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In the unfolding information age the oft repeated but spar-
ingly enacted words that “people are an organization’s 

most important resource” are finally given credence.
Information is, according to Margaret Wheatley, the life-

blood of organizations.1 As a result, the people who acquire, 
organize, distribute, and interpret information have become 
critical assets that energize, enrich, nourish, and reward 
organizational functions and life. This article is based on 
core assumptions proposed in Reframing Organizations: 
Artistry, Choice, and Leadership by Bolman and Deal that 
organizations exist to serve human needs, that people and 
organizations need each other, and that a good fit between 
them benefits both.2 It thus builds on the ever-valid thinking of 
the later human relations theorists Abraham Maslow, Douglas 
McGregor, Chris Argyris, and Frederick Herzberg, who pro-
posed the creation of organizations in which attention to 
human values and individual development are integral to orga-
nizational activities. Lastly, it grew out of a presentation titled 
“Human Resource and Leadership Strategies in Libraries in 
Transition” at the 2004 Libraries in the Digital Age Conference 
in Croatia and an annual course on “Leadership and Change” 
that I team-teach with Raymond von Dran, the dean of the 
School of Information Studies, at Syracuse University.

Some Basic Motivational and  
Human Resources Theories for  
Managers and Leaders
Our understanding of people and organizations has 
evolved from viewing people as instruments or objects 
to be used for the achievement of organizational goals 
to understanding them as active, complex, empowered 
participants, who constitute the essence of organizations 
and who create their own social reality. Research on 
organizational behavior has confirmed that human beings 
come together in organizations for far greater and more 
numerous purposes than those articulated in goal and 
mission statements. Organizations today are becoming the 
primary place where adults acquire and practice the skills 
needed to master themselves and their environments and 
experience major life challenges. To understand how these 
changes have come about and why they are important to 
libraries today, it is necessary to provide a historical con-
text of management theory. 

In the early 1960s, the later human relationists, com-
prised primarily of psychologists, shifted their focus from 

the organization itself to the individuals within it. Their 
studies emphasized the needs and personal development of 
these individuals. Maslow’s theory of motivation, espoused 
in his famous hierarchy of psychological needs, provided 
the foundation for the Human Relations School.3 He saw 
mentally healthy individuals as naturally oriented towards 
growth and autonomy and striving for the realization of 
freedom. He proposed that individuals had a right to self-
actualization and implied that organizations had an obliga-
tion to promote it. Maslow saw individual growth moving 
up a hierarchy of five needs. As each becomes substantially 
satisfied, the next need becomes central to motivation. 
Although research has not validated Maslow’s theory, it is 
widely known and accepted among managers and employ-
ees mainly because its conclusions appeal to their intuition 
and are easy to understand. In economically stable and 
developed countries, the lower order needs—physiological 
and safety needs—are substantially met for most employees, 
therefore managers need to pay attention to the three 
higher order needs by creating conditions that foster 
social, esteem, and self-actualization opportunities.

Douglas McGregor developed his two opposing styles 
of management, called Theory X and Theory Y, by 
translating Maslow’s humanistic psychology directly into 
managerial beliefs and actions.4 According to McGregor, a 
manager’s assumptions about the nature of human beings 
influence his or her employees’ behavior. Theory X manag-
ers believe that employees:

● are passive and lazy;
● must be coerced to achieve organizational goals;
● resist change; and
● dislike work and are primarily interested in security.

In contrast, Theory Y managers assume that  
employees:

● are basically self-directed;
● view work as natural;
● are motivated by their own psychological energy; and
● possess similar abilities to make innovative decisions 

as most managers.
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Either theory can become a self-fulfilling prophecy. If 
management, however, expects an empowered workforce, it 
needs to create environments where workers can increas-
ingly determine for themselves how organizational goals 
are to be achieved because individual and organizational 
needs should become synonymous. 

Chris Argyris saw the organizational requirements for 
rationalization and specialization as being, rather than 
reflections of a particular management style, the cause 
of conflict between individual development and organiza-
tional goals.5 In order for healthy individuals to develop, he 
proposed that organizations needed to provide conditions 
for their employees that:

● decrease their feelings of dependence, submissiveness, 
subordination, and passivity towards management;

● decrease the probability that they are subjected to 
arbitrary unilateral action by people in power and 
increase opportunities for self-responsibility;

● make it possible for them to express pent-up feelings 
ranging from aggression and hostility to passive inter-
nalization of tensions that are caused by the formal 
organization and management control; and

● enable them to create their own informal world with 
its own culture and values in which they can find 
psychological support while adapting to the formal 
organization.6 

Frederick Herzberg asked the question, “What do peo-
ple want from their jobs?” and got professionals to describe 
in detail the situations that made them feel exceptionally 
good or bad about their jobs.7 Herzberg found that the 
presence of certain characteristics (motivators) tended to 
lead to high job satisfaction, while others (hygiene factors) 
were taken for granted by employees when present, but 
led to high dissatisfaction when absent. One of Herzberg’s 
important insights was that the factors leading to job 
satisfaction are qualitatively different from those that lead 
to dissatisfaction. Motivators tend to be intrinsic to and 
under the control of the individual professional, while 
hygiene factors are likely to be controlled by management 
and the organization. While Herzberg’s research method 
has been criticized for a number of reasons, his theory 
stimulated organizations to redesign and expand jobs to 
provide employees with greater responsibility and control 
over their work. For libraries, as well as other knowledge 
organizations that rely on a highly educated and profes-
sional workforce, Herzberg’s insights provide basic and 
timeless directions for creating motivating and satisfying 
positions (see figure 1).

Among the most widely used motivational theories in 
public and private organizations is the goal-setting theory 
proposed by Edwin Locke.8 Locke demonstrated that spe-
cific hard-to-achieve goals will lead to higher performance 
than the generalized goal of “do your best.” When manag-

ers and employees cooperatively articulate specific, difficult 
goals and define those objectives needed to accomplish 
agreed-on organizational tasks, the energy of employees will 
become focused towards their fulfillment, if enabled by peri-
odic communication and feedback. Coming up with specific 
and measurable goals is more of a challenge in not-for-profit 
and public organizations and might take some effort and 
training. Yet because such organizations largely depend on 
funding sources that require high accountability, instituting 
a “Management by Objectives” planning-and-evaluation sys-
tem puts them in a better position to generate more funds 
and defend their expenditures.

Successfully managing knowledge workers is a difficult 
and challenging undertaking. Thoughtful leaders and man-
agers are constantly searching for effective motivational 
and human resource strategies or frameworks to help them 
create supportive organizations and develop the potential 
of each employee. Two avenues of research might provide 
some insight into puzzling questions managers encoun-
ter when dealing with highly intelligent employees and 
coworkers. Why do some highly intelligent people behave 
in emotionally immature ways, believing, for instance, that 
they are the center of the universe and dismissive of other 
people’s points of view? Why do some highly educated 
people have anger management problems? 

Daniel Goleman’s book Emotional Intelligence sug-
gests that having a high IQ is not a perfect predictor of suc-
cess in life. Emotional intelligence is also needed.9 Goleman’s 
book is based on research by Salovey and Mayer, who define 
emotional intelligence as the awareness of self and others 
and the ability to deal with emotions and relationships.10 
More specifically, to be successful, managers and employees 
have to master four basic people skills:

● the ability to handle anger;
● the ability to sooth themselves when anxious;

Figure 1. Herzberg’s Motivating and Hygiene Factors
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● the ability to read others’ feelings from nonverbal 
cues; and

● the ability to delay gratification. 

Goleman believes that emotional intelligence is even 
more important than IQ for managers, and that individu-
als with low emotional intelligence and a high IQ can be 
dangerous in the workplace. 

A second source of information that can be helpful in 
predicting managerial potential is the Five Factor Model 
of Personality, developed by John Digman.11 Unlike the 
Myers-Briggs Type Indicator (one of the most widely used 
personality tests in private and public organizations), the 
Five Factor Model has been largely validated, and research 
has found important relationships between the five person-
ality dimensions and job performance.12 These factors are:

● Extraversion: defines people who enjoy others and 
seek them out. It describes someone who is sociable, 
talkative, and assertive. 

● Agreeableness: defines people who get along well with 
others. It describes someone who is good-natured, 
cooperative, and trusting.

● Conscientiousness: defines people who are orderly, 
planners, and hard workers. It describes someone who 
is responsible, dependable, persistent, and achieve-
ment oriented.

● Emotional stability or lack of neuroticism: defines 
people who have the ability to control negative feel-
ings. It describes someone who is calm, enthusiastic, 
and secure.

● Openness to experience: defines people who have 
a preference for novelty and creativity. It describes 
someone who is imaginative, artistic, sensitive, and 
intellectual.13

The Evolution of Leadership Theories
Leadership is the most studied subject in management, 
and there are as many definitions of the concept as there 
are people who study it. The importance of leadership is 
that it has organizational, political, and personal conse-
quences. Most of us can cite examples of good leadership 
that enhanced our organizational and personal growth. 
And many of us bear the personal scars of bad leadership 
and can attest to the sometimes irreparable harm done to 
individuals, departments, divisions, and entire organiza-
tions or countries. Hogan, Curphy, and Hogan estimate 
that one-half to three-quarters of all American managers 
are incompetent, an incredible number considering that 
the United States invented management as a program of 
study and other countries emulate its management educa-
tion.14 Does this staggering statistic of incompetence mean 
that leadership is something that cannot be learned or 
taught? Of course not, we have accumulated a great deal of 

knowledge about effective leadership over the last century, 
and the good news is that it can be learned and perfected. 
Leadership is difficult and those of us who aspire to be 
leaders in our profession need to understand that it is a 
service to our libraries and information organizations. 
Starting from that premise will make it easier to live with 
the inevitable disappointments, setbacks, failures, as well 
as the small, and hopefully, sustained, successes.

Traits of Leaders
When leadership first became the subject of conscious 
study, research focused on the personality, social, physi-
cal, and intellectual traits that differentiated leaders from 
others. This was a comparatively easy task, seventy or 
so years ago, because the great majority of leaders in 
this country happened to be male, taller than average, of 
European ancestry, and born into the upper social classes, 
which also provided them with access to higher education. 
In a highly diverse and dynamic society with increasing 
demands for leadership skills, it becomes impossible to 
identify leaders consistently based on a fixed set of per-
sonality traits. Nevertheless, studies do show that leaders 
who possess the following traits have a greater likelihood 
of success:

Ambition and energy. Wanting to be a leader requires 
motivation to excel and stand out from the crowd. This 
involves more effort and energy, which nonleaders choose 
to direct towards other goals and activities. The energy 
requirements for leadership are seldom talked about and 
yet anyone who has been in a leadership position will attest 
that they are substantial and consuming.

The desire to lead. Although many leaders come to the 
fore in times of crisis, most individuals in leadership posi-
tions have a desire to make a difference and to accomplish 
their vision through the efforts of others.

Honesty and integrity. While we all know many lead-
ers who have fallen from grace because they lacked these 
traits, individuals who are successful and retain leader-
ship positions over a long period of time have a reputa-
tion for honesty and integrity. They understand that if 
they betray the trust of those they lead, their subsequent 
decisions will be constantly questioned and trust will be 
difficult to recapture.

Self-confidence. It makes sense that if you want to 
lead, you have to project a sense of mission and purpose. 
Why would anyone want to follow someone who isn’t con-
vinced that a goal is achievable and will benefit followers?

Intelligence. Forrest Gump’s success notwithstanding, 
leaders tend to have above-average intelligence. They are 
often not the smartest of a group in terms of IQ, but they 
must possess high intellectual and emotional intelligence 
to be able to connect to their followers and communicate 
to them desired outcomes and how to achieve them.

Job-related knowledge. This doesn’t require that a 
leader is always the expert, but at some time, in some area, 



180 Library Administration & Management

leaders distinguished themselves on the job. That’s how 
they gain and maintain attention. 

Self-monitoring: Individuals who are flexible and 
adjust their behavior according to the situation are more 
likely to succeed as leaders. This doesn’t mean that they 
are chameleons and have no convictions. It means they 
have the ability to relate to people at all levels of the orga-
nization, they know what language or dress is appropriate 
in particular situations, they can read nonverbal cues accu-
rately and make necessary adjustments.15

The major implication of believing in the trait theory 
is that “leaders are born” with certain traits and that all 
we need in organizations is to identify the right person. 
Concentrating on the traits of leaders, however, is limiting 
in many ways. It discounts the needs of followers and the 
context in which leadership occurs. In addition, manage-
ment researchers are critical of the trait theory because 
it doesn’t tell us which of the traits are more important 
and it doesn’t explain the cause and effect of these traits. 
For example, is a person a leader because he or she is self- 
confident or do leadership opportunities and successes 
bring about self-confidence? Lastly, in a democratic society 
with a highly diverse population, the notion that leaders 
are born is contrary to our fundamental values. 

Behaviors of Leaders
Behavioral theories of leadership evolved not only to rem-
edy some of the aforementioned deficiencies of the trait 
theory but also because we value human equality. They 
imply that we can train leaders, as needed, and teach suc-
cessful leadership behaviors to those with the desire to 
lead. The acceptance of behavioral theories has become 
embedded in our formal and continuing educational sys-
tems. The MBA, as well as leadership training courses and 
programs, are examples of their unquestioned popularity 
in our society.

So what behaviors do leaders exhibit more than 
nonleaders? Studies at Ohio State and the University of 
Michigan found that leadership behavior, as identified 
by subordinates, centered around two dimensions (see  
table 1).

Dimension 1 characterizes behaviors that define and 
structure employee roles and activities in order to achieve 
goals and task completion. Dimension 2 behaviors empha-
size aspects of interpersonal relationships to build trust, 
mutual respect, and regard for employees’ feelings. The 
Ohio State studies found that leaders whose behaviors 

rated high on both dimensions tended to achieve superior 
performance and higher satisfaction than those who scored 
low on either dimension. However, this was not always 
true, and high-initiating structure behavior also led to 
greater amounts of grievances, higher turnover, and absen-
teeism among employees.

The University of Michigan results showed that leaders 
who were oriented towards their employees were more suc-
cessful in creating high productivity and job satisfaction.

Blake and Mouton developed a “managerial grid” 
based on the results of the Ohio and Michigan studies and 
found that managers performed best when their behaviors 
exhibited both high concern for production and high con-
cern for people (see figure 2).16

For librarians who are interested in leadership positions, 
the research results of the behavioral theories are encourag-
ing and for some self-evident. Librarianship is primarily a 
women’s profession, and these theories validated the idea 
that a concern for employees is an effective way to manage, 
particularly if women work in less hierarchical organizations 
where teams rather than individuals solve the information 
problems of users. According to Blake and Mouton, however, 
a high concern for people and production and the use of 
team management, could not explain the causes of leader-
ship behavior in all cases and circumstances. For example, 
no consistent relationship could be found between patterns 
of leadership behavior and group performances and so the 
search for better leadership theories continued.

Contingency Theories
Contingency theories propose that for leaders to be 
effective their leadership style or behaviors need to fit 
the degree of control and influence they have in a given 
situation. The following are situational criteria that have 
been identified by well-known management consultants 
and researchers:

● Leader-subordinate relations or the degree of confi-

Table 1. Behavioral Dimensions of Leadership

Dimension 1 Dimension 2

Ohio State Initiating structure Consideration

University of Michigan Production orientation Employee  
orientation
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Figure 2. Blake and Mouton’s “Managerial Grid”
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dence, trust, and respect subordinates have in their 
leader (Fiedler).

● Task structure, defined as the degree to which job 
assignments are procedurized (Fiedler).

● Position power or the degree of influence a leader has 
over power variables such as hiring, firing, discipline, 
promotions, and salary increases (Fiedler).

● The likelihood of a leader’s behavior to produce imme-
diate or future satisfaction among his/her employees 
(House).

● The high personal compatibility between a leader and 
his or her followers and its effect on employee perfor-
mance and satisfaction (Jago).

● Follower readiness, which refers to the extent to which 
people have the ability and willingness to accomplish a 
given task (Hersey and Blanchard).17

The last criterion is part of Hersey and Blanchard’s 
Situational Leadership Model, which has been used widely 
in the public and private sector. This model proposes that 
effective leaders need to be flexible in their leadership 
styles, depending on what influences followers’ productiv-
ity and satisfaction.

It is the followers who require guidance to work 
towards organizational goals and those of us who have 
managed and lead intuitively understand that different peo-
ple need different approaches in order to get the job done. 
Specifically, if an employee is unable, unwilling, or too new 
on the job to take responsibility for a task, the leader needs 
to use a “telling” behavior. This means the leader defines 
the task very carefully and tells the individual exactly what, 
how, when, and where to do the activity. In a library this 
is likely to occur with new employees, student workers 
who are not interested in the job per se, or with someone 
who has been hired without the necessary skills. Directive 
behavior and close supervision are necessary to monitor 
that the employee is actually understanding the task and 
executing it correctly. If not, corrective action can be taken 
quickly until the appropriate job skills are learned and the 
employee becomes more secure. At the other extreme are 
professionals who are both willing and able so a leader 
basically delegates the responsibility with little direction or 
emotional support. “Selling” behavior is necessary, accord-
ing to Hersey and Blanchard, when employees or followers 
are willing and sometimes too eager to take on responsi-
bilities, but don’t have the necessary skills yet. They want 
to be promoted to a new position without understanding 
the complexities or intricate requirements of the job and 
need to be supported in their ambitions but also directed 
towards educational or training opportunities to prepare 
themselves better. In libraries in transition, many profes-
sionals will fall into the able, but unwilling or apprehensive, 
category. They might be skeptical about the new direction 
or question their own abilities to change. Sometimes they 
have established life priorities that do take precedence over 
their jobs, and so effective leaders must carefully include 

them in planning and decision-making responsibilities to 
facilitate a buy in the future direction of the organization. 

Charismatic and Transformational 
Leadership Styles
During times of crisis and change, organizations of all types 
look for leaders who can create an emotional and cognitive 
identification with employees to provide relief from anxiet-
ies and plans for a more stable future. Among the ten key 
characteristics of charismatic leaders identified by Conger 
and Kanungo, are self-confidence and a righteousness about 
their ideas and beliefs, with which they are able to create 
a powerful bond with employees.18 They provide a positive 
vision of the future and are perceived as change agents. 
Unless they constantly create new crises, however, their 
leadership style will become a problem once employees’ self-
confidence increases. History provides numerous examples 
of charismatic leaders who emerged during economic or 
political crises, became addicted to their accumulated 
power, and therefore created new crises, often in the form 
of wars, to maintain their leadership hold.

In contrast, transformational leaders, according to 
Bass, while often charismatic, use change to empower 
and encourage the development of organizational partici-
pants.19 They instill a “can do attitude” in their employees, 
reward risk taking, experimentation, and learning, while 
increasing self-awareness and consciousness. One central 
reason for this is that during crises and times of change, 
employees need emotional support. They are looking for 
hope, inspiration, and confidence in their leaders, who in 
turn need to communicate their faith in employees’ abili-
ties to weather the storm and forge ahead into new territo-
ries. This requires continuous encouragement to change as 
well as providing safe opportunities to share personal fears 
and feelings of insecurity. 

Empowerment
Transformational leaders use empowerment to develop 
individuals so they can let go of their fears of failure and 
take on increased responsibilities. Empowerment is a long-
term process that results from encouragement, motivation, 
the removal of barriers from job performance, trust, and 
most importantly, patience (see figure 3).

Research studies have shown measurable changes 
in employee behaviors as they become empowered. They 
adopt more positive styles of interpreting events in life and 
organizations, envisioning positive futures for themselves; 
they let go of absolutistic and perfectionistic standards 
to evaluate themselves and others; and they attribute 
successes to their own competencies and use failures as 
learning opportunities.20 The investment in long-term 
empowerment strategies in libraries pay off when individu-
als take personal responsibilities for work outcomes and 
help others to improve performance, thereby strengthen-
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ing the organization as a whole. The process of empower-
ment, however, needs to be supported by meaningful work 
design, honest feedback concerning behavioral expecta-
tions, and appropriate performance strategies.

Organizational Dimensions of Change
All change efforts in organizations are based on the prem-
ise that the status quo is in need of improvement, and that 
policies, processes, products, services, and outcomes can 
be perfected. Intellectually, we all agree with the words of 
wisdom that “to live is to change,” that “to resist change is 
to atrophy and die,” and yet nothing is more difficult and 
fraught with danger than to initiate and successfully imple-
ment major organizational changes. Machiavelli said it best 
five hundred years ago:

It should be borne in mind that there is nothing 
more difficult to arrange, more doubtful of suc-
cess, and more dangerous to carry through than 
initiating changes. The innovator makes enemies 
of all those who prospered under the old order 
and only lukewarm support is forthcoming from 
those who would prosper under the new. Their 
support is lukewarm partly from fear of their 
adversaries, who have the existing laws on their 
side, and partly because men are generally incred-
ulous, never really trusting new things unless 
they have tested them by experience.21

The point is that managers and leaders are caught 
between the proverbial rock and a hard place. They gener-
ally have been hired with the mandate for change, and yet, 
even those employees who supported their hiring will, in 
the course of implementation, doubt a successful conclu-
sion or fear the very consequences that are envisioned. 
Nevertheless, leaders and managers are paid high salaries 
primarily to bring about improvements, to create “buy in” 
from organizational members, and to deal with the disap-
proval and resistance of those who prefer the status quo. 
The art of managing is to identify a critical mass of people 
who can help to create a momentum that will carry the 
organizational forward. 

Of course, favorable environmental conditions often 
exist or can be created to provide the justification and 
motivation for change. Some significant examples that 
have affected libraries are new technologies, the prolifera-
tion of computers and access to the Internet, changes in 
the nature of the workforce (as evidenced by an increased 
cultural diversity), increased competition or consolidations 
among vendors and publishers, and social and political 
trends resulting in heightened privacy and security con-
cerns in the wake of September 11.

On the other hand, libraries, as other organizations, 
have built-in forces that resist change. First and foremost 

is structural inertia. Organizational structures are the 
backbone, which provides permanence, predictability, and 
stability and thereby some level of comfort to employees. 
Their functionality is rarely questioned as long as agreed-
on goals and objectives are not changed. Even then most 
employees try to preserve their proven routines by con-
tinuing to support unnecessary hierarchical structures 
or by performing unnecessary tasks. Well-designed pilot 
programs can be very helpful in overcoming employees’ 
hesitancy to change, particularly when a positive outcome 
can be guaranteed and the change agent rewarded. There 
are several reasons for this resistance. Employees who 
are at a particular career or life stage might resist change 
because their energies are otherwise engaged. Some 
examples are employees with school-aged children, elderly 
parents—or both—and those who have reached career peaks 
or anticipate retirement. These employees might reinforce 
each other’s unwillingness to learn new routines and skills, 
while simultaneously defending their accomplishments 
and position power. Creating win-win situations requires 
patience, resources, and creativity, as each group member’s 
needs tend to be different and individual solutions are 
necessary. 

Threats to established power relationships and 
resource allocations are major obstacles to change. It 
stands to reason that change efforts are undertaken to use 
organizational resources, which are always in short supply, 
more effectively. That means conflict between those who 
stand to lose resources and those who are likely to gain. As 
Machiavelli warned, those who are about to lose will resist 
yielding the power they have accumulated over time under 
the “old order.” They have built powerful connections and 
networks, and they will most likely rally their supporters 
to bring pressure against any changes unless they can be 
coopted into becoming change agents (see figure 4).

We often define change agents only as those who act 
as catalysts because they are displeased with the status 

Adapted from: Wellins, R. S., W.C.  Byham and J. M. Wilson. 1991.  Empowered Teams. 
Jossey-Bass, San Francisco, 1991. (24)

Level of Empowerment

Responsibility/Authority

Compensation Decisions
Disciplinary Process

Team Member 

Performance Appraisals

Budgeting

Facility Design

Choosing Team Leaders or 
Department Heads

Vacation Scheduling

Cross Functional Teaming

Hiring Team Members

Liaisons to External Constituencies

Continuous Improvements

Training Each Other

Student Supervision

Figure 3. Empowerment continuum
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quo and have recruited others to buy into their reality. In 
other words, they are often perceived as troublemakers. 
While they are an important force in applying pressure for 
change, they often lose interest when the actual hard work 
of implementing change becomes obvious. In addition, 
catalysts are usually very good at describing the problem, 
but not as interested in unearthing the underlying reasons 
why the problem exists, which can be historical, systemic, 
resource dependent, or due to mismanagement. It is there-
fore extremely important early on to identify individuals at 
all organizational levels with different kinds of expertise, as 
well as those who have informal powerbases, and to enlist 
them to assist in the change process.

Process helpers are usually individuals who have 
excellent communication skills and possess referent power, 
meaning these employees can influence others because of 
their desirable personal traits and characteristics. They do 
not necessarily have position power, for example, titles and 
supervisory authority, but they are well liked throughout 
the organization.22 They also need to have a sense of 
timing and if they believe that the catalyst has identified 
a genuine problem, they can gather additional support 
among formal and informal decision makers and elevate 
the problem for inclusion on an agenda. Because they are 
often articulate boundary spanners and are held in high 
regard, they can generate informal discussions and solicit 
input in diagnosing the underlying reasons for the problem 
to be remedied. 

Once a problem has been defined correctly, change 
agents in the form of solution givers need to be enlisted. 
Here we are looking for employees who have connec-
tions within as well as outside the organization and who 
know peers who might have dealt with similar problems. 
Employees who like to research best practices, who attend 
professional meetings regularly, and who understand that 
it is advantageous to identify more than one solution, are 
ideal for this role. This underscores the importance of 
increasing funds for professional activities and meetings as 
part of changing organizations. 

Most of us don’t think of accountants and financial 
analysts as change agents, yet their ability to identify new 
and excess resources, money, personnel, and skills, and 
link them to new programs and processes, is important 
for change efforts to succeed. It is therefore critical that 
new leaders and managers, with an explicit change man-
date, understand the budget and budgetary processes. 
Organizational mission statements, goals, and objectives 
are just words unless they are backed up by resources, and 
to really understand organizational priorities is to under-
stand how and where the money is spend. 

How can stabilizers be considered change agents? 
After major change initiatives, organizational boundar-
ies need to be reinterpreted and activities made routine. 
This requires individuals who understand the big picture 
and can resolve conflicts over territory, allocation of 
resources, power, and influence. They have the ability to 

smooth ruffled feathers and to focus aggrieved parties 
on the new priorities. They reestablish interdependencies 
and cohesiveness and often provide stable links to the 
outside environment.

Personal Survival Hints for Leaders and 
Managers of Change
Finally, it is important for leaders and managers to under-
stand their own capacity for change and their resilience in 
coping with the inevitable stresses that result. According to 
Diane Coutu, leaders of change need to have the following 
characteristics: 

● A capacity to accept and face reality, because doing so 
trains us how to survive in situations of crisis.

● An ability to find meaning in life, because it helps us 
build bridges from current hardships to a fuller, better 
constructed future.

● An ability to improvise, because it enables us to make 
do, muddle through, and image possibilities.23

In other words, leaders of change have to be mentally 
healthy, creative, flexible, and optimistic. They have to be 
the role models for and embody the values of the new orga-
nization. If their primary motivation is service to the orga-
nization and its constituencies and employees, then they 
will create environments that demonstrates all the qualities 
envisioned by the early human relationists—environments 
that enable employees to express themselves, grow as 
human beings, find ways to exercise their emotional as well 
as intellectual intelligence, and encourage them to serve 
the greater good.
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