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THE INCREDIBLE PROS, THE INEVITABLE CONS

THERE'S SOMETHING NEW AND DARING about the CEQs who are transforming today’s industries, Just compare
thern with the executives who ran large compandes in the 1950s through the 1980s. Those execulives shunned the press and
had thetr comments earefully crafied by corporare PR departments. But today's CEOs --superstars such as Bill Gates, Andy
Grove, Steve Jobs, Teff Bezos, and Jack Welch - hire their own publicists, write books, gramt spontaneous interviews, and
actively promote their personal philosophies. ’Ihc;.r_fact:. adom the covers of magazines like Business Week, Time, and the,
Economist, What's more, the world's business perso ‘ore incrensingly seen as the makers and shapers of oir ;:»ubhc
‘end personal agendas. They advise schoots on What Kids should Jearn and lawmakers on how to invest the poblic's mona,y
We look to them for thoughb. on, averythmg ﬁOm ihe. future of e-commerce to hot places to vacation.

There are many rcasons today's business leaders have h:gher pmﬁles than ever before. One is that business plays a much
bigger role in our Jives than it used ro, and irs lenders are more offen in the imelight. Another is that the business world is
experiencing enormous changes that call for visionary and charismatic leadership, But my 25 years of consuliing both as a
psychoanalyst in private practics and as =n sdviser to top managers suggast a third reason -- namdy, a pra}wumaii change
in the personalify of the strategic leaders at the top. As an anthropalogist, I try to understand people in the context in which
they operate, and as a psychoanalyst, I tend to seo them threugh a8 distinerly Freudian lens. Given what [ know, 1 believe
that the larger-thap-life leaders we are seeing today ¢losely resemble the personality typs that Sigmund Fraud dubbed
narcissisfie. "People of this type impress others as being ‘personalities," ho wrote, describing one of the psychological
types that clearly fall within tbe ra nge of normality. “They are especially suited o act 25 = support for others, o take on
the role of leaders, and 10 give a fresh stimulus to culiural development or damage the cstablished stats of affairs.”
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Throughout history, narcissists have always emerged to inspire people and to shape the funure. When military, seligious,
and political arenas dominated society, it was figures such as Napoleon Bonaparte, Mzhstma Gbandi, and Franklin Delano
Roosevelt who detarmined the sociz! sgenda. But from time 1o time, when business became the engine of social change, it,
too, generated its share of narcissistic leaders, That was true at the beginning of this century, when men ke Andrew
Carnegie, John D. Rockefeller, Thomas Edison, and Henry Ford exploited new technologies and restructured American
industry. And I think it is rrue again today. '

But Freud recognized that there is a dark side ro nareissistm. Marcissists, he pointed out, are emotionally isclated and highly
distrustfa], Perceived threats can trigger rage, Achievements can feed feelings of grandiosity. That's why Freud thought
narcissists were the hardest personality types to analyze. Consider how an executive at Oracle describes his nareissistic
CEO Larry Ellison: "The difference between God and Larry is that God docs not believe he is Larry.” That observation is
amusing, but it is also wroubling. Not surprisingly, most people think ‘of parcizsists in a primarily negative way, After ail,
Freud named the type after the mythical figure Narcissus, who died because of his pathological precccupation with
himself. '

Yet narcissism can be extraordinarily uscful -- even necessary. Freud shifted his views about narcissism over time and
recogmized that we abg all somewhat marcissistic, More reccatly, psychoanalyst Heinz Kohut built on Freud's theories and
developed methods of freating narcissists. Of course, only professicnal clinicians are trained to telf if narcissisi is normal
or pathologizal. Tn this article, T discuss the differences between praductive and unyroductive nareissism but do not explore
the extreme pathology of borderling conditions and psychosis. '
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Leaders such as Jack Welch and George Sores are examples of productive marcissists. They are gifted smd- creative
strategists who see the big picture and find meaning in the risky ¢hallenge of changing the world and leaving behind 2

“legacy. Indoed, onc reason wa look to productive nareissists in times of great fransition 1s that t!'ne){ have the audacity to
push through the massive transformations that society periodicalfy undenakes. Producuv‘c nareissists are not on%y risk
“Takers willing'to got the job done but also chammers who can convert the masses with their rhetoric. The danger is that
harcissismn can tun unproductive when, lacking self-knowledge and restraining anchors, narcissists becone unrealistic
drearners. They nurture grand schemes and harbor the iltusion that only circumstances or engmies block their sucoess, This
tendency toward grandiosity and distrust is the Achilles’ heel of narcissists. Because of it, even brilliant narcissists can
come ender suspicien for self-involvement, unpredictability, a nd--in 2xreme cases--paranoia.

It's easy to see why narcissistic leadership doesn't always mean successful leadership. Consider the case of Voivo's Pelr
Gyllenhammar, He had 2 dream that appealed to a brozd intemational audience — ¢ plan to revelutionize ths industrial
workplace by replacing the dehumanizing assembly line caricatured in Charlie Chaplin's Modern Times. His wildly
populer vision called for team-based crafismanship. Model fae tories were builc and publicized to insernational acclaim. But
his success in pushing through these dramatic changes also sowed the seeds for his downfall, Gyllenhammar started to feel
that he could ignore the concerns of his operational managers. He pursued chancy and expensive business deals, which be
publicized on television and In the press. On one level, you can ascribe Gyllenhammar's falling out of touch with bis
worldforce simply o faulty sirategy. But it is also possible ta ateribute it to his narcissistic personality. His overestimation
of himself led him to helieve that others would want him to be the otar of a multinational eaterprise. In mrn, these

- fantzsics led him to pursue a merger with Renauly, which was fremendously unpopular with Swedish employees. Because
Gyllenhammar was deaf 1o complaints about Renaulr, Swedish managers were forced to take their case public. In theend,

shareholders aggrassively rejected Gyllenbammar's plan, leaving him with no option but w0 resign.

Given the large nutnber of narcissists at thé helm of corporations today, the challenge fasing organizaticns is (o ensure that
suck leaders do not self-destruct or lead the company to disaster, That can take some doing because it is very hard for
narcissists to work through their issues - and virtually irapossible for them to do it alone. Narcissists need colleagues and
even therapists if they bope to break free from their limmitations. But because of their extreme indopendence and seli-
profeciivencss, it is very difffoult to get near them. Kobut maintained that a therapist would have 1o demoensirate an
extraordinarily profound empathic understanding and sympathy for the narcissist's feelings in arder to gain s tust. On
top of that, narcissists must recognize that they can benchit fram such help, For their part, employees must leam how %o
recognize -- and work around - narcissistic bosses. To help them in this endeavor, let's first ke 2 closer Iaok at Freud's
theory of personality Lypes. ’

Three Main Personzlity Types

While Froud recognized that there are an almost infinite variety of personalities, be identifiad three main types: erotic,
obsessive, and narcissistic. Most of us have clements of all three, We are all, for cxample, somewhat parcissistic. If that
wers ot 5o, we would not be sble to survive or assert our nzeds. The point is, one of the dynarmic tendencies usually
deminates the others, making cach of us react differently to success and failure. )
Froud’s definitions of personality types differed aver time, When tallring about the erotic personality type, however, Freud
gensrally did not inéan s sexual personality but rather one for whom loving and above all being loved is most Emporant
This type of individual is dependent on those people they fear will stop loving them. Many erotics are teachers, nurses, and
social workers' At thesr most productive, they are developers of the young as well as enablers and helpers at work, As
managers, they are caring and supportive, bot they avoid conflict and make people dependent on them. They arg, according
w0 Freud, outer-directed pzople.

Obsessives, in contrast, are inner-directed. They are sclreliant and conscientious. They create and maintain order and
make the most offective operational managers. They look constantly for ways to halp peopls listen berter, resolve conflict,
and find win-win oppértunitics. They buy self-improvement books such as Stephen Covey's The 7 Habits of Highly
Effective People. Obsessives are also ruled by a striet conscience--they like fo focus on continuous improverment at work
beeause it fits In with their sense of moral improvement. As éntrepreneurs, obsessives start businesses that express their
values, but they lack the vision, dadng, and charfsma it takes to turn a good ides into 2 great one. The best obsessives set
high standards and communicate very effectively. They make sure that instructions are followed and costs are kept within
budget. The most productive are great mentors and ream players, The unproductive and the unsooperative become narrow
experts and rule-bound bureaucrats. :

Marcissists, the third type, are independent and nat easily impressed. They are innovators, driven in business (o gain power,
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and glory. Productive narcissists are experts in thelr industries, but they go beyum;i it. They also pose the enitical questions.
They want to fearn’ everything abaut everything that effects the cornpany z}nd_ its products. Unlike erotics, they waat {9 be
admired, not loved. And unlike obsessives, they ara not troubled by 4 punishing superegg, $0 they are able 1o aggressively
pursue their goals, Of all the personality types, narcissists run the greatest risk of 1sutaf_mg themselves at t!::m maoment of
cncmess. And because of their independence and sggressivensss, they are constantly 1o_okmg out for enetnies, seFaetzmes'
degenerating Inta paranoia when they are under cxireme stress. (For tore on personglity types, see the sidebar “Fromm's

Eourth Personality Type.")
Strengths of the Narcissistic Leader

When it vomnes to leadership, personality type can be instructive. Erotic persopalities generally make poor managsrs — thgy
need too much approval. Obsessives make better leaders -~ they are your operational managers: critical and cautious. But it
is narcissists who come closest to our collective image of groat leaders. Thers are two reasons for this: they have
compelling, even gripping, visions for companies, and they have an ahility to attract followers.

Groat Vision. T once asked a group of managers to define & leader. A person with vision” was a typicel response.
Productive narcissists understand the vision thing particularly weil, because they are by neture people who see the big
picture. They are not analyzers who can break up big quéstions inta manageable problems, they aren't number cyunchers
cither (these are usually the obsessives). Nor do they try to exirapolste to understand the flture -- 72 they attempt to craate
it. To paraphrase George Bemard Shaw, some people see things as they arc and ask why, nascissists see things that never
were and ask why not.

Consider the difference between Bob Allen, a productive obsessive, and Mike Armstrong, 3 productive narcissist In 1997,
Alen tried 10 expand AT&T to rzestablish the end-to-end service of the Bell System by reselling 1ocal ssrvice from the
regional Bell operating companies (RBOCs). Although this was a worthwhile endeavor for shareholders and customers, it
was hardly earth-shattering. By contrast, through a strategy of combining voice, telecommunications, and Internet access
ty high-speed broadband telecommunication over cable, Mike Armstrong has "created a new space with his name o i,"
a5 ane of his colleagues puts ir. Armstong is betting that his costly strategy will beat out the RBOC's less expensive
solution of digital subseriber lines over copper wire. This example illustrates the different approaches of obsessives and
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narcissists. The risk Armstrong took is one that fow obsessives would feel comfortable wking, E_{isi yision is galvanizing
AT&T. Who but 3 parcissistic leader could achieve such a thing? As Napoleon -- 2 classic parcissist--onee remarked,
"Revolutions are ideal times for soldiers with a 1ot of wit—and the courage to act.”

As in the days of the French fevolution, the world is now changing in astounding ways, narcissists havesopportunities they
would never have in ordinary times. In short, roday's narcissistic leaders have the chance 10 change the very rules of the
aame. Consider Robert B. Shapiro, CEO of Monsanto, Shapiro ‘deseritied his vision of genetically modifying czops as "the
single most successful introduction of technology in the history of agriculture, including the plow" (New York Times,
August 5, 1999). This is certainly a huge claim--there are still many questions about the safery a_nd public acceptance of
genctically engineersd fruits and vegetables. But industzies Like agriculture are desperate for radical change. If S%haplro‘s"
gamble is successful, the mdustry will be transformed in the image of Monsanto. That's why he can get away with painting
a picture of Monsanto s 2 highly profitable "life sciences” company--despits the fact that Monsanto's stock has fallen 12%
from 1998 to the end of the third quarter of 19 99, (During the same period, the S&P was up 41%.) Unlike Armstrang apd
Shapiro, It wes enough for Bob Allen to win against his competitors in a game messured primarily by the stock market.
But narcissistioc leeders are after something more. They want - and need-to leave behind 2 legacy.

Scores of Follawers. Narcissists have vision--but that's not eaough. People in montal hospitals also have visions. The
simplest definition of 3 leader is someone whom other people follow. Indeed, narcissists sr2 especially gifted in attraciing
followers, and more oftcn than not, they do so through language. Narcissists believe that words can move mountains and
that inspiring speeches ban change people. Narcissistic leaders:are often skiflful orators, and this Is ope-of the talents that -
¢ makes them so charisthatic. Indeed, anyone who hss seen narcissists perform can attest @ their personal magnetism and
" their ability to stir enthusizsm among audiences. . oo S

Yet this charismatic gift is more of a two-way affair than most pecple fhink. Although it is not always obvious, narcissistic
leaders are guite dependent on thelr followers--they need affinmation, and preforably adulation. Think of Winston
Chnrehill's wartime broadeasts or JFI's "Ask not what your country can do for you" inaugnral zddress. The adulation
ther fallews from such speeches bolsters the self-confidence and conviction of the speakers. But if no one responds, the
narcissiat usually becomes insecure, overly shrill, and insistent--just as Ross Perot did.

Even when peaple respond positively to 2 narcissist, there are dangers. That's becguse charisma is 2 double-edged sword--
it fosters both closeness and isolation. As he becomes increasingly self-assured, tho narcissist becomes more spontaneous.
He feels fice of constraints, Ideas flow. He thinks he's invincible, This enérgy and confidence further inspire bis fotlowers.
But the very adulation that the narcissist demands can have a comrosive effect. As he expands, he listens even less to wards
of caution and advico. After all, ke has becn right before, whan others had their doubts. Rather than try to persuade those
who disagres with him, he fecls justified in ignoring them—creating further isolation, The result is sometimes flagrant risk

teking that can lead to catastropbe. In the political realm, there is no clearer example of this than Bill Clinton.
Wealnesses of the Narvissistic Leader

Despite the warm feelings their charisma can svoke, parcissists are typically not comfortable with their own emations.
They listen only for the kind of information they seek. They don't fearn easily from others. They don't like to each but
prefer to indoctrinate and make speeches, They dominate meetings with subordinates. The result for the argenization 18
greater internal competitiveness ala time when everyone is afready under as much pressure as they can possibly stand.
Ferhaps the main problem is that the narcissist's faulis tend to become even more pronounced as ho becomes more
suceessiul.

Sensitive to Criticiem. Because they sre extraordinarily sensitive, narcissistic leaders shun cmotions as 5 whole. Indeed,
perhaps one of the preatest paradoxes in this age of teamwork and pastnering is that the best corporate leader in the
contemporary werld is the type of person who is emotionally isoleted. Narcissistic leaders typically keep others at army's
length. They can put up a wali of dofense a5 thick as the Pentagon, And given their difficulty with knowing or
acknowledging their own feelings, they are uncomfortzble with other people expressing theirs -especially their negative
feelings.

Indeed, cven productive narcissists are extremely sensitive 1o criticism of slights, which fee! to them like knives
threatening their self-tmage and their confidence in their visions. Narcissists are slmost unimaginably thin-skinned. Like
the fairy-1ale princess who stept on many mattresses and yet knew she was steeping oo a pea, narcissists--cven powerful
CEQs--bruise easily. This is one explanation why narcissistic leaders do not want to know what peaple think of them
unless it is causing them a real problem. They cannot tolerate dissent. In fact, they can be extremely abrasive with
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ernployess who doubt them or with subordinates whe are tough enough to fight back. Steve Jobs, for example, pi:tb!.ic}y )
nwurmiliates subordinates. Thus, 2lthough narcissistic leaders often say that they wan? tearnwerk, what that means in practice
is that they want 2 group of yes-men. As the more indspendent-minded players leave or are pushed out, succession

becomes a particular problem.

Poor Listeners. One serious consequence of this oversensitivity 1o criticism is that marcissistic teaders often do not listen
when they fecl threatened or attacked. Consider the response of one narcissistic CEO 1 had worked wub fo‘r three years
who ssked me to interview bis immediate team and report back 10 him on what they were thinking, He invited me to his
summer home to discuss what I had found. "Se what do they think of me?" he asked with sceming nonchalance. "They
ihink you are very creative and courageous,” 1 told him, "but they also feel that you dor't fisten." "Excu;e me, what did
you say?" he shot back at once, pretending net to hear. His response wes humorous, but it was also tragic. In 2 very 158l
way, this CEQ could not hear my criticisin because it was 100 painfyl to telerate. Some nareississ are so defonsive that
they go so far as 1o meke a virtue of the fack that they den't listen. As another CEO bluntly putit, "] didn'e get here by
listening to peaple!” Tndeed, on one occasion when this CEO proposed a daring strategy, nonc of his subordinates believed
it would work. His subsequent success swengthened his sonviction that he had nothing to learn about strategy from his
lisutenants. But success is no excuss for narcissistic ksaders not to listen.

Lack of Empathy. Best-selling business writers today have taken up the slogan of “emational competencies” - the belief
that seecessful leadership requires a sirongly developed sense of empathy. But although they erave empathy from others,
productive narcissists are not noted for being particularly empathetic themselves. Indecd, fack of erppathy isa
characteristic shortcorning of some of the most charismatic and sirccessful narcissists, incl uding Bill Gates and Andy.
Grove. OF course, teaders do need @ commiunicate persuasively. But §1ack of eropathy did not prevent some of history's

- greatest narcissistic leaders from kaowing how to comnunicats -- and inspire. Meither Churchili, de Gaulle, Stalin, nor
Mazo Tse-tung were empathetic, And yet they inspired people because of their passion and théir conviction at a tinse when
people tonged for certainty. In fact, in times of radical change, Jnck of empathy can actually be a strength. A narclssist
finds It easier than other personality types o buy and ssli companies, to close and move facilities, and to lay off employces
- decisions that inevitsbly make many people angry and sed. But narcissistic leaders typically have few regrets. As onc
CEC says, "H T listenad to my employees’ needs and demands, they would eat me alive.”

Given this lack of empathy, jt's hardly surprising that narcissistic leaders dog’t scare particulzrly well on svalustions of
their interpersonal style. What's more, neither 360-degres evaluations of their management style nor worksheps in
listening will meke them more cmpathic. Narcissists don't want to change - and as long as they are successful, thay don't
think they havé to. They may see the peed for operational mansgers fo get touchy-feely fraining, but that's not for them.

There is a kind of craotions! intslligence associated with narcissists, but it's more street smarts ithan empathy. Narcissistic
leaders are acutely aware of whetber or not people are with them wholeheartedly. They know whom they can use. They
can be brutally exploitative. That's why, even though narcissists urdoubtediy have "star quality,” they arc often unlikable.
They easily stir up peopls against them, and it is anly in tumultous times, when their gifts are dosperarely noedad, that
people are willing 1o tolcrate narcissists as leaders.

Distaste for Mentoring, Lack of empathy and extreme independence make 1t difficult for narcissists to mentor and be
mentored. Generally speaking, narcissistic leaders set very lircle store by mentaring. They seldom mentor others, and when
they do they typically want thelr proteges to be pale reflections of themselves. Even those narcissists like Jack Welch who
are held up as strong mentors arc usually more interssted i jnstructing than in coaching,

Narcissists certainly don't eradit mentoring or educational programs for their own development as leaders. A few
narcissistic leaders such as Bill Gates may find a friend or consultant — for instance, Werren Buffer, a superproductive
cbsessive -- whom they can trust to be their guide snd confidant. But most narcissists prefer "mentors™ they can ¢ontrol. A
33-year-old marketing vios president, a narcissist with CEQ potential, told me that she had rejected her boss as 2 mentor.
As she put it, "First of afl, I want t kecp the relationship ot a distance. 1 don't want to be influenced by emotions. Sevond,
these are things T don't want him to know. T'd rather hire an outside consultant to be my coach.” Although narcissistic
leaders appear ta be at ease with others, they find intimacy. - whichis a prercquisite for mentoring - to be difficult.
Younger nareissists will essablish peer relstions with authority rather than scek 2 parentlike mentoring relationship. They
want results and are willing to take chances ar guing with authority.

An Intemse Desire to Compets. Narcissistic leaders are relentless and ruthless in their pursuit of victory. Games are not
sames but tests of their survival skills. Of course, ail successful managers wane to win, but narcissists are not restrained by
conscienco. Organizations led by narcissists ave generslly characterized by intense internal competition, Their passion 10
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win is marked by both the promise of glory and the primitive danger of extinction, It is a potent hrew that energizes
companias, creating a sense of urgeney, but it can also be dangerous. These lcaders se& everything as & threat. As Andy
Grove puts it brillizntly articylating the narcissist's fear, distrust, and agnression, “Ony the paranoid survive." The
concern, of course, is that the parcizsist finds enenties that aren’t there - even among his collcagues.

Avoiding the Traps

There is very lintle business literature that rells narcissistic leaders how to avoid the pitfalis. There are two reasons for this,
First, relatively few narcissistic [caders are interested in looking inward. And second, psychoanalysts don't usually get

close enough to them, especially In the workplace, to write 2bout them. (The noted psychoanalyst Haery Levinson is an
sxception.) As 2 result, advice on Jeadership focuscs on obsessives, which explains why se much of it is about ¢reating
reamwork and being more receptive to subordinares. Butas we've alrsady seen, this Literature is of Little interest to 5
narciseists. nov is it likely to help subordinates understand their parcissistic leaders. The sbsence of man agerial liierature

on narcissistic leaders doesn't mean that it i3 impossible to devise strategics for dealing with narcissism. In the course of &
long career counseling CEOs, Thave idcatified three basic ways in which productive narcissists can avoid the traps of their

awn personality.

Find a trusted sidekick. Many narcissists can develop a close relationship with one person, & sidekick whe gets as an

anchor, keeping the narcissistic partner grounded. Howeyer, given that narcissistic leaders trust only their own insights ang
view ofreglity, the sidekick has to understand the narcissistic leader and what he is trying to achieve. The naroissist must '
feal that this person, or i SOmE Cases persons, s piactically an éxtension of himself. The sidekick must also be scnsitive
ennugh to manage the relstionship. Don Quixote is a clgssic exampte of 8 narcissist whe was out of touch with reality but
who was copstantly saved from disaster by his squire Sancho Panza. Not surprisingly, many rarcissistic leaders rely

heavily on their spousss, the people they arc closest to. But dependence on spouscs can be risky, because they may further
isplate the marcissistic leader from his company by supporting his grandiasity znd feeding bis paranoia, I once knew a CEO
in this kind of relationship with his spousc . He took to ageusing loyal subordinates of plotting against hins just beeause

they ventured a few crificisms of his ideas.

It is much better for a arcissistic leader to choose a colieague as his sidekicl Goed sidekicks are able 1o point out the
pperational requirements of the narcissistic leader's vision znd keep him rocted in reality. The hest sidekicks are usuatly
productive obsessives, Gyllenharpmar, for instance, was most cffective at Volvo when he had an obsessive CQO, Hakan
Frisinger, 1o focus on improving quality and cost, as well as an obsessive HR director, Berth Jonsson, 10 implerent his
vision. Similarly, Bill Gates can think about the future from the stratosphere becauss Steve Ballmer, a tough obsessive
president, keeps the show on the road. At Orzele, CEO Larry Ellison can afford to miss key meetings and spend time on
his doat contemplating a future without FCs because behas 2 productive obsessive COO in Ray Lane to run the company
for hit. But the job of sidekick entails more than just executing the leadar's idcas. The sidekick also has o get his leader to
aceept new ideas. To do this, he must be able to show th & leader how fhe new idess fit with his views and serve his
faterests. (For more o dealing with narcissistic bossss, see the sidebar "Working for a Wareissist.”)

Indoctrinate the organization. The narcissistic CEO wants all his subordinates to think the way he does zbou: the business.
Productive narcissists — people who often have a dash of the ohssssive personality -- are good at converting people to their
point of view. One of the most successful at this {s GE's Jack Welch. Welch uses toughness 10 build 2 corporate culture and
to implement a daring business stratcgy, including the buying and selling of scores of companies. Unlike other narcissistic
leaders such as Gates, Grove, and Ellison, who have transtormed industries with new products, Welch was able to
transform his industry by focusing on execution and pushing compenies to the limits of qualiry and efficiency, bumping vp
revenues and wiinging out costs. In order to do so, Welch hammers out 2 huge corporate culture in his own lmage - a
culture that provides impressive rewards for senfor menagers and sharcholders.
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Welch's approach to culture building is widely misunderstood. Many observers, notably Noel Tichy in The Leadership
Engine, argue that Welch forwms his company's leadership cutture through teaching. But Welch's "teaching” involves 2
personal ideology that he indoctrinases into GE menagers through speeches, memos, and confrontations. Rather than create
a dialogue, Welch mskes prenouncements {either be the number one or wo company in your market or get out), and he
institates prograus (suck as Six Sigma quality) that become the GE party line. Welch's stratepy has been extremely
effective. GE managers must either internalize his vision, or they must leave. Clearly, this s incentive learning with 2
vengeance. I would even go so faras to call Welch's tcaching brainwashing, But Welch does have the rare insight and
know-how 10 achieve what ail parcissistic business leaders are trying to do - pamely, get the organization to identify with
thern, to think the way they de, and to becoms the living embodiment of their companies.

Get into analysis. Narcissists are often more interested in controlling others than in knowing and disciplining themselves.
That's why, with very few éxceptions, even productive narcissists do pot want 1o explore their personalities with the help
of insight therpics such as psychoanalysis. Yet since Heinz Kohut, there has been a radical shift in psychoanalytic
thinking abaut what can be done to help narcissists work through their rage, alienation, and grandiosity. Indeed, if they can
be persuaded o undergo therapy, narcissistic leaders can use tools such as psychoanalysis to overcome vital character
flaws. : .

Consider the case of one exceptional parcissistic CEOQ who asked me to help him understand why he s0 ¢ften lost his
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temper with subordinates. He lived far from my home city, and so the therapy was sporadic and very un?ﬂhedox. Yethe

kept a journal of bis dreams, which we interpreted together either by phone or when we met. Qur analysis uncqvefed

painful feelings of being unappreciated that went back to his inability to impress 2 cold father, He same to realize th::.lt he

 demanded an unreasonable amount of praise and that when he felt unappreciated by his subordinates, he became fusious.

* (nce he understood that, he was able to recognize his narcissisny and even Taugh gbout it. I the middle of our work, he

cven announced o his top teurn that ] was psychoanalyzing him and asked thém what they thou ght c_ﬁf that. Aftera
| pregnant pause, bie exscutive vice president piped up, " Whatever you're doix}g, yau should keep dolng it, becanse you

don't get 50 BngrY anymore." Instead of being trapped by narcissistic rage, this CE O was learning how 1o express bis
concerns constructively.

{eaders who can work en themsetves in that way tend te be the most productive narcississ. In addition to being self-

reflective, they gre also likely to be open, likeble, and good-humored. Productive narcissists have perspectve; they are able
to detach themselves and laugh at their irrational needs, Although serious about achieving their goals, they are also playful.
As leaders, they are aware of being performess. A sense of humnor helps them maintain enough pers pective and bumility to

keep on leaming.

The Best and Worst of Thnes

As [ have pointed out, nareissists thrive in chaotic times. In more wanquil times and places, however, even the most

brilliant narcissist Will szem out of plsce. In his short story The Curfow Tolls, Stephen Vinccnt Benet speculites on what - e

‘would kave happened: 1o Napoleon iFhe had been both some 30 years carifer. Retired in prerevolutionary Francé, " = -
Napoteon is depictad as 2 lonely artillery-major boasting to & vacationing British general about how he could have beaten ™~

the English in India, The pouwr, of courss, is that a visionary hom in the wrong time can seem like a pompous buffoon,

Historically, narcissists in large corporitions have been confined io sales positions, where they use their persuasivencss
and imagination to best sffect. In settled times, the problematic side of the nareissistic personslity usually conspires to
keep narcissists in thelr place, and they can typically rise to top management positions only by starting their own
compzanies or by leaving to lead upstarts. Cansider Joe Macchio, formerly in charge of both the business and consumer
divisions of AT&T, Nacchio was a supersalesman and a popular leader in the mid-10905, But his desire to create a néw
network for husiness customers was thwarted by colisagues who found him abrasive, self-promoting, and ruthlessly
ambitous.

Two years 2go, Nacchio left AT&T to become CEO of Qwest, a company that is creating 2 long-distance fiber-optic cable
network. Nacchio had the credibility — and charisma ~ to sell Qwest's initial public offering to finsnicial markets and gain
& high valuation. Within s short space of time, he turned Qwest into an attmetive target for the RPBROCs, which were
Jooking 1o move into long-distance telephony and Internet services, Such a sale would have given Qwsest's owners a
handsome profit on their investment. But Nacchio wanted more. He wanted to expand — to compete with AT&T -- and for
that he neoded local service, Rather than sell Qwest, he chose to make a bid himaself for local telephone operator U.S.
West, using Qwest's highly velued stock to finance the desl. The market voted on this display of expansiveness with its
feet -- Qwest's stock price foll 40% botween last June, when he made the deal, and the end of the third quarter of 1999.
(The S&P index dropped 5.7% during the same period.)

Like other narcissists, Nacchio likes risk — and sometimes ignores the costs, Rut with the dramatic discontinuities going on
in the world today, more and more large corporations are geming into bed with narcissists. They are finding that there is no
cubstitute for narcissistic leaders. in an age of innovation. Companies nced lsaders who do notiry to anticipate the future so
rmuch as create it. But narcissistic leaders -~ cven the maost productive of them « can self-destruct and fead their
organizations terribly astray. For companies whose narcissistic leaders recognize their limitations, these wil be the best of
times. For other companies, these could turn out to be the worst,

Mickasl Macceby is an anthropologist and a psychoanalyst. He is also the founder and president of the Maccoby Greup, a
management consultancy in Weshington, DC. The former director of the Program on Technology, Public Policy, and
Human Developraent at Harvard University's Kennedy School of Government in Cambridge, Massachusetts, Maccoby is
the author of The Leader: A New Face for American Magagement (Simon & Schuster, 19%1), The Gamesmen: The New
Corporate Leaders (Simon & Schuster, 1977), and Why Work? Mativating the New Workforce (Second Edition, Miles
River Press, 1995). _
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Fromm's Fourth Persanality Type

Not long after Freud described his three personality types tn 1931, psychoanalyst Erich Fromm propose.d a fourth
personalify typs, which has becoms particularly prevalent in today's service economy. Fromm cs}iied this type the
“rparketing personality,” and itis cxemplified by the lead character in Woody Allen's movie Zolig, 2 Than 50 governad by
his need to be valued that he becomes exactly like the people he happens to be around.

Marketing personalities are more detached than erotics and so are less likely to cewnent ¢close ties. They are also less driven
by conscicnee than obsessjves. Instead, they are motivated by a radarlike apxiety that permeates cver'yt‘mng they do.
Because they are o eager to please and 1o alteviate this anxiety, merketing personalities excel at selling themselves fo

others.

Tinproductive marketing types lack direction and the ability to commit themsclves to people or projects. But when
productive, marketing types are good at facilitating teams and keeping the focus on adding value 83 defined by customers
and colleagues. Like obsessives, marketing personalities are avid consumers of sell-help books. Like narcissists, they are
not wedded to the past. But marketing types generally rnake poor lcaders in times of crisis. They tack the daring needed to
innovate and are (oo responsive o cuwrent, cather than future, customer demands.

- The story of Farr Carlzon; the former CEO of the Scandinavian airline SAS, jsan almost textbook example ofhowa . .

- hardissists weaknésses can cul short 3 billiant career. Tn the 1980s, Carlzon's vision of SAS as the'businessperson's airline

- <iyas widely aoclzimed in the business press; management guru Tom Peters described him as & model leadér-In-1989, when

I first met Carlzon and his management team, he compared the idesl organization to the Brazilian soccer gam. -1

- prin¢iple; would be no fixed roles, only innavative piays. 1 asked the members of the management team if they agreed with
this vision of an empowered front line. One vice president, a former pilot, answered no. "1 still believe that the best
organization is the military," he said. I then asked Carlzon for his reaction to that remark. "Well,” he replicd, “that may be
true, if your goal is To shoot your ¢ustomers.”

1

That rejoinder was both witty and dismissive; clearly, Carlzon was not engaging in 8 sericus dialogue with his
subordiates. Nor was he listening to other advisers. Carlzon ignored the issue of high costs, even when many observers
pointed out that SAS could not compete without improving productivity. He threw money 4t expensive acquisitions of
hotels znd mads sn unnecessary investment in Continental Adrlines just months before it declared bankruptey.

Carlzon's story perfecily corrcborates the often-recardad rendeney of narcissists 1o become overly expansive--and hence
isolsted--at the very pinnacle of their success. Seduccd by the flattery he received in the international press, Carlzon's self-
image became so epormously inflated thar his fest lefs the ground. And given his vulnerability to grandiosity, he was
propelled by a need to expand his organization rather than develop it. In due courss, as Carlzon led the company deeper
and deeper into losses, he was fired. Now he iz a venture capitalist helping budding companies. And SAS has lost its
glitter,

3

Warking form a MNareissist

Dealing with a parcissistic boss isn't easy. You have to be prepared to took for another job if your boss beoomes oo
parcissistic w let you disagree with him. But remcmber that the company is typically betting on his vision of the future --
not yours, Here are o few tips on haw to survive in the short term:

* Give your boss ideas, but always let him take the credit for them. Find out what he thinks before prescnting your YIeWS.
If you believc he is wrong, show how a diffcrent approach wauld be in his best intesest, Take his paranoid views seriously,
don't brush them aside - they often reveal sharp intuitions. Disagres only when you c2n demonsirate how he will benefit
from a different point of view.

= Hone your time-mapagement skills. Narcissistic leaders often give subordinates mamy more orders than they can
possibly exceute. Ignore the requests he males that don't make sense. Forget sbout them. He will. But be carsful: carve out
free time for yourself anly when you Ymow there's 2 Wl in the boss's schedule, Narcissistic leaders feel free to call you at
any hour of the day ornight Make yo urself available, or be prepared fo get out.
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