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How Winning LeadersMake Great Calls

JUDGMENT
THE SUMMARY IN BRIEF

Two titansof effective leadership, Noel M.Tichy andWarren G. Bennis,
have identified thefundamental essence of leadership as theability to make
consistently goodjudgment calls, especially when thestakes arehigh, informa-
tion is limited andtheright call is far from obvious.

Theauthorsof Judgment clarify an important concept that is oftenmisun-
derstood.Many assumethat goodjudgment is an inborntrait, but Tichy and
Bennisshow that it’s actually a skill that can bedeveloped, refined andnur-
turedthroughoutan organization.

Leadersdo,at somemoment, make a judgment call , a determination about
how thingsshouldproceed. Judgment resides at thecoreof leadership. The
authorsexplainthat judgment is a contextually informeddecision-making
process encompassing threedomains:people, strategyand crisis. And within
each domain, leadership judgment followsa three-phaseprocess:preparation,
thecall and execution.

Leadersareremembered for their best and worst judgment calls. In the
face of ambiguity,uncertainty andconflicting demands, thequali ty of a
leader’s judgmentdetermines thefate of theentire organization.

Tichy andBennisshow how to recognize thecritical moment before a
judgmentcall, when swift anddecisive action is essential, and alsohow to exe-
cutea decision after thecall.

This summaryprovidesgroundrules for leaders.Whether theyarerunning
a small departmentor a vast corporation, theauthors’ insight will help leaders
achieve greater success by exercising goodjudgment.

IN THIS SUMMARY,YOU WILL LEARN:

• A useful frameworkthat will help leadersmake better judgments andhelp
shapethenextgeneration to do thesame.

• How to address themostvexingquestionsleaders confrontwhenmaking
their most importantjudgments.

• How to improve your own judgment-making faculties.

• How to do a better, moreintentional job of developing goodjudgmentsin
others.

• Why someleaders are better equipped to deal with crises than others.
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Judgment and Leadership
On Nov. 1, 1997,AT& T wasa $130 bill ion company

whenMichael Armstrongbecame CEO. It wasn’tthe
powerhouse it had beenfor muchof its 100-plus-year
history, but it had a stockpile of cashandplentyof oppor-
tunity. For thenexteight yearsnothing seemedto work
for AT&T, and Armstrong’slongstring of poorstrategic
judgments finally caughtup with him, bringinghis career
to anunenviable end.In 2005a nearly dead-brokeAT&T
wasacquired by its formersubsidiary SBC(Southwestern
Bell Corporation) for a paltry $16.9billion.Only its
namesurvived on the combinedcompany.

General Electric Co.’s stock had suffered in thewake
of thestock market crashof 2001,but Jeff Immelt was
succeeding CEO Jack Welch,dubbed “manager of the
century” by Fortune magazineand BusinessWeek.

Welch hadleft GE after failing to completethehuge
$47billion acquisition of Honeywell hehad attempted
in thefinal hoursof his 20-year reign.But thecompany
wasstill a hugedynamo,andImmelt’s job was to find a
way to keepgenerating morepower. With revenues of
$130billi on in 2000,Immelt would have to comeup
with $3.5billi on in newrevenueeveryquarter to main-
tain thetorrid 10 percentannual growth pacesetby
Welch.To do that,Immelt took bold stepsto reinvent
thecompany. He shifted thecompany’s primary busi-
ness modelto capitalize on emergingtechnologiesand
emerging markets.By mid-2007 thestock market was
rewardinghis efforts. Immelt hadsucceeded in deliver-
ing averagegrowthof some8 percentperyear,no small
feat for a $100-billion-plus juggernaut.

Armstrong,formerAT&T CEO, couldnot turn his
company aroundandlost significantshareholdervalue
in a short spanof timeandultimately lost his job as
well. Immelt andWelchat GE faced no easier chal-
lenges, yet they and their organization ride from success
to success.Whentheystumble theyare able to recover
quickly. Why is that? It’s a matter of judgment.

JudgmentCalls
Thecumulativeeffectof theleaders’ judgmentcalls

determines thesuccessor failureof their organizations.

The essence of leadershipis judgment. Thesingle most
important thing that leadersdo is make goodjudgment
calls. In the face of ambiguity, uncertainty andconflicting
demands,often under great time pressure,leaders must
makedecisions and take effective actionsto assure the
survival and successof their organizations.This is how
leaders add value to their organizations.Theyleadthem
to successby exercising goodjudgment, by making smart
calls and by ensuring that theyare well executed. A keen
senseof judgment is whatmakesor breaks a leader.

Getting theImportant OnesRight
Thething that really matters is not how many callsa

leadergets right or even what percentage of callsa
leadergets right. Rather, it is how many of the important
ones heor shegets right. Good leaders not only make
better calls, but they are able to discern the really impor-
tant ones and geta higherpercentageof themright. They
arebetter at a whole process that runs from seeing the
need for a call to framing issues to figuring out what is
critical to mobilizing and energizing the troops. ■

Framework for Leadership
Judgment

Despite theimplicationsof theword call, the judg-
mentcalls that leaders make cannotbeviewed assingle,
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point-in-time events. Like umpires and referees,leaders
do,at some moment, makea call. Theymakea determi-
nation about how thingsshouldproceed. But unlike
umpiresandreferees,theycannot— without risking
total failure — quickly forget them and moveaheadto
thenextplay. Rather, for a leader,themoment of mak-
ing thecall comesin themiddle of a process.

Thatprocessbeginswith theleaderrecognizing the
needfor a judgmentandcontinues throughsuccessful
execution.A leader is saidto have “goodjudgment”
whenheor sherepeatedly makesjudgment calls that
turn out well. Thesecalls frequently turn out well
because the leaderhasmastered a complex,constantly
morphing processthatunfolds in several dimensions.
Therearethreephasesto theprocess:

1. Time.This includeswhathappensbeforetheleader
makes thedecision,what theleaderdoes as heor she
makes thedecisionthathelpsit turn out to betheright
oneandwhat theleadermustoverseeto make surethe
call producesthedesiredresults.

2. Domain. Thethreecritical domains in which the
majority of themostimportantcalls arerequired are
judgmentsaboutpeople, judgments aboutstrategy and
judgmentsin time of crisis.

3. Consti tuencies.Leadersmake thecalls,but theydo it
in relation to theworld aroundthem.A leader’srelation-
shipsarethesourcesof theinformationneededto makea
successful call. A leadermustinteract with differentcon-
stituenciesand managethoserelationshipsto makesuc-
cessful calls. The four typesof knowledgeneededto do
this areself-knowledge,socialnetwork knowledge,orga-
nizational knowledgeandcontextual knowledge.

TheThreeJudgment Domains
People,strategy andcrisisarethethreedomainsthat

make themost differenceto thesurvival andwell-beingof
any institution. If they areunattendedor if bad callsare
made in thesedomains,it canbe fatal to anorganization.

1. PeopleJudgment Calls. If leaders don’t make
smartjudgment calls aboutthepeopleon their teams,or
if theymanagethem poorly, thenthere is no way lead-
erscanset a sounddirection andstrategyfor theenter-
prise,nor canthey effectivelydeal with crises.

2. Str ategy Judgment Calls. Theroleof theleaderis to
leadtheorganization to success,sowhen thecurrentstrate-
gic road isn’t leading towardsuccess, it is hisor herjob to
findanewpath. How well a leader makesstrategicjudg-
ment calls is a functionof both(1) hisor herownability to
look over thehorizonandframetherightquestionand(2)
thepeoplewith whomheor shechooses to interact.

3. Crisis Judgment Calls.Crisis calls requirethata

leader haveclear values and know his or herultimate
goal. Crises not handled well, wheregoodjudgment calls
were not made, can lead to thedemiseof aninstitution.

TheProcessof Judgment Calls
In all three domains,people, strategyand crisis, good

judgmentcalls always involve a processthatstartswith
recognizing theneed for thecall and continuesthrough
to successful execution:

• The Preparation Phase. This phase includessens-
ing andidentifying theneed for a judgment call, fram-
ing andnaming thejudgment call , and mobilizing and
aligning theright people.

• The Call Phase: Making the Judgment Call . There
is a moment when, based on his or herview of the time
horizon for the judgment and sufficiencyof input and
involvement, the leader makes thecall .

• TheExecution Phase:Action — Make It Happen.
Execution isacriticalpartof theexerciseof goodjudgment.
Onceaclearcall ismade,thenresources,people, capital,
informationandtechnologymust bemobilizedto support it.
If they aren’t, thedecision-making simply goesdown the
tubes. Goodjudgment callsalwaysproducegoodresults.

Resourcesand Constituencies
Thequality of a person’sjudgment dependsto a large

degreeon his or her abili ty to marshal resourcesandto
interact well with theappropriate constituencies.Most
of thetime theresources and theinterestedconstituen-
cies overlap.A goodleader uses four types of knowl-
edgeto make judgment calls:

1. Self-K nowledge. Leaders who exercisegoodjudg-
mentcalls are able to listen, reframe their thinking and
give up old paradigms.GE’s CEO Jeff Immelt said, “It
is an intensejourneyinto yourself.”

2. Social Network Knowledge. Leadership is a team
sport; theremust bealignment of theleader’s team, the
organization and critical stakeholdersto create theongoing
capacity for good judgment calls.The leader mustcon-
sciously work to encourageteamwork, drawonthebest
resourcesof each individualandhelp individualslearn to
makebetter judgmentsin their own areasof responsibility.

3. Organizational Knowledge. Goodleaderswork
hard to continuouslyenhance theteam, organizational
and stakeholder capacity at all levels to make good
judgmentcalls.

4. Stakeholder Knowledge.Goodleaders engage
customers, suppliers, thecommunity andboardsin gen-
erating knowledgeto supportbetter judgments. ■
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Having a Storyline
How a leaderworksthejudgment processdependsto

a greatextenton who the leader is. Winning leaders,the
ones who continually makethebest judgment calls,
have clearmental frameworksto guidetheir thinking.
Theyhavestoriesrunningin their headsabouthow the
world works andhow theywant thingsto turn out.And
theyhavetheall-importantqualitiesof character and
courage.They have theinternal discipline and theguts
to maketheright calls andto follow through.

TeachablePoints of View
Winning leadersareteachers.Theydrive their organi-

zationsthroughteaching,andtheydevelopothersto be
leaders/teachers.

Winning leadersaregoodat this becausetheyhave
madetheeffort andspentthetime to develop Teachable
Pointsof View (TPOVs). TPOVs are whatenable lead-
ersto take thevaluableknowledgeand experiences that
theyhavestoredup insidetheir headsand teach themto
others. Winning leaders/teachers use their TPOVs to
conveyideas andvaluesto energizeothersandto help
themmakeclear,decisive decisions.

While TPOVs areessentialto transformational leader-
shipandto developing othersasleaders,TPOVshave
anequally crucial role to play in guidingleaders’ own
decisionsandactions.

TheTPOV comesaliveand ismost valuablewhena
leaderweavesit into astorylinefor thefuturesuccessof
theorganization. As a living story,it bothhelpstheleader
makethejudgment calls thatwill makethestory becomea
reality andenlistsandenergizesothers to make it happen.

TPOVsandStorylines
Dr. Martin LutherKing Jr.’s “I Havea Dream”

speech,deliveredat theLincoln Memorial in 1963,is
oneof themostfamousandcompelling examplesof a
leader transforminga clear,logical TPOV into a vivid
andinspirationalstoryline.Thegoalof achievingit
drove bothKing’s decisionsandthesuccessof thecivil
rights movement.

Winning leaders’storylinesspecif ically addressthree
areasof questions:

1. Where are we now?
2. Where are we going? Theinspirationalstoryline

here addsto themotivation for change,but moreimpor-
tant,it lights thebeacon.It definesthegoal.

3. How are we going to get there?
Thestoryline is never completeandis always being

modified by thejudgmentstheleadermakes.However,

withouta solid storyline,theleader’s judgments aredis-
connectedacts that may or may not move theorganiza-
tion forward. ■

Character and Courage
What does it mean to have character? It meanshaving

values. It meanshavinga moral compassthatsetsclear
parameters for what onewill and wil l not do. Character
is all aboutknowing right from wrongandhaving
workedthese issues out longbefore facing toughjudg-
mentcalls. It is aboutknowing what your goals and
standardsare and sticking with them.

Integrity
We often usethe word integrity to describe a person of

character, a person whosevalues and principlesare above
reproach.Psychiatry speaks of such people asintegrated.
Character plays the guiding role in how honest personal
feedbackand coaching are in theorganization,how inter-
nal competition and politicsarehandled, and how suppli-
ers and customers are treated.TheCEO’s character sets
the stagefor all the important judgment calls.

Character also means putting the greater good of the
organization, or of society, aheadof self-interest.As
management legend Peter Drucker put it, it is about wor-
rying about “what is right” ratherthan “who is right.”

Courage
Judgment is about more than decision making. It is

about not only coming up with the right solution to the
right problem, but it is also producing results.And this is
where couragecomesin. Having thecourage to acton
your standardsis anintegral part of the bundle of what it
takes to exercise good judgment. The standards by them-
selves aren’t enough. If you don’t acton your “stan-
dards,” there is somequestion asto whether they really
areyour standards.

It’s thecouragethat Procter & Gamble showedin
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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.”



closing downplantsin Afri cafor a year rather thanpay
bribes. It is thecourageto takethehardroad, despiteall
theobstacles,becauseyou should.

LeadingWith Character
Trust is theemotionalgluethat holdsteamstogether.

SteelcaseCEO Jim Hackett said, “You can’t leadif you
don’t havetrust,andyou can’t have trust if you don’t
have integrity.”

Leading with charactergiveswiseleadersclear-cut
advantages. They areeasierto trustand follow; they honor
commitmentsandpromises;their wordsandbehavior
match; theyarealwaysengagedin andby theworld; they
areopento “reflective backtalk”; theycanadmit errors
and learnfrom their mistakes.Theycanspeak with con-
viction because theybelievein what theyaresaying.They
feel ateasein thespotlight andtheyenjoyit there. They
tend to bemoreopento opportunityand risk. ■

PeopleJudgment Calls
To makegoodpeople judgments,a leader hasto rec-

ognize theneed, frametheissue,and mobilize and align
theparties who canprovidetheinformation andadvice
neededto makea goodcall. Then theleader mustmake
thecall at theappropriatemomentand follow through
on theexecution to makesurethat theresultturnsout as
well aspossible.

People judgmentsare themost complexof thethree
domains for several reasons.First, a judgmentabout
whether someonewil l beagoodleaderis a judgmentcall
about how well thepersonwill domakingotherjudgment
calls.Will heor shebeable to build agoodteam?Develop
effectivestrategy?Dealwith theinevitablecrises?

Complex Dynamics
People callsalsohaveotherdistinct challenges.

Unlike strategies,the“objects” of people judgmentsare
humanswho maketheir own judgmentcalls andengage
their own political circlesevenastheprocessunfolds.
In a competitive world, no judgmentcall is ever madein
a static situation.But in people calls, thedynamics are
morecomplex, if not morefluid, than in other realms.

No matter how hard-nosedsome leaders may appear,
theyall haveemotionsthataffect their judgments.They
have feelingsaboutotherpeople.Theybecome attached
to themor maybedetestthem.And it’s thesefeelings
thatcan keepthemfrom making good,objective calls.

WayneDowning
WayneDowning, theretiredfour-star general whoran

theUnitedStatesArmy SpecialForces, said that “mostof

my badjudgmentcallsweregenerallyaboutpeople.There
havebeen timeswhenI knewI hadto takepeople out of a
position. I knewthey weren’t goingto change,and they
weren’t going to dowhathadto bedone.But it’s traumat-
ic whenyoudo that. Thehigherupyougo, themore trau-
matic it is for theorganization to removepeople,and you
don’t like to do that, but in the final analysis youhave to.”

Aware that theultimate goal is to produce a successful
outcome, leaders who have goodjudgment trackrecords
are always vigilant. Theyare constantly checking to
make surethatconditionsare as favorable astheycan
possibly make them to supportthesuccessof thejudg-
ment. If theyneed to take time and expand thedecision-
making process, theydo.

People judgmentcomes first. If there is not a teamof
trusted leaders, it is impossible to make goodstrategy
judgments asthepeoplepolitics wil l underminewhat is
goodfor theenterprise. ■

PeopleJudgment: CEO
Succession

Who headsup an institution is by far thesingle most
important people judgment. CEO succession in anytype
of organization is thekey determinant of organizational
performance. This seemingly obviouspremisemustbe
examinedin light of theempirical reali ty of successin
thelast decade. Thetrack record in many companieshas
been abysmal. Given theimportance of this judgment,
thegradeamongbluechip-companies is probably no
morethan a D, as many blue-chip companies have
failedto develop a successorCEO.

Not to have a successorat thetop of an institution is
the ultimate in bad peoplejudgment. Thepreparation
phaseincludes a long-term commitment to developing a
streamof talent, a leadership pipeline, designedto devel-
op leaders at all levels and ensurea flow of leaders.There
are multiple candidates anda successionpipeline that
feeds opportunities at lower levels in theorganization.

BadCEO Judgments
Bad CEO judgments happenbecause of brokenleader-

ship pipelines; that is, there are no good candidatesand
thebuilding of appropriate leadership bench strength has
not occurred. There are a variety of underlying causes. In
some casesit is family nepotism, such as putting Bill
Ford in asCEOat Ford. After only a few years, Ford
steppedout of therole and brought in anoutsider,Alan
Mulally from Boeing, asCEOin mid-2006.

Other causes of broken leadership pipelinesinclude
lack of a disciplined succession planning process,board
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neglect, poorunderstandingof changingworld andtal-
entrequirements,andegoissues with theCEOnot
wantingto let go.Any combination of theseproblems
contributesto badCEO succession judgment. ■

Strategy Judgments
For a leader, developing strategyis a never-endingjob

of crafting thestoryline for success. It is rarely an “aha”
clear vision. It is anevolving story thatstarts off fuzzy.
It gets continuouslyrevisedandbecomes cleareras
strategic judgments aremade.Each big acquisitionor
divestiture, or judgmenton a big R&D investment,
changesthecompany’sposition and thepossibilitiesfor
thefuture. Thesejudgmentsarenot only manifestations
of thestoryline, but alsoshapers of it goingforward.

Jeff Immelt’s Storyline
Immelt’s judgment abouttheacquisition of Amersham

by GE Healthcare for closeto $10billion reflected his
storyline of building a medical business aroundtomor-
row’s technology for personalizedmedicine.Thushe
manifestedhis storylineby makinganacquisitionconsis-
tentwith where he wantedthebusiness to go.Thejudg-
mentthensets up a processof reshaping thebusinessin
newand unforeseen ways;theAmersham judgmentleads
to authoring the next chapterof thefuture.Theiterative
processof making judgmentsto further thestoryline,
which then helps write andrevisethefuturestoryline,is
how leaders like Immelt drive successful transformations.

GoodStrategic Judgment
Goodstrategic judgment is built on theleader’s capac-

ity to intellectually frametheworld of opportunity and
theorganization’spotential, aswell as theleader’sabili-
ty to mobilize andalign key leadersto help make a
smartjudgment and get it executed.Like all goodjudg-

ments, strategic judgmentsneed to bea process:(1)
preparation, (2) thecall and(3) execution.

Strategy judgmentsalterwheretheorganization ishead-
ing. They require theleadership to haveaclearTPOVand
storylineand thenhave thecourageto make thecallsand
seethat theyfollow throughon theexecution. ■

StrategyJudgmentsat GE
CEO Jeff Immelt was on theline in 2007 for his GE

strategyjudgments. He spent five years repositioning GE
for futuregrowth; heneeded to now demonstratethathis
strategic judgments would yield thepromised results.
His is a work in progress. He has droppedbusinesses
from the portfolio, a never-ending process,and is adding
newonesthrough acquisitionsand organic growth to
create the GE future enginesof growth. Five years into
thetransformation, his judgments were showing clear
evidence of being rewarded in the stock market.

Immelt states: “To be a reliable growth company
requires the ability to conceptualizethe future.We are
investing to capitalizeon the major growth trends of this
erathatwill grow at multiplesof the global GDPgrowth
rate. We are using our breadth, financial strength and
intellectual capital to create a competitive advantage.”

Immelt is relentless in sharing his storyline andrelent-
less in driving thestrategyexecution. ■

Crisis Judgments
Goodjudgmentsmadeduring times of crisis follow

thesame processas judgments madeunder lessstressed
circumstances.There is a preparation phase, a call phase
and an execution phase. Thepreparation phase,howev-
er, needsto bedonebefore thecrisis occurs.

Themost effective leadersprepare for crisiseven before
knowing whatkind of crisis will occur.It is perhapseven
more truein crisissituationsthanwith judgmentsabout
peopleandstrategy that the likelihood of making success-
ful calls isvastly increasedif theyaremade in thecontext
of apre-existing Teachable Point of View (TPOV) andon
theplatformof thestoryline for thefuture.

Leaders generally make bad crisisjudgments either
becausethey lack a clear TPOV andstoryline or because
they have made bad peoplejudgments.For leaders to
handle criseseffectively, theymusthavean aligned team.
Otherwise,the crisis situation will splinter theteamjust
when smart, coherent action is needed most.Bad people
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Key Elements of Good
People 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.

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



judgments or badstrategyjudgments can precipitatea
crisis, but once onehappens,teamwork andfocus make
all thedifference betweensurvival and disaster.

CrisisJudgment CompressesTimeand RootCauses
The reason crisis is oneof thethree categoriesof key

leaderjudgmentsis thatall leaders have to dealwith
them.Thefundamental processof judgmentis thesame
aswith people andstrategy.Have a solid TPOV,and
make surethejudgmentsyou make are consistentwith
theTPOV or at thevery leastdo not hinderexecutionof
the storyline for whereyou wantto ultimately endup. ■

Crisis asa Leadership
Development Opportuni ty

Why are someleadersbetter equippedto deal with
crises than others?The answer is becausetheyanticipate
crises.They aren’t psychics.But theyclearly understand
that somecrisesare going to comedown thepike, and
they preparethemselvesandtheir organizations to
respondeffectively andefficiently when theydo.These
leadersknow that in order to survive crises,andperhaps
evencomeout aheadbecauseof them,theymust have
threethings:

1.An aligned and highly trusted team
2.A TPOV and storyline for the organization’s

futur e success
3.A commitment to developing other leaders

throughout the crisis.

Navigating ThroughCrises
David Novak,CEO of Yum! Brands, andPhil

Schoonover, CEO of Circuit City, aretwo leaderswho
have successfullynavigatedtheir organizationsthrough
several crisissituations.Both Novak and Schoonoverdo
three thingssimultaneously:

1. Effectively, in real time, deal with their crises.
2. Mobilize,align and engagethe right social net-

work of leadersin their organizationsby tapping their
brains and their emotionalenergy to handle the crises.

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

Leaderswho succeedin crisesareableto dosobecause
theywork on developingtheirowncapabilities andon
building theminto thefabricof their organizations. Every
crisis that Novak hasfacedhasledto goodjudgments.
Theyhavealsogivenhim theplatform to keep develop-
ing other leaderswho will bebetter and better at han-
dling theinevitableandunforeseen crises.Thelesson

for others is to clearly have mechanisms in placethat
providequick responses to crisesand that developthe
nextgeneration of leaders. ■

KnowledgeCreation
Thefi rst imperative to being a goodleader who

makesgoodjudgments is a commitment to be a learner,
to keepbuilding one’s knowledgeand wisdom. Leaders
havetwo imperatives when it comesto knowledgecre-
ation.First and foremost, theymustcontinuously strive
to make themselves smarter and better at judgments by
thekind of self-journeyto improvement that GE’s CEO
Jeff Immelt andother leaders havetaken.

In addition, leaders needto garner thesupport of their
teams; their organizations; and their stakeholders in peo-
ple, strategy and crisis judgment making.While striving
to makethemselves better with thesupportof others, they
must simultaneously invest in thedevelopment of leader-
ship judgment in others: namely, their team, their organi-
zation and the organization’s key stakeholders.This dual-
ity, making oneself better while teaching anddeveloping
others’ judgment capacity, is thekey to goodleadership.

Self-KnowledgeCreation: A Journey IntoYourself
Good leaders areon a transformational journey start-

ing with themselves, which carriesover to their teams
andorganizations. To do this, leaders need the paradoxi-
cal combination of self-confidence and humility to learn.

First, it hasto bea central agendaitem of theleader.
It takescommitment to self-learning, significant time,
relentless wil lingness to “ look in themirror,” anda
paradoxical self-confidence and humility.

‘An IntenseJourneyIntoYourself’
Jack Welch choseJeff Immelt to succeed him asCEO

in largepart because herecognized that Immelt wasa
leaderwith aninsatiable thirst for being better, who
investedhimself in self-knowledgecreation. Immelt told
an incoming classof MBAs at theUniversity of
Michigan:“Thefi rst part of leadership is an intense
journeyinto yourself. It’s a commitment and anintense
journeyinto your soul… morethan anything else,the
burning desire inside me was to get thebest out of what
I could beand go on that journey.”

Theleader’s knowledgecreation journeyis theneces-
sary condition for focusing on knowledgecreation at the
social network, organizational and contextual levels
where the leadernot only mobilizes thesedomainsto
supportthejudgmentprocess,but also builds his or her
capacity to develop judgment knowledgecapacity.

Summary: JUDGMENT
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Social Network/TeamKnowledgeCreation
It is up to theleaderto build knowledgecreation

processes for his or her teamandto ensurethat these
processes areexecuted.

Vi rtually everyleaderrelieson a groupof trusted
advisers.For mostleaders,their teamis thegroupwith
which theyspendthemosttime.Whenthere are diffi -
cult judgmentsto bemade,theyconvenetheir team to
debateand deliberate.Building a social network that
keepsdevelopingknowledgecreation capacity is central
to thesuccessof a leader.

OrganizationKnowledgeCreation
Building judgmentcapacity meanscreating processes

thatengageleadersin judgmentmuscle strengthening
activities.

Al l leadershipdevelopment,from newhires through
seniorleaders,needsto begearedtoward knowledge
creation for better leadership judgments,both to support
real-time judgmentsandto develop thenextgenera-
tion’s capacity for leadershipjudgment.

Contextual KnowledgeCreation
Thefinal knowledgecreationarenais how to work

with thestakeholders, theboard,thesuppliers,thecus-
tomersand thecommunities in which theorganization
operates. Leaders needto develop customer andsupplier
interactive processesfor developing newknowledge. ■

Judgment for Future Generations
Mayor Michael BloombergandJoel Klein, the chan-

cellor of theNewYork City schoolsystem,want to help
shapegoodjudgmentin 1.1million NewYork City chil-
dren. To do that,it takesleadership in theNewYork
City schools,wherethereare80,000teachersand1,400
principals. To deliver on theBloomberg andKlein strat-
egyjudgment,thefocushadto beon theprincipals.
This is theleadership role thathas themaximum impact
on thechildren;a goodprincipal is thekey to good
teachers.

TheNewYork City Transformation Journey
WhenMayor Bloombergchangedcareers,from a

very successfulentrepreneurto mayorof NewYork
City, hesensed andidentified theneed for revitalizing
thehumancapital sideof NewYork, namely its schools
andthenext generation of young people.

Judgment No. 1 wasto frameandnametheissue.
Bloomberg said, “We havea leadership problem in our
schoolsystemandschools,andit needsto befixed to

impactoutcomes.” Bloomberg
had witnessedyearsof emphasis
on curriculum andteacheredu-
cation but very lit tle on who was
leading theschools.

Bloomberg’s Teachable Point
of View included an assumption
thatorganizational performance
was dependent on a goodleader.
Thekey leader wastheone
closest to thestudents,namely
theprincipal. For thesefront-
line leaders to succeed, thetop
leadersneededto providethe
context and theselection and
developmentpipeline; thatwas
thechallengefor Bloomberg,
who needed a leader who could
execute his judgment to tackle
thepublic education problem in NewYork City.

That is how Mayor Bloomberg framed it. He madea
bold people judgment call and recruited Joel Klein, a
non-educator with a successfulcareer in businessand
law, to be school chancellor. He wantedKlein to be his
partner in transforming public education in NewYork.
Klein hada vision of a leadership academy for principals.

Principalsand Teachers ShapeOur Future
Bloomberg and Klein mobilized a social network of

leadersto join in thevery difficult execution phaseof
their yet-to-becompleted strategic judgment. Execution
required organizational processes, namely theestablish-
mentof theNewYork Leadership Academy anda
mechanismto drive large-scale development andtrans-
formation of theschools by focusing on theprincipals
as thekey to better schools. ■

Conclusion
Theprocessof judgmentbeginswith theleaderrecog-

nizing theneed for a judgmentandcontinuing through
successful execution. Leadersaresaid to have “good judg-
ment” whentheyrepeatedlymake judgmentcalls thatturn
out well. And thesecallsoftenturn out well becausethey
havemasteredacomplex process that unfolds in several
dimensions: time,domainand constituencies.

This frameworkcan help you improveyour judgment-
making faculties, to do a better job of developing good
judgment in others and to encouragea morevigorous
conversation about judgment. We need moreleaders
with better judgment. ■
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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.
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