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URING THE PAST 50 YEARS, leadership scholars have con-

ducted more than 1,000 studies in an attempt to deter-

mine the definitive styles, characteristics, or personality 

traits of great leaders. None of these studies has produced

a clear profile of the ideal leader. Thank goodness. If scholars

had produced a cookie-cutter leadership style, individuals would

be forever trying to imitate it. They would make themselves

into personae, not people, and others would see through them

immediately.

No one can be authentic by trying to imitate someone else.

You can learn from others’ experiences, but there is no way you

can be successful when you are trying to be like them. People

trust you when you are genuine and authentic, not a replica of

someone else. Amgen CEO and president Kevin Sharer, who

gained priceless experience working as Jack Welch’s assistant in

Discovering Your Authentic Leadership
We all have the capacity to inspire and empower others. But we must first be willing to
devote ourselves to our personal growth and development as leaders.

by Bill George, Peter Sims, Andrew N. McLean, and Diana Mayer
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At Hitachi, each of our diverse technologies, from

medical and data storage to telecom and power, has

its own story to tell. That’s why we’ve created Hitachi

True Stories, a collection of documentary fi lms about

these technologies, and the people who use them to

make their world a bigger place.

From clean-burning power plants to revolutionary

cancer treatments, Hitachi expertise is helping

inspire innovation in ways that may surprise you. We

invite you to discover for yourself the remarkable

stories that unfold when people and businesses are

empowered by the right technology.

Now playing  hitachi.com/truestories

A fi lm series inspired by the next great achievement.

Hitachi Presents



hbr.org  | February 2007  | Harvard Business Review   141

EOPLE RESPECT THE LEADERSHIP of an organization for 

different reasons in different periods. When you start a

business, your employees are willing to follow you if you

set a good example and bear more hardships than they do.

In my early days at Haier, when I went on a business trip, I often

had to set out right away. If there was no seat available on the

train, I would spend two yuan to rent a small camp stool and sit

in the aisle. That was seen and heeded by employees.

Later, it’s conviction that appeals to people. When we started

building Haier Industrial Park in the 1990s, people held back,

expecting problems to arise. But as it became clear to them that

Raising Haier 
Twenty-two years ago, the Qingdao Refrigerator Factory was a dump, its workers were
unpaid, and its products were shoddy. Today it’s called Haier. The home-appliance giant is
China’s best-known global company – and its CEO has proved that he is one of the world’s
experts in leading and surviving change.

by Zhang Ruimin
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129 | Discovering Your Authentic
Leadership
Bill George, Peter Sims, Andrew N. McLean, 
and Diana Mayer

The ongoing problems in business leader-
ship over the past five years have under-
scored the need for a new kind of leader
in the twenty-first century: the authentic
leader. Author Bill George, a Harvard Busi-
ness School professor and the former
chairman and CEO of Medtronic, and his
colleagues, conducted the largest leader-
ship development study ever undertaken.
They interviewed 125 business leaders
from different racial, religious, national,
and socioeconomic backgrounds to under-
stand how leaders become and remain
authentic. Their interviews showed that
you do not have to be born with any par-
ticular characteristics or traits to lead. You
also do not have to be at the top of your
organization. Anyone can learn to be an
authentic leader. 

The journey begins with leaders under-
standing their life stories. Authentic lead-
ers frame their stories in ways that allow
them to see themselves not as passive
observers but as individuals who learn
from their experiences. These leaders
make time to examine their experiences
and to reflect on them, and in doing so
they grow as individuals and as leaders.
Authentic leaders also work hard at devel-
oping self-awareness through persistent
and often courageous self-exploration. 
Denial can be the greatest hurdle that
leaders face in becoming self-aware, 
but authentic leaders ask for, and listen 
to, honest feedback. They also use 
formal and informal support networks 
to help them stay grounded and lead inte-
grated lives.

The authors argue that achieving busi-
ness results over a sustained period of
time is the ultimate mark of authentic
leadership. It may be possible to drive
short-term outcomes without being au-
thentic, but authentic leadership is the
only way to create long-term results.
Reprint R0702H

141 | Raising Haier
Zhang Ruimin

Zhang Ruimin’s leadership of the renowned
Haier Group began before the Chinese
company even carried that name. More
than 20 years ago, Zhang was appointed
director of the Qingdao Refrigerator Fac-
tory, which faced enormous debt and didn’t
seem likely to survive, let alone prosper.
The main challenge in those early days was
boosting the morale of his workers, who
had gone unpaid for months and grown
deeply dispirited. Zhang borrowed money
so he could catch up on payroll and make
other improvements – and his employees
took heart.

Once he had won their goodwill, Zhang
explains in this first-person account, he
started demanding good work. There was
very little discipline in the factory up to
that point. Rules and regulations existed
in writing but had never been seriously
upheld. Zhang guaranteed the payment 
of salaries, but only on the condition that
people obeyed the policies he established–
some as simple as “Stealing company
property is prohibited.” Those who vio-
lated factory rules could be given demer-
its or even deprived of factory member-
ship (that is, no longer allowed to be part
of the company’s collective ownership).
Far from intimidating employees, this
boost in discipline gave people a sense 
of security and hope.

Now that Haier is a world-class opera-
tion competing in global markets, Zhang’s
focus as chief executive has shifted from
setting a strong example to giving employ-
ees room to make their own decisions and
realize their goals. To that end, he is striv-
ing to create an organizational structure
that is as flat and has as few boundaries 
as possible. He is also emphasizing what
will serve the market, not what will please
someone further up in the company hierar-
chy. Employees, he believes, should feel
that they have a customer to answer to,
more so than a superior.
Reprint R0702J
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CUSTOMER RELATIONS LEADERSHIP LEADERSHIP

116 | Understanding Customer 
Experience
Christopher Meyer and Andre Schwager

Anyone who has signed up for cell phone
service, attempted to claim a rebate, or
navigated a call center has probably suf-
fered from a company’s apparent indiffer-
ence to what should be its first concern:
the customer experiences that culminate
in either satisfaction or disappointment
and defection. 

Customer experience is the subjective
response customers have to direct or 
indirect contact with a company. It en-
compasses every aspect of an offering:
customer care, advertising, packaging,
features, ease of use, reliability. Cus-
tomer experience is shaped by custom-
ers’ expectations, which largely reflect
previous experiences. Few CEOs would
argue against the significance of customer
experience or against measuring and ana-
lyzing it. But many don’t appreciate how
those activities differ from CRM or just
how illuminating the data can be. For in-
stance, the majority of the companies in 
a recent survey believed they have been
providing “superior” experiences to cus-
tomers, but most customers disagreed. 

The authors describe a customer expe-
rience management (CEM) process that
involves three kinds of monitoring: past
patterns (evaluating completed transac-
tions), present patterns (tracking current
relationships), and potential patterns (con-
ducting inquiries in the hope of unveiling
future opportunities). Data are collected at
or about touch points through such meth-
ods as surveys, interviews, focus groups,
and online forums. Companies need to in-
volve every function in the effort, not just
a single customer-facing group. 

The authors go on to illustrate how a
cross-functional CEM system is created.
With such a system, companies can dis-
cover which customers are prospects for
growth and which require immediate 
intervention. 
Reprint R0702G
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by Don Moyer  | PANEL DISCUSSION
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Let’s Eat annibalism represents – as a consultant might say to a tribe considering such a 
practice – a waste of human resources. Corporate cannibalization – creating new 
products or services that eat into your existing business – can represent a waste 
of company resources. John A. Quelch and David Kenny warn in “Extend Profits,

Not Product Lines” (HBR September–October 1994) that introducing brand and product
extensions can cause trouble when it doesn’t lead to more consumption, confuses the
customer, weakens the brand, and carries hidden costs that nibble away at profits.

Consequently, firms are justifiably reluctant to cook up new products or services that
may compete with what they are already doing. But as Matthew Bishop points out in 
Essential Economics, “Eating people is wrong. Eating your own business may not be.” He
reminds us that some markets are ripe for innovation and what economist Joseph Schum-
peter called creative destruction, in which a new product destroys the market for an exist-
ing product. “In this environment,” Bishop writes, “the best course of action for success-
ful firms that want to avoid losing their market to a rival with an innovation may be to carry
out the creative destruction themselves.” Eat or be eaten.

Don Moyer can be reached at dmoyer@thoughtformdesign.com.
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There are 193 countries in the world.
None of them are energy independent.

So who’s holding whom over a barrel?



Chevron Steps Taken:

• Investing over $15 billion a year to bring

energy to market.

• Developing energy through partnerships

in 26 countries.

• Committin
g hundreds of millions

annually to alternative and renewable

energies to diversify supply.

• Since 1992, have made our own energy 

go further by increasing our efficiency 

by 24%.

CHEVRON is a registered trademark of Chevron Corporation. The CHEVRON HALLMARK and HUMAN ENERGY are trademarks of Chevron Corporation. ©2006 Chevron Corporation. All rights reserved. 

The fact is, the vast majority of countries rely onthe few energy-producing nations that won thegeological lottery, blessing them with abundanthydrocarbons. And yet, even regions with plentyof raw resources import some form of energy.Saudi Arabia, for example, the world’s largestoil exporter, imports refined petroleum productslike gasoline.

So if energy independence is an unrealistic goal, howdoes everyone get the fuel they need, especially in a world of rising demand, supply disruptions, naturaldisasters, and unstable regimes?

True global energy security will be a result ofcooperation and engagement, not isolationism.When investment and expertise are allowed toflow freely across borders, the engine of innovationis ignited, prosperity is fueled and the energyavailable to everyone increases. At the same time,balancing the needs of producers and consumers is as crucial as increasing supply and curbingdemand. Only then will the world enjoy energypeace-of-mind. 

Succeeding in securing energy for everyone doesn’thave to come at the expense of anyone. Once we allstart to think differently about energy, then we cantruly make this promise a reality.
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