at a time, until
there was enough money to bring over a second member of the family and a third and a fourth,
until the whole clan was safely in America. From the day it was born, Rosenbluth Travel had the com-
petitive advantage of imagination. '

Years later, when immigration slowed (and when the company was forced to give up one of its -
censes—iravel or banking), Rosenbluth Travel moved into the business of leisure travel. Then in the
late 1970s, nearly 90 years after the whole enterprise got off the ground, Hal Rosenbluth took over the
business and reinvented it once again. Deregulation had just created turmoil out of order and stabili-
ty. Between any two given cities, two or three standard airfares had suddenly mushroomed into a chaos

“of new airlines, schedules, and tariffs, all subject to change without notice. Customers were frustrat-
ed and angry trying to figure out what the fares really were, and travel agents, unable to cope or make
sense of the confusion, were close to desperation. Hal saw it all as a grand opportunity, partly because
he saw that the solution lay in another recent innovation—computers. He subscribed to every airline’s
electronic reservation network (in those days, the airlines charged for access), and he amalgamated all
the fares on a computerized system of his own. e bought terminals for his agents and built a new spir-

it of teamwork using enthusiasm, incentives, and a determination to pay so much attention to his em-
ployees’ interests that they would feel free to pay attention to the customers’. He guaranteed clients
the lowest airfare on every route, and he set out-to nail as many corporate accouats as he could find.

But, as Hal put it, “T think our biggest competitive advantage was to understand that as dereguiation

changed the rules, we were no longer in the travel business as much as we were in the information busi-
ness.” The Rosenbluth imagination was still at work after four generations and nearly 100 years.
Another characteristic of great managers is integrity, All managers believe they behave with integrity,
but in practice, many have trouble with the concept. Some think integrity is the same thing as secre-
tiveness or blind loyalty. Others seem to believe it means consistency, even in a bad cause. Some con-
fuse it with discretion and some with the opposite quality—-bluntness—or with simply not telling lies.

What integrity means in management is more ambitious and difficult than any of these. It means being

ponsible, of course, but it also means communicating clearly and consistently, being an honest bro-

, keeping promises, knowing oneself, and avoiding hidden agendas that hang other people out to

.1t comes very close to what we used to call honor, which in part means not telling lies to yourself.
Think of the way Johnson & Johnson dealt with the Tylenol poisoning crisis or how Procter & Gam-

withdrew Rely Tampons, & newly launched product, because of an unproved but potentially seri-
health risk. Compare those cases with the way Johns-Manville handled the asbestos catastrophe.
Manvilie manager for more than 30 years, Bill Sefls witnessed what he calls “onie of the most colos-
orate blunders of the twentieth century.” This blunder was not the company’s manufacture and
asbestos. Companies have been producing deadly chemicals and explosives for hundreds of

According to Sells, the blunder that killed thousands of people and elirinated an industry was

eeption. Manville managers at every level were simply unwilling to acknowledge the evidence
le in the 1940s, when so much of the damage was done, and their capacity for denial held steady

the following decades despite mounting evidence about old and newly identified hazards. The
eveloped a classic case of bunker mentality: refusing to accept facts; assuming that cnstomers
ees were aware of the hazards and used asbestos at their own 1isk; denying the need for and




52 PART 1 UNDERSTANDING YOURSELF AND OTHER PEQPLE AT WORK

the very possibility of change at a company that had successfully hidden its head in the sand for 100
years. Manville funded little medical research, made little effortto cOTRIIUINEAE what it already knew, .
and ook litde or 1O proactive responsibiﬁty for the damage asbestos might do. Captive to the notion
that investments that make 0o product can make no contribution to SUCCEss, the company pursued only
haphazardly the few safety practices that were in placeﬁ—with tragic consequences for workers’ heaith
and decidedly negative effects o1 maintenance costs: productivity, and profit. Once when he raised 00-
jections, Sells was told by his boss, “Bill, you're ot loyal,” to which he replied, “No, no, you've got
it wrong. I'm the one who is loyal”

After eight years with the companys Sells was promo{ed in 1968 to manage a troubled asbesios
facility in Tllinois, where it wag his job i0 juggle responsibilities that sormetimes seemed 10 conflict—
keeping e plant profitable, keeping it productive, and keeping it safe. Slowly and painfully ovet the
next year and a half, he came to understand that labor relations, productivity, dust abatement, prof-
itability, health, and safety were all aspects of the same jseue——business integrity——wand he taunched a
half—nﬁllionﬂdoliar program to teplace of rebuild nearly all the safety equipment in the building. By
the early 1970s, unfortunately, it was too late to SaVE ashestos or 1ts victims. But Sells did put s in-
sight into practice i the 1980s, when he headed the company’s fiberglass division. AmOng other things,
the division funded arm’s-length studies and practiced immediate total disciosure {by phone fax, let-
ter, NewWs conference, videotape, live television, and printed warnings) of everything the company
leaned about the potential hazards and health risks of fhe product and made 00 disingenuous effortto
puta procorpany spin on the results.

Of course, business integrity means accepting the business consequences of a company’s acts.
1t for great managers, it also Means taking personal responsibility- The boss who accused Sells of dis-
loyalty didm't want to hear uncomfortable facts o opposing points of view. But when Sells took ovel
his own divigion, he opened himself to criticism and argument. This 15 stressfal work, for managers,
partly because it means serving WO masters—one organizational, one moral—and partly because
they're not likely to get support for doing it, not even for doing it well- The rewards for great managers
are more subtie. .

1n the early 1680s, Witliam Peace was the general manager of the Synthetic Fuels Division at
Westingiouse, 3 relatively small anit that faced liguidation as & result of declining oil prices vnless he
could make it attractive enovgh © sell. In an effort 10 Pare costs, he decided to eliminate 2 pumber of
{he division’s 130 jobs because e thought potentia‘i buyers would see them a8 inessential, and, under
the circumstances, e had no choice but to lay off the people who held those jobs In spite of their
sometimes excellent performance records. He and his department heads drew up the list of 15 posi-
tions in a long, emotional meeting, and when it was over and his senior managers were about to g0 off
and convey the had news, Peace stopped them. He felt this was news hehad to copumunicate himsel,
in part because he didn’t want the entire workforce to conclude that a wave of layoffs wasin the mak-
ing, in part because ne felt he owed the individuals involved a face-to-face explanation.

The meeting with the 15 innocent victims the next MOMINg was fanereal. People wept openty O¢
stared dejectedly at the floor. Peace walked through his reasoning, insisted that the layoffs were pased -
on job descriptions, not individual performance, and begged the 15 victims to undexstand if not for
give the need to sacrifice sOme employees in order o 5ave ¢he division and all its other jobs. They ar
gued, pleaded, and accused him of ingratitude and heartlessness. Peace commiserated, sympathize
accepted their criticism and disapproval, and did his best t0 give & frank, detailed answet 10 €V€
question. taking atl the heat they cared t0 give. Gradually the anget faded and the mood shifted fro
despondency 10 resignation and even 1o some grudging understanding and actual interest in the prospee
for a sale. Yeace recalls it as the most painful meeting he ever took part In. But by the time e sho
their hands and wished them Tuck, he hoped and betieved they had come 0 appreciate his TOtves
not his choice of cacrificial 1ambs.
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It was months later that he learned how the confrontation had played to those 15 people. A buyer
had been found for the division, Peace had been kept on as general manager, and the new owner was
investing money in the enterprise. Suddenly Peace was in a position to rehire many of the people he'd
laid off, and when he made them the offer, everyone, without exception, came back to work for him,
even when it meant giving up good jobs found elsewhere. This is a story about moral and humaritar-
ian compunctions. Equally to the point, however, it’s about a manager drawing attention to his own re-
sponsibility in adversity, a piece of courage that in this case led to the eventual recapturing of loyal,
experienced employees.

Great management has to involve the kind of respect Peace showed for his subordinates, and it must
also involve empowerment. The managers people name with admiration are always the ones who del-
egate their authority, make subordinates feel powerful and capable, and draw from themn so much cre-
ativity and such a feeling of responsibility that their behavior changes forever. In 1980, when Ricardo
Semler took over Semco, his family’s business in Sio Paulo, Brazil—five factories that manufactured,
among other things, marine pmn;}s, copumezcial dishwashers, and mixing equipment for everything from
bubble gum to rocket fuel—productivity was low, new contracts were a rarity, and financial disaster
loomed. Furthermore, the company was mired i regulations, hierarchy, and distrust. There were in-
tricate rules for travei—strict ceilings on hotel expenses, calls home Lmited to a set number of min-
utes, and all the usual red tape about turning in receipts. Factory workers underwent daily
thefi-prevention security checks, needed permission to use the bathroom, and were generally treated
like delinquents. _

Semler swept this old world out the door. He reduced the hierarchy to three levels, threw out the
rale book (putting in its place what he called the rule of common sense), initiated collegial decision
rnaking, and began submitting certain company decisions—such as a factory relocation and several crit-
ical acquisitions—to companywide democratic votes. He set up a profit-sharing plan, and, to make it
wark; he cut the size of the operating units to which it was tied and opened the company’s books to
everyone on the payroll. On the theory that he should not be sending people he didn’t trust around the
world to represent his company, he eliminated expense accounting and simply gave people whatever
they claimed to have spent. On the theory that it was indecent to treat people like children who in pri-
vate life were heads of families, civic leaders, and armyy reserve officers, he put hourly workers on
monthly salaries, did-away with time clocks and security checks, and let people on the factory floar
set their own work goals, methods, and even work hours. He calculated that people whose bonuses de-
ipended on profits were neither going to waste the company’s money on luxury howls and cars nor sit
ound on their hands at work.

He was right. Sales doubled the first year, inventories fell, the company launched eight new prod-
cts that had been lost in R&D for years, quality improved (for one product, the rejection rate dropped
om more than 30 percent to less than 1 percent), costs declined, and productivity increased so dra-
atically that the company was able to reduce the workforce by 32 percent through attrition and in-
tives for workers to take early retirement. Semler had reversed the usual practice. Instead of choosing
W responsibilities he could delegate, he picked out a handful of tesponsibilities that had to remain
OWi—coniracts, strategy, alliances, the authority to make changes in the style of company man-
ment—and gave away everything else. Perhaps, he says, some people take advantage of uncontrolled
¢ accouats or unlocked storage roorns—he would certainly prosecute anyone he found stealing—
his delegation of authority has been so radical and thorough (and effective) that he has no good way
ding out and no desire to know. :
ome cases, however, urging people toward shared responsibility and authority is like pulling
d when it mieans repressing your own instinct to control, like pulling your own teeth, The truth
ple often fail to embrace the opportunities they claim to want, and managers often fail to yield
brity they aim to delegate. Ralph Stayer of Johnsonville Sausage in Wisconsin is another CEQ
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who, in the early 1980s, tried to empower and invigorate his workforce with large helpings of profit
sharing and responsibility. But Stayer was fajs own worst €neTLYy: He was still 50 deeply in love with
his own control that he held onto it in ways that he was ot even conscious of. By giving advice to every
gubordinate who asked him for helpin addressing a problem, he continued to T the compainy and oOWN
the problems. By continning 0 collect production data, he stayed in charge of production. By contin-
uing to check the quality of the product, he effectively prevented successtul delegation of quality cOR-
trol. His subordinates were simply fraid to make decisions uniess they knew which decisions he
wanted them 10 make. The only real difference Was that now instead of telling thern what he wanted,
he was makiug them guess. Not surprisingly, they quickly became experts at correctly interpreting his
tone of voice, deciphering his body language, inferring entire policies from a single offhand Temark.
Once he sealized what he was doing and reminded himself that he really did want his employees 10 seize
the company reins and own the problems that were wearing him down, he began teaching himself 0
suppress his OWI need for control. He fived the one o1 tW0 direct reports he had trained sO well they
could hardly acton their own ipitiative, and he stopped attending the meetings it which production de-
cisions were made or even discussed. Instead, he studied the arts of coaching, teaching, and facititat-
ing, and he altered the job descriptions of managers in order 1 emphasize those skills even above
techuical expertise- -

The payolf came several years 1ateT, whenJ ohnsonviile was offered a huge new contract that Stzy-
er didn’t believe the company was capable of handling. Rather than simply turd the contract JOWI. how-
gver, as he would have dope five yeais earlier, he presented it to his employees. For two weeks, In
¢madll groups and at larger eam meetings (which Stayer did not atiend), they studied the Tisks and
chaltenges and developed plans 1o minimize the downside dangers. Ignoring his fears, they agcepted
and saccessfully carried out the contract despite the problems it could—and did-—add to their lives.

- As al] these stories illustrate, great management is a continual exercise in Jearning, education, and
persuasion. Getting people o do what’s best—for customers for the business, eveD for fhemselves—
is often 2 struggle because it rneans getting peopte to understand and want to do what's best, and that
Tequires integrity, the willipgness 0 empower Others, courage, tenacity, and great teaching skills.
Sometimes 1t also, Tequires managess to lears some difficult Jessons of their oW Robert Frey, ownet
of Cin-Made, a small packaging plant in Cincinnati, falls joto this category-

Frey had no desire to carry all his company s burdens by himself, so, like Ralph Stayer, he decided
to share the responsibiﬁties and rewards with his workforce. But his workforce said no thanks. Of
rather, not even thanks, jost 0o. They wanted nothing to do with power and self-governient gvenifit
realty did mean profit sharing Of & GeDErous scale, which they very much doubted was {he case.

With 2 partner, Frey nad purchased <he company in 1984, and at first his relations with employ-
ees had been adversarial and hostile. He had openly mplied that they were morons, and he had declared
thetr jobs 0 be easy. Even Worse, he had refused them their annual wage hike. They went out 0B strike
but eventually caved in when their war chest ranl dry. Frey wouldn't take them back until they*d accepted -
reduced vacations and a pay cut of 12.5 percent. Beaten and homiliated, they hated him. Held won 2
Jabor victory, but his prize was a factory full of sullen, angry workers determined to file grievances 01
gvery, Gny deviation from the contract he had made them siga.

Frey himself sool realized that evell i his cost-cutting measures had been necessary, bis mannet
had been arrogant, high—handed, and shortsighted- And he quickly tired of Lying awake nights wondering
if the company was going t0 survive. He wanted his employees to take on s0Me of that worrying, and
to achieve his end, he was prepared t0 do whatever it took. In fact, the strike bad tanght him that b
conterapiaous treatment of his workers had been a case of extremely poor judgment. The work (hey.
did was far from easy, ashe'd discovered firsthand when he’d wied to do it himself, and he desperat®
1y needed their knowledge of equipment, products, and custormers. Whatever his rpistakes in the pﬁﬁ%
he wWas determined to tum This present predicament on it head and win the confidence and jnvolver
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of his workforce. He began consulting their expertise, and he started holding montily state-of-the-
business meetings to let them know exactly where the company stood financially. He also began to study
profit-sharing plans. By the end of the contract’s first year, the business was again making a profit, and
he restored a big piece of the pay cut. Toward the end of its second and final year, he announced that
he would restore the remainder and immediately begin a profit-sharing plan that would distribute
30 percent of pretax profits to employees, half of this to hourly workers. To give the plan teeth, he de-
clared that he would open the company’s bocks to anion inspection and andit.

Many, perhaps most, of the hourly workers resisted. They didn’t want more responsibility, they
didn’t want change—he could keep his profits. They wanted higher wages all right, but they wanted
guarantees, not risks. Frey was relentless and relentlessly straightforward. He gave new responsibili-
ties to his best people, with merit raises to match, and he found a factory manager who was good at
coaxing people to study math and such techniques as statistical process control. He decreed that learn-
ing new skills would entitle people to raises. But he firmly refused to increase wages across the board
beyond restoting the pay cut that had helped get the company back on its feet. Frey was sure that he
and his workforce would continue to be adversaries until they all shared a common interest in the
company’s suceess. To that end, he wanted them to understand where wages came from and to grasp
the trade offs between benefits and profits. He wanted them to earn more money than they had ever
earned before, but only on the condition that extra money would come from profits: workers would have
to share that portion of the risk and shoulder more responsibility.

He made two public announcements: “I do not choose to own a company that has an adversarial
relationship with its employees” and “Employee participation will play an essential role in manage-
ment.” He began losing his temper every time someone refused to participate in decision making or
said, “It’s not my job.” He started using the monthly meetings to share more and more complex in-
formation, look at profit projections, and examine nunibers such as scrap rates and productivity——
areas over which factory workers had direct control, He met with union leaders, told them exactly
what he was trying to accomplish, and swore he was not out to break their shop. He ignored resent-
ment, absorbed criticism as his due, delegated relentlessly, even did his best to listen and treat people
with visible respect. Some of his workers began to like him. Many began to buy his ideas, Almost all
came to believe they could trust what he told them. He explained, taught, learned, pressed nonstop for

hange, and refused to take no for an answer.
Gradually over the course of several years, the struggle began to pay off. Profits grew (individual
rofit shares over a four-year period averaged out to a 36 percent increment to wages), productivity rose
B percent, absenteeism fell to nearly zero, and grievances declined to one or two per year. More im-
ortant for Frey, workers began to make the connection between income and initiative, and today they
out all the Jong-term planning and managenent of Iabor, materials, equipment, production runs,
king, and delivery. Perhaps best of all from Frey’s point of view, some of them probably lie awake
ats wotrying about company performance.
Hrey is an interesting case of a great manager who has great flaws that somehow just don’t mat-
Tact is not on the list of indispensable ingredients; neither is elegance. But there is one more in-
nsable capacity, and Frey possesses it, although in an unusually unpolished form: the capacity to
xcitement. We generally call it the ability to motivate people, but that phrase is too bloodless
gest the adrenaline that’s needed to build great companies. Frey stirred people up, first to anger,
but later to enterprise and creativity as well.
want all owr leaders—from politicians to movie stars-—to stir our souls a little, and we want
thing from our managers. They have become the most significant figures in our society, with
t a role to play as generals, lords, oracles, or politicians played in centuries past, and we look
for more than guidance. These few stories can’t possibly pamt a comprehensive picture of
dnagement in action, but they do give us a rough sketch of the objective, which is to magoify
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the social core of human nature, bring individual talents to fruition, create value, and combine those

aclivities with enough passion to generate the greatest possible advantages for every player.

‘Which brings me to another observation about great Managers, this orne a little more extravagant. -
arger than life, and 1 sug-

We've already noted that most of us demand something in a manager that isl

gest that in really great managess, we get it. Great managers are distinguished by something more than
insight, integrity, leadership, and imagination, and that something more (part of itis tenacity; much of
the rest is plain courage) bears & close resemblance to hercism.

Now, people whose concept of the heroic is inextricably tied to burning buildings and reckless self-
sacrifice may find this suggestion offensive. Heroism certainly isn't a word we’re comfortable using
in the same breath with the word self-interest, and there’s no escaping the fact that managers do what
they do-at least partially to serve themselves, even to make money, even to maie a lot of money. Still
and 2ll, creating vaine where none existed; saving and creating jobs and careers and fifetime goals; doing

what's right, productive, and beneficial; standing alone, often without support, often against formida-

ble opposition; doing the hard intellectual work of conceiving 2 vision and the hard moral work of stay-
ing true to it—aren’t these the kinds of acts we associate with heroism? Even if there are rewards? Even
¢7 For that matter, don’t quite a few of our traditional story-book he-

if the eventual rewards are grea
roes—and our modern media heroes as well—reap lavish benefits? Half the kingdom, wealth, fame,

a seat in the Senate, the presidency?
One of the most striking things about enrepreneurs, for example, is their sometimes awkward re-

semblance to Romantic heroes—their isolation, the fact that they are perpetually swimming against the
current, against the wishes of one or more of their constituencies, agamst convention, against criticism,
against heavy odds. Management at its finest has 2 heroic dimension because it deals with eternal
puman challenges and offers no excuse for failure and no escape from responsibility. Managers can be
as thoughtless and selfish as any other hurnan beings, but they can also be as idealistic and as noble.
Great managers also bring forth other great managers. William Peace, who confronted the em-

ployees he was about to lay off, tells a second story—one about a geheral manager named Gene Cat-
Peace himself became.

sabiani, who had been his boss years earlier and who shaped the kind of manager

To the early 1970s, when the story took place, Cattabiani had just taken over the Westinghouse Steam

Turbine Division in Philadelphia and faced serious problems. The division was ot making money, and

to save it, he peeded to reduce costs and raise productivity. Yet the greatest room for improvement was

on the factory floor, and the animosities between management and labor were intense. Union leaders

had a reputation for intransigence, and several strikes had grown violent. On the other side, manage-
- ment saw labor as Jazy and selfish, and it tended to treat workers with contempt. Cattabiani felt the time

ation was the key to the kind of change that could save

had come to break the impasse. Union cooper
the division, and he was determined to change attitudes and begin treating the workforce with respect

and honesty. The method he chose was an unprecedented series of presentations to the entire labor force
on the state of the business, with slides and a question—and—ansWer period. Against the better judg-
ment of his immediate subordinates, he decided to make the presentations himself, and because the
workforce numbered in the hundreds, he would have to repeat the talk several times.

The first presentation was a trial by fire. He wanted employees to see that the division was in trou-
ble and that their very jobs depended on & new kind of management-labor relationship. But they saw
Cattabjani as the enemy. They subjected him to catealls, heckling, and open abuse, and it was not at
all clear that they heard a word of his careful explanations. Peace and his colleagues were convinced
he would see that the presentations were a mistake and cancel the rest of the series or ask sonieone else
to do them. But with obvious dread, he persisted. Again dnd again, be exposed himself to the insults
and epithets of people who didn’t seem to believe a word he said. Afterward, he began to make regu-
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lar visits to the shop floor, a thing none of his predecessors had ever done, and to banter and reason
with the worst of his hecklers. As the weeks went by, the workers he spoke to began to nod to him when
he appeared, to listen to what he had o say, and then to argue with him face to face, Gradually, in the
nmidst of open animosity, the change that Cattabiani wanted began to take place. He ceased to be an
ordinary useless manager and became a creature of flesh and blood. He acquired credibility, and a di-
alogue developed where before there had been nothing but grim silence or hostility.

The presentations and their aftermath were & watershed. Painfel and lonely as the process was for
Cattabiani, it gave hir a human status that no manager had previously held. The workers wanted to
confront the source of their problems. By giving them that opportunity, Cattabiani made himself dif-
ficult to demonize and impossible to dismiss, and from that moment forward, labor-management re-
lations took a sharp tum for the better. Over the following months, he made big changes in the way
the division was run. He introduced greater work flexibility, instituted higher standards for quality and
productivity, and when necessary, laid people off. Each improvement was a new struggle, but Cat-
tabiani continued to make himself a disarmingly open target for anger and argurient, the necessary
changes did take place, peace was maintained, and the division’s performance improved more than
enough to save its life and the hundreds of jobs it provided.

It is hard to read stories like this one and the one about Cattabiani’s protégé, William Peace, and
not get a sense that these two men and 2 great many men and women like them, at least brush the
edges of something genuinely gallant, however industrial, however small the scale. Management is ter-
rifically difficult. It takes exceptional, sometimes hetoic people to do it well. But even doing it well
enough is a much more honorable and arduous task than we comumonly suppose,
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