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This article was written by Blaine Bartlett in 1996. It was first

published in Leader magazine in 1997. In the article Blaine
explores the impact and consequences to an organization when
the role of the leader is viewed through the lens of traditional
command and control models. He suggests that the success of
today’s organizations requires an awareness on the part of the
leader of the impact of identity on an individual’s attempts to

make meaningful the many changes occurring today.
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n past years I've worked with organizations in Finland, Sweden, Germany, Den-
mark, Korea, Japan, New Zealand, Venezuela, Africa, and the United States.
These organizations span industries as varied as a chain of sushi restaurants to
the most high tech of telecommunications companies; from oil companies to
pharmaceuticals; from the private sector to the public sector. The one thing they all
have in common is the dramatic and jarring impact of change on the organization. As a
consequence of this change, the management of all are confronting the need to redefine
what it means to be a leader within the organization — both in terms of the job’s
“requirements” as well as in the competencies required from an effective leader.

It has become all too apparent that the historical models we have used to define leaders
within our organizations have to change. The “old” command and control model of
leadership worked well when the rate of change our organizations faced was relatively
stable and predictable. In those times an organization could afford to wait while its
leaders mastered the new learning needed to keep the company competitive. Today’s
rapid rate of change doesn’t allow for that luxury. The incredible amount of new infor-
mation generated daily means that an individual leader can’t assimilate the information
needed to learn fast enough. Today, organizational change can’t wait for the formal
leadership group to interpret huge amounts of information in order to decide on a
course of action. In order to assimilate information effectively and turn it into competi-
tive knowledge learning must come from within the organization. Change must be al-
lowed to be initiated from any level in the organization that is appropriate. This repre-
sents a huge threat to most leaders today. Adding to the problem is the fact that most
members of our organizations have not been prepared to take on the responsibility of
learning for the organization. Tomorrow, the survival of the organization cannot de-
pend on a model that says that the leader is the person at the top of the hierarchy. It
cannot wait for information to be sent up the chain of command in order for decisions
to be made. The definition of whom is a leader and the very context of leadership itself
has to shift if today’s organizations are going to survive.

In the final analysis leadership is concerned with movement. Specifically, organiza-
tional leadership is the activity of aligning the behavior of an organization’s members
with the intention of causing the kind of movement that produces a specific result — of-
ten the solving of a problem that ultimately threatens the very survival of the organiza-
tion. Success in achieving this behavioral alignment is a significant measure of a
leader’s effectiveness. It’s an achievement that requires that the leader knows how to
deal with context as well as content. Because context generates meaning, it is the abil-
ity to work with context that begins to define the effective leader of tomorrow’s success-
ful organizations.

As organizations (and their people) face ever-increasing rates and complexity of change
the identities of the individual and the organization are often called into question. “Who
Am I/Who Are We” and “Where Do I/Where Do We Belong” are the primary context
questions that must be effectively addressed by tomorrow’s leaders. In the work we do
with client firms we hold that the answers to these questions are the generators of all
organizational and personal behavior. To be effective, tomorrow’s leaders need to un-
derstand the relationship between these questions and the results they must have from
their people. We have developed the following model to help illustrate both this rela-
tionship and the trap into which traditional leader’s most often fall:
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able to change a person’s internal description of the event — I need to
change their meaning making process. If I can change their description 1
will change their behavior.

The second set of inter-connected relationship is the set with the greatest leverage po-
tential. The internal description process is most heavily influenced by the core identity
questions “who am I / who are we” and “where do I / where do we belong”. These
identity questions in turn impact the development of beliefs that are held to be true
about the world and the individual’s subsequent place in it. It’s important to note that
beliefs function, in part, to define what is possible.

Taken together, the two dimensions of identity and belief define the inter-
nal description process and, consequently, what an individual recognizes
as being possible. Leaders make new things possible! The way to change
description is to shift beliefs and / or identity.

Just as individuals have identities and beliefs, the same is true for organizations. For
leaders of tomorrow’s organizations, this creates a compelling challenge. How to effec-
tively work with the dimensions of identity and belief? When it comes to producing a
lasting change in an organization’s results these are the areas of greatest leverage.
These are the areas that most dramatically influence individual and organizational be-
havior. A change in these areas is always long lasting. It is here that the importance of
defining Purpose / Mission (Identity) becomes self-evident. The crisis facing today’s
leaders is that few have developed the ability to effectively work with their organizations
and their people in defining and shaping these dimensions.

I am not suggesting that the leader of tomorrow needs to become a psychologist or psy-
chiatrist. However, I do suggest that a leader’s effectiveness (as well as a manager’s) is
directly related to his or her ability to create and maintain high quality relationships —
relationships in which it is possible to do work that impacts the meaning making proc-
ess. Tomorrow’s effective leaders will be masters at managing the meaning making
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process. They will have the ability to lead a discovery process that makes the operating
belief structures within the organization visible for all to see. They will recognize that
limitations are indeed limits of belief and identity. They will use this recognition to en-
able the organization and its members to embrace new opportunities. They will foster
and encourage learning within the organization at all levels. Above all else they will be
masters at encouraging and enabling the organization and its people to seek out new
possibilities. To do so, they will have to become masters of the art of relating.

Reprinted by permission of the author.
Originally published in: Leader, No. 1, June 1997, Coral Gables.

©1996, 2007 by Blaine Bartlett -4 -



	Leadership’s Identity Crisis

	Avatar Resources, Inc

	Avatar Resources, Inc



<<

  /ASCII85EncodePages false

  /AllowTransparency false

  /AutoPositionEPSFiles true

  /AutoRotatePages /None

  /Binding /Left

  /CalGrayProfile (Dot Gain 20%)

  /CalRGBProfile (sRGB IEC61966-2.1)

  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)

  /sRGBProfile (sRGB IEC61966-2.1)

  /CannotEmbedFontPolicy /Error

  /CompatibilityLevel 1.4

  /CompressObjects /Tags

  /CompressPages true

  /ConvertImagesToIndexed true

  /PassThroughJPEGImages true

  /CreateJDFFile false

  /CreateJobTicket false

  /DefaultRenderingIntent /Default

  /DetectBlends true

  /DetectCurves 0.0000

  /ColorConversionStrategy /CMYK

  /DoThumbnails false

  /EmbedAllFonts true

  /EmbedOpenType false

  /ParseICCProfilesInComments true

  /EmbedJobOptions true

  /DSCReportingLevel 0

  /EmitDSCWarnings false

  /EndPage -1

  /ImageMemory 1048576

  /LockDistillerParams false

  /MaxSubsetPct 100

  /Optimize true

  /OPM 1

  /ParseDSCComments true

  /ParseDSCCommentsForDocInfo true

  /PreserveCopyPage true

  /PreserveDICMYKValues true

  /PreserveEPSInfo true

  /PreserveFlatness true

  /PreserveHalftoneInfo false

  /PreserveOPIComments true

  /PreserveOverprintSettings true

  /StartPage 1

  /SubsetFonts true

  /TransferFunctionInfo /Apply

  /UCRandBGInfo /Preserve

  /UsePrologue false

  /ColorSettingsFile ()

  /AlwaysEmbed [ true

  ]

  /NeverEmbed [ true

  ]

  /AntiAliasColorImages false

  /CropColorImages true

  /ColorImageMinResolution 300

  /ColorImageMinResolutionPolicy /OK

  /DownsampleColorImages true

  /ColorImageDownsampleType /Bicubic

  /ColorImageResolution 300

  /ColorImageDepth -1

  /ColorImageMinDownsampleDepth 1

  /ColorImageDownsampleThreshold 1.50000

  /EncodeColorImages true

  /ColorImageFilter /DCTEncode

  /AutoFilterColorImages true

  /ColorImageAutoFilterStrategy /JPEG

  /ColorACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /ColorImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000ColorACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000ColorImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasGrayImages false

  /CropGrayImages true

  /GrayImageMinResolution 300

  /GrayImageMinResolutionPolicy /OK

  /DownsampleGrayImages true

  /GrayImageDownsampleType /Bicubic

  /GrayImageResolution 300

  /GrayImageDepth -1

  /GrayImageMinDownsampleDepth 2

  /GrayImageDownsampleThreshold 1.50000

  /EncodeGrayImages true

  /GrayImageFilter /DCTEncode

  /AutoFilterGrayImages true

  /GrayImageAutoFilterStrategy /JPEG

  /GrayACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /GrayImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000GrayACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000GrayImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasMonoImages false

  /CropMonoImages true

  /MonoImageMinResolution 1200

  /MonoImageMinResolutionPolicy /OK

  /DownsampleMonoImages true

  /MonoImageDownsampleType /Bicubic

  /MonoImageResolution 1200

  /MonoImageDepth -1

  /MonoImageDownsampleThreshold 1.50000

  /EncodeMonoImages true

  /MonoImageFilter /CCITTFaxEncode

  /MonoImageDict <<

    /K -1

  >>

  /AllowPSXObjects false

  /CheckCompliance [

    /None

  ]

  /PDFX1aCheck false

  /PDFX3Check false

  /PDFXCompliantPDFOnly false

  /PDFXNoTrimBoxError true

  /PDFXTrimBoxToMediaBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXSetBleedBoxToMediaBox true

  /PDFXBleedBoxToTrimBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXOutputIntentProfile ()

  /PDFXOutputConditionIdentifier ()

  /PDFXOutputCondition ()

  /PDFXRegistryName ()

  /PDFXTrapped /False



  /Description <<

    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>

    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>

    /DAN <>

    /DEU <>

    /ESP <>

    /FRA <>

    /ITA <>

    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>

    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>

    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)

    /NOR <>

    /PTB <>

    /SUO <>

    /SVE <>

    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)

  >>

  /Namespace [

    (Adobe)

    (Common)

    (1.0)

  ]

  /OtherNamespaces [

    <<

      /AsReaderSpreads false

      /CropImagesToFrames true

      /ErrorControl /WarnAndContinue

      /FlattenerIgnoreSpreadOverrides false

      /IncludeGuidesGrids false

      /IncludeNonPrinting false

      /IncludeSlug false

      /Namespace [

        (Adobe)

        (InDesign)

        (4.0)

      ]

      /OmitPlacedBitmaps false

      /OmitPlacedEPS false

      /OmitPlacedPDF false

      /SimulateOverprint /Legacy

    >>

    <<

      /AddBleedMarks false

      /AddColorBars false

      /AddCropMarks false

      /AddPageInfo false

      /AddRegMarks false

      /ConvertColors /ConvertToCMYK

      /DestinationProfileName ()

      /DestinationProfileSelector /DocumentCMYK

      /Downsample16BitImages true

      /FlattenerPreset <<

        /PresetSelector /MediumResolution

      >>

      /FormElements false

      /GenerateStructure false

      /IncludeBookmarks false

      /IncludeHyperlinks false

      /IncludeInteractive false

      /IncludeLayers false

      /IncludeProfiles false

      /MultimediaHandling /UseObjectSettings

      /Namespace [

        (Adobe)

        (CreativeSuite)

        (2.0)

      ]

      /PDFXOutputIntentProfileSelector /DocumentCMYK

      /PreserveEditing true

      /UntaggedCMYKHandling /LeaveUntagged

      /UntaggedRGBHandling /UseDocumentProfile

      /UseDocumentBleed false

    >>

  ]

>> setdistillerparams

<<

  /HWResolution [2400 2400]

  /PageSize [612.000 792.000]

>> setpagedevice



