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HOW WINNING LEADERS
MAKE GREAT CALLS THE SUMMARY IN BRIEF

- Two titans of effective leadershp, Noel M.Tichy and Warren G. Bennis,

- NOEI- M. nc"ﬂ hawe identified the fundametal essence of leadership as the ability to make

%E " congstently goodjudgment cdls, especially when the stakes arehigh, informa

< WARREN G. BENNIS tion is limited andtheright call is far from obvious.

4 Theauthorsof Judgnent clarify an important concept that is often misun
derstood. Many assumetha goodjudgment is an inborntrait, but Tichy and

by Noel M. Tichy Bennis show thatit’s adu:_;ily a skill tha can be deweloped, refined andnur-
andWarrenG. Bennis turedthroughoutan organizaion.

Leadersdo, at somemoment, make a judgment call, a deermination about
how thingsshouldproceed. Judgment resdes at the core of leadeship. The
authorsexplaintha judgment is a contexualy informed decision-making

CONTENTS proaess encompasng threedomans: people, straegy and crisis. And within
Judgment and Leadership each doman, leadership judgment foll ows a three-phase proaess: preparaion,
Page 2 the call and execution.

Framework for Leadership Leadersareremenbereal for their best and worstjudgmaent calls. In the
Judgment face of ambiguity, uncetainty andconflicting dermends, the qudity of a

Pages 2, 3 leade’s judgmentdetamines the fate of the entire organization.

Tichy andBennisshow how to recognize the criticd moment before a

I judgmentcall, when swift anddecisive actionis essential, and alsohow to exe

ot cute a decision after the call.

People Judgment Calls This sunmary providesgroundrules for leaders. Whetherthey arerunning
Page 5 a small depatmentor a vast corporaton, the authors’insight will hdp leaders
Strategy Judgment achiee greate suces by execising goodjudgment

Page 6

Crisis Judgment INTHIS SUMMARY, YOU WILL LEARN:

Page 6, 7 * A useful frameworkthat will hep leadersmake better judgments andhelp
Crisis as a Leadership shaethe nextgeneraion to do the same.

Development Opportunity » How to addres the mostvexing questonsleade's confrontwhenmaking
Page 7 their mos importantjudgmens.

Judgment for Future » How to improve your own judgment-méking faculties.

Generations * How to do a bette, moreintentiond job of devedoping goodjudgmentsin
Page 8 others.

Conclusion » Why someleades are better equippel to ded with crises than others.

Page 8
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THE COMPLETE SUMMARY: JUDGMENT

by Noel M. Tichy and Warren G. Bennis

Judgment and Leadership

OnNov. 1,1997, AT& T wasa $130 billion company
whenMicheael Armstrongbecane CEOQ. It wasn’tthe
powerhouse it had beenfor muchof its 100-plus-yea
histary, butit had a stockpile of cashandplenty of oppor
tunity. For the nexteight yearsnothing seemedto work
for AT&T, and Armstrong’slongstring of poor strategic
judgmers finally caughtup with him, bringing his career
to anunenviabe end.In 2005a nearl dead-brok AT&T
wasacqured by its former subsdiary SBC (Southwatern
Bell Corporation) for a paltry $16.9billion. Only its
namesurvived on the combinedcomnpany.

Generd Electric Co.'s stock had suffered in the wake
of the stock markd crashof 2001, but Jeff Immdt was
sucealing CEO Jack Welch,dubbeal “manage of the
cenury” by Fortune magazineand BusnessWek

Welch hadleft GE afterfailing to completethe huge
$47 billion acquistion of Honeywell he had attemptel
in thefinal hoursof his 20-yea reign.But the company
wasstll ahugedynamo,andimmét’s job wasto find a
way to keep generéing more power. With revenues of
$130billionin 2000,Immel would hawe to comeup
with $3.5billi onin newrevenueeveryquater to main
tain thetorrid 10 percentannu& growth pace setby
Welch. To do that, Immelttook bold stepsto reinvent
the company He shifted the compary’s primary busk
nes modelto cepitalize on emergingtechnologiesand
emeaging makets. By mid-2007 the stock market was
rewardinghis efforts. Immelt hadsucceedal in ddiver-
ing averagegrowth of some8 percentperyear, no small
featfor a $100-billion-plusjuggernaut

Armstong, formerAT&T CEO, couldnotturn his
compaly aroundandlost signficantshareholdervalue
in a short spanof time andultimately lost his job as
well. ImmeltandWelchat GE faced no easier chd-
lenges, yet they and their organizaion ride from suaess
to suces. Whenthey stunble they are able to recover
quickly. Why is that? It's a mater of judgment.

JudgmentCalls

The cumulative effectof theleade's’ judgmentcalls
detemines the succes®r failure of thar organiations.

The essace of leadershipis judgmaent. The single most
important thing that leadersdo is make goodjudgment
calls. In the face of ambiguity, uncertainty andconflicting
demands, often under great time pressure Jeade's must
makedecisions and take effective actionsto assue the
suvival and successof thar organizatons. Thisis how
leackrs add value to their organizaions. Theyleadthem
to successhy exercising goodjudgment, by making smert
calls ard by ensuring that theyare well executed A keen
senseof judgment is whatmakesor breaks aleader

Geting the Impartant OnesRight

Thething that really matters is not how mary callsa
leadergets right or even what percertage of callsa
leader gets right. Rather, it is how mary of the important
ones heor shegetsright. Good leaders not only make
beter cals, but they are able to discern the really impor-
tant ones ard geta higher perceniege of themright. They
arebetter at a whole process that runs from seeirg the
neel for a call to framingissues to figuring out whatis
critical to mobilizing and enegizing the troops. m

Framework for Leadership
Judgment

Despite theimplications of the word call, the judg-
mentcalls that leaders make cannotbe viewed assingle,
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Summary: JUDGMENT

point-in-time events Like umpires and referees leaders
do, at sonme moment, makea cdl. They makea determi-
nation abaut how thingsshouldproceed. But unlike
umpiresandrefereesthey cannot— without risking
total failure — quickly forgetthem and moveahedto
the nextplay. Ratter, for aleaderthe moment of mak
ing the call comesin the middle of a process.

Thatprocesdgginswith the leaderrecognizng the
needfor ajudgnentandcontinues throughsuaessful
exeation.A leaderis saidto hawe “goodjudgment”
whenhe or sherepeatedl makesjudgment cdls that
turn out well. Thesecalls frequenty turn out well
becau® the leaderhasmastere a complex,constantly
morphing procesghatunfoldsin severd dimensions.
Therearethreephasedo the proess:

1. Time. Thisincludeswhathgppens beforethe leade
makes the decision,whattheleaderdoes as he or she
makes the decisionthathelpsit turn outto betheright
oneandwhattheleadermustoverseeto make surethe
call prodwcesthe desiredrestits.

2. Domain. Thethreecritical domains in which the
majority of the mostimportantcalls arerequired are
judgmentsaboutpeople judgmens about strategy and
judgmentsin time of crisis

3. Condituencies.Leaderamake the calls, buttheydo it
in relation to theworld aroundthem. A leader’srelation
ships arethe saurcesof theinformationneededto makea
suwccesstl cal. A leademustinteract with differentcon-
stituencesand managehoserelationshipsto makesuc
cesslul calls The four typesof knowledgenealedto do
this aresef-knowledge,socialnework knowledge,orga
nizational knowledgeandcontetual knowledge

The ThreeJudgment Domans

Pele, strategy and crisisarethethreedomainsha
make the most differenceto the survival andwell-beingof
ary institution. If they areunattexdedor if bad callsare
made in thee domains,it canbe fatal to anorganization.

1. PeopleJudgment Calls. If leades don't make
smartjudgmaent calls aboutthe peopleon their teams,or
if they managethem poorly, thenthere is no way lead-
erscansed asounddirecion andstrategyfor the enter
prise, nor canthey effectively deal with crises.

2. Strategy Judgment Calls. Therole of theleaderis to
leadthe orgarnization to successsowhen the currentstrate
gic road isnit leadng towardsuaes, it is his or herjob to
findanewpath How well aleade makesstrategicjudg
ment calls is a function of both (1) his or herown ability to
look over the horizon andframetheright questionand(2)
the peaple with whomhe or shechooss to interact.

3. Crisis Judgment Calls. Crisis cals requirethata
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|leader haveclear values and know his or her ultimate
god. Crises not handled well, wheregoodjudgment calls
were not made, can lead to the demise of aninstitution.

The Proces of Judgment Calls

In all three domans, people, strategy and crisis, good
judgnentcall s always involve a processthat startswith
recgnizing the need for the call and coninuesthrough
to successful execution:

» The Preparation Phase This pha® includessens
ing andidentfying the need for ajudgment call, fram-
ing andnaming the judgment cdl, and mobiizing and
aligning theright peopk.

» The Call Phase Making the Judgment Call. There
is a moment when, basad on his or herview of the time
horizon for the judgment and sufficiencyof input and
involvement, the leade makes thecal .

* The Execution Phase:Action — Make It Happen.
Executon is acritical part of the exercise of good judgment.
Onceaclearcal is made thenresources,people capitd,
information andtecmology mug be mobili zedto suppot it.
If they arent, the decision-making simply goesdown the
tubes Good judgmert cals always producegoodresults.

Reourcesand Consituencies

The qudity of a person’sjudgnent dependsto a large
degreeon his or her ability to marshd resourcesandto
interad well with the appropridae consituencies.Most
of thetime theresoures and the interested consttuen
cies overlap. A goodleade uses four types of knowl-
edgeto make judgment calls:

1. Sef-K nowledge Lealers who exercisegoodjudg-
mentcalls are able to listen, reframe ther thinking and
give up old paraligms.GEs CEO Jdf Immelt sad, “It
is an intensgjourneyinto yoursdf.”

2. Social Network Knowledge Leadership is ateam
sport; there must bealignment of theleade’s team, the
organization and critica stekehddersto create the ongoirg
capadty for good judgnent calls. The leade must con
sciously work to encourage teamwork, drawon the bes
resarrcesof each individualand hdp individualsleam to
makebetter judgmentsin thar own aress of resnsibiity.

3. Organizational Knowledge Goodleaderswork
hard to continuouslyenhane theteam, organizaional
and stakeholde capadty atall levels to make good
judgnentcalls.

4. Stakeholder Knowledge.Goodleades engage
cusomers suppliers, the community andboadsin gen
erating knowledgeto supportbetter judgmens. =

For additional information on framing and naming the judgment call,
go to: http://my.summary.com
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Having a Storyline

How a leaderworksthe judgment processdependsto
agreatextenton whotheleaderis. Winning lealers,the
ones who continualy makethe beg judgment cdls,
have clearmentad frameworksto guidetheir thinking.
They havestoriesrunningin their headsabouthow the
world works andhow theywantthingsto turn out. And
they havethe all-importantqualities of chaader and
courageThey hawe theinterna discipline and the guts
to maketheright calls andto follow through.

Teachable Paints of View

Winning leadersareteachersTheydrive their organt
zationsthroughteaching.andthey dewelop othersto be
leades/teachers.

Winning leadersaregoodat this be@usethey have
madethe effort andspentthe time to devdop Teadhable
Pointsof View (TPOVs). TPOVs are whatenale lead-
ersto take the valuableknowledgeand experiaces tha
they havestoredup inside their heals and teach themto
others. Winning leadergkeaches use their TPOVs to
conveyideas andvaluesto enegize othersandto hep
themmakeclear, decisive decisons

While TPOVs areessentiato transformdiond leader
shipandto deweloping othersasleaders,TPOVshave
anequally crucial role to play in guidingleades’ own
decisonsandactions.

The TPOV comesalive andis most valuablewhena
leacer weavesit into a storylinefor the future sucessof
theorganizaton. As aliving story,it bothhelpstheleader
make thejudgmert calls thatwill makethe story becomea
redity and enists andenergizs othersto male it happen.

TPOVs and Storylines

Dr. Martin LutherKing Jr’s“l Havea Drean”
speeh, ddiveredat the Lincoln Memorid in 1963,is
oneof the mostfamousandcompdling exanplesof a
leade transforminga clear,logical TPOV into a vivid
andinspiratonal storyline. The goal of achievingit
drove both King’s decisionsandthe suaessof the civil
rights movemat.

Winning leaders’storylinesspedfically addresghree
areasf questions:

1. Where are we now?

2.Where are we going? Theinspirational storyline
here addsto the motivaton for change,but moreimpor-
tant, it lights thebeaconlt definesthe god.

3. How are we going to getthere?

Thestoryline is newver conpleteandis always being
modified by thejudgmentgshelealer makes.However,

4 Soundview Executive Book Summaries®

Jack Welch and Peter Drucker

In the case of Jack Welch, interactions with man-
agement pioneer Peter Drucker had a powerful
impact on his strategic thinking. Soon after he
became CEO of GE, Welch had a meeting with
Drucker. As they discussed GE’s various businesses,
Drucker, Welch recounts, asked him at one point: “If
you weren’t already in this business today, would
you go into it?” It was a question that crystallized
Welch’s thinking and ultimately resulted in his
famous “#1, #2, fix, close or sell strategy.”

withouta solid storyline,the leade’s judgmens aredis-
connectedads tha may or may not move the organiza
tionforward. m

Character and Courage

Wha does it mean to hawe character? It meanshaving
values It meanshavinga mord compassthatsetsclear
parameters for wha onewill and will notdo. Characer
is all aboutknowing right from wrongandhaving
workedthes issues outlong before fadng toughjudg
mentcalls. It is aboutknowing wha your goak and
standads are and sticking with them.

I ntegrity

We often usethe word integrity to describe a person of
charackr, a person whosevalues and prindplesare above
reproach. Pg/chiatry speks of sud peopk asintegated.
Characer plays the guiding role in how honest persanal
feedackand coaching are in the organization, how inter-
nal competition and politicsarehandled, and how suppli-
ersand customers are treated. The CEO’s character ses
the stagefor al the important judgment cdls.

Chaacter also mears putting the greder good of the
organizdion, or of scciety, aheadof self-interest.As
managemant legerd Peter Drucker put it, it is abaut wor-
rying about “wha isright” ratherthan “who is right.”

Courage

Judgmert is about more than decision making. It is
abou not only coming up with the right solution to the
right problem, but it is also producing results And thisis
where courage comesin. Having the courage to acton
your stardardsis anintegral part of the burdle of what it
takes to exercise good judgment. The standards by them-
sdves aren’t erough. If you don’t acton your “stan
dards,” there is some quegion asto whethe they really
areyour stardards.

It’s the couragetha Procer & Gamble showedin
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closing down plantsin Afri cafor a year ratherthanpay
bribes. It is the courageto takethe hardroad, despiteall
the obstales, becaiseyou should

Leading With Character

Trug is the emotonal glue tha holdsteamstogeher.
Stedcase CEO Jim Hacket sdd, “You can't leadif you
don't havetrust,andyou can't hawe trustif you don’t
have integrity.”

Leading with charactemiveswise leadersclearcut
advartages They areeasietto trustand follow; they honor
commitmerts andpromisesther wordsand behavior
match; they are alwaysengagedn andby theworld; they
are opento “reflective backtalk”; they canadmit errors
ard learnfrom their mistakesTheycanspe& with con
viction becaus they believein what they are saying. They
feel ateasen the spotlight andtheyenjoyit there They
tend to be more opento opportunityand risk. =

PeopleJudgment Calls

To makegoodpeople judgments, aleade hasto rec
ognize the neal, frametheissue, and mobilize and align
the parties who canprovidetheinformaton andadvice
neededto makea good call. Then theleade mustmake
the cal atthe appiopriatemomentand follow through
on the executon to makesurethat the resultturnsout as
well aspossible.

Peojte judgmerts are themog conplex of thethree
domans for several reasonskFirst, ajudgmentabout
whethe saneore will bea goodleaderis ajudgmentcall
abou how well the personwill do meking otherjudgment
cdls.Will he or she beable to build agoodteam? Devdop
effective strategy? Dealwith theinevitable crises?

Compex Dynamics

People callsalsohaveotherdistinct chdlenges.
Unlike strategies,the “objects’ of peoplejudgmentsare
humaiswho maketheir own judgmentcdls andengage
their own political circlesevenasthe processunfolds.
In a competitve world, no judgmentcall is ever madein
a stdic situation.But in peopk calls, the dynamic are
morecomplex, if not morefluid, than in othe realms.

No mater how hard-nosedone leades may appea,
theyall haveemotionsthataffect their judgments.They
have fedingsaboutother people.They becone attached
to themor maybe detestthem.And it’s thesefedings
thatcan keepthemfrom making good,objedive calls.

Wayne Downing

Wayne Downing, theretiredfour-dar geneal who ran
the United StatesArmy SpecialForces said that “mostof
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my badjudgmentcallswere gererally about peogde. There
have been timeswhen| knew| hadto take pe@le out of a
pasition. | knewthey wererit goingto charge,and they
weran't going to do what hadto be done.But it's traumat
ic whenyou do tha. The higher up you go, the more trau
matc it is for the organizdion to remove pe@le, and you
don’t like to do that but in the final analysis you have to.”

Aware thatthe ultimate god is to produe a successful
outcome, leaders who hawe goodjudgment track records
are always vigilant. They are consently checking to
make surethatconditions are as favorable asthey can
possbly make them to supportthe successof the judg
ment If they ned to take time and expand the decisbn-
making proess, they do.

Peopé judgmentcomes first If there is not ateamof
trusied leades, it isimpossible to make goodstrategy
judgments asthe people politics will undeminewhatis
goodfor theenkerprise m

PeopleJudgment: CEO
Succession

Who headsup an institution is by far the single most
important people judgment. CEO successon in anytype
of organization is the key determinant of organizaional
performance This seemingly obviouspremise mustbe
examnedin light of the empirical reality of succes$n
thelast decade Thetrack record in many companieshas
been abysmd. Given theimporianc of this judgment,
the grade anong blue chip-companiesis probably no
morethan a D, as many blue-chip companies have
failedto devdop a successorCEO.

Not to have a successorat the top of an institution is
the ultimate in bad people judgment. The prepaation
phaseincludes a long-term comnitment to deweloping a
stream of talent, aleadershp pipdine designedto devd-
op leadeasatal levels and ensurea flow of leaders. There
are multiple candidates anda suc@ssionpipeine tha
feed opportunities at lower levds in the organization.

Bad CEO Judgmerts

Bad CEO judgmerts happenbecaise of brokenleadcer-
ship pipdines tha is, there are no good cardidatesard
the building of appropriate leadership bench strergth has
notocaurred There are avariety of underlying cawses In
sone casesit is famly nepotism, such as putting Bill
Ford in asCEO at Ford. After only afew years Ford
steppedout of therole and brought in anoutsider,Alan
Mulally from Boeing, asCEOin mid-2006.

Other causes of broken leaderdip pipdinesinclude
lad of a disdplined suaessibn planning processboard

5




Summary: JUDGMENT

Key Elements of Good
Peoge Judgments

Here are six lessons for making good people
judgments:
1. Anticipate the need for key people changes.
2. Specify the leadership requirements looking
into the future, not the rearview mirror.
3. Mobilize and align the social network to sup-
port the “right” call.
4. Make the process transparent and judged fair.
5. Make it happen.
6. Provide continuous support to help the leader
succeed.

negled, poorunderstandingf changingworld andtal-
entrequirmentsandegoissues with the CEO not
wantingto let go. Any combiation of theseproblans
contributesto bad CEO succason judgment. m

Strategy Judgments

For aleade, developng straegyis a neve-endingjob
of crafting the storyline for suces. It is rardy an “aha”
clea vision. It is anevolving story thatstats off fuzzy.
It gets continuouslyrevisedandbecomes cleareras
straegicjudgmens aremade.Each big acquisitionor
divediture, or judgmenton a big R&D investment,
changeshe company’spostion and the possibilitiesfor
the future Thesgudgmentsarenot only manifedations
of the stowyline, but alsoshapes of it goingforward.

Jeff Immelt's Storyline

Immelt’s judgment aboutthe acqusition of Amersham
by GE Heathcare for closeto $10billion reflected his
stowyline of building a medical busness aroundtomor
row’s techndogy for personalied medicine. Thushe
manifestedhis storyline by makinganaaquisition consis
tentwith where he wanedthebushes to go. Thejudg
mentthensets up a procesof reshapng the busnessin
neward unforeseen ways;theAmersham judgmentleads
to authaing the nex chapterof the future. Theiterative
processof making judgmentgo further the storyline,
which then hdps write andrevisethefuture storyline,is
how leacers like Immelt drive succesdul trandormations.

Good Strategic Judgment

Goodstrategicjudgmentis built ontheleade’s capa-
ity to intellecually framethe world of opporunity and
the organization’s potental, aswell as theleader’sabili-
ty to mobilize andalign key leadersto hdp make a
smartjudgment ard getit exeated.Like all goodjudg-

6
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mens, strategic judgmentsneed to be a process(1)
prepaaton, (2) thecdl and(3) exeaution.

Strategy judgmerts alterwherethe organzation is head
ing. They require theleacerdip to have aclearTPOV ard
storylineard then have the courageto malke the cals and
seethat theyfollow throughonthe execution =

Strategy Judgmentsat GE

CEO Jeff Immelt was onthelinein 2007 for his GE
strategyjudgments. He spert five yeas repositioning GE
for future growth; he needed to now demorstratethathis
strategic judgment would yield the promised restts.
Hisis awork in progress. He has dropped busines&s
from the portfolio, a never-ending process,and is adding
new onesthrough acquisitions and organic growth to
create the GE future enginesof growth. Five years into
thetrarsformation, his judgmerts were showing clear
evidene of beng rewarded in the stock market.

Immelt states: “ To be areliade growth compary
requres the ability to concepualize the future. We are
investing to capitalize on the major growth trends of this
erathatwill grow at multiplesof the global GDP growth
rate. We are using our breadth, financial strength and
intell ectual cgpital to creae a compeitive advantag.”

Immeltisrelentlesin sharing his storyline andrelent
less in driving the straegy execution. m

For additional information on Jeff Immelt’s strategy judgment for GE,
go to: http://my.summary.com

Crisis Judgments

Goodjudgments madeduring times of crisis follow
the same procgessas judgments made unde lessstressed
circumgances. There is a prepaation phase a call phase
and an exeaution pha®. The preparation phase,howev-
er, nealsto be donebefore the crisis ocaurs.

The most effecive lealersprepae for crisis even before
knowing whatkind of crisis will occur. It is pethapseven
more truein crisis situationsthanwith judgmerts about
people andstrategy that the likelihood of making swcces-
ful calsisvadly increasedf theyaremack in the context
of a pre-existing Teaclale Pant of View (TPOV) andon
the platorm of the storyline for thefuture.

Leaders generally make bad crisisjudgments either
becawsethey lack aclear TPOV andstoryline or because
they have made bad people judgments. For leaders to
hardle criseseffectively, they musthavean aligned team.
Otherwise,the crisis situation will spiinter the team just
when smaut, coherent action is needal most. Bad people
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judgmerts or bad strategyjudgnent can predpitate a
crisis, but once one happensteamwork andfocus make
al thedifference beweensurvival and disaster.

CrisisJudgment CompressesTime and RootCauses

The rea®n crisis is oneof thethree categoriesof key
leaderjudgmentsis thatall leades hawe to dealwith
them. The fundamatal processof judgmentis the same
aswith peopk andstrategyHawe a solid TPOV, and
make surethe judgments/ou make are consstentwith
the TPOV or atthevery leastdo not hinderexecutionof
the storyline for whereyou wantto ultimately endup. =

Crisisasa Leadership
Development Opportunity

Why are someleadershetier equppedto deal with
crises than others?The answe is becausethey anticipae
crises.They aren’t psychicsBut they clearly undestand
that somecrisesare going to comedown the pike, and
they prepareghemsévesandther organizaions to
regpond effectively andefficiently when theydo. These
leadersknow thatin order to survive crises,andperhaps
evencomeout aheadecaus®f them,they mug have
threethings

1. An aligned and highly trusted team

2.A TPOV and storyline for the organization’s
future success

3. A commitment to develming other leadas
throughout the crisis.

Navigatng Through Crises

David Novak, CEO of Yum! Brands andPhil
SchoonoverCEO of Circuit City, aretwo leaderswho
have successfullynavigaedtheir organiationsthrough
severdcrisis situatons.Both Novak and Schoonoverdo
three things simultaneously:

1. Effectively, in realtime, deal with their crises.

2. Mobilize, align and engagethe right sodal net-
work of leadersin their organizations by tapping their
brains and their emotional enegy to handle the crises.

3. Focus explicitly on developing the leaders
engagedin the process,taking the time to teachand
coachin real time.

Leaders who succeedn crises areableto do sobecause
they work on developingtheir own capdilities andon
building theminto thefabricof thar organiations Every
crisis tha Novak hasfacedhasledto goodjudgments.
They havealsogivenhim the platform to keegp develop
ing other leaderswho will be beter and better at han-
dling theinevitableandunforegen crises.Thelesson
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for othersis to clearly have mechansns in placethat
provide quick response to crisesand tha developthe
nextgereraion of leaders. m

KnowledgeCreation

Thefirstimpeative to beng a goodleader who
makesgoodjudgmentsis a commitmentto be alearner,
to keepbuilding onés knowledgeand wisdom. Leaders
havetwo impeatives when it comesto knowedgecre-
ation. First and foremost, they mustcontinuousy strive
to make themsdves smarter and better at judgmens by
thekind of sdf-journeyto improvement that GE's CEO
Jdf Immelt andothe leaders havetaken.

In addition, leaders needto garner the suppot of their
teans; their orgarizaions and ther stekeholdersin peo
ple, strategy and crisis judgment making.While striving
to makethemsdves beter with the supportof others, they
must simultaneoudy investin thedewe opmert of leader-
shp judgment in others: nanely, their team, thar organi-
zation and the orgarizaion’s key ste&keholders.This dual-
ity, meking onesdf beter while teaching anddeveloping
others’ judgmernt capaity, is thekey to goodleadership.

Sdf-Knowledge Creation: A Journey Into Yourself

Good leackrs areon atrangormational journey start-
ing with themselves which cariesover to their teams
andorganzations. To do this, leadkrs need the paradxi-
cd combination of self-confidene and humility to leam.

First, it hasto be a central agendaitem of theleader.
It takescommitment to sdf-learning, significanttime,
relentless willingnes to “look in themirror,” anda
paradoxical sdf-confidence and humility.

‘An Intense Journey I nto Yourself’

Jack Welch choseddf Immelt to suceal him asCEO
in large part because herecognized that Immelt wasa
leaderwith aninsatiable thirst for beng better, who
inveged himself in self-knowledgecreation. Immelt told
an incoming classof MBAs at the Universty of
Michigan:“Thefirst pat of leadeship is an intense
journeyinto yourslf. It’'s acommitment and anintense
journeyinto your soul... more than anything else,the
burning desire inside me was to get the best out of what
| could beand go onthat journey’

Theleade’s knowledgecreation journeyis the neces
say condtion for focusng on knowedgecreaton atthe
sodal network, organiationd and contextual levek
where the leader not only mobili zes thesedomansto
supportthe judgment process,but also builds his or her
capecity to devdop judgment knowledgecapacty.




Summary: JUDGMENT

Sodal Network/Team Knowledge Creation

It is up to theleaderto build knowledgecredion
processes for his or herteamandto ensuretha these
processes areexecued.

Virtually everyleaderrelieson a groupof trused
advises. For mostleaderstheir teamis the groupwith
which they spendthe mosttime. Whenthere are diffi -
cult judgmentsto be made they convenetheir team to
debateand deliberate Building a socid network that
keeps dewelopingknowledgecredion capaity is central
to the sucessof aleader.

OrganizationKnowledge Credion

Building judgmentcapaciy meanscreating proees®s
thatengageleadersn judgmentmusde strenghening
activities.

All leadershiplevebpment,from new hires through
seniorleaders,needso be geaedtoward knowledge
creaton for betta leadershp judgments, both to support
real-time judgmentsandto dewelop the nextgerera
tion’s capaity for leadershigudgment

Contextual Knowledge Credion

Thefinal knowledgecreationarenais how to work
with the stakeholdes, the board,the suppliers,the cus
tomersand the communitesin which the organization
opeates Leades needto devdop custome andsupplier
interacive processefor developng newknowledge. m

Judgmert for Future Generations

Mayor Michad BloombergandJoel Klein, the chan
cellor of the New York City schoolsygem,wantto hep
shapegoodjudgmentin 1.1 million NewYork City chil-
dren. To do that, it takesleaderkip in the New York
City schools, wherethereare80,000teadersand1,40
prindpals To deliver on the Bloombeg andKlein strat
egyjudgmentthe focushadto be on the principals.
Thisis the leadersHp role thathas the maximum impad
onthechildren;a goodprincipalis the key to good
teaders.

The NewYork City Transformation Journey

WhenMayor Bloombergchangedcareers,from a
very successfuentrepreneuto mayorof New York
City, he sensal andidentified the neal for revitalizing
the humancapitd sideof New York, namely its schools
andthe next generabn of young people

Judgmat No. 1 wasto frameandnametheissue
Bloombeg sai, “We havea leaderip problem in our
schoolsystemandschoolsandit needsto befixed to
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impactoutcomes.” Bloombelg
had witnesseed yearsof emphasis
on curriculum andteacheredu-
cation butvery little on who was
leading the schook.

Bloombeg’s Teachabk Point
of View included an assumpion
thatorganiztiond performance
was dependent on a goodleader.
Thekey leader wasthe one
closest to the studens, namely
the prindpal. Forthesefront-
lineleaders to succeed, thetop
leadersneededto provide the
context and the sdection and
devdopmentpipdine thatwas
the chalengefor Bloombeqg,
who needal a leader who could
execute his judgment to tackle

so@w RECOMMENDED

READING LiST

If you liked Judgment,
you’ll also like:

1. The 360° Leader by John
C. Maxwell. You can learn
to develop your influence
from wherever you are in
an organization by becom-
ing a 360-degree leader.

2. True North by Bill George
with Peter Sims. Just as a
compass points toward a
magnetic field, your True
North pulls you toward the
purpose of your
leadership.

3. A Leader’s Legacy by
James M. Kouzes and
Barry Z. Posner. The
authors show how a lega-
cy is more than a link to a
position or place in an
organization.

the public education problem in New York City.

Thatis how Mayor Bloombeg framed it. He madea
bold peqple judgment call and recruited Joé Klein, a
non-educator with a suaessfulcareerin businessand
law, to be school chancellor. He wantedKlein to be his
partnerin trarsforming public educdion in New York.
Klein hada vision of aleadership acadeny for principals.

Principals and Teachers Shgpe Our Future

Bloombeg and Klein mobilized a sodal netwvork of
leadersto join in the very difficult execution phaseof
their yet-to-becompleted strategic judgment. Executon
requied organizaiond proasses namdy the esablish
mentof the New York Leadeship Acadeny anda
mecdchansmto drive large-scale development andtrans
formation of the schools by focusing on the principals

asthekey to better schools m

Conclugon

The proces of judgmentbegins with the leaderrecog
nizing the nee for ajudgmentandcontinuing through
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swcecesiul executon. Leadersaresaid to have “good judg-
ment’ whentheyrepatedlymale judgmentcals thatturn
out well. And the callsoftenturn out well becasethey
have madereda complex proces tha unfoldsin seseral
dimersions: time, domainard corstituerties

This framework can hdp you improveyour judgment
making faculties, to do a better job of devdoping good
judgnentin others and to en@urage a morevigorous
corversdion aboutjudgment. We neal moreleaders
with better judgment. =




