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Preface

System Theory has meanwhile established itself within many scientific
disciplines and has shown productive results. However, a systematic-sci-
entific adaptation for the management theory, especially for personnel
management, has not taken place up to now - at least, I do not know of
any. I therefore would like to make a contribution to encourage the dis-
cussion on how we can take advantage of some systemic axioms in the
field of personnel management.

In order to understand what contribution Systemic Leadership in manage-
ment can offer, we will begin by presenting general principles of personnel
management and development. After an introduction to essential man-
agement tools like feedback, coaching, performance management and hu-
man resources controlling (Chapters 2 and 3), fundamental management
methods will follow, including ethical aspects (Chapters 4 and 5). In Chap-
ter 6, we will deal with international personnel management aspects in a
globalized world as well as some essential paradigms of intercultural lead-
ership. In Chapter 7, we present different systemic models as part of dis-
ciplines like biology, evolution theory, physics, cognitive sciences, philos-
ophy, pedagogics, sociology and management. Finally, in Chapter 8, I at-
tempt to bring in all these ideas in one theory of Systemic Leadership.

The contents of this book resulted from the lectures held in the summer
term 2008 and the winter term 2008/2009 at the University of Nuertin-
gen. I am grateful for the numerous suggestions by my students whom I
want to thank cordially. Also do I want to thank Dr. Gerhard Seitfudem,
Business Director at Publicis for making this book happen and a very big
Thank You to Renate Achouri for the translation.

This book is intended equally for Students to accompany the lectures in
Business Administration with focus on Personnel Management, and for
interested Executives and Personnel Managers who, in their enterprises,
want to put into practice an extended catalogue of management tools.

My wish to all of you is that reading may bring you fun and benefit.

Nuertingen, January 2010
Cyrus Achouri
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“But anguish crept upon me,
Whenas I pondered in my little cell:
Ah me! how have I come into this evil road.
Into the power of Craving have I strayed!
Brief is the span of life yet left to me;
Old age, disease, hang imminent to crush.
Now ere this body perish and dissolve,
Swift let me be; no time have I for sloth.
And contemplating, as they really are,
The Aggregates of Life that come and go,
I rose and stood with mind emancipate!”
Psalms of the Early Buddhists



Introduction

“If you want to build a ship, don’t drum up the men to
gather wood, divide the work and give orders. Instead teach
them to yearn for the vast and endless sea.”

Antoine de Saint-Exupéry

Any company nowadays knows that performance and motivation of
their employees are being influenced mostly by its quality of leadership
(more than 70%"). Excellent leadership today by no means is only an
ideal but a condition sine qua non of successful entrepreneurship.
There are several reasons for that.

One of them is that because of a lack of qualified manpower there is
not only a need to win over the best talents but also to retain them.
This achievement is expected from the direct executive personnel. In
many cases where companies take the record of resignation interviews,
one can observe a direct correlation between bad leadership and unwel-
come fluctuation of employees.

Also, changing demands by employees concerning the degree of inde-
pendence in their work, the combination of career and profession in
different working and time models, the so-called work-life balance, are
important points especially for highly qualified employees and all the
more so for the considerable female part among them. Any excuse by
executives as to increased coordination cost for part-time workers or
lacking efficiency is not accepted any more as a reason to refuse flexible
working models. A great number of studies prove that part-time
employees deal even more efficiently with their working hours. They
are simply forced to do so.

While technical possibilities of rationalization can be perfected more
and more asymptotically, we are rather at the beginning when it comes
to the activation of the resource “employee motivation”. Employee

L IES Report 355, From People to Profits, 1999

Introduction 11



motivation, however, is essential for willingness to perform as well as
for efficiency and it is therefore imperative to specifically use this first
domino and to understand that excellent leadership is the central
leverage for the success of an enterprise.

Successful
Business

Highly
Motivated

Excellence

Figure 1
“Leadership Domino”

In this book you will not find an introduction into the entire subject of
Human Resources Management. However, we will present main sub-
jects of particular importance for Human Resources Management and
subsequently deduce “Systemic Leadership” as systemic approach to
HR-Management. The method will not be historical, but systematic.

In Chapter 2 we will start by looking into performance management
systems for performance evaluation. We present basic techniques like
feedback and communication analysis, both of which should be basic
knowledge of any executive. We will then talk about the staff dialogue
and the upward feedback which are complementary to each other.
Finally, relevant HR-performance indicators will be discussed allowing
to define performance objectives and to measure their achievement,
especially by using the balanced score card as controlling instrument.

Chapter 3 offers an introduction to executive coaching. Despite their
relevance for management performance, no consistently formulated
quality standards for the training and use of coaches are yet available.
We will define quality criteria for the selection of coaches as well as cri-
teria for successful controlling and evaluation. This Chapter will close

12 Chapter 1: Introduction



with an introduction of selected consulting approaches that are applied
in executive coaching.

Chapter 4 attempts to answer the question which value system may be
able to support executives when operating in delicate personnel situa-
tions, and Chapter 5 presents some theories of leadership. Following an
introduction to employee motivation, images of man as basic para-
digms are presented that have always been an underlying part of the
style and understanding of leadership. We will then introduce selected
management styles and finally present the so-called management tech-
niques, i.e. the craft skills to put them into practice.

Chapter 6 deals with HR- management on a globalized level and pres-
ents strategies of internationalization as well as different models to
describe intercultural aspects. This closes the introduction to principal
leadership theorems.

Chapter 7 offers an excursion to different scientific disciplines which
allow to present system theory in its principal statements. We examine
the statements of evolutionary biology, physics, chaos research, cogni-
tive sciences or philosophy, pedagogics and management theory in
order to find out the common aspects.

These common aspects we will use as a basis in Chapter 8 in order to
apply the systemic statements and results to personnel management
and set up a draft of Systemic Leadership.

Introduction 13






Performance Management
Systems

“My main job was developing talent. I was a gardener
providing water and other nourishment to our top 750 people.
Of course, I had to pull out some weeds, too.”

Jack Welch (*19.11.1935),
former CEO of General Electric (1981-2001)

Performance management means the process of performance measure-
ment, performance steering and performance control of individual em-
ployees, teams and executives. The objective of this process is a contin-
ued improvement of individual performance ending up in an improved
performance of the whole enterprise. Extending its attention from ac-
countancy with its main interest on the past, performance manage-
ment also focuses on non-financial performance indicators. This com-
prehensive planning and steering process is additionally brought into
line with future challenges.

In order to meet this comprehensive objective, many companies use
the balanced score card in order to measure financial results, process ef-
ficiency as well as employee and customer satisfaction. Below, we will
present important performance management instruments, the staff dia-
logue und its complementary tool, the upward feedback.

The basis of all these instruments, however, is communication. Structu-
red and successful communication is a management tool by itself al-
ready, and any applied methods of performance management depend
on the quality of communication involved. When talking of communi-
cation used for reporting back information on behaviour and perfor-
mance, the term “feedback” has gained acceptance following the scien-
tific concept of back coupling.

Before looking into the methods themselves, we should therefore pay
attention to the basics of successful communication. Especially feed-
back does play an important role here as it is a communication instru-
ment that reports back information on behaviour and performance.

Performance Management Systems 15



2.1 Feedback

2.1.1 The meaning of “feedback”

Although feedback has probably become the best-known management
instrument at all and employees as well as executives do well know the
rules of feedback by theory and training, when put into practice, how-
ever, there is either a lack of comprehension of the subject or there is
not sufficient conviction to use this knowledge successfully. In any
case, in the average business practice, an increase in positive communi-
cational culture cannot be observed.

At the same time it is a fact that giving feedback and taking feedback
are the most important tools in personnel management and develop-
ment. Supposing we were forced to refrain from any Human Resources
Management Tools at all, we still could not do without a productive
and orderly communication. There is an enormous gap between the
relevance which feedback should have and which it does actually enjoy
in the perception of executives.

The best way to work on a productive feedback culture certainly is to
combine the theoretical input with directly following practice. Only
training creates the understanding for the existing (and often uncon-
scious) communication patterns and only training will break up com-
munication and behaviour patterns that have been existing for a long
time. A purely cognitive and conscious approach will mostly not be suf-
ficient. Only role playing in training will show how far the theoretical
contents have really been understood and internalized. Therefore, at
the beginning, self assessment and result after training may be a long
way away from each other.

Feedback is an especially interesting tool. It is not only relevant resp.
has not been particularly designed for executives or employees. It is, on
the contrary, a communication pattern that can be applied to all fields
of human communication. This is the reason why most feedback train-
ings request that the theory should be applied and trained as often as
possible in the private field and in this way be made an individual and
personal communication pattern.

Practice shows that it takes a certain time until one is able to formulate
for instance the three-step feedback rules in such a way that they do
not seem learned by heart or put on stage. Especially when dealing with
peer colleagues in business or with people in the private field it can

16 Chapter 2: Performance Management Systems



turn out to be a considerable challenge to formulate feedback profes-
sionally without losing one’s own authenticity and naturalness.

In Human Resources Management, the situation is different. Here, val-
ues like authenticity and naturalness are of course also desirable for an
executive who expects to be accepted by the employees. However, what
we have to bear in mind here additionally is an existing appraisal situa-
tion with all possible consequences. Therefore, in the communication
between executive and employees, the objective has to be on the one
hand clearness and precision of the statements, and on the other hand
an inoffensive tone. If these aspects of communication are fulfilled by
the executive, the employee will regard the conversation as profes-
sional even if the rules of feedback are not internalized entirely and are
formulated perhaps clumsily or with difficulty.

Contrary to the unprofessional, chatty tone of an executive with am-
biguous authenticity, the conscious compliance to formal feedback
rules expresses also verbally that the appraisal process is respected and
that the executive is explicitly trying to cope with the task of evalua-
tion. Let us now talk about the contents of this communication.

2.1.2 Communication Analysis

Feedback as an instrument as well as specifically recommended feed-
back rules are a result of the work of social psychologists and group dy-
namic experts like for instance Kurt Lewin. Feedback means reporting
back to an individual information about his behaviour and how this
behaviour is perceived, understood and experienced by others. Such
feedback is permanently happening when we are in contact with oth-
ers, consciously or unconsciously, spontaneously or upon request, ver-
bally or by non-verbal communication, i. e. body language. In order to
make these processes conscious, to train them and to improve self and
counterpart perception, feedback has been used for a long time in
group-dynamic training. The task is to verify one’s self perception and
to adjust it with the perceptions from others. Such an adjustment is be-
ing described for instance with the “Johari Window”.

Johari Window

The Johari Window is a window of conscious as well as unconscious
personality and behaviour characteristics between an individual and
others, resp. another group. It was developed 1955 by the American So-

2.1 Feedback 17



cial Psychologists Joseph Luft and Harry Ingham' and “Johari” is a

combination of both their first names. By means of the Johari Window
we can illustrate the so-called blind spot in the self perception of an in-
dividual.

Known to self Not known to self
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Figure 2 Johari Window

The “Arena” as the Public Person includes everything that an individ-
ual reveals about himself, i. e. everything that is conscious to himself
and others. It is the part that is being made visible to the outside. This
part, in comparison to the other parts, is mostly rather small. However,
essential for the quality of relationships are the non-public parts.

“Facade” is everything that is known by the individual but that he does
not make accessible to others or that he actively hides from them, also
known as “Secret”.

By “Blind Spot”, we understand information which is not known by
the individual himself but which, however, others do know.

Finally, the “Unknown” is defined by information that is not known by
the individual nor others. Sigmund Freud called it the unconscious.

L Luft, J. & Ingham, H. 1955
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One essential learning objective in group dynamic training is to expand
and make more transparent the common room for manoeuvre. When
applying this to the Johari Window, the left upper field becomes bigger
and bigger, while the other three fields become smaller and smaller.

By informing the individual in question directly about blind spots, he
will gain knowledge about himself and will be able to perceive more
consciously his private and public room for manoeuvre and so take bet-
ter advantage of it. The question “What” is being efficiently supported
by the question “How” contained in the feedback rules.

Another well-known illustration of conscious and unconscious parts in
the communication is the “Iceberg Model”, which goes back to the Psy-
choanalyst Sigmund Freud.

Iceberg Model

According thereto, only a relatively small part of the communication
takes place on the surface of the ocean - the visible iceberg. The much
bigger part of non-verbal, emotional and unconscious communication
lies within the ocean, hidden from direct perception.

Figure 3 Iceberg Model
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This fact was also taken into account by Ruth Cohn (*1912)!, Psycho-
analyst and Founder of the Concept of Theme Centered Interaction
(TCI), when formulating: “Disturbances have Priority”.

According to her, it is essential, especially when working with groups,
to make existing (emotional) disturbances that become felt in commu-
nication a subject of discussion, to bring them on the upper side of the
iceberg and in that way to make possible an objective and conscious
clarification. If we are not ready to allow priority to these disturbances,
they will anyway take hold of the situation, with or without our con-
sent.

The result will probably be that the group process and an objective clar-
ification of tasks and problems is thrown back. TCI enumerates four es-
sential factors in the group process, the individual concern (I), the
needs of the group (We), the task (It) and the environment (Globe).

IT o
/°6
®

| We

Figure 4 TCI Triangle

Also, the famous mime artist and Professor emeritus of the Vienna Con-
servatory, Samy Molcho (¥1916 in Tel Aviv)2, showed in his analysis of
our body language impressively that there is a huge part of non-verbal
and unconscious elements in our communication.

1 Cohn, 1975
2 Molcho, 2001
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