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DR=YFealazh—vavithdssd, A8, "YAEBREIOBRRAEFAHL

T35, 19TTEORX TR OHBE UL LMEENIEROBRNICREL TV
BlLik, BEEREELLV,
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LORBRDLVNNVTOELEETH S, COBKRTROU LA, THEOCHE
ftl W50 d, BRiBTZEREOEHERY) — 5 — v ) THROE OREHMH
SHBERES-T, [V a VORIR] EE-THMME o TEEMSDITO
LI3cdbBbhs, 4, “I have a dream.” EWVW3 L RALTD, AL —
YaFf VT4 DOBFT LRV (AT IPPBHKTEENL) HENDS
DERATHIRE, PINEROMANTIRATS, HEOWHK/LLZELTO (B~
P) BR~OEELD S, GULAZEAE (V3 V) ORESETETSC
LB U TOERE (NETHM) OFEREME IV, intrinsic valence) ~DE
DEBRENTH A9, + ¥ 7HKAEFD “I have a dream.” R H ¥ ¥V — @ [
EfEE» ST ORE] &V - HER, SO L 0 3fEaRiIcFL T
WEDTHBE, ,

@), OFMVHFORTEEEORLORE ORTOAY R ) —5—
7B, BHRIEAWE, —AT [BRESICRBTESDR] LBRVELE
L5, ATHETNEERKELZDOOE, HUBNETABL LW
ITHTHS, TOU), BD2o0TENE, [) -5 —OHELEEOHRE
— BEOHHOS T — OHATEHT T TRES METIES 5150
Ly 2 (1977, p. 200) BEPBRZED, HEICRAZOTHRITTS 5,
F v IWERD “We shall overcome.” & W BB HBOEEDOHVEL
B, COREZEZDBEVLHTHZ, BARFON [MFTXE| LHBETE
RoniE, zhdELwWEsicE L F 5,

TOT &R, EHRmCE, Sl HeEnEEER (257Y v ) o,
AHEREALOHSHILEBHERER, B/ 4 vHRCBEELTV 3,

23) ~o R (1977 &, BEHESEEEIFEREOVWFhH LTIV EELSYEE
OOV TIRST L SIHBICILRXTIRVIEY, LAL, 2TThW) Bk, &
ZIT “ideological” EWAHHBHFMN 2P ENZ LMD, A V-V aF)F 4D
BEVELHEZSHEICBEVTVWA I ERPRVEETS 3,
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£, TEFVVYITEVSIHTE, V-5 —BEW [TEB] LHEELTVLE
Po, TOMECHOVIMRBEL TV, dL, Y —F—» [Fx] LERE,
BREDIAF R AR—VBEFY VY IEOTLESITHSS (of, NV Fa
-3, 197,

B2, ACER, MEBTIREDAHETRICEI»NE L, hO AT &
MEDEIITEL TS, EWVHMELOHSHHERDE - i & 712 55
BUICHBRICL 2, HUR< V=5 —OHET 3 EERLPTEOEIZ, Vot
WAIZ TR I VWOR, DFOLLEBVWRITHH 3, 20T, tED
BHTHRRETEHECEENOHPFERL, TN TEIORLEELTVS
BARBILD, BTV 5 EHANBEE Yo+ 2T, ZORENOEESEY -
THISH5Z%, ZOALAY AT« )=~y THRBISMPTVOTH B,

B3, HOLEFLBIITHRNRRTHIEI/ <)+ VvHE (n—¥
YAN&Y 24T TV, 1968) Khhb->TW5, FH/EVHIBET, H£EH
REOEREI (7273 T&E2] LHFFLTVEE, AYITEZLIKES
EVWSOBE)IVFNDET2 YA YHIRTH B, BEMBELVIIRTD
BEEBFEICHT IV ) A YHRBELAT S (f, N—V a2 —&*K— 1,
1966 ; VU1 ¥ 72 by, 1969, &SI VIFHTR, ERINETH
B, AYRT )= F—vy FiiEob B WL ohOELNEEE, FTE
KL UTHES T Y A VRIBNED > BT L%, (D Ed) FELTVS,

GEREE 7 5 ATEERHLTH 2 VEITHEOE TEEED AT &4
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3%,
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2L, BESh 2B, ERERE» D LRES RV, BEAKRER L S
REBEEL, HECHBRORE L I THENZ AT 5 oD i3S,
BHRESNENELEEZ DDA, NI RBETTVAHIEIRE 2D, BE
Y—EX, BACEBEILAT x4y L2 ()| 2RO HE#hifiE
&L, BANBRROBEOAVLED LB BHNY 575225 oD T BT Lick-
T, IBMO =227 bV Vi, EREREGEST ZREEEIDHLLEL
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M7 w7 -T2 BRUEE® 7109 -0fh, BR BEERE
BHLSLOTREL, #) X7 ) —F— itk 3078, i, =577,
HEFORM, BIUHBEEEE L THEBL TV $DOTH 3, 7407 —iC
SHLUTRBHUZOVIERNEESE52Ly, #Y R Y -5 —TBHOKRE
EBLTVWE, 2L, 2hid, PERAZETAEVS X0 b, BRRRK
BUODTARHEFI TV LWVIEZHICb LI T8ITH 3,

V.2 @AY R= s ) =%~y Z7ORAER

P EDBERPSHOPBIICH YR« Y= —vy TIEET BRA,

HBEVREBEDBAV R« J—F— vy FPHHBELLTVRREE VS DI,

ik, BER, TEHLEAMLRATIAVBRETH S, 20LIRRRTTT .
EFIBTATTERLLOVER LD T B3I EDBEFSLRPTVDLLTH S
(RNVF—&RF2—F 4 v, 1963 ; <35 —fh, 1970), =7 L, #%ART
2 Vo by 4 &R R Y VA (1968) OMBELTRIE, FEBED Y — vy —
F—vy PRk > TRUEBTERFEEL TV B, :

20) T —F—ITHOKRTIE, Ny R Q9T TREBTHATVWEVL, BlcE &

MDY — TR R BB S H VR e Y = F—THTHEDOD, FORBZ
Sk X 13 BB & 4TI VKOE TS Bo
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3550, REMBRACLOAEMALTVEVEZIZBVT, o AT LI ERK
LA BZLOBTE VB RO EALZD S, SBOY — F— v v 7l 416
SNAZEERREOVEDTH B,

N.3. BYRZ - U—F—LuyTHIEBZTL—Y RI—

Va—bX eI UH— o=V (1978) It & » THELE N ZHA ) —
F—vy TEERER) 5~y 713, NYRICESTIE, FhFEN Eo
MREPHEEEZ OO NOEHE M FU L PR~OBENE LV EERTZ) &
B—HEER (~v 2, 197) & liECHFERZ OO~ % » i 2 B
TB) AYRZ ) =F—v oy T (~Y R, 19T kxtihd 3 %,

UEOLE2—%532TH570T, HROTHEEY —5— vy 7OR
FE, ZOBROREELVH>ETHERBLTBIS (YR, nd., (©), p.3, p.
29),

F1ORER, V-5 -RBOoEMTIBMELATOELEH-THY, HD
DR EDBEETH P NIRIELZWIL 5 5, LVWHRHREHTH S, B2,
V- - RURNCEER L BT EEE DT 5 D T ARE T RE &
MTH202ERICOP->TWVE, EVHRETHIY, F3icik, SVER
EHTMTCEZ 3108 Y -5 —DFI+9d5-T, V—%—%
O % DRSS ENND 53T, LBIUREINA TV S, T, XK
B)-F—vy 7HmTl, BToRMOEN, MmES SHRIF5TrETHS
&, LERLERES WS BT B,

20) B g Bk, fhoimE, ~EZE R (1985) kEoTiE, AU R=HENLS
D, FVEROLEER) —F—v o 7OTFMRTER LTV S,

27) BB Y, BE-HIEER, fOoMORBERICGES ) —F—v .y Th
KERERCOE2OREAFBR LA TNV —56&1 = v b v (1973) O K= 125t
DVEIMWH B,
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NITZADAY AT s Y= =Yy THDOTL—7 AN—, ZHE) -5 —
Yy TOENBREFETCH ey 2 (1971) BEY, (—EOBRAHTE IRV
A) TOBRREFRLEL S E LicHickbd oz, ~ox (1977) EFLDL
FBREK L IRTEY TH 3,

Eﬁ@ﬂﬂﬁﬁﬂi) l}@}\%f&,f 2 _e)ﬁ;,é’
A ET oW | . \
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| ) i AL =0, o 5
(AR D RVEREE~OPR
! u<ryys| |PRRETH &8 F DERNES) ~ 0
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Y — & — ~DIEH BY 5 —01|7 2 9 70RO LEEES Y,
Y — 5 —~DEH f?ﬁ;ﬂ;;’&%() DT X "ﬂé FyL IV E?ggﬁfgié
Y — & —omttogs| |zl L zgﬁﬁé7zmv ~OEEED b

=¥ —~DfR%E l

‘“_) B S W TS REOER LS - T3
1o, BXL 7 + 07— OEGEET

Kl #IR= Y=V THOEF NV
T  AFEEFL- R
HET oz (1977), p. 206
V. 4 R=VFUFFEROBKEHLEERNY -5 —2 T

LROBEO A Y R= ) —F—vy FTHROBEO—AEIZ, 7Y v ik
BB MEROEERETSH 5,

RBEEEMEVWIFTELD b, BEGOKFICLZ) -5 -y 7OXHK
%, N—vF )T EHR RICB U 5 RSP GRA ST 70 —F BB (J—F—
F&UA R, 1987), TOT 7o —Fickhud, =V + U7 RO 3 B,
D D OHRE, STABIRMEN, BXUORENEEY, ZhEhEROR
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BRY -5 -y 7, BIROTHERY) —5—v .y 7, BIOTHEEY) -5 -,
TIHE DT 5N TVWE, ZOXGEZRIER, £1ICRTELTH 3,

K1 N—VFYF 4 ORBEE) -5~y 7

N—YF YT, * & &

DR B GERMLT 2 7o+ 2) REBONE)

(U—ﬁ—vy7®&4f) '

BB BAOE®E: HE, HEORKKE

(ER D33 HTY 4 BB (TYV2 V) RIE
J—5—vo7)

S A BRI BB ST ABAR DA, HEES BADHEL

(&R DIH}R b AH
J—F—2y 7

I B By B572 b oiZne & MiEkS o ABA R D2,

EERY)~F~v 7 WEXR

W 7 =3 — r &4 2 (1987), p. 652

K1E2—BRNEIAH» 280, BAKD 2BRHE»S20ROBERI LRT 3
B, HIRETOXGED, ROBETREXEL S, 2Tk, ¥,
DEEICOBAVEINE>THE, BEALERSOAEBVEEABELTOES
THLHBEREZRTTEOTH 5, Fikid, SERLTVETEEBREVL
HBILdT 2 702X E2ZORITE DB -TVWB, ThicHd L TRIE, B
DEB (Richph?) BEHLTONETHY, MEANTEBZOLDE VST
L,

ZOIZEDBFOFREFFEAS N, BEDOBANBEL T 217HEE
ELTVWB %, GANERETE, 4l T, HOATEBESEEHUOE
BTHO TV LEELLLT, ZREZADZRBHIIV, ROX AR
BTk, MANEESEELIZZH2), RESEL, BESCACORMER
MDAV ELDOBNBY DRI BEEBILSHLE, WThOBREDS, 35
BR) -5 -y TRFET 5, BETRIHEEEMCHETESE UIED 3,



176 B R F O, XXXV

EDIYD [AFT 7207 —OEBELEE=5 - LEMELL L LS EHABE
fish, KOBROKBRIY —5—v o PHAEREER S| (7 —F — +&VA
2, 1987, p.652) DTH B, & LIL—HEALHENBRE T3, WEEMZ
DHONEEELILY, TOEMBICHE 2 EENMEESE CIE S IS 5,
COBRRER, BERY -F—vy PRHEL TV S, BicRBHER &y —
F—r&VA R (1987) 1F, TOLSHEEHROBAREIVIRZTT—
”—f(w%)k—w&hfwﬁmﬁ,izm%#ﬁﬁﬁﬁ%%®%&®3m
HE (6B B, BODIBRBELISFEL TV, BB, a—A 1 "=SRE
HMOOBREARIDLIIBETY+ v 7V, T—J ok« T70hPFA
By ke )= 27 OEBEMIGS €T 5, ’

D& BFHEBMEHRIE, EERY -5 —vy 7O XD CHESHERTER
BRARMLTOBERTHE, $AIEOWD O&RET 2 A TERELALL
2, W 2hOREUEMIES,

F1iE, BRBELEAATH>Th, BADPOIHEBURIC & » THEE 2
BHEBLLAHETHD (T35, 1964), ThEEEHCEED 7 L —/—
Th->T, bhbIORBUMERTHE2HDTELIERS DICZESH 3,
N2 (1985) D& SWEZATE, HEOEFEEF I, (HESBERIEND)
R — S — vy TO[EELEERY -5~ vy TORESEABLTHBEOD
TH 5o '

Boig, 7—F—b&VA R (1987) DV HIEHER (L% ) -5~
vy FERIET BB K30 R, BELS [BEAl (ChMESG AR
VW&V EETO individual) & LTOESR D OMEES Ficd &S0 T
TET 5 iV, FIENERBICRET 2PVEPL, AL HEEEO
i SHE—HEs OEBAVMMBEER S5 & v BB, —HEIC, H5ViIE—4
[RBET LTI, Thid, BRTL H 2, ELORBLI—HRELET
[ekERE ) B OBESIIATVEDR, COMEELEBELESD
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F®2 AN — T K BEMEHN O, REKELFEREAN O
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B RPN O Z T

® # B H

BEHEAEERIAPCREICH DT
1<, AN, PR HRES
Buith, BEYEALBEKRRCD
%o

BEERMEIL &V H B WVIZE LW

BEEHETT S &, BB (con- |,

ventional) XHFPMEL SO
Wz scLicd 3,

EENMmER, TFshi (shar-
ed) H5Wi3HE XN S 3 (share-
able) ##5, X, BB ADH
w5 & (conformity) & 3,

R 1

<ﬂﬁﬁ€&:=u’\®mﬂ>(obed1ence and pun-
ishment orientation) E# L 7=/ ’P
~DH E‘,EF'IL‘\H’Jf.;LHEﬁE % 7 REEI
X 3HE. BBRIET.

BRpE 2

<FAb2 B S \]"ﬁl>\ (naively ego-

istic orientation) HA?OHKK, Bric i3
EORKEHAHCELT C LpELUT
AT TAEOTRPERL X > TH
ﬁiﬁﬁmfiéu&kiowTM5 =3
MNP EEE (naive egalitarianism)
BLURBEEEE~DEK Mlg] (orientation
to exchange and reciprocity),

HIJ

B 3
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EhoRFINS fhEEERE

DEIF B C J:J\(D,L , k%ﬁz‘»%oz-r
v¢947@4x—/55mu§%m(mp
ural) BREITE~DORIF. BRI & 5 ¥k,

ERPE 4
<ERLHERFOHF~OER> (au-
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orientation) [#@HER L], BE~D
ﬁk%mb, BED% Aﬂa}”—?’&% bDDIz
WCHERTd 3 &~k MREHE LT
%ti’téﬁﬁ%‘@@ﬁ@gio

FBBED
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FLAI D B A8 O%%H’J%?’P%UDE A
ZEBL TS, BRET, 2w
OELPEROEEESRINIICET 3F, K
EROBRLEBIBLTERI NS,
ERPE 6
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or principle orientation) ﬁ%ﬂ"]blﬁbé
SRR AR SR, Rm e
logical universality <':—‘E‘fi kA
5RROFBICERT 5, HEADTTERTS
DELTORD, B&OHEENEEE - (S48

D&,

A 3 —ox—27 (1980), 44K,
E A OFREETWEELL,
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PHYT4—EHATE Yy 5 —b LB LEFIRELTHENTVWE Z &A1
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7 (9T7) LM, )-S5 —tBRABEEELRIBNIOEEVS Mtk 3
(COREIELEBLIE T2 =N 2P Y= b s Vo —F ] OB —
N=2&FF2HESFHALTVE —2BRBO & ; KFEDp.222),

V.4 (1) 202V 2EELHETY) -5 —vy 7

R, HBEE, EEAEANTEEOI VY LF 4 v (ko 2= &Y N
DFE) b, &, O KEL I MFEMNZE] (planned change) DEH
(BBVREREVABVETS, DU EOHERBEL & - LEBS0E
7)) - BERO—BEHESHBMEE,I TN Y —F—v o TH (N2 2&TF
FROBE) b, BEEY) -5~y TRICKAL, dc0RHicEhE s
KRBIHZHDTH B,

30 RE¥EY v 7V OEROBAIIIS6EE, (BEERL) FEHERIZOF KL, &%
NOBBERI322.55, CEO& L TOEBIBIIRS.ETH 3,

36) J. M. 78— v X (1978) OFEER Y — 5 — vy 7OEENEEBRI~N=2&F F X
(1985) DHICEVEEETH 5,
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BODOERY 5 ) — 5 —TEORTHEREA TV ERLES, RI X
by 72 r&sn (1984) ickid 5, BEOSEK (z791v2) 28 Y —
F—ITHORTEBI LI bDTH 2, BT b3 ) —F—T8H% (522
Wil 3570 OREMERI N TV EH, MIEORREO—EHELT, CORER
LI F—IBEET I TREY, LEd-TF— 9o okt s,
Z DELEPEFRESIERENTVE LV I bIF TRV, UL, BEZKIEE

SROPFH L TRKTTOBE Lo v + 252 T N3 Y,

FTRIKBIBHE 1 ooTld, AIENRES (creative insight) TH 3,
BIEMFEIC 72 &Y oL keditid, WEBLEI%RT 5 Z & (asking the right
questions) BHETH 3, SBHEEDET) — SV —EEREEODP D H LR
ﬁ%%mtéow—%yu%ﬁ%kmiéctmﬁﬁﬁwu—9—@ﬁﬁaa
SNBHE—DNV—F v EV-sThHEW (of, ¥—%—X, 1978), T DKL
By saC2HEE R, (EE2E 28BS HECRRCEBIN 3 ), T3
Tofo+—7 v isEs @%Ewﬁ%%ﬁmiéjrﬁﬂminétm% —47

%9 ﬁ@%(lﬁtb/x)%béfU— =7 (FD1)

(1) Bz/LEVR»TE L CHBEOKLICE £ 58BN EEN
(Creative Insight: Asking the Right Questions)

2 et ZZPHEBEORVEELEHRTHELVIERITHESTVE, HA
il DB BN
(Sensitivity: Doing unto Others)

B BE, KF FE ¥ CRIBSBEDICRYS ORIk DKL
EYa v
(Vision: Creating the Future)

@) HEOME BASERCRERIMC SBLE b SELBEEIER-EEN
(Versatility: Anticipating Change)

5) PRI EERT 500, EFHOEERAOESOREL
(Focus: Implementing Change)

6) RORT OERZFRAS, 2L LEWS
(Patience: Living in the Long Term)

B bws<v&yss (1984) Xb,

3D CoLHLHCRBHOEOAKESR L bEIFED & D%EE’VA%?Ii#t 7
2 V&Y NVNBRI L TIRENTV S,
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K[UCETEROBEMAET 5] XL TH b, BIENREOEENI, B0
HOZ(LOER, HA~OMKE, BiftE HOMNE " R - ERE~OBE
ORFE, AROPELBIEE, BIUERBLERNDELONTS B,
FE2ORTIIBZETH 2, Thid, HABLTE oWV E2MDAT
EWRLTHTBIIBRRZEDOILEBLTVS, TOLIRERZHEERS
®BICE, EPMED S, MBEOTHICH LB TERDO> BT, £hIE
PERLEEUERTHLLVIBERELLBFNIBESLY, £, £0LD
BESKSEITVTIZHABEFRP I I a =/ —Ya YESRRBAMERICS
T OEBOREZESE TN T 3, FREZHOECBHEE (b2 IIREH
DESOPERE) i, [L0EIEHNEER (++ ) 7TOER, BE5XQ
LEEALBE L0 SREOHEBORKK (b LEHLHOLVETF, DL
0 DR TOAIAVEERE->TWS ], [HRCE>TESIRORLEWVS
TEEPVEAT, HAPLDCHOATE EELTVS ], THABE it
TEZOHFRKIHNS WS XD SETFHEMAAL THSORKICHRNS &F
ATOV3], TBICERITE LB THOAV LR, FRPHEZROD 5 LA
BLTOE] BEBEEN B,

BREHADEEL R IFEIROETHSE (b v 7= &N, 1984,
p. 138),

s O AT E OHAFRECRIR, BRUEETRbP TV EVHEIER
cHBEMNHZDI, HOWHREBERIULS KEI>C L
cREEEBELWLUAEOHRMNELILT L :

e POTRIIK I EVSBRPOREBRZHTELPRELEMLAVI L

s BOKOE RN TIOXNRT 2 LB IO REEBRWINT NERLEEFELZ L

38) HOBERR, vEvy v&u—¥ v (1984) @ &S BEROHFE T, CEOK
BARBL AONIEEETRINAD, by s or&yoy (1984) @& 5 EE
R TII<A 7 A& LTIRAOQ TV S, ALEPEHOERSEO L S REHTH
VF 4Tl E (EXTAENBE), $REDLIBRETRATF + 7K@
(7= OB ObhiE, SHRERICET IHAFRETH 5,
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MEE3D/ e 74 Y -DFRICOD BB, BHER ) -5 - 7%E3
T&id, kbt OME RCANBEREEZOLICHEBETNELEVHRELE
Bihhrb->TW3,

FIDORITIR, WRELAHTZEY 2 v TH B, AFBEEBRICSTEDL
5HoT, RICBRBIT B LLO5AT, EVa vy, HE%
o TITEIRTTTH 5, Thid, TPROBEZRIELLD, b2V IEEEE
REThOIBETHE, 77> vy V- W) LBEY, > Erhir
Vavia, BPOLABEOMTLRESbE, B L IMEE SEICEE
SERLOTH B, THHRRESIPRICHY T, Bl & MRS E—TTH
B-oTVBI EEHEBICT AT, EVa vDHBY—F—EEVa vDRBEWY —
¥—it, RIODESiHEhb, BBEY 2 vORIKIE, XhARL—va
TN > ) F OBEICKE T o RIS,

Y s YERNhhhZECBHIERE, TEYavBiz-2bLTL 3
ETHLBTATFTTREAEEALS], (€Y a v TELORERICT CItiE
BSNA LS BHMATFICHEEET ], [REBicbEYa vERC L > H
B335 RETH B,

xFI0 Vs vOFERE) -5 —1TH

EYa VitRIFBY) -5 — EVavDhHB) —5—
- BEWHELEE ERRES 3 i3 AP R R )
THEHEBOHTE 7+ —<Licl cHOWIEBBORES LIBT3
- EEEH), AN, HET Ta—-F] - RN, ZHE, XEBHT THy ]
cBROKFILBEERG 3 s BB ERT 3
BIROBEESHICOVWTES kD BEEIZSWTES

HFF by 2<v&YsN (1984, pp. 158—159) X b,

39) t'y777&2)bff (1984, p. 151) B, €Y av% [HIRESAOHE, &Y, 2,
AR &S DRSPS ARREZAH L REESEAL ORMNBE A v I VEKRE | &
FHELTWV 3B,
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T4 ORI, BEEERY LcEEM (versatility) TH b, HETE S
TEREOBETEERILEMDILEObNE LHIENEHFD S (cf., 7
47, 1969, HMABILICFEHEZLTOEEREBVTEL TV E, &
fb~DIGIRBFRFICED, FENCKE S, £7F (1984b) 0o+ —<Mith
J BEFERITORITE T HITEV, ThEBEOEERBR T EY /v
KRESY, BATHFLATA 77 OHEO Lk 2 ERLT, BEOLIH]
(EZI2HFTBY) -5 —fTHTH 5,

OO EHCEHEB I}, TOATLOTRCLERIGT 2120 TR
CEOHIARMAZEP>TWA], [HcBB&E, 77o-5,7477%8
NTHEDT, AL THB], [BTEITARL LV EIBOHLBHEICHED
DREE->TOVFREEDITERE | BEBBTLRTVS,

%5 OUItE, EEEEHTICEBLTOEROLIED A TH S, £5EM
EEREDNS VAR TH B, BETHRVEERIEIIrE L LEE
FEBANICHIS T E RV, A TERBEE » TRV EARDOEIIE U
HBOZEIC I T APERESE TV, £, BF LOBMIHEPMEREN
bECHIRERAEZEDBVEEHSNA L, BROEE - ) — ¥ —THIci
3ODEMMND B, (VEFEOLAUEOER I+ TEEEI S, 2)Z0RHT
ML ER TE D & O BHERICES ZRET 5, QMELLTIIE D 2TEED
SHIDOEE~NT -0 BTT 5, CO3BEDI B, Hic@id, 2EHLOR
RSHLMTH 3,

Linl, BEE, BEPHESEEZEANE, BOBERFHATEZL LS,

EUEEAMNRABLI BT EBRTENS, LR, TShLRESR,
—HT (BFREBEFLTVEV) BIREE, BESE S 5ROFOMAEHER

40) BLOBE (L v 2 v&Y A, 1988) ©HWTREEZORERKIE, SEEE
mEY - THRESNTWIIW,
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KHIES HEARDBNS, MATHELOS 2HARERCESELLEEDT
Iy bLTWVE, [BihicHICEEEE NS 2 —EEEOER
BTETHSE] (p. 201 by 2= V&Y ARSI LS, BELPLEBE (
[RPVINTEELEILEAPSTHBD LVIBED, ERORTEEL S+~
T—-FDEHIThH B,
ZOWTOHOCBHERICEEh 5013, [T2TRUINBVWER%TA-> T
BEEFCOZTATVWS], [H#ICIATBVEVIFEHESRELE-TWVWE ],
[ER%E D 2EFD SHNOERCHEL SOTR2RBIT LTV, TS
O (B3 OET D) HkzEEH ORI~ F o5 ] BETH 5,
RBEOKTE, —RACEE B WRTEBFHRIEL VI T ETH B, B
RTbDOE2RIFES, ARSI, Lol s hThdb, i~k BEH

LR & OEGRBARY, BALCELREICHIZT 5L L&, £ TS, HH
BEZMEEROBITLMSIERT 2 ERTIRNL T Yo -5 &, EFLLME

ETEARDRL EVHIFRNTEHE 7 7o —Fofflicid, £hllbickE
IRRERBARAS (L b KRBT #hb->Tw3, TOHRIKDVTIE,
DoT [EREFRMBIcBIZ3I v b A v ORBEE L TR LA &M
b3 (&, 1984a) OTHRVBESIBVN, by 7= v&YILNE T ORIER
FebEOEFECER->TVREV, LhLl, RAHABZIIBWHDZHREE U2V
i, COBMDRRPFENATEND, A [EEHILAR DML Bk
T3, [EEORDPcHAYHELHAO Y Y s YEFERETE 3], [BE- 1
REEZBEIZ]L [HELVEZIRIELMRELREV] VA XHIBHF I
FEEEELIV,

PUERRTER6RITOY — 5 —THOPREBEH L cod, RIITH 2,

V. 4. (2) ODM oA REER ) — 5 — vy 7 |
FicbilkREY, R=2&FF+ 2R (1985) 12, OD GHEBER) oFho
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£l o) —-5F—-vy 7 (2D 2)

{ﬂﬁ%ﬁ%ﬁ-——*ﬁﬁﬁ%%ﬁé
B B ——MRsUEEXAS

[5%%1ﬁmﬁ)} RENPERAE BRI E > ST 3
£ RO = — XMWY } N :
{E =t EHEDERE K-S 2 AL ~HILT 5

HiF ko 22v&Yiss (1984) OBRED,

VEDDOXRME LTHEENIEER ) -5~V oy TRTH S,

ODEFIZ I, % b 7% bHKICHT 240 500 E 30 OFFIR (1 v
F—Nvva=2b) THY, BoOPWARDLLDEEDVDLIHEAA (F= v
Vex—Vzv ) ELTITET 25 oBBACE(LEZVOXBIREE
HoTW5, TOBEKRTRODDOHOAYITH B N= 2D OEERM) -5~y
TRBEENTEBALSRBRETIREVY,

N=R&FF R, Y0EBDY -5 —h SRWHICT S L 4BEE & L T,
) — 5 —TEORITERE L TW 5, ZOMEKE, RI2ZKRTEOTH B, »

#£12 V—5—0D& 3 4BE
WIEI . Vs YA@ELUTOEEREST
BRERT : 03 a=/r— ¥ a vEABUTOBEWKIEE GEBORESR)
BRI : fES U AB U TOEEI D (I ohE %5 % HIKD
HELIV : HOER (KA TEHCERT A EA LB

Hfr X=2&7FF+ 2 (1985) &Lb,

41) [F U NTLERLIROODDHLAMTH > e v v 1 » (1985) b, #HELE D
PoATEFLLLEEL, EEERNSELHOBRE T —5—v o 7RETEHIT 3
KWz ot TEBSULORMBEEEANREALSZIEL, Thd) -5 —v o 7ORE
ERAIBTH B LI KRB o] ERFTALTVWE (e AV EDN—Y F )b
DIazhr—vavickd),
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K2PDETR}, THETERFLTCELRELLRBOEETS0T (14
EDORENZUITTIC L THERSNTWE DY TREVDT), T TREE
Roax vy b4t Enin,

1okt (BRIE1) &, Y= vA2BUTOERSS (attention through
vision) TH 5, TITHHINTVARAI LDV H>HIINTHEIS, &1
I, EYa yOBBEIHBRTEEATNCHENS S GIEREL LY,
BE— LA TIO0EETTRARARZS] VI L3 LEENRE
B—EEEE- 203 83), B2, EVa VA Y - ¥~ B OMHA]
TR LT oNE L RHTH B, T, BMAAOSEEREATE L0
Hifih — = T EBRIEF (great askers)] (p. 96 ; RI9E) TH 3T &%
g TE—DnoELE, HEVIEELEOBERPEY, L OREEEDS
Nz, JF. 727413, BEERZRAHSD, BAREBERROT A 77 5%
AL, * v 7RG, Bo0d50WIEMMOATEDREY - HENA 4D
F-ORPIERDTATFTOEL EFHA L, B3I, EYVa I pDk
DI LD EELOW, BEsERLETRE, FROBRYEKOLIETH
5, AT, £V a vOMBALBIEHOLDITIZ, £RS (foresight) 754
T, ®RE7) (hindsight), HHRE, HEME, AIEF~orvav, &
ATV LEE Y 2 vk (revision) BUETH 5, EHPEMTIL & DRIGRE
A3 [RET), LrAREFELIELBRATOOESE0Icd [HFH
R, BEECMOFERBREOT XL RES LV AbicR TRIHEF~~OE
Vav) BHEEshAEY s YHARROEIELTRATRES WS
DIciR [BEYa vkl 25, BELOTHS, F4iZ, V—-F—RBEYa vk
BABIHDDRAI 77 —REFLEIETLEBELSVEDL, ZhEEVEL
BEARINEE SN,

B2 OWTE B &, 93a=/—vayEBLTORKIERE (mean-
ing through communication) TH 5, TDRITLTN= ZA&F F ZAHBED LiF
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TVWBDIR, #E (S LS L) ORIz 58w, (X bE s
T35 -5 —1T8% S LT, EBoEERE W LHLNESESR (social architect)
ERES, HODOELICINIL,

Db ARBE, bhbhsHhEH L2EE (significance) OEHOBICH D -
TW3, bbb DOZEATRHRNBEEY (=HE) LRIDLS5HEK (mean-
ing) PHWETH %, HETHEPRNEEYRZ, TOPTHRE L tOFIEHEE
Kavs 72 (BOLIEEK a3y b Ay 2883 2L9BBEYTH 2
(p. 112 ; RIBED 4,

FIORT BRI &, MBESFEBELTOEES D (trust through
positioning) TH 5%, DKL, Bl ORTIKBIF B EY 3 vicHR-S I
TBABH0T, EV: VRBEAELEYF VA DEVSTIN, =7 F 4
Y/EYEPERBREOERY Va2 v SEBINRSDERAIL LS, Moy —
-, BEohicBIAMBEORY Yy a = v /2 BIRY, REDEL N
EHMERL, ZOHRAIEATOREEY 3 YOEBIGESWTWE I &%
ERI® LI LT B, FMONECIKBIF BC&CEWVWS F AL VEREZNE
FOFHRICRIEII e P ) 2 2 EPlicE B &, C&CHBEY s v THY, < b
DO RALHEPNIREOUDESVDESBEF LB LSS v VA TH 5,

BE, REEPHMEOBERESE, COBKIOLIATHINONTY S,
KEICE Y a2 vEEBT S S0 A TEFEEAIE L2 WA EEY 3 13T
WA P INT WS,

KEORIT BIEIV) 1, BCBE% (development of self) &&-Ji5#h
TV, TITOF—-7—FR, [FH] Thd, BT 2BETEET BT
i, HEOMEALFE L2200 BTFARR L0, "=X 51tk > TAT&TIE,
BIFOBEFMERMEL T 5, HEES) 2 5 2B60 3 E i}, BAOEK
HEPEKBICOY RS PELNG, ke AR, EEEROLHELE, BEL

42) ReEE—HEEL 12,
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Y —-E22DET0H, HBLAOHOERSLEL Sh5 LERI, KB
OLDVLDIESBALPOHDERCPHEZLEES N TV R, N =X&F
FABE S I,

bhbUDIAD Y =5 — Dk EAEHBER b OFBEHPEF OSBRI & <

KIVTWB, HORFARRICA ~7 VT, FradhlBeRey, KKEECH
EOBSELTHRS &5 BRMLEEBETH S (pp. 203—204 ; RI191H).

ORTIE, by 7w v&y A "DEER £33 (1984b) OEFHHRFTOK
TILdDPPH>TV05b, BMAREREL, 2FLVOER— 75 V4%, HEL
SVTHHAALSATHEFTET S EVWSRTETH 5,

V.5 WTHINRREFZEFRN ) -5 -2 oy THEBYLKT ST (Fav—
&5 4 /XF, 1986)

F 4 V=& 455 (1986) i1, 10HDO12ZOBREEEREL (CEO) &L
CRENESZEE by 71T 3 /AENETH 3, 10&ticld, GM, GE,
VI4R5—, FAHAF-RE, BALLOBRTOEILICETL TV A4
EVEZTh TV D, HAENRESLENRDOR, GMOA3ZD+ » 7BHE X
NihbTH B,

WEHFHEE, 7545 —DT7AT7a—-h%20AELT JFOAZRT—%
BIUMEMZ AL OBBENA vy Ea— TR L), EZbrEER) —
F—EEXBUNBDOAVE & OBEENERITKIL TWS, BE TS5 Y274
—A=vaFreY-F—] pRTHED, TREENLIA»ORIED, C
DI, HERICIEZBIEEE B2 (1985) EEEE, ~— v
(1978) DEHERY) — ¥ -~ OREOHBEZIITHD, TOREF NNV s v
TH B, _

Y—RAEZERLTREF -2 2B TE2ORFHHEM S ) — 5 —THORT
ERRL7c/vR (1985) LRy, FHMBEL 5 TIROTRIISEEMS, ¥
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ZLOHEREP SOEDFEE L BIEESN TV, THORTERZET 5 &
W LD, REETRETELIIBEED [Fo<] 2H &M, 71 v —
&7 4 NFOBNTH b, BEERDP SIFMSNAEER) -5 —v ) 7B
3, XFBY [F5<] OBRTRRENTVE, 2%, RIATRT LI,
HoOESEE, FTER) -5 —v ) 7OBREHS - H OEBIC F 5 < (HED
f%é@@f&<%ﬁéh1m50:@;ﬁm%%%%&btﬁm,%@ﬁ%
K2oWTF 4 v —RBIRO LD ITEED,

£13 FERY —F—v .y TREOTYo X (FI7) OFEX
ruu— BT a-NUREEERT (WTHATL] KELHL
BIE BEEL (Y19 Y E—va ) oNERDOER
Bl (GRai) B ZEOBM
BTAH T~ DIEHEER

BOE FANEYa ol
B15 RMEOZN BN Bis #HE; Sy 2872 =X2s GIEK
BeEs) - —BLOEEHT )
W2l AEBLT @S35 vV vofilE
FEREYs v EEN MTEEE] )
BIE 219 M AVIOHE  FHEERTIHELTHS S,

$3H ETEAHENLTS
B AIEMEEE  MB0OSA0HERVET
(B Bl /B » b 7 — 7 OEE)
T2 HBOBERELTOYV -5 —1 BEBHELBAEHTS
BB/ B O RHEE M A T 3)
H31 MBOBERLLTO) —F—1 : ACEERYT @HES1F3) AN
BESHED Y 257 »4L

T¥o—7 FICRILFIENIEES  HOEHTE ) — 45—

AT 74 ¥ —&F 435 (1986) O BRic—IHEHRN.
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BRI YRT74—2-vav2 [FI52] OKIEBEIBEIBLVI LI NHE
BRTHIALTVET, FSTEWHIBREMVADR, FI2REDIINBHRET
IR TN ZO—HEBBLTVWENLLTYE, ¥Y v THEBTS, BEOD
EHEERETD, Y2127 2ET70RITHLTIRILELT, FI<icRARMEDO Y
Vve—BERED, BEED, BGKEEL—BHED, TOYLVYIRELRI
REBELENBVALTOLES, TOIE2EBALERLEKOATERRETY
., EIVIBERTHRRF ST EVIBRESE>TVEDTT S,

Ko< 2Rt A, BEAC 2500 O8HAVSATHS, &I,
TPC (Technical-Political-Cultural) ¥ &SN 2 HAT, 741 ¥ —DRF
(1983) KBV THRKBEINTVWLEDDIEINTH S, TOHRAILINIE,
BRI, BWRIOSRoE (T), HABIGE»hb 550 P), B8XU
AL W LHED 53R DR (O) BRI 57 (B o - 7] T
H5, TPCHITIE, MBOBEOMILD b, HEIBIBPLS /) X—vaVvE
BITHEOMNEBOCIVEETH 5, [EHER| ) -5 —v oy 70D
CHRETPCA A RAT 2HUTH 2,

30 Eo0RMAMIT, KEFIALILT 4+ v —OEENRT LI, HEBOE
BFI7-TRALTEIRGBVDORABMIES2TH 2, 74 ¥ —&T 14 F, |
K4 iord80, HBLEOBHEILL T, MACRAIKEL2EXICLE
BLT, MAD7o22%2EZHICERL TS,

NI DEBBRENZDEE) - —THORITLERB LTV EDIT TR
B, BOVv~AvR ERE, Bovr<rvidzokE (AR BO FAIKRTO
FREFEL TV S, ThEBKEEL TS L L, |

(EIFEELE (Rew) B3R

BIRE, o2 bMHBEBEERL (V1954 %) THLEMNHEC

43) HREHY 7 v — - OHEEHLHIEF (1988456 A30H) OREHES TOHR
Kb eI, T TOERIDOBI [Cruit] DI98BESHAS I AT, H2AERELS
BISuBBsnoh, ABICHE3a, bE LTEHELTWS,
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A= 0= A= —/\“}leiﬁ%%ﬁj‘w
EE~DIZE (F)A—)

B B 1B BEELO LBEORS ]
| [
M5 1F 302 | BAZAFI.7a
EEOLEH #&4%& (endings)
- ZALDREHLENE o B S0 BB
- B~ « BEEO—{KBROREE
. —B5L DX DRRRDIERE - BADOKH
I l
Lﬁ BoR - FLVEYa vORlE 1
biE 1 T I AN A / L BAS A+ 3502
HE- s~ va v #4T (transition)
- €V 3 VDRl < REBEDT a kR
c PBROBEE . HehE - 1SBRRA D
TE~DEZ
| [
B3R BEBE T B |
, l | ]
ws1riy22 |/ BASAFrisa
HEM v 2 7 LD ESIRARANE]
- BlEHIRE - SEOBE
- NEIWIRU > % DERR ¥ T TR
NLID 75 el yg cFf T RF—

M4 EERY-——vo T ZDIEFI~

HEr 74 v —&F 1Y (1986), p. 29 ; 40H,
FEE—WEEL /2,
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L%, MBRBICOL->THELI3EHEH VTV S,

EiL, NI R (1977) ORFTTBVT, BHBOLXICHY X7 Y —F—vy
THEELPTVWI L &R, ThTE, BRI, #ENEDL> KD
Do TNELEDLIIEABDH, G, Hobici—HTEEEVWSIETHR
5LEMRERV, BEADEZLLLTE, Vo2 BEIHEDOABULAE
o WEIPLTRACHIEOHEBRD bDTH B, 74 ¥ —&F 4 /5F 1,
h%, [WTHVERE]| (boiled frog phenomenon) & VW9, H T N %48
DEIKOFIZANT, LAKTOW-L VET B L, BT VZWTHH - THN,
AROEL (RE) WL VDT, KIGZEFIEEITEELITSK VA
bTHD, COIHLT, 5rLHHBELTVBBICHIARIES DTS,
ELORESWA A T VIRHIEEICBKE L C8h» SHTEXZET 3 4,

ReWED PEERAT L L, BETEE, [DHEBEIZ VL &5
2] ERWVARY, AL 2ECEFOE I ICBRICIE B T &, EER
)=~y P NOE 1 BEHTH 2, 201DIR, 1)) -5 —TH5EHD
BARECHETIWTOVS S bEE2MI 5T &, QA ESBA
Mty b7 —2%2L 32, QMthoEOEEMER B &M s #ET
5L, BLUWENERET2EE Yo v RPEEFM 2764525 5
&, BMEILL B,

HBOHOBAR, BEOEFOPVHTEBLALED 5055 L3 E
FAEBERLBD R T RIEE S0,

44) LEMBICE > TOBBOHEXRY =7 TREVODT, S5IAE— FLUADER
k> ToHEELENZ, BEMSLOULVELLALERS Lk —BNICiFET 2 &
VWO LS RBRBOVWATOMNENTH R, 74 NVI R 9—F vy CGKETO
Sty ) OHEFNV (WHYWEE— L) OFEEBESITH-7L, NI L ~L
RF4 - NVOBET O LR (LA, Falyr—HSEOX o< ¥— 1986
BH) Kb ZDEIN NI —vPBBONt, TOEECHETFEE-1-0RIMETH
BHE® (WPFARF) Th 3,
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QF1EBF2E B 0EHZEHR

T4 ¥ —&FT 4 N FRTPCAFIC S & D0 T, BIL~DEBMEL 5 B H
Hf, BURHEH, MUt (R WERICSVTHERLTWANIT TR,
bEIVENBLALPOFEHIIT BT Eicd 75 BEAQLENIERD
RESE, COBRBTEERY) -5 —DRTRERBR (A LS ORI
MO BB BT EOBEWS T EEBT B L EB i\, KB IRERIC
fEoiuiedicld, ()7Y=v %2528, QFERERY, LT
BERBRITEITVE VS HE (a no easy answer norm) 2 E2FEIHTH
T &, QFRBBRE (overadvocacy) EWSMEABIFA L, KHEALR
FRRFE 50 (p. 85 112—113H), RSBz AVF—2HVT XTI
VI BWERE, ThSRREFEELAHIRNGHD, T2 [HEOLDO
BB ELTOI Ty P AV A TBIRML) LT E2THMYS, 8550 T
H5,

BFE2HRELE HEOR

BRI IBELORKEN, 2EELTE, by 7 =or&yiss (1984) P~
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») icd, LK (ANUEE [BRPT] k) Kb, BV vBLhE
BEThHEMhEHROTOV B,

EYa vEEAHTICE, FTELNCRETORES2HT34E»NH 5
B, % DOHMICSTPCAT M > TW5B, T THTPCHFOMEITIIBA
3L0b, 75T FHEF 2= XLEVABEOES (pp. 94f ; 12—

45) TV VvIREEEAZX v T -2 EREE B EEREEETHOLRE L E LA BE
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46) FLATOMMBTOAEE, HOoBRLAER oY =7 b BSERLIED TS, %
NITESII Iy LTV ERENESS (7497 R&X +—, 1979 ; &3, 1984a)
28,
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124B) OV TINTEBER W, A EF2=2RsRBFOHETEOBETH
(ZHF 4 TICRBMRER) 74, ©Va VETEHHI[TTS (K20
#&O | (windows of opportunity) 2FEH I NEREOEILITH T EFEL
TW B, ENEF T YT N 445 2= GHENBEER L05, C
NEEETZIARMHELELT, (V) —-F—-HSOBEAKKNE (personal intro-
spection), (2) X b v 7OEAMEROMI b EHEEET < &, (3) MR
DOERLED [BE) Eriicsd b5 -y 2EaHdThkob2a v o — -
YRF A, BEU 4 BEECEEEELS Y SNTOS (p.94 ; R22—123ED,
 BWIBE ST, RHUMBR (easy solution) ZEBT <& TH5 DL
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OEREW BB B ETH 3,

WE2EE2E FHM-STsEYa vORIIE

Ny R 19T Kk 3 BECHEN (Y a vORR) &EER TIThH
MBI R Z ST DL, F ¥ 7WEID “1 have a dream. ” DEIATH 5 (M
BB, PECBIIEERY) — ¥ — L bEARO Y 2 v BLETH B,
2l GEOY % v 2 » vz VFEER, BOEBELZOE Y s YERNT
Ef, ZTOMBIIKRIEGELITIRD 505,

FUN— e g Y YN— ey —THD RV, L TRATHSESHLT AT
bo EBEENEOFRVEVIERE, KA TRAIEICHETHRFNEESEY, -
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Bl L CEBEROXRIN,» S, BER) -5 -y 7E LTV FBLT LD
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= (198TF12A148) DY = WFIEE, T A—N—F e EVRXRR « T - VDI —2X
[BxShexL 2wy 1984) BRf=xIA Y27 —-AER 9—-385-315) %5
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ET B, THMERLBICABERT 215 TR, EENDOEY 3 Yy DI Iy
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OFEIEFELE HEWER v b7 —2 OABHBIE

D LIUELBELED 2L, ZRIRBRLINF 2 EHIHEL TOLE
FIEE oV, HIELE, BE o THEY, £TEOBICHIHVE
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F4v—, 198181R), BlESNAEY a Vick > TRENEILLIED 5 &,
ZhicEob ez y FU—2 6, BlENKEEShBERES LT THRIE
Boisv, Bl (T), HROBEAK (P), MBL (C) OMITIR, HEMHEE
EDXSBERMERRT 50, FRESLOIIBRER>VTHICHEN %
$BIMIT, DEVHEMNEAY PI -2 DBV HCRALLOEREEZEE ST
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(MEIWE 2 BEREIEHC &S BFBozE ,

EER) — 5 — 3, TPC EHRf—HA»FOE—E) OHD S ZHEEH
CE = 7%, ARMICER LTI SV, BEREET S DICE, BE
FHEB DDA E D EZRNANZR LB FNER LBV, BERY -5, 20
RHOFEEETRLTOVRETTH S,
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R289E) DTH 5,
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FHEEHG 21, ERFHEBOEEEICRHLLZTAREE STV TEH S,

BEIEFEIE AMNEEFEEE (HRM, Human Resource Management)

VAT ADESR
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BEEERR - eBREVOESP S5 b, HRM (AKWEREHR) 1, %77
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COFSREBIIRGBELRASA VME, AT T2BIET TR, B
SEEIEVROOBENT O EEI L, $LEIENBEEZLTH S,
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WY ==y 7BEDSIARFME, EER) —5F—v oy 70D
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N—v X (1978) OEEBEEZI T3S, N—VXWZOPFEFEO 5 v 27 4
— A=V a VERELEBEKOERIE, ¥ —~XAEHNDLTE T HIE/NER
OHTOY — & —EAFHI (BHMICE IEERICE L) BINTEL S N~
T e FAF I ZAFLDY —F— vy PRI LT TERHERR] Lt &
Thb, HWREWBMBILELELIBEL LAV ED) =5 -y 71k, KBSV
TNVCEBF—_AEhLOFHBEE L TRIEL SNV, FH/NEFOH
ROXHBHRENEZEIEEVDTH B,

BB LR, BHEOREMBROMMENOEMALET 2E OREE -
LOBIERFE N - v iR s h, BUROBEIE» D TE L, REOBHEIE
BB TEER) ~ 5~y 7] KERT B0V > 7, ARBIRENSOFED
LE 2 —RNTh3EERKC EBFOINETD) —5—v .y JTHEAFHE
MNESTBRATEH 1,

ﬁ#(m%@ti‘N~7f®ﬂ%¥ﬁéﬁﬁﬁéiéﬁ(%ﬁéht@@
THol, ERERNICE, ZTIREHSINW) —F—THORTORTDONL D
Pid, NV ROWAITTHEI —F—v oy FEEER) -5 — vy ORI
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SEL TS, 70& AW, BROI EAZ-BDHIOH B E VWS [ AR
&, LY RRMTEEZERT 5 [HIKMEREORF | & oxtlte, HEE i
PENEIL (ThP>TWVBTL) 20585 [BEEH] &, [Ahkib
POROHBERBRLTVERY EZEARLTE S WA WHW A I EIRER %%
W5 [FORERRK ] & Ot ZoMAEMITHE S (REBR), BB LI T
EEPDONITED (TE S EBALBFIRD - TH 5599 — ¥ & LRI
V=S —TTEPLOERECED 2055, LVHBABHSH (1984b) ORBIE
LSRR TO V=7 b OEARHRZLLTORD, 7L, /2 (1985)
KBTI -5~y FEEER ) -5~ vy 7L OEVEE (72)
CHBEDICMRILRBIUL TR, F7, TO/HIOE, F4 ¥ —&F 4
7 (1986) 1&, (AL~ DEGLE, §~TWZEAL (change) Ic I3 25 # (exchange)
BESEOVIRBHEDSSEL S (p. 14 ; FU9E) LigRLT, THERY — 5 —
& TRBHIBRETER T 5 HBEN S E T EATBRL T 3,

ST, & (1984h) dEDBLBHS, AFTLE2— LW > hoREN
BREBELTAHONDE, EERY -5~y 7OFBRTAREL 202,
RISTH B, BAEONRSVETEEIARMSF LR TRV, S
BEOEHTHEY, W >rORBORTHS >N B, ~v 2 (1977) i, B
W TH Y, @H (1984b), X (1985) i3, KBV FLDH¥ —~~4
(EMRRHZ) #Thy, thoBAEWEITERNHE TS 3, EHITEEE V-
THFERRLEVEDTREL, LEY Y v&a—€ 4 (1980) DK
BOEFMICERT 3 (KRN Thh, ~=2&FF X (1985) iF, ~=2x
DODHSy 7 759 v FEEMLESS IZICRIAT E & DEREIC S &

50) CORIRE, BACEY s vELTRL, BERKICRMERL, 5 THrts
HZRDMVERERMT BEE, >, TER) -5~y YRR BT 3 HEH
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Do T4 ¥Y—&F48F (1986) DF—%1d, 0B EHNBEEDITLI2ED
BENy 7THBD, EENF— S OBFBRO LD (F57EWVWI457 5
=) B E B, by e v&Y s (1984) 13, HERHICIER S B
TWH3H, avHLy v ROLTROEENEBCHELETVWAL, HO0R
R ARERE AEMRTRTHEY (2L, EROMECRY ), Ba
BHG, HOOHEBWARER, £ (1984b) £z (1985) Ok 5k
EEEPEEENZ UM RIBRINTVAEL, R THESROERNHEL~D
BELLLEERREZEATVS,

D& BWHERNEHREZRRE T 5251, RISTHRBIcALNB, W
K ODOFEBY — 5 — vy TROENZ, HERMIEZYEE S -TVEEL-
TdEPAd, W OLDHMIZBEOMcEBTH S, TTELIR, TEEZEEZ
ITiciE, EYa vOEBRBSARAIRTHD, Flik, EVa vE2IELKEY
EF DIt AREREET O LRRORICH T 2BH®RSIBUBETH S, H
3, BT 2 RMOBETEY s YEEET I, »IEEOBRERL
T, BEAL~OERAEMALHS [ER] S LEFNRITEB NS TL0E
Fahd, TOTER, BcBERCEUEDTE, 2D ARBEL (LML
BERIELLEHBRODZ) CLE2IBTEEMUEZEIILTLH S, F
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I8 (B3EMW) oMY LBERERRLT, COMAEHET S LITERY,
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LDV ED OEWT~OFEBINERE, S50 bENHTSLEVIER - BRAILE
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Thdo BRI, LD EERLAET B, MFOALSTED



218 ’ B oE OF O XXXV

IREPOEMDOANTELD Ry b7 =7 S OBKBETH 5,

ST, INSOHBORITIRTEEL, BER) 5 —vy 7OKEIRE
CRHBDTHA I, PDOTEEE, ThE, RO2ETRALIELH S
(&H, 1986b)c V&2, MBOMORBIURET IRELES & TH
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W3) BROAIHTH 3,
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BT, &0 MR % MERSEMIM L LTl Ho
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WS OPOHEMNRT IR LD SPEHRUSKRETH B, PHTEBRE
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BPEMICSBET) OVATLHFENTIRE LRV, B ZEETH S
51) 74 ¥ — (1983) OTPCAHFEAVAN S, TTTVWSEMERRME R, Qo
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F—=v oy THRT IREMIAYRGHELE LT [HOB - 7250 HEFARK
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B ) — S —1THORTEELDICOBISTHAS (&H, 1989a),

EEHY) -5 —vy F2EL LR, H2EKTIR, BE3 [FEE] o3
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oo, MEE] BT [V —F—v o 7] BEB3E VI ATPEMN
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Let's Get B

Rid of [=3:0)
Management EICK 2

People PN

don’t want 2 x—=v

to be Thacs®:
managed. IR,

They want Y—F

to be led. =¥ (AR T N
Whoever heard HEROT -V ¢ —
of a world AT

manager ? Bl b zh?
World leader, #HROY -5 —,
yes. zhidd 3,
Educational leader. BEROY —5—,
Political leader. BRO)—5—,

Religious leader.
Scout leader.
Community leader.
Labor leader.
Business leader.

RHEADY -5 —,
Q‘ﬁz@@ I _57*'—0
EETV\T@ i —‘7“_0
FHEEDO) -5 —,
EYRZDY =5,

They lead. BAIY) — KT 3,
They don’t manage. IR =TIEELIE,
The carrot A&

always wins WwWod

over the stick. LFIHED,

Ask your horse. EDORBICEWT IS A,
You can lead your BEKRAGE T
horse to water, ) —FTETH,

but you can’t
manage him

to drink.

If you want to
manage somebody,
manage yourself.

Blokztkze ko &
2x—UTBRER
TERWV,

b LEVHED %

TFx =YLV s

TPEAETR-VTB LM,

Do that well zhic bZEdnilg
and you’ll Bilirloc

be ready to 2Rx—V%

stop tanaging. RET 5,

And start ZLTY—FL
leading. BUHBDHE,

TDAyE—ViTid, 1303LEOFESBE LN, 39,4480 7Y v F SREENE L,
BAOLFHC DA v &=V DYF) YV EFEDEVWEVSLHBOOOFERAL SAZIFEDE
L :

HAt Foa—e2bY—bVr—+0] #KI984E 4 AIEH (RELE - M+ ¥ - AhER
(720 ADE  2KEFHLLEDA v &2— V] FHE4, 1988, pp. 136~ 13TICE#).
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MR. CHIEF JUSTICE, PRESIDENT EISENHOWER, VICE PRESIDENT
NIXON, PRESIDENT TRUMAN, REVEREND CLERGY, FELLOW CITI-
ZENS, we observe today not a victory of party, but a celebration of free-
dom —symbolizing an end as well as a beginning —signifying renewal, as
well as change. For I have sworn before you and Almighty God the same
solemn oath our forebears prescribed nearly a century and three quarters
ago. The world is very different now. For man holds in his mortal
hands the power to abolish all forms of human poverty and all forms of
human life. And yet the same revolutionary beliefs for which our fore-
bears fought are still at issue around the glove—the belief that the rights
of man come not from the generosity of the state, but from the hand of
God.

We dare not forget today that we are the heirs of that first revolution.
Let the word go forth from this time and place, to friend and foe alike,
that the torch has been passed to a new generation of Americans—born in
this century, tempered by war, disciplined by a hard and bitter peace,
proud of our ancient heritage —and unwilling to witness or permit the slow
undoing of those human rights to which this Nation has always been com-
mitted, and to which we are committed today at home and around the
world.

Let every nation know, whether it wishes us well or ill, that we shall
pay any price, bear any burden, meet any hardship, support any friend,
oppose any foe, in order to assure the survival and the success of liberty.
This much we pledge—and more.

To those old allies whose cultural and spiritual origins we share, we
pledge the loyalty of faithful friends. United, there is little we cannot do
in a host of cooperative ventures. Divided, there is little we can do —for
we dare not meet a powerful challenge at odds and split asunder.

To those new States whom we welcome to the ranks of the free, we
pledge our words that one form of colonial control shall not have
passed away merely to be replaced by a far greater iron tyranny. We shall
not always expect to find them supporting our view. But we shall always
hope to find them strongly supporting their own freedom —and to remember
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that, in the past, those who foolishly sought power by riding the back of
the tiger ended up inside.

To those peoples in the huts and villages across the globe struggling to
break the bonds of mass misery, we pledge our best efforts to help them
help themselves, for whatever period is required —not because the Commu-
nists may be doing it, not because we seek their votes, but because it is
right. If a free society cannot help the many who are poor, it cannot save
the few who are rich. )

To our sister republics south of our border, we offer a special pledge —
to convert our good words into good deeds, in a new alliance for prog-
ress, to assist free men and free governments in casting off the chains of
poverty. But this peaceful revolution of hope cannot become the prey of
hostile powers. Let all our neighbors know that we shall join with them
to oppose aggression or subversion anywhere in the Americas. And let
every other power know that this hemis\phere intends to remain the master
of its own house.

To that world assembly of sovereign states, the United Nations, our
last best hope in an age where the instruments of war have far outpaced
the instruments of peace, we renew our pledge of support —to prevent it
from becoming merely a forum for invective —to strengthen its shield of
the new and the weak—and to enlarge the area in which its writ may run.

Finally, to those nations who would make themselves our adversary,
we offer not a pledge but a request: that both sides begin anew the quest
for peace, before the dark powers of destruction unleashed by science en-
gulf all humanity in planned or accidental self-destruction.

We dare not tempt them with weakness. For only when our arms are
sufficient beyond doubt can we be certain beyond doubt that they will
never be employed.

But neither can two great and powerful groups of nations take comfort
from our present course—both sides overburdened by the cost of modern
weapons, both rightly alarmed by the steady spread of the deadly atom,
yet both racing to alter that uncertain balance of terror that stays the
hand of mankind’s final war.

So let us begin anew —remembering on both sides that civility is not a

sign of weakness, and sincerity is always subject to proof. Let us never
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negotiate out of fear. But let us never fear to negotiate.

Let both sides explore what problems unite us instead of laboring those
problems which divide us.

Let both sides, for the first time, formulate serious and precise proposals
for the inspection and control of arms —and bring the absolute power to
destroy other nations under the absolute control of all nations.

Let both sides seek to invoke the wonders of science instead of its ter-
rors. Together let us explore the stars, conquer the deserts, eradicate dis-
ease, tap the ocean depths, and encourage the arts and commerce.

Let both sides unite to heed in all corners of the earth the command of
Isaiah—to “undo the heavy burdens and to let the oppressed go free.”

And if a beachhead of cooperation may push back the jungle of sus-
picion, let both sides join in creating a new endeavor, not a new balance
of power, but a new world of law, where the strong are just and the weak
secure and the peace preserved.

All this will not be finished in the first 100 days. Nor will it be finished
in the first 1,000 days, nor in the life of this administration, nor even
perhaps in our lifetime on this planet. But let us begin.

In your hands, my fellow citizens, more than in mine, will rest the
final success or failure of our course. Since this country was founded, each
generation of Americans has been summoned to give testimony to its
national loyalty. The graves of young Americans who answered the call
to service are found around the globe.

Now the trumpet summons us again —not as a call to bear arms, though
arms we need; not as a call to battle, though embattled we are; but a
call to bear the burden of a long twilight struggle, year in, and year out,
“rejoicing in hope, patient in tribulation” —a struggle against the common
enemies of man: tyranny, poverty, disease, and war itself.

Can we forge against these enemies a grand and global alliance, North
and South, East and West, that can assure a more fruitful life for all
mankind ? Will you join in that historic effort ?

In the long history of the world, only a few generations have been
granted the role of defending freedom .in its hour of maximum danger.
I do not shrink from this responsibility —I welcome it. I do not believe
that any of us would exchange places with any other people or any other
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generation. The energy, the faith, the devotion which we bring to this
endeavor will light our country and all who serve it—and the glow from
that fire can truly light the world.

And so, my fellow Americans, ask not what your country can do for
you: Ask what you can do for your country.

My fellow citizens of the world: Ask not what America will do for you,
but what together we can do for the freedom of man.

Finally, whether you are citizens of America or citizens of the world,
ask of us the same high standards of strength and sacrifice which we ask
of you. With a good conscience our only sure reward, with history the
final judge of our deeds, let us go forth to lead the land we love, asking
His blessing and His help, but knowing that here on earth God’s work

must truly be our own.

HEF JFKEME (9 Fa—ky YHEZ b VIEN) 0BR LD,
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I'm happy to join with you today in what will go down in history as
the greatest demonstration for freedom in the history of our nation.

Fivescore years ago, a great American, in whose symbolic shadow we
stand today, signed the Emancipation Proclamation. This momentous de-
cree came as a great beacon light of hope to millions of Negro slaves
who had been seared in the flames of withering injustice. It came as a

_joyous daybreak to end the long night of their captivity.

But one hundred years later, the Negro still is not free; one hundred
years later, the life of the Negro is still sadly crippled by the manacles
of segregation and the chains of discrimination; one hundred years later,
the Negro lives on a lonely island of poverty in the midst of a vast ocean
of material prosperity; one hundred years later, the Negro is still lan-
guished in the corners of American society and finds himself in exile in
his own hand:-

Nineteen sixty-three is not an end, but a beginning. And those who hope
that the Negro needed to blow off steam and will now be content, will
have a rude awakening if the nation returns to business as usual. There
will be neither rest nor tranquility in America until the Negro is granted
his citizenship rights. The whirlwinds of the revolt will continue to shake
the foundations of our nation until the bright day of justice emerges -

There are those who are asking the devotees of Civil Rights, “When
will you be satisfied ?” We can never be satisfied as long as the Negro is
the victim of the unspeakable horrors of police brutality; we can never be
satisfied as long as our bodies, heavy with the fatigue of travel, cannot.
gain lodging in the motels of the highways and the hotels of the cities; we
cannot be satisfied as long as the Negro’'s basic mobility is from a
smaller ghetto to a larger one; we can never be satisfied as long as our
children are stripped of their selfhood and robbed of their dignity by
signs stating “For Whites Only”; we cannot be satisfied as long as the
Negro in Mississippi cannot vote and a Negro in New York believes he has
nothing for which to vote. No! No, we are not satiéfied, and we will not be
satisfied until “justice rolls down like waters and righteousness like a
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mighty stream.”

[ am not unmindful that some of you have come here out of great trials
and tribulations. Some of you have come fresh from narrow jail cells.
Some of you have come from areas where your quest for freedom left you
battered by the storms.of persecution and staggered by the winds of po-
lice brutality. You have been the veterans of creative suffering. Continue
to work with the faith that unearned suffering is redemptive. Go back to
Mississippi. Go back to Alabama. Go back to South Carolina. Go back
to Georgia. Go back to Louisiana. Go back to the slums and ghettos of
our northern cities, knowing that somehow the situation can and will be
changed. Let us not wallow in the valley of despair.

I say to you today, my friends, so even though we face the difficulties
of today and tomorrow, I still have a dream. It is a dream deeply rooted
in the American meaning of its creed, “We hold these truths to be self-
evident, that all men are created equal. ” I have a dream that one day on
the red hills of Georgia, sons of former slaves and the sons of former
slave owners will be able to sit down together at the table of brotherhood.
I have a dream that one day even the state of Mississippi, a state swelter-
ing with the heat of injustice, sweltering with the heat of oppression, will
be transformed into an oasis of freedom and justice. I have a dream that
my four little children will one day live in a nation where they will not
be judged by the color of their skin, but the content of their character.

I have a dream today!

I have a dream that one day down in Alabama —with its vicious racists,
with its governor having his lips dripping with the words of interposition
and nullification —one day right there in Alabama, little black boys and
black girls will be able to join hands with little white boys and white
girls as sisters and brothers.

I have a dream today!

I have a dream that one day “every valley shall be exalted and every
hill and mountain shall be made low. The rough places will be made
plain and the crooked places will be made straight, and the glory of the
Lord shall bevrevealed, and all flesh shall see it together.”

This is our hope. This is the faith that [ go back to the South with.
With this faith we shall be able to transform the jangling discords of
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our nation into a beautiful symphony of brotherhood. With this faith we
will be able to work together, to pray together, to struggle together, to
go to jail together, to stand up for freedom together, knowing that we
will be free one day. And this will be the day. This will be the day when
all of God’s children will be able to sing with new meaning, “My country
‘tis of thee, sweet land of liberty, of thee I sing. Land where my fathers
died, land of the pilgrim’s pride, from every mountainside, let freedom
ring.” And if America is to be a great nation, this must become true::

So let freedom ring from the prodigious hilltops of New Hampshire,
let freedom ring from the mighty mountains of New York, let freedom
ring from the heightening Alleghenies of Pennsylvania; let freedom ring
from the snow-capped Rockies of Colorado; let freedom ring from the
curvaceous slopes of California. But not only that. Let freedom ring from
Stone Mountain of Georgia; let freedom ring from Lookout Mountain of
Tennessee; let freedom ring from every hill and molehill of Mississippi.
From every mountainside, let freedom ring.

And when this happens and when we allow freedom to ring, when we
let it ring from every village and every hamlet, from every state and
every city, we will be able to speed up that day when all God’s children,
black men and white men, Jews and gentiles, Protestants and Catholics,
will be able to join hands and sing in the words of the old Negro spiri-
tual: “Free at last. Free at last. Thank God Almighty, we are free at last.”

HiFF Juan Williams, 1987. Eyes on The Prize: America’s Civil Rights Years 1954~ 1965.
New York: Penguin, pp. 203—205.
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HER3b (3ad®FUTFI FSURIUTVaY)
Transformational Leadership and its Human
Resource Management Implication®
N. M. Tichy

First of all, I'm delighted to have this opportunity. Stop me if I'm
going too fast or if you like some more help on translating. My plan is
to, first, just do some highlights on the transformational leaders, then go
from the transformational leader material to General Electric where I
spent the last two years as director of Crotonville Management Develop-
ment Center. As an outgrowth of the transformational leader book, I got
to know Jack Welch, the chairman, and he asked me to come and change
the curriculum of Crotonville to deal with leadership and change. Thirdly,
I will share with you my thoughts about what's happening in the human
resource management in the United States and some comparative thoughts
with Japan and Europe.

I have honored to hear that many of you have read some of the trans-
formational leader material, so I will just highlight some of the transforma-
tional leader framework and what I think we’ve learned about transforma-
tional leadership. AsI go along if you have questions, ask them, but I will
kind of quickly go through that. And then we will focus on GE. Let me
start with how I got into doing work on transformational leaders. I started
my professional career in organization development at Bankers Trust
Company in 1967, doing Blake and Mouton’s Managerial Grid if you are
familiar with the Managerial Grid, that is something that people are familiar
with, an instrument for organization development activity, participative
management 9.9 management (I think they are familiar with this. I will
explain them later.) I want to highlight some of my experiences with
planned organizational change in the United States but most of them are
not successful. After running 700 officers from Bankers Trust Company,
through the first phase of the Managerial Grid. I decided to go and get my
* Special thanks to Professor Tichy for his open-mindedness in that he allows a noncommer-

cial publication of what he presented at the research staff meeting at the Recruit. This

is its transcription. T.Kanai should be responsible for any kind of errors in the proc-
ess of transcription. ’
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Ph.D. at Columbia University. Six months after I left Bankers Trust Company,
they fired all of the organization development staffs and stop being partici-
pative and went back to Theory X managers and have gone on to be a
very successful bank. That was my first organizational change.

In 1972, T joined the graduate school of business at Columbia University
and shortly after joining the faculty at Columbia, General Motors, through
a relationship with Rensis Likert from the Institute of Social Research 'in
Michigan, decided to get into the quality of work life and participative
management. They trained 144 internal organization development people,
one for every plant in the United States, and I was a part of the faculties
that trained it.

General Motors then went on to behave very much like Bankers Trust
Company, Six months after starting the program they got rid of most of
the organization development people, went back to Theory X management,
and we all know what happened to General Motors.

In 1977, I left Columbia University for one year to go to the mountains
of Appalachian, Hazert Kentucky, to help set up a health system and after
arriving there, one week later the hospital system went bankrupt, and I
spent a year trying to help that system survive. That was another impor-
tant organizational change experience for me. (Could you give me the
name of the organization again ? ) Hazart Kentucky where I moved to
work with the Appalachian regional hospital.

When I returned to Columbia in 1978, I decided to get out of health
care because this was too political, and I wanted to work for a rich, success-
ful corporation that didn't go bankrupt. So I worked with Exxon which’
in the late 1970’s had about six billion dollars in excess cash from the
windfall profits, and they were getting the 2lst century by getting into
automated office equipment at aquiring entrepreneurial companies in world
processing and so forth. And I worked with them for several years as
they systematically destroyed every entrepreneurial company they bought,
lost two billion dollars and ultimately gave up on that strategy. So that
was another important organizational change experience for me.

I'm not going to bore you with my all of experiences, for a couple
of others that are very important to what I'm saying. In 1981, I left
Columbia University for the University of Michigan, and my timing was
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perfect because I arrived in Michigan to be there as the auto industry went
into the deepest recession in history. 1 felt very comfortable with that
kind of pain and suffering.

There are many more experiences that I had and I'll share two others.
But I want to highlight the importance of failure. Most organizational
changes are not successful, most transformations are not successful. And
if T look at where I learned, I've learned through failures that ['ve
been associated with, studying other failures. I have some strong biases
that come out of my experiences, as you do from your own experiences.

'm sure with the track record that I just shared. You must won-
der why Jack Welch invited me to direct his sacred school in Gereral
Electric to train people in an organizational change and leadership.

(The reason why you called that “sacred” is before then they didn’t in-
vite outsiders to the training center.)
They never do.

(I see. Yours was the very exceptional case.)
Yes, I'm the first outsider that they ever directed that.

One other thing I'd like to share with you .is that last year I spent
about three and half months in Japan, six weeks in February and March,
two weeks in June, another seven weeks in December and January. I had
the opportunity last February and March to start interviewing Japanese
heads of businesses; Mita in Hitachi, Kaku in Cannon, Sekimoto at NEC,
Tabuchi at Nomura Securities, Kume at Honda, and people at Toyota,
Nissan. And again I was lucky, because the Yen was then 150, Kaku was in
a lot of pain to do lose in the first quarter, Mita was struggling with the
core businesses that Koreans were beating, and struggling with issues of
changing portfolio or getting out of low-end businesses. And I felt very
comfortable. I understood the language, the emotion, the trauma and so
I think I was lucky to get involved equally in Japan at a moment
where they were started, what I think will be a period of major
transformation.

I have some biases that are important to share with you, based on
my experiences. One, and this is in the United States, chief executive of-
ficer, leaders of most U. S. companies still, do not understand and are giv-
ing what are called “lip service” to cultural change. They don’t understand
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it, they're superficial. That's my first bias.

Second, in the United States I have a serious problem with chief ex-
ecutive officers, top leaders. They were only going to be in a leader
positions for three to five years. I do not believe you can transform the
organizations, size of General Motors, to Westing House, General Electric,
or IBM or AT&T in a short time period. We are talking about ten years
at minimum. When you put a chairman in it, as they did it in AT&T.
The guy named Olson was a three-year man, three year retirement horizon,
and unfortunately he died two months ago. There’s no way you can mobilize
the transformation. That's the problem of the United States.

Three other things I'll just quickly highlight. The time horizon in gen-
eral is unrealistic. Jack Welch, at GE, was CEO at 45 years old, he’s 52
right now, he’s seven years in the position to attend the fifteen year
transformation, and that’s probably what it will take. Most companies
don't have that time. [ also believe it’s tougher in any transformation
I've been involved in, anywhere in the world, it’s tougher by a factor of
ten, what we expect at the beginning. It’s always a lot harder and more
painful as they are pointing IBM right now. And finally, third or final
bias is that no one in the world is safe. It took twenty five years for
U.S. Steel to come apart, it took ten years from General Motors to
go from No. 1 in the world, absolute invest balance sheet to half the
market value of GE right now, it took City Bank five years to go from
No. 1 to NolO, it took IBM three years to go from 6.7 billion dollars
has come off the profits and they were stuck. No one, in my opinion, is safe.

Let me just highlight some issues of transformational leaders. I also
had another bias which if we have some time, I'd like to have your re-
action. I believe that the fundamental dynamics of transformations are
the same in Japan, Brazil, China, U.S. I think there are some fundamen-
tals that are the same. I think there are cultural overlays that change
some of the behaviors and have to be dealt with. But a bias I have and I
have been working the last year and a half with Hiro Takeuchi together
with Yokogawa Medical Systems and EPO plastics group at GE and
working with these concepts, and I think I'm a little bit convinced now
than a year ago, that many of the dynamics are the same.

Highlight few things on the transformational leader and then talk
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about applicational achievement. But basic metaphor that we chose to
use was drama, and the reason we selected drama as a way to understand
transformations was that drama is a powerful part of any society
whether Greek tragedy, Kabuki Theater, Noh Theater, Shakespearean
Theater, Broadway, etc. Drama is the fundamental portrayal or portrayal
fundamental human dilemmas. There’s no originality. But in Kabuki, and
tragedy Shakespearean, love, hate, jealousy, these are human dramas,
that never get resolved and they’'re dramatic, and we know they never get
to resolved. Transformations, whether be Hitachi, Cannon, General Elec-
tric, AT&T, have some fundamental human dilemmas. And, these are
the ones that we kind of focused on transformational leaders.

I'm just going to highlight because you can read this material; high-
light things that are [ think particularly for me, relevant to be pointed
out. [ think that the struggle between fear and hope is the most difficult
leadership challenge, because I cannot find the transformation in the world
where fear isn’t a part of what has to happen. John Akers, the chairman
of IBM, is afraid. He lost two billion in net income. There is a great
deal of termoil. Digital Equipment is stealing market share in the
'middle, and there is a fear that’s necessary, but the problem with fear as
a motivation in a long run is that you cannot motivate your organ-
ization on fear. You've got to go from fear to hope. And that is a
very difficult leadership challenge to get people from the fear to the hope
side.

By the way, every professional employee at General Electric is viewd
as a transformational leader. . They’re exposed to this framework the
minute they enter the company. They come to Crotonville and I tell
them “The rest of your life you’ll be a revolutionary. You'll be a
transformational leader and your job is to continue to be so”. It is very
important to help people understand the nature transformations broadly
in their careers. It may not be fun.

I think you all can read this in the book you may have, so only thing
I'd like to point out is the other thing about drama that enables you to
kind of look at phases and this is act .1, act 2, act 3. And there is
fair amount of predictability that Gorbachev in Russia right now is in act
1, struggling with trying to get a new vision for Russia but it isn’t clear
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yet. He is really in here. A lot of resistance happening while the same
forces that happen in an organization. The one thing I want to point
out about the three—act drama is that I think it is new in the world of
the 1990’'s. When you finish act 3, you'll have to start act 1 again and
cycles are going to get picked up faster and faster, so we're going to go
from evolutionary to revolutionary. People will have to go through mul-
tiple interactions of this transformation. Therefore, the companies that
will win in a global plane'field will be ones in my views where the work
force is prepared to go through multiple interaction.

The total framework has two sets of activities. They are very impor-
tant. One, what happens in the organizations. But the other, which is
as important, if not more important, is helping human beings go through
what’s almost an emotional death and dying process. Let him go with
a past. Emotionally, it would be very interesting in IBM that as they
shift from a main frame large computer cultures, whatever the new
vision is, they have to be articulate it. There will be an emotional
trauma for people who grew up their career with one culture. And if
you.don't, AT&T is going to come regulatory telephone monopoly to
competitive tele-communication company. If you don’t help people grew
there then you’ll never revitalize you organizations. So the leadership chal-
lenge is both of organizational and helping, motivating, supporting, fa-
cilitating individuals in that very painful process.

Just a little bit on General Electric. And then I will relate transforma-
tional leadership to General Electric. The start of General Electric was
the outgrowth of Thomas Edison, the light bulb electrifying the world.
These were the core businesses. High technology was organically grown
from that. Aircraft engines, because you had turbin technology, medical
systems, because you made X-ray bulbs. Services, financial services be-
cause during the depression of 1933 you rent money to people to buy a
refrigerators. That's portfolio businesses. About four hundred thousand
employees in 1981, these businesses, Jack Welch became chairman.

Welch in 1981 noted, “We are going to be No.1 and No.2 in every single
business globally or we are going to be either fix it, make it No 1 or
No.2, close it or sell it. Concentrate the resources more toward high-tech serv-
ice, and while that's done, outperform everybody eles in America.” Couple
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of things that happened, one hundred and thirty thousand people were
removed from the work force, not something that happens in Japan. Four
hundred thousand down to two hundred and seventy thousand. Squeezing,
downsizing, as it is called in the United States. While that happened,
investments in plant equipment being doubled , profits went up.
Eight billion dollars of businesses to be acquired, fourteen billion dollars
of businesses. It was the largest transformation probably in the world,
and certainly in the United States, while the company was successful.
There is obviously no lifetime employment at General Electric. Histor-
ically, before Jack Welch General Electric in practice, it was very similar
‘to IBM. It was safe, very secure, you had a job for a lifetime. That
was changed under Welch’s leadership. ' i
Most of you are familiar with the Boiled Frog Phenomena. Jack
Welch is one of the few business leaders in the world that watches a trans-
formation before sales or net income went down. John Aakers didn’t do
it in IBM, the automobile industry didn’t do it, City Bank didn’t do 1t, ICI
which I talked about in transformational leader book didn’t do it. Very
unusual, Kaku didn’t do it in Cannon. It is unusual to avoid Boiled
Frog Phenomena. For I have figured out why Welch did that but some-
how we understand that he had to change before things got troubled.
Based on a transformational leader work, Jack Welch invited me to
come and help transform Crotonville. And here is the logic, the ration-
ale that he gave me. He said, “Look. There are two kinds of organiza-
tional issues. Hard issues, soft issues.” Hard issues are manufacturing,
engineering, all the good business school course. Soft issues are people
values we work. Leadership, there is weak leadership and strong leader-
ship. His view, from W.W.II, until about 1970, U.S. managers were weak
at both the hard and the soft. You had your own marketplace, he said
you could run, GE was no exception, you can run lighting which makes
light bulbs 70% U.S. market share. Welch said that you can run that, sit-
ting in a locking chair. If you can run U.S. auto industry with an oli-
gopolistic three companies controling the marketplace. During this peri-
od of time U.S. coasted very comfortably.
Welch argued that (GE between 1981 and 1985) was very strong before
most U.S. companies on hard issues. With honesty, compassion but will-
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ingness to move very quickly, the fat other organizations got out of busi-
nesses they couldn’t win, and as a result, the bottom line, net income
went up. However, top line, total sales stayed flat. OK, that's what
happened in that period of time.

He said the challenge between 1985 and 1990’s is to figure out top line.
New products, new markets, grow the total sales, revitalize busineses, he
said we didn’t know how to do that, no one really knows how to do.
He said Crotonville historically has been a business school inside GE.
Crotonville now needs to deal with soft issues because that's where
you get innovation, that’s where you get the revitalization of new markets,
new products, and so forth, and that was the challenge.

Crotonville is an institution inside GE, and trains about 10 thousand
people a year and I want to go through the strategy. Let me just give you
a history. It was born in 1956 when GE tried to decentralize itself.
It discovered that it didn’t have any general managers to decentralize, so
it put together a 13-week curriculum with a help of people like Peter
Drucker , and faculty around the world. That's how it was born.
It was born as a direct lever for change. It wasn’t a training center on
the side. This is how we're going to transform GE. That was the
birth of Crotonville. Keep that in mind historically.

From about 1960 to 1980, it was not a lever for change, it was a train-
ing institute that leadership didn't pay a lot of attention to it. Just nice
to have, people went to, but it was not used as a lever for changing in
any of them.

Welch intuitively understood that, as a revolutionary as Mao Tse-Tung
or Castro or any revolutionary in history, there are three things you
grab a hold of: a police, a media and an education system. And you
do that because you need a way of avoiding the chain of commands.
Any revolution in history you'll find that revolutionary leaders have
ways of bypassing their leutenant, because much of the resistances is in
the chain of commands. I believe Welch intuitively understood that.

Transformational leaders, I find, have elements of two types of leader.
They’'re similar to revolutionaries in some way, they are also similar to
entrepreneurial founding fathers, and they are blend of both, but if you
look at their behaviors, the successful ones, I think they have elements of
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both of them.

We created a new mission for Crotonville. The move from management
development institute to a leadership development institute. The leader-
ship being soft stuff. This is management. This is Harvard Business
School. This is creating ten thousand revolutionaries here. Play a broad-
er role in the cultural transformation of GE including the integration of
RCA. One hundred thousand RCA employees joined GE after the acquisitions.
It has been a catalyst in revising the diseminating and articultating a
new set of GE values. Very different missions than historical Crotonville
missions. Very different than the Hitachi Managetent Institute, by the way,
which is much closer to the old Crotonville. The third one is to take the
shared values that Welch has worked on, and using Crotonville as a place
to communicate, dialogue, to argue, and to practice.

There is a couple of copies of Crotonville strategy in that little bro-
chure, but I want to explain the strategic framework we used for rethink-
ing the strategy of Crotonville. And I will quickly describe it, and then
talk about some of the changes in the design of the curriculum. Going
across the top, if I were teaching you music, Developing awareness of
music appreciation course. Cognitive understanding would be reading
music. Skill development: you sit down at the piano; and begin to use the
cognitive knowledge and the appreciation. New problem solving approaches:
you change the score; and play with the music. Fundamental changes
make you a composer. So the scale goes from superficial to much
deeper, much longer, much more difficult. The other dimention is focused
on you as individuals, you and your boss or colleague as the team or the
organization.

The shift is occurring. This (right—low cell) is the Harvard Business
School, even at Crotonville, mostly individuals go to class. This becomes
a gilant workshop, where real problems, real issues, everyone comes
with problems, they go home with solutions. Teams are brought in.
For example, we had a two-week product development course, traditionally
30 people from around GE would come to the course, talk to the world
class faculty, read cases. I said, “Forget it. No longer.” Only teams
could come. So now a team from medical systems work on a new CAT

scanner. The team from major appliances is working on a new re-
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frigerator designs, the team’s working on a new plastic designs. Five or
six teams will come for two weeks. They will hear some of the same
faculty, but then they will spent half of their time in the team applying
the knowledge, so when they go back, they make some change at it. Very
simple change, but it shifts from here (right-low cell) up to here (left-up cell),
and you’ll begin to directly impact changes in organization. That's one
illustration. » ’

The challenge is the blend of hard and soft. I will give you one ex-
ample probably the most exciting example. It was the senior four —week
executive program that traditionally look like the four —week program at
Harvard or M.I.T. or in Hitachi Management Institute. If you look at the
curriculum, they all look the same. A module on finance, a module on
marketing, a module on leadership, a module on organization design or,
you know, and we designed what I would call horizontally (on the figure),
put been module in. But adults learn, this way. It rarely puts vertically.
Adults learn horizontally. Things happen multi—functional problems.
Hard and soft at the same time. And I'll tell you in a minute how we
desined that program, because I think it's the beginning of a new way of
doing executive education for Crotonville.

The four —week program has 3 major themes. Global business, competi-
tive global business with all the elements strategy, finance, marketing.
Team work, much for effective teamwork. And leadership. The Prework
of the program includes the survey that was developed with Jack Welch
on a leadership charcteristics for GE leaders. We developed their own in-
ternal survey that links to the new shared values. Each individual fills
that survey out as to eight of the person's subordinates peers, boss, the
feedback. Everybody who comes to Crotonville gets feedback everytime
they come. And it's GE items, not Forum, not Harbridge House, not
some off the shelf, but it was tailored and developed by the chairman.

The four —week’ program is designed around strategic problems, and
everybody becomes a member of a team. About six teams of six people. The
projects are selected inside GE, the head of a business, aircraft engines,
major appliances, has a unresolved strategic problem that they would like
consulting help. Prior to, when the people come, corporate marketing,
corporate finances would go out and do the industrial analysis, pull
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together much of the data, so the teams will be assigned when they come
to 1 or for about 3, it turns out each time we have 3 projects, would be
ended up with having a red team and a blue team competing on the same
project. But there are a lot of prework done on analyzing that problem so
that they don’t start without adequate backgrounds.

I'm sending around couples of copies of Business Weeks' articles
that have some people who are going to raft. And, now, for outward bound
activities. First two weeks, everyone comes to Crotonville. We get them
into some finance, some marketing, but we also build the team. One of
the activities for the team is some outbound activity including building a
raft and going across the Hudson River at West Point, where they have to
build the raft, design it, build it, and race across the Hudson River which
turns out to be very challenging, very risky, but it’s a wonderful way to
build the team, then they are asked to consult.

The teams then go out for a week to consult it to the businesses. They
have to go out and solve whatever they have to solve with regard to that
problem, interview customers, there are groups worked on the inter-
nationalization, globalization of NBC, the TV network, there is a team in
Europe next week working on a leveraged buyout in Europe for GE
Financial Services and they'll go and they’ll interview whoever they have
to interview so that the final week of the program, the teams pull together
at presentation to the head of business, and to the member of the
officer, the chief executive officer of GE, they make their presentations.
They get evaluated on two separate criteria. One is how well did they
deal with the business problem. How helpful. Secondly, how they deal .
on the human part of being able to go into someone else’s business and
provide help in a way that was actually helpful. Because one of the things
you want to teach them is ability to work across businesses in GE and
build teamworks. So you work both the hard and the soft issues, a real
issue, and then they plan an action plan. When they go back, also bring
them back six months later, for review purposes.

Let me make some concluding observations about this and about hu-
man resources in general. I think they are very well related. The shift,
first of all, this is different. IBM does not operate- this way. IBM has
the largest training infrastructure of any company in the United States in
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the world. It still operates here [(right-low cell) if it enforces the old
culture. John Aaker doesn’t yet understand the power of the infrastructure
that he has. We were starting at Exxon now. It is beginning to
move up here (to right-up cell). We're working with Exxon. Honeywell is
beginning to think about moving the development activity. This becomes a
leadership tool for transforming the organization as Mao Tse Tung had
cultural revolution and rule of red book and so forth. But that’s a different
mind-set for many of you. I think the chailenge is that if you're going
through a transformation you have very few tools. They're powerful
enough to make it happen. Development is one that has not, from my
own experiences, fully exploited by anyone. This is just a start.

I see four major human resource challenges in Japan, the U.S., and
Europe. And we held a conference last year at Pegasus House and so far
they haven’t been proven these are generic: the globalization issues. The
first one is being able to focus the organization on one standard in
terms of product design, quality, world-wide, world-class standard .for
product designs. And in product market and service, that means new
design teams, the fastest auto company in the world in terms of cycle
time is Honda. They're the one to beat Mercedes Bentz that watches Honda.
And that has an implications for Toyota, Nissan in terms of how they
handle their cycle time. So one issue for me in a challenge is world-class
product designs, cycle time, services, and so forth. And there’s a
human resource implications there. Second issue, world-wide coordination
and integration mechanism. Organization designs, there are not very
many global organizations. IBM is not global, it’s multi-domestic. Hitachi
is not global. Honda is more global than any other Japanese auto
companies, and they are struggling with the next form that they are going
to have to develop. OK, so there is a whole issue of how you're going
to coordinate globally. It’s a second challenge as I see. Third challenge
is strategic alliances Third challenge, as I see it, is strategic alliances and
joint ventures. ['ve been deeply involved with Fanuc and GE, EPO and
GE, Yokogawa Medical Systems and GE, they're very difficult, almost
impossible to make it work, but necessary, and the human challenges
are incredibly immensive. But they are necessary because you can’t move

fast enough and build businesses organically you're going to see more
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and more strategic alliances as a way to getting market access, technology
direct investment to other economy. The fourth issue is global develop-
ment: how you are going to develop global leaders and that’s going to
change how we recruit people. We develop from their career path where
the necessary experiences for them. I don’t think anyone in the world
has resolved those four issues. Among human resource executives in the
United States moving very rapidly there are very few who are working
those issues with the top of the organization. And that has transformed
some human resource failures in the United States. It could be very central
to the success or failure of the firm. Most of them are not there. Most
of them are still doing personnel. But the life and death in the organ-
ization are, in my vopinion, they will be around those four issues. The
Human Resource Management had those four issues laid out and articulated.
I have a consulting firm that does many of the things you do. If I
work in Japan, I've just met someone from McKinsey. They are moving
into implementing strategy as a behavioral side of strategy. There are two
directions that a firm like yours can do, I think: high volume business
in milking where the cash cows and you may want it to continue; but
they are also providing some strategic leverages that senior management
has tried to transform globally. There is going to be an opportunity to
people in your business to play a role of helping strategically leverage this
transformation process. And I think you have an exciting time and oppor-
tunity, I thank you for inviting me to share some toughts with you.
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