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Unit 1 Leadership ()

Text A
The Businessman of the Century (I )

amass [omas] v. to gather or collect (money, goods etc.) in great amount FAE (& .
wYE); R
e.g. amass a large fortune UK 20 7=
e.g. amass political power FUERBIAEMN S
aristocratic [oristo’kraetik] «. belong to the upper classes. intelligence, noble &)
blemish [ blemif] n. defect, imperfection, flaw H£1, 154
capricious [koprifas] a. being likely to change suddenly; often changing 5K, FHAFH
disdain [dis'dein] wor. look down on; scorn B, B
e.g. They disdain him for the coward he was. 17 PR fth & b 422 15 i &P A0 Ath
e.g. She disdained our help. MEFMREKNIHIEE
flimsy [ flimzi] a. light and thin #27 #&Y
e.g. flimsy cloth 3210 K1
gospel [ ‘gospl ] 7. a sct of instructions or teachings that one believes in, acts upon, or
preaches #Il, 155
e.g. Drink plenty of water; that is my gospel. B KWK EHRHE K.
hodgepodge ['hodzpodz] n. disorderly mixture; mess 24823, K&
e.g. His speech was a hodgepodge of disconnected ideas. i & 5 2 — 4 57 B i pg
k827 0N O
e.g. ahodgepodge of people & G AF¥
homespun [ houmspan] a. not polished; plain; simple ¥hE I &
¢.g. homespun manners & #8752

intransigence [ in'traensidzons ] 7. uncompromising hostility that cannot be changed by

other’s wishes NZ MW, ANibk#

* The text is taken from The Businessman of the Century by Thomas A. Stewart. Alex Taylor 1l etc. Fortune
November 22, 1999.



e. 4. The employers maintained a rigid intransigence in the face of union demands. i
MILEREER, BERFEENANZHERE,
Jujitsu [d3u:dzitsu] 7. a Japanese way of wrestling, or of fighting without weapons, that
uses the strength and weight of an opponent to his disadvantage Fif
pit [pit] wr. set to fight or compete; match {F#]3; #iZ%
e.g. be pitted against cach other # B T 1 - # i fi;
promulgate | ‘promolgeitl] ©. to announce officially #ifi, 2%
e.g. promulgate a constitution i i %k
¢.g. promulgate a decrec i 4
relinquish [ri'ligkwif] or. to give up; let go HF; 3
e¢.g. She was compelled to relinquish her first engagement. i 85 18 B 55 — NS0 .
e.g. She relinquished all control over the family business to her daughter. il % &
RIEB S M LW AEF L L,
reign [rein] v. to rule &G
e.g. The king reigns over his kingdom. HESHKEEMK TEH.
slipshod ['slipfod] a. careless; not exact or thorough BEfERY; DM
¢.g. slipshod repair work 553 & BRI 1EE
e.g. be dressed in a slipshod way &K%
spur [spe:] v. to urge to action 12, &
¢.g. He spurred his players to fight harder. & lfIER AANTHEE H— A,
spout [spaut] v. speak, especially in loud and emotional tones 18 I8 7 #5 i i
e.g. He always spouting Shakespeare. fll# Bt R R#iR b+ T,
stud [stad] v. to be set with or scattered over F8fi, M T
e.g. acity studded with factories T.J M7 B IR T
sycophant [ sikafaont] n. a person who tries to please (flatter) those more rich and power-
ful, so as 10 gain advantage for himsell 1S H . FlEERL A
¢.g. Great men are likely to be surrounded by sycophants. {5 A # ¥ BB #6418 9] 47
ab i AL HL
thug [0ag] a. a violent criminal 71
virtue ['voitfu:] . goodness; a good quality XAE; 2 h .
e.g. The school had its drawbacks and it had its virtues. ARFF & H Kk, Hg
Hi 4,
whimsical [ ‘hwimzikl] «. fanciful; with strange ideas HHEHI; RERXFAK
e.g. a whimsical notion 2 #F A8
e.g. the whimsical moods of the Alpine sun FaJ /R 537 (1 [X B & 77 25 B9 & FA

Henry Ford

Henry Ford (1863—1946) didn’t invent the automobile, but he invented the automo-
bile business. When he founded the Ford Motor Co. in 1903, cars were fussy, unreliable,
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costly novelties. Ford's genius was to make them simple, solid, and inexpensive necessi-
ties. In so doing, he built the largest industrial organization of the carly 20th century and a-
massed a personal fortune of $ | billion ( $ 36 billion in today’s dollars), but he also placed
himsell at the forefront of a social revolution that had an immeasurable impact on American
life. When he got his Model T rolling in 1908, the horse disappeared so fast that the con-
version of acreage from hay to other crops is said to have caused an agricultural revolution.
And that was only the beginning.

One of eight children, Ford was born in 1863 and attended a one-room schoolhouse be-
fore dropping out at age 16 to find work in the machine shops of nearby Detroit. He was
working as the chief engineer at the main Detroit Edison electric plant in 1896 when he built
a horseless carriage, the Quadricycle, in a shed in his backyard. Since it was too wide to fit
through the front door of the shed, Ford had to knock out part of the wall to drive it out.

His device attracted investors, and after several false starts he founded Ford Motor. At
a time when the automotive landscape was studded with Cadillacs, Packards, and Pierce-
Arrows costing several thousand dollars or more, Ford wanted to build a car designed for
“everyday wear and tear. " He introduced the Model T at $ 850. It was homely but had the
virtues of lightness, simplicity, and utility, and it became the most successful vehicle ever

produced in America. More than 15.5 million were built during its 19-year run. Others

would eventually target the mass automobile market—Chevrolet was born in 1911—but Ford
came first.

To fill demand for the Model I, Ford had to scrap his manufacturing system, in which
cars mounted on cradles were pushed from one workstation to the next while workers
swarmed around them. In 1913, Ford redefined the work to stop the swarming— “ The
man who puts in a bolt does not put on the nut; the man who puts on the nut does not tight-
en it” —and roped the partially built cars together so they could be pulled past the workers
at a predictable speed. In a single year, production doubled to nearly 200,000 while the
number of workers actually fell from 14,336 1o 12,880.

So demanding and numbing was the assembly-line work that Ford had to hire close to
1,000 workers just to keep 100. Thus he was persuaded to raise wages from the prevailing
$2.30 per day to $5, though he insisted on calling the increase “profit sharing” to leave
himself the option of withdrawing it in hard times. (Indeed, he did cut it to $4 in 1932.)
The five-dollar day drew workers to Dearborn from all over the country. To make sure his
employces didn’t fritter their money away, Ford created the Sociological Department.
whose members visited workers in their homes, handing out pamphlets that urged them to
use plenty of soap and water and not to spit on the {loor.

Before the Model T, manufacturing was done by craftsmen who made things one at a
time. But as Ford adapted the emerging principles of mass production to the automobile and
hired tens of thousands of workers 10 put those principles into practice, he gave rise to an
entirely new phenomenon: the blue-collar middle class. Because the jobs were simple and
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repetitive, he could employ farmers, immigrants, and others who previously had done only
manual labor. The five-dollar day gave them the income they needed to afford a home and
support a family—and to buy the cars they were making. In creating a huge body of people
who shared not only their work but many social and economic interests, Ford spurred the
development of industrial labor unions.

But the union came much later. As Ford became more successful, he was increasingly
portrayed as a folk hero who hung on 1o his rural values in an increasingly industrialized
world. He spouted homespun aphorisms ( “Failure is only the opportunity to begin again
more intelligently. ") He gave old-fashioned dances at which he introduced his wealthy
guests to the Virginia reel and the quadrille. He launched the Peace Ship in 1915, went on
camping trips with Thomas Edison and Henry Firestone, and built an idealized rural enclave
that he named Greenfield Village.

Meanwhile, Ford paid less attention to managing the enterprise he had created. He
spent little time in his office, preferring to roam the factory floor. Balance sheets and oper-
ating statements meant nothing to him. He distrusted bankers and kept large sums in cash so
he wouldn’t have to borrow money. He disdained organization charts and job descriptions
and delighted in pitting exccutives against one another. A manager arrived at work one day
to discover that his office had been moved into the men’s bathroom, with only a flimsy parti-
tion between his desk and the toilet. He quit the same day.

Il Ford had had his way, he would have built the Model T forever. When he finally
changed models in 1927, he laid off his workers and shut down production for six months
while he engineered its replacement. It was too late: General Motors took the lead in car
sales in 1931 and has never relinquished it. Increasingly whimsical and capricious, Ford
reigned over a failing company run by sycophants and thugs until his wife and daughter-in-
law forced him to turn it over to his grandson Henry [ in 1945.

They were just in time. Ford Motor prospered with more professional management and
now ranks as the world's second-largest industrial company (after General Motors), with
revenues of $ 143 billion. And the company has stayed in the family for four generations.
Old Henry’s descendants own 6% of Ford Motor stock, and his great-grandson William Clay

Ford Jr. is chairman of the board. As for his large legacy, well, just look around you.

Alfred P. Sloan Jr.

Alfred P. Sloan Jr. (1876—1966) sold roller bearings to Henry Ford in the early years
of the century. Not much later, Sloan brought Ford Motor nearly to its knees.

Sloan’s father had bought Hyatt Roller Bearing for his son in 1898 for $5,000. In
1916, Alfred Jr.sold it for $ 13.5 million (2,700 times the initial investment) to William
C. Durant. Two years later Durant folded Hyatt into General Motors, and Sloan became a
vice president and a member of GM’s executive committee.

GM was such a hodgepodge of uncoordinated enterprises, and Durant such a slipshod
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manager, that Sloan nearly quit in frustration. He didn’t have to. In 1920, GM’s debts
and inventories collided with a collapse in automobile sales, and the company nearly failed.
Durant was forced out, and in 1923, Sloan became president. He remained chiefl executive
officer until 1946.

During those 23 years, Sloan invented the art of managing a large corporation. First he
created a corporate office, whose job was to allocate resources and coordinate the company’s
operating divisions but not to run them. From corporate, every division got whatever it

to operate autonomously. To link the divisions,

needed—money, factories, sales forces

Sloan promulgated a sct of “standard procedures”™ for budgeting, hiring, forecasting, re-
porting sales, cte., and also created interdivisional councils where executives and staff could
share ideas or find ways to exploit economies of scale. Sloan got it just right: his GM had
the right amount of central control, the right amount of divisional independence, and plenty
of ways to share ideas. If Sloan’s management record has one blemish, it was his stubborn
refusal to meet with representatives of the new United Automobile Workers Union—an in-
transigence that led to a series of sit-down strikes in 1937 and, ultimately, to the company’s
agreeing, under heavy government pressure, to recognize the union. But if Sloan found or-
ganized labor difficult to deal with, he was hardly alone.

Sloan was as brilliant at strategy as he was at organizing. From 1908 to 1927, Ford
produced just one car—the Model T. Sloan, on the other hand, had inherited an ill-sorted
collection of models from Durant; in a classic bit of managerial jujitsu, he succeeded in turn-
ing that liability to his own advantage. Vowing to produce a car “for every purse and pur-
pose” —from the aristocratic Cadillac to the proletarian Chevrolet—he modified his lines ac-
cordingly. As a result, Ford’s share of U.S. motor-vehicle sales fell from 55.7% to
18.9% between 1921 and 1940, while GM’s rose from 12.7% to 47.5%. -

Sloan told his own story in My Years at General Motors, but his tale is not just written
there. It is written also in the annual reports and organization charts of nearly every large
business in the world. It was at Sloan’s General Motors that Peter Drucker learned the
gospel of management he has spread through his own consulting and writing. The modern
divisionalized corporation was in large part Sloan’s creation. He showed how to set it up and
make it work. Every leader since stands on his shoulders—up to and including FORTUNE’s

Manager of the Century, Jack Welch, the current master of the art Sloan invented.

I . Reading Comprehension
Circle the letter of the best answer .
1. Belore Ford founded the Ford Motor Co.
a. cars had been already widely used
b. cars had been unreliable and expensive
¢. cars had been sold inexpensively

2. From the passage, we conclude that .



a. Model T was designed for common people
. Model T was designed for wealthy people
¢. Model T was designed for white collar workers
3. The assembly-line was first invented and used by
a. Sloan Jr.
b. Ford
c. Both Aand B
4. Ford Motor failed once during the reign of Ford. One of the reasons is that
a. he spent more time on recreation
b. he paid litile attention to the management of the enterprise
¢. None of the above
5. Ford Motor revitalized because
a. it was run by sycophants and thugs during Ford’s rcign
b. it was run by more professional management after Ford resigned
¢. Both A and B
6. Sloan Jr. became president of GM, because
a. he sold Hyatt Roller Bearing to GM
b. his predecessor was not a qualified president
c. Both Aand B A
7. What’s Sloan’s main contribution to the company?
a. He created the art of managing a large corporation.
b. He established the new United Automobile Worker’s Union.
c. The former president resigned.
8. Vowing to produce a car “for every purse and purpose. ..” he maodified his lines ac-
cordingly. The underlined phrase means
a. for everyone with various purposes
b. for all the working people

¢. None of the above

Vocabulary Exercise
A. Circle the letter of the word that is closest in meaning to the underlined word .
1. China has a long coastline studded with islands.
a. scattered b. stuck ¢. covered
2. This kind of carpet can stand up to the wear and tear of continual use.
a. damage caused by ordinary use
b. breakage caused by careless use
¢. damage caused by overuse
3. He praised the virtues of the small car.

a. potentialities
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b. good qualities

c. practicalities

The thought of the prize spurred me on.

a. instructed b. stimulated c¢. discouraged

Now that she is rich, she disdains to speak to her old friends.

a. despises b. ignores c. discriminates

The little man pitted his brains against the big man's strength.

a. matched b. marked ¢. forced

The government collided with Parliament over its industrial plans.

a. hit b. argued c¢. conflicted

The constitution probably will soon be promulgated and elections are promised with-

n a year.

a. come out b. published c. proclaimed

Fill in the blanks with words that are often confused .

amass, accumulate

a. Before he was forty he a fortune.

b. Through the years he sufficient money to buy a farm when he retired.

virtue, goodness

a. Her _____ is shown by the many good deeds she does.

b. He is a man of the highest

prevailing, current

a. He wore his hair in the fashion.

b. We read the daily newspaper to keep up with the ____ situation and develop-
ments in different parts of the world.

scorn, contempt, disdain

a. He attacked their proposals in words of bitter

b. Wefeel  fora coward.l

c. We feel for a person who cheats.

Il. Questions for Discussion

1.
2.
3.

How did Henry Ford succeed? _
What lessons should we learn from Henry Ford?

What enlightenment do you gain from Sloan's experience?



TextB (1)
Fundamentals of Leadership

B e e T )

. Yy
Business Words to Learwnvl

R

leadership 411 % high-echelon B Z &
leadership characteristics -3 4$1E low-echelon i /240 &

trait theory 3¢ R i

Leadership is the process of influencing people to direct their efforts toward the achieve-
ment of some particular goal(s). Some managers are highly effective, but most are, at
best, only moderately successful. What accounts for this difference? Some people believe
the answer rests in leadership characteristics. Such as drive, originality, and tolerance of
stress, which, they say, are universal among successful leaders. If you have these quali-
ties, you will do well in leading others; if you lack them you will be ineffective in the leader-
ship role.

Others argue in favor of personal characteristics, such as superior mental ability, emo-
tional maturity, and problem-solving skill. They claim there is no universal list of leadership
characteristics, so we must turn to personal characteristics that interact with one another to
produce the desired outcomes. Only through an awareness of how these characteristics influ-
ence managerial effectiveness can we truly understand the nature of leadership. To begin our
study of this subject, we examine both approaches, leadership characteristics and personal
characteristics, and then address the importance of managerial assumptions regarding the na-
ture of organizational personnel.

Leadership Characteristics

Recent leadership studies have pointed out the importance of environmental influences
on leadership effectiveness. However, published research indicates that, regardless of the
situation, certain characteristics favor success in the leadership role.

From 1920 to 1950 the study of leadership characteristics, known as trait theory,
sought to isolate those factors that contribute to leader effectiveness. This approach assumed
that attributes such as initiative, social dominance, and persistence were the primary factors
in leadership success and failure. Unfortunately, the research studies conducted during this

period failed to produce a universal list of traits. Additionally, in most cases, no considera-

The articles of Text B are adapted from Modern Human Relations at Work (2 edition) by Rechard M. Hodgetts,

the Dryden Press.

8



tion was given to the possibility that different situations might require different characteris-
tics, or that a specific situation might demand so little of the leader or might be so unfavor-
able that leadership characteristics would be of little, if any, value. Despite the arguments
{or situational leadership, however, Ralph Stogdill, one of the leading authorities in the
field, concluded that a selected group of characteristics do, in fact, differentiate leaders
from followers, effective from ineffective leaders, and high-echelon from low-echelon lead-
ers.

The greatest problem with trait theory, however, is that no common list has been
forthcoming. Some traits appear important, but their value is situationally determined. A
leader with a capacity 1o structure social interaction systems may do well when directing sub-
ordinates with a high need for social interaction but poorly if the subordinates or the situation
does not allow for such interaction. For example, assembly-line work is not designed for
manager-subordinate interaction, so the ability to initiate or structure such relationships is of
little value to the foreman. As a result, leadership effectiveness appears to be situational in
nature. This finding has led many researchers to turn their attention to personal characteris-
tics of effective leaders.

Personal Characteristics

Many personal characteristics appear to be related to managerial effectiveness, but an
exhaustive list is beyond our current needs. We will examine six major personal characteris-
tics that significantly contribute to leadership effectiveness. They are superior intelligence,
emotional maturity, motivation drive, problem-solving skills, and leadership skills.

Superior Intelligence Research reveals that effective managers tend to have superior
intelligence. By this we mean there is a minimum level of mental ability below which we are
unlikely to find successful leaders. Conversely, there may well be a ceiling above which we
are again unlikely to find effective leaders. Some experts suggest that: 1Qs (intelligence
quotations) from about 120 to 135 are the ideal ranges for managerial success. Individuals
with 1Qs from 115 to 119 are acceptable in some managerial positions but seldom in top com-
panies with strong competition for promotion. Managers with IQs below 115 are at a dis-
tinct disadvantage when competing with other managers, except at the first-line supervisory
level. Those with unusually high 1Qs (say over 135) sometimes become undesirably theoret-
ical and/or become bored with the routine that exists in many line positions.

Keep in mind that intelligence is a relative matter. Some geniuses are excellent leaders,
while some people with IQs in the 120—135 range lack the personality to manage effective-
ly. Additionally, one can have a superior intellect and be in the wrong job. For example, a
person with high verbal skills and abstract reasoning ability and low quantitative ability might
do poorly in an accounting firm or a bank, and individual with low verbal skills and high
quantitative ability might be a total failure as a personnel manager. Yet both have high 1Qs
and their mental abilities are comparable.

Emotional Maturity  Successful leaders are emotionally mature. They are self-confi-
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dent and capable of directing their subordinates in a calm, conscientious manner. [ a subor-
dinate makes a mistake, the effective leaders tries to use the experience as an opportunity to
teach and counsel the person so as to prevent recurrence of the problem. The leader realizes
that little is to be gained from bawling out the subordinate (except maybe to embarrass the
latter in front of his or her peers), especially if the person really wanted to do the job right.

Effective leaders also have a sense of purpose and meaning in life. They know who they
are, where they are going, and how they are going to get there. They are practical and de-
cisive and have confidence in their own abilities. Additionally, the goals they set for them-
selves are often challenging as well as realistic.

Finally, because they are emotionally mature, successful leaders are neither ulcer-prone
nor workaholics. They know how to deal with stress, to delegate work that is either minor
in importance or is best handled by someone more technically skilled, and to handle the chal-
lenges of the job without resorting to alcohol or drugs. Because they know and understand

“themselves, they are able to cope with the demands of both their business and personal lives.
For example, the divorce rate among successful leaders is no greater than in the general pop-
ulation. ,

Motivation Drive  Effective leaders have high motivation drive. In particular, they
seem most motivated by the opportunity to achieve the chance for power or control over a sit-
uation and by the need to self-actualize. Effective leaders often measure their progress in
quantitative terms; how much money they are making; how many promotions they have
had; how many subordinates they control. If we were to compare highly successful, moder-
ately successful, and unsuccessful leaders in terms of need motivation we could assign each to
specific levels of Maslow’s need hierarchy.

Additionally, we know from research that successful leaders tend to have subordinates
who are also interested in fulfillment of self-actualization and esteem needs. Average leaders
have followers who are most concerned with esteem and social needs. The least successful
leaders have subordinates who are most interested in safety and physiological needs. In
short, successful leaders tend to attract a particular type of subordinate, as do the average
and least successful leaders, and these subordinates have need drives similar to those of their
superiors. In large measure, highly motivated leaders attract or develop highly motivated
subordinates.

Problem-solving Skills Effective leaders also possess problem-solving skills. They see
a problem as both a challenge and an opportunity to prove their managerial abilities. As
such, these skills are closely related to high motivation drives, for without such motivation,
leaders might be unwilling to assume the risk that comes with problem-solving. These indi-
viduals also have a great deal of self-confidence. Conversely, average leaders and, especial-
ly, ineffective leaders tend to shun problem-solving because they either are unprepared 1o
deal with the issues or have learned through experience that they are not up to the task.

Managerial Skills  Effective leaders, especially at the upper levels of the hierarchy,
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