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Confessions of a Company President

-

Yesterday afternoon I returned to the office at 5 o'clock from Miami after
attending the OPEIU Convention and I was talkinz to Ray Griffin. Ray
said to me, "B, would you care if I gave you some constructive .
criticism?" and I said, "™No." I sort of wish now I'd had him wait uwntil
this morning, because I couldn't sleep all night. I couldn't sleep
because he was so right and I was so wrong. Then I read this review of a
book entitled HANDBOOK OF LEADERSHIP, which only confirmed what Ray had

told me.

Ray's primary criticism was that I reacted rather than acted, and let's go
~ over scme of the areas where he was specific. : :

First, he was critical of our handling of the credit union business. He
pointed out that before we said Okay let's do it, that the Company should
have done a lot more research before we allowed the SGA to invest his
money, and then come back with: Well, you can't do this and you can't do
that, Well, he is right. What good is that after he has already invested
his money in the deal? We know now...and we only knew it yesterday...that
 eredit union business should not be written except where you have a
guaranteed issue situwation, such as the field-issue cancer, or the intensive
care policy. So, from now on, that's the way it is, there is no point in
letting you guys advance money to agents on business that has to be under-
S written, and jeopardize the clear accounts that most of you have, when the
) truth is that thirty to forty percent of the business is never issued,
either because of cancellations before or after issus. If we had done the
research properly we would have none of this. ‘ :

I pledge to you that from this point on you are not going to get any snap
answers on anything that you might want to do that is not related to what
we are presently doing. So, if you have a new deal we will research it out,
and when wa say "okay," then you can be darned sure that you will have a
proper set of instructions which will insure a profitable situation for both

you and the Company.

For example, some of you have talked to us about FEGLEY. I said we would
go into it. I shouldn't have said it, and thank God none of us has, yet.
I am going to appoint a home office committee to maks a study of FEGEY
which will incorporate things such as: how should the business be
financed; how do we get the lists; how is the business underwritien. In
the next sixty days we will have a prepared study so that 21l of you who
have an interest in this program can go into it with total confidence.

Let's take Direct Mail. In my desire to please all of you, I have been
wishy-washy about this. No more. Let me tell you why. When we send to an
insurance department a mailing on a special policy, such as the cancer or ‘
intensive cars, too often they review the entire thing all over again and,
in most instances, make us withdraw the policy.
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We are an agency company with a commitment to the men in the field. We
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We are going to have a hard, jnflexible rule, that any situation that
jeopardizes an agent in the field, no matter how slight, will not be given
any consideration. It is my firm view that a company must either be in
Direct Mail, or be an agency company. We have chosen the latter. There
will be a few exceptions, but only when there is no infringement on our com=
mitment to the agency force. The general rule therefore is: There will be

no mailings.

The key to the kind of léadership you are going to get from this Company is
contained in the following paragraph: . .

The ONLY leadership pattern that favors cohesiveness and
satisfaction and productivity too, Stogdill notes, is the
structuring of roles - making it clear to people what
is expected of them. "This pattern of behavior is perhaps the
central factor in leadership," he writes near the end of his
book. MPhilosophies of leadership and training methods that
undermines this factor destroy the very foundation of leader-
ship’ll : ‘

. Another item: the mailings you are making for leads. We have just received
an order from a state as to why our license should not be withdrawn from it
because of an authorized mailing made by a State General Agent. Ve have
been able to resolve the problem, but the General Agent will probably lose

this state.

S THE MOST SERTOUS BREACH OF CONTRACT IS FOR A STATE GENERAL AGENT
\ TO PUT OUT A MAILING THAT HAS NOT BEZN APPROVED BY EXECUTIVE

It not only jeopardizes yourself but the Company and all who are associated
with it. I have instructed Mr. Bill Lee that he is to give you thirty-six
hours! service on any letter sent in for approval. That is a firm commitment.

' We cannot tell you that a transgression such as putting out an unauthorized -
mailing is the most serious breach of contract and not reinforce our responsi-
bility by giving you immediate service so that you can comply.

The final item are the Life quotas we gave you for June, July, and August. I
told you in my speech that history may or may not be a guide to the future;
also, that people don't change usually, but they can. I am one that can.
This is the first time that we have put out quotas that you can fully expect
to be enforced - without equivocation. This is one area that, if you use my
past as a judge of the future, you will be in serious trouble. I understand
my responsibilities now better than I ever did, and that's why this confession

is so lucid.

So that everyone can know what to expect: if an agency is off quota 20% or
less, they will have the next gquarter to make up their deficiency. If an
agency is off quota more than that, then I just have to assume that the SGA
jsn't really.that interested. Loyalty is a two-way street and involves
recognition of mutual responsibilities. We are going to measure up to ours,
' and we expect you to measure up to yours. When we do this we are 2all going

- to have a lot more fun, and make a lot more money.
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P. S¢ Just to give.you an idea of why we have indicated the seriousness
of the breach by not having approved any and all advertising material s I
‘ thought you would be interested in this attached bulletin from an
o ~ insurance department, the subject of which is: "ADVERTISING - H&A INSUR-

(= - o
J Y

\
‘Enclosures: Xerox of article in BOOKS & IDEAS, entitled "Almost Every-

thing You Ever Wanted to Know About Leadership," by
T‘Bn‘. Boweno ) -

Bulletin to all companies frem Insurance Department, State
of Mississippi, dated 5/29/7h, re: "ADVERTISING - HEALTH
AND ACCIDENT INSURANCE" : '
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by .- -.vzam Bowen

JIf it is possxble to leam about lead-
ership by reading about it, then: the - t
American who knows the most about- the i
subject is :almost certainly- Ralph M.
Stogdill. Who is he? He is professor of
management sciences and psychology at
Ohio State and a heroic reader. Over a
span of years he read more than 3,000
books and-articles having:to-do:with- tion, the answer. turns outtobeexceed-_
leadership—*all the competent researc ingly elusive:* L
directly relevant” to the subject. :~ *Many correlatxons show up, to

Now he has distilled that truckload of :Various pieces of research indicate that; v
pages into one hefty but portable volume;.=.; leaders tend to be- (among other thmgs)
entitled Handbook-of Leadership (Free
Press, $19.95). With an-ungrabbytitle,
a 150-page bibliography; and 425 relent-

ership is associated with-.What have

‘self-confident, “more. industrious,*more -

lessly packed pages of text, the - book
will have fewer readers: than it deserves. -
Any manager who is thinking of modi- ;

leadership, and all of them together may
‘hot be sufficient. Put an intelligent, per-
‘suasive, self-confident, industrious, de-
‘pendable, and humorous man in a situa-
‘tion where leadershxp is posslble, and he

theory might do well to pause and con
sult Handbook of Leadersth He xmght

i . ‘ble and satisfying deﬁmtlon (%)
leadership.: As- Stogdill .observes, there
are almost as many definitions of leader-
ship as there are people who have tried : ™ ST R L .

to define. it;.but leadership is too com- See "h° salutes 7

plex and too-variable a phenomenon to t“But -while- it is e]usxve .and hard to
be captured in any definition.:. ...« redict, leadership is undoubtedly real,

It is clear, though that leaders}up

“is a'great deal of experimental-evidence
bowing that something identifiable as-

‘Tests demgned to measure
different aspects of personahty
have not proved very. useful
for selectmn of leaders. -

ively reassigned to new groups,” Stog-
dill. reportS" :“the same individuals tend
 emerge a_s Jleaders.” g

not somethmg mana'gers. and oﬁicxal hip, then, is past success at it. Perhaps

possess just by virtue of being managers
and officials.-A leader gets followers to-
do something more than his formal au- -
thority can require.them to do. In the =
words of one author, leadership is “an
1nterpersonal relation in which others -

comply because they want to, not because

they have to. »Taluable in all seasons,

—young executive has leadership is to put

- possible and observe what happens—see
who salutes, so to speak. .

- Leadership implies gettmg people to
~do things, which in turn implies that
“ there are things to be done. Again and
::r----'-----slup has Become more and more - again in Handbook of Leadership the
i .- as .authority has weakened - point recurs that leadership has little
throubuout soczety > o meanmg except in relatlon to some task

-Partly because 1t isso valuable, a great o
deal of research effort over the years has .~

‘more. mtellxgent, more persuasive;-more ... "

dependable, “and ‘more humorous ‘than -
their followers. But none of these quali~ .
‘ties seems to be absolutely necessary for -

;Amde from everyday observations, there :

eadership attaches to some people very .-
“much more than to others.-“When mem-
: bers of expenmental groups"a're succes- : -

“the only sure way to find out whether 2

" him into situations where leadership is

or goal A ﬁgurehead is not a leader—-
“leadership is always associated: with
~ the attainment of group objectives.”.

- 'Where there is no goal; then, there can--

B not be genuine: leadership. (unless - the
leaders got that the rest of us haven’t .-
‘got? Unless you're wﬂhng to settle for ~
“leadershxp” as-the answer to-that ques--

“leader himself can-supply: a goal). In
. some measure, the'often deplored inade-

-quacies of leadership in many Western .-

“nations these days may reflect the lack of -

‘ -“Most of the ‘numerous _varieties. of
T leadershxp ‘referred to-in Ha:adbook of -
Leadership can be sorted into one or an-- -
other of two basic. modes.. On one hand -

‘groups are reassxcned to °

g newcroups,thesamemdwxduals

may emerge as. “a leader or he may not. .

“Tests desugned to measure: different - -
aspects " of - personality,”, Stogdﬂl ob- -
* serves,: “have not proved very. predxctwe
: ¢ cluding such variations as authoritative,.

tend to emeroe’“as leaders. ;

~there" is’ work-onented leadershxp, :

directive, and structured: On-the other -
hand there is person-onented leadership
(democratxc, pemssxve, participative, .
etc.): A modern manager hardly needs
“to be told that in recent years the tide
“of opinion has run very strongly against

- the work-oriented mode. Under person-
oriented leadership;. it is said, workers
are not only more sansﬁed but also more
productive. "7 KRR :
" Perhaps the. most valuable feature of
Professor Stogdill’s book is that he ques- ~
“tions = this . prevailing- viewpoint—or

* musters research findings that call it into

“ question. Contrary to what might be

supposed, .person-oriented leadership
does mot seem to-improve motivation.
And the effect. on productivity, where
serious research has tried to assess the
" effect, “is zero or negative as often as
it is positive.”

Alluding to Douglas WIcGreO'or ) fa-
mous distinction between Theory X and
Theory Y, Stogdill writes that the re-
sults of research “do not support the
hypothesis that group productivity and
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cohesweneas are hlgher under permls-
sive, Theory Y types of leader behavior
- _ than under more restrictive, Theory X -
patterns of behavior.”” To some extent, .-
“"the overselling of the person-oriented
style seems to reflect ideological blasu
agamst all forms of authonty Co- :

Paradoxncai freedom
Stogdill reports. that a busmess execus-
tive once said-to-him:-“You psycholo-

. gists keep telling'me that I have to choose -

serious errors, and tends to be inhibited
in making decisions and initiating ac-
tion.” Paradoxically, making it clear to
~ people what they are expected to do tends
" to increase their freedom of action—the
opposite of what might be assumed by
" those ‘who believe that A’s authority :
. necessarily diminishes B’s freedom. B
:The.-most effective leaders, Stogdill
finds,. are-also “considerate”—they look
out:for the welfare of followers. The -

Stogdill, then, is convinced that—
the sake of the workers as welk
-work—the leader should havg "
authority to establish and maincain 1
structure. Accordingly, he takes a v
negative view of leadership theories t
- are basically hostile to authority. He
especxally hard on “sensmvxty tramm

ratton for surrender '. s

-¥It. is.'a contradiction of fact "
wrltes,_f‘,to call sensitivity: training

" between a soft-headed or a hard-hearted
- form of leadership.,lt seems to me-that

' .,The professor agrees. And from study

method- forz-bux]dmg leadership.” -
: stead it: prepares the-leader. for s
.. re_nder- of- leadership -to - the follox
group.”: Research results, he says, ir
cate that “group cohesiveness and est

. ing the results.of research, he identifies
" the golden mean as a leadership style tha
_he labels .“structured.” - It:is.- -work-ori-"
.- ‘ented, but:not autocratic-or restrictive.
" Its ‘essential characteristic-is- that:th
-leader lets followers.know: what.isex:
d of them.~z:

“The membgrs of organized groups,”
Stogdxll writes, “tend to desire a.type of -

. role structure that lets them know-what
they are expected to do. Without- such
_structure the individual suffers uncer-

+jdeal: leader, in other. ‘words, .combines) -
the-. work-orientedand. person-oriented
modes of . leadership. But. as between
consxderatmn .and structure, - structure
is.¢ more.»1mportant——some degree .of
‘structure- is necessary not only for the
organizing of work but also for the satis-
faction of workers’ needs. Members of a
group, to be sure, tend to fare best with
a moderate degree of structure, rather
than-with a:lot of it, but “they. prefer. -
too much structure over none at all.”

increase after sensitivity training of
: leader, but productivity declines.”. .
: #~The only leadership pattern-that
vors cohesiveness and satisfaction- :
_ productivity: too, Stogdill notes, is
_structuring of roles—making it clea
-people what is expected of them. “T
pattern of behavior is perhaps- the ¢
tral factor'in leadership,” he writes n
the end of his book. “Philosophie:
leadership and training methods
undermme this factor destroy the

. tamty', fears -the possibility" of ‘making -

E.:mnu Dunng Room: White, Weld & Co.. Inc.. One Labcrry Plaza, New York City.
. .. Fncmov design. and by Delta lnumrional L:d.

‘Kittinger Fumxmre for umelas beautr—

i

moment. Many authentic reproductions. Send
three dollars for “Furniture for Business -
Interiors”. Kittinger Company. 1921H -
Elmwood Avenue, Buffalo, New York 14207. .
Showrooms: Boson, NewYork. Adanta, Bn.ﬂalo Chscap. Daﬂu. Satdu Saa Francisco, Los Augela.
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Yjttinger adds constant good taste to today sy T
usiness settings, for Kittinger knows no Kl l l lN‘ ER
¢ime. Its traditional beauty transcends the
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: } ..z 6 for $22. My check (or money order) for $ . is enclosed. .
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Ayhandsome' way. to protect
(and preserve) your<opies ef FORTU}E

A durable; custom-designed Library Case’ “will protect your copies of "= \/

FORTUNE from dust and wear. At the same time,. this impressive addition -
to your hbrary will help you conserve valuable space and reduce clutter.
In elegant pine green su:nulamd leather, its spine is embossed with ..
16-k gold lettering for maximum legibility. (Each m:rary Case mciuds
gold transfer so you.can print the volume and year.) | -
. FORTUNE Library Cases are available.in two sizes. One measures.
13%4" x.10%" x 5" and will bold 10 to 11.issues:of FORTUNE in its--
previous size. The other, 114" x 9%" x 6%~, will hold 12 issues of the new.
smaller-size FORTUNE. When orden.ng belcw please specxfy size.

rorve o
AN RN
N

e To. Jesse Jones Box Corp. P.0. Box 5120, Dept. F, Philadelphia, Pa. 19141 -
I’ Please send me FORTUNE Library Cases. Pnc-s. $4,25 each; 3 for S12:

Only b.S. orders accepted. L'_] Larg:r size EJ Small sxz:

e

NA;\'TE L. P P . Ta e wd
.. (PLEASE PRINT) . o o mrme -

i STATE o
i - \lote Satsfaction guaranteed or money refunded. Allow 3 weeks for d:uvery
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COMMISSIQRER

DEPUTY CRMMISSISMER

0: AL COMPANTES WRITING HOSPITAL, ACCIDENT AND SICENESS o
IHSU'RANCE IN MISSISSIPPI . It :
RE: ADVERIISIEG - HEALTH AED ACCIDENT INSURANCE
: This notice is prompted by rec 't i:roblemsv in Mississippi which
have been caused by the advertising of health aad accident insurance
by ageats and/or agencies apparently without authorization by the

o insurance company issuing the policies.

' As you km:w,” your company is responsible for all advertisements

. of its policies regardless of the form of these advertisements or

whether they are handled by your home office or ome of your agents.

In this regard, we refer you to Section 2, Paragraphs A and B, of the
Amended NAIC Rules and Regulations governing advertisement of accident
and sickness insurance, adopted by the Mississippi Imsurance Department

‘on April 9, 1973.

We urge you to instruct your agents in this State concerning the
matter referred to above. You are further urged and expected to take
whatever administrative action is required to see that all your adver—

. tising of health and accident insurance is in full compliance with

applicable Mississippi statutes apd the Rules and Regulations adopted =
by this Department.’ ‘

- Your immediate attention and cooperation concerning this matter

is appreciated. _
ol e
Pyl .-’; A R - P

_Evelyn Gandy
- Commissioner of Imsurance

EG/jrb



