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The Leader Power

—

Richard Levin

Thank you very much. It’s really great pleasure to be here with all of
you. I've heard a lot about this class from my good friend here,who was a
graduate of Yale School of Management. I really look forward the conversa-
tion that will flow. (Applause)

The other initiative that [ gave you to read is the case that is making the
university more international, creating a global university and that had four
components: one was strengthening the international content of our curricu-
lum;a second was diversifying the areas of the world from which students
came and increasing their numbers; the third was to develop partnerships
and collaborations with leading foreign institutions. We have a number of
joint programs,here in Tsinghua,for example. And finally, to use technology
to bridge the gap around the world and to reach out to audiences worldwide. I
won’t review the details of those initiatives, because I presume you’ve read
the papers. I thought I’d just try to draw a few lessons and illustrate them from
those two cases. And then that would be a way to kick the discussion off.

So first lesson,let me say one thing,these initiatives have a common
characteristic. They were extending the mission of the organization beyond
the conventional mission.

Universities are primary institutions that are involved in education,
preparing students for life, inculcating in them value sand sense of curiosity,
sense of critical thinking ability to develop and grow as persons throughout
their entire lives through acquiring and having some learning,thinking and

reflection. That’s one main purpose. There were other main purposes to ad-




vance human knowledge through research,and that translate scientific fields
pretty directly into commercially useful technologies that help the economy
grow, and incomes rise and the quality of life improve. So we have a core
public purpose behind our central tasks.

But these initiatives were actually in a sense of the periphery,but also
very important to the institution’s identity ,improving the quality of local en-
vironment,and in a sense of reaching out worldwide, expanding our scope
from being largely nationally focused to largely internationally focused.And
that has a correlate consequence that really does go beyond the mission of
the university. Because I do believe that by forging strong links with univer-
sities around the world,we actually help create a network of common under-
standing that has important implications for the relations between nations.
Universities last a lot longer than governments. And the kinds of personal
relationships that develop across our faculties,the institutionalized partner-
ship that we are seeking to develop,I think it will actually play an important
role in the future in dampening the volatility that sometimes arises in the po-
litical sphere. So when United States and China get uncomfortable with
one and another, the fact that we have good relations between our educational
institu—tions may help to dampen the tensions that might create.

So what are some of the lessons from trying to move organizations into
new avenues and new areas in a sense of broaden the distance,widen the
horizons of the organization? Well, the first is you have to set clear goals
that are ambitious but also achievable. You can err either way, if the goals
are’t ambitious,you haven’t, accomplished much; but if the goals aren’t
achievable, you’ll fail. So you really have to push as far as you can, but be
constantly aware of how far you can go. I often draw in my own mind the dis-
tinction of being an idealist,driven by some powerful ideas. On one hand,
that having a vision that’s out there that you want to realize ;and on the other
hand,being totally pragmatic, only trying to what is close by,which is easy
to accomplish. I think the right thing is to strike the balance between the vi-
sion and pragmatism. Have a broad vision, but set the actual goals at levels

that make you streich, but they 're achievable.




A second lesson, from this case that I would argue by the good leaders,
would be: Have the willingness to take risk, be willing to make big bets
when you think it’s important for the success of your organization. The whole
New Haven initiative was a giant gamble, when I started talking about it
when I assumed the presidency, I had many faculty colleagues who urged me
not to do it. They said this could be just a sink hole for Yale’s money.You
pour money into the city, you’ll be resisted politically, the initiatives you try
to launch are not very likely to work, and it’ll be a huge embarrassment. Or
may be it'1l be a success, but if it is a success, the city will just then come
after you and try to extract even more money. I was willing to gamble.l
though it was important to do it, because Yale was actually having trouble on
attracting students because of bad conditions around the campus. It was not
an attractive environment and I thought it was essential for our future. So we
made the bet. I thought that communication was key because we had to posi-
tion this as something that we would get credit for doing, even if it failed.
Sooner way to mitigate the risk was to try to set up the situation as much as
possible that even if you lost, you won. So making clear that it was an initia-
tive important to our future. Had we run into resistance from the city political
leaders, we could have always backed off this,and said we were trying to do
the right thing, but it was politically unfeasible. So don’t be afraid of making
risky bets.

The third example of a lesson that really goes to something, I'm sure
everyone who has come through here talk about leadership had said. And
that is: you have to pick a great team. The leadership can’t be done by one
person. You need great people undemeath you. More than that, I would say,
you need people undemeath you who have the imagination ,strength and in-
dependence to be leaders themselves. My particular lesson here would be
when you select a team,think outside the box, don’t just make the conven-
tional choice. Be willing to sort ties in the risk point, be willing to take a few
gambles and go outside the conventional modes in order to get people of the
absolute highest quality. So in a full host of cases where 1 have appointed

deans of schools or heads of programs,] have defied convention and gone for




great people with great leadership skills who are not conventional academics,
they don’t fit the mold.

The next lesson, if you appoint such a strong and independent people
with great leadership potential, be careful. You have to align their incen-
tives , because strong and independent leaders are going to march to their own
tune. They are not going to necessarily do what the president wants them to
do,particularly in an organization like university. In a business organization,
you know, the boss sets directives and he can reward with monetary incen-
tives and punishments the people for their performance. Universities don’t
quite work like that. There are all kinds of reasons that just don’t allow your
personal reward to use. You can’t pay large bonuses. It’s not even legal to
do that. In not—for—profit organizations compensation has to be in a range
of comparable positions in other organizations. You are not allowed to give
people large monetary rewards,because the institutions are essentially not-
for—profit public charities performing a social purpose. The law says you can’
t overpay these people. You have to give them in line with their peers in oth-
er competing enterprises. So what do you do? You can’t award people with
money to get their cooperation that way, you have to find ways to align their
personal goals and ambitions with the institution’s. So that requires thinking
a lot about who these people are who are working for you, and what they re-
ally care about. So Jeffery Garten,who was good friend of ours. We both very

much like and admire. Jeff Garten is the head of our business school. He
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loves to write. He wants time. Every week he produces op—ed columns for the
newspapers. He writes a regular column in Business Week. He writes books
about management, about international politics and economics. We had an
understanding from the beginning. You can do as much of this as you want.
Take time to do it. But make sure that the Yale School of Management is
prominently labeled in everything you publish. And your work will be a pub-
lic relations vehicle for making the school more visible. So that’s just a sim-
ple example of how to align incentives between the individual and the organi-
zation. I could give you more examples but I want to leave time for discussion.

And finally,one more lesson: share credit; don’t hog the glory for
yourself. You want to make the people that work for you theheroes. And why?
This is not false modesty. I mean, I sometimes practice false modesty. But
this is really a good management strategy. Because if you let people shine
and get the credit,even if really I have the ideas,they did it ,they are going
be much more highly motivated people,and they are going to enjoy their jobs
and can be more loyal to the leader. If you are able 1o let people get credit
for things that perhaps we’ve done jointly,so I’ve always found that to be a
very effective strategy. By the way, I do write about this a little bit in the
piece about the city,because even not just your employees, but your part-
ners, should have the same treatment. That is, if you are involved in joint
efforts ,always let your partner get a fair share of the credit.

Let me wrap up. These various initiatives all have this common charac-
teristic of extending the mission of the organizations in a particular way. And
that particular way I would say is this; it’s sort of seeing beyond the organi-
zation into the larger society. So both the local initiative and global initiative ,
I think,are communicating something, about the university taking responsi-
bility for more than just its narrow task of educating people,which is a very
worthy social purpose, but stretching the university to find other ways tocon-
tribute to the larger society, literally improving the material conditions in our
city. This is no joke. Things really are better in New Haven than they were.
And then developing this understanding across nations that I think is the

consequence of global parinerships.
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