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confusion, desperation, and urgen-
cy to exercise strong leadership.

Lincoln also demonstrated strong
leadership in dealing with subordi-
nates when necessary. However,
Lincoln often accepted the aggra-
vation and exasperation caused by
subordinates if they did their jobs
competently. In Lincoln’s presi-
dency, one problem individual was
the Secretary of the Treasury,
Salmon P. Chase, who was ob-
sessed with becoming president
himself. Lincoln and Chase often
clashed over policy matters large
and small. For the most part, Lin-
coln let Chase have his way and
seldom interfered. Lincoln public-
ly wrote of Chase, “Chase is a very
able man. He is a very ambitious
man and | think about the presi-
dency, a little insane. He has not
always behaved very well of late,
and people say to me, ‘Now is the
time to crush him out.” While | am
not in favor of crushing anybody
out, if there is anything that a man
can do and do it well, I say let him
do it. Give him a chance.”

Lincoln had the will and the ability
to make tough decisions when nec-
essary, and he did not hesitate
once he was convinced that swift
action had to take place. Howev-
er, it is a certain thing that for
crucial decision made by Lincoln
was thought out well in advance.
When making a decision, Lincoln
understood the facts, considered
various solutions and their conse-
quences, making sure that the de-
cision was consistent with his ob-
jectives and effectively communi-
cated his judgment; this is very
similar to the teachings of Sun Tsu
in The Art of War. One can only
imagine what the consequences
would have been had Lincoln not
been decisive. Lincoln changed
attitudes, behaviors, and the way
people lived their lives. He al-

tered the face of the nation forev-
er by abolishing the institution of
slavery and not allowing the South
to successfully secede. He intend-
ed to do both which, almost by
definition, makes him a great lead-
er. He set his goals, preached his
vision, and accomplished his mis-
sion, all with a strong hand.

+ Lead by being led.

While Lincoln, with his extraordi-
nary assertiveness, often stood
alone when it came to making ma-
jor decisions during his presidency,
he also conferred with advisors on
important matters, using them as
sounding boards. He alone bore
the responsibility and would an-
swer the American people for his
actions. On several occasions, it
was Lincoln who led the way while,
at times, giving the impression
that he was, rather, following the
lead of his subordinates. An effec-
tive way of team building! Lincoln
had the enviable quality of being
able to listen to people and be
guided by them without being
threatened himself. He possessed
the open-mindedness and flexibil-
ity necessary for worthwhile lead-
ership. Frequently, he would lis-
ten to his subordinates’ sugges-
tions and recommendations. If
they made sense, and if their
course of action matched his own
ideas, he would let them proceed
with the knowledge and belief that
it was their idea. However, if he
was uncomfortable with what was
being suggested, Lincoln would
focus his people to what he viewed
as the proper path. Rather than
ordering and dictating, Lincoln re-
fined his ability to direct others by
implying, hinting, or suggesting.
When a subordinate did a good
job, Lincoln praised, compliment-
ed, and rewarded the individual.
On the other hand, Lincoln would
shoulder responsibility when mis-
takes were made. For example,
Lincoln readily accepted responsi-
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bility for battles lost during the
Civil War. He tried to let his gen-
erals know that if they failed, he
failed too. What today’s leaders
can learn from Lincoln is that if
you are a good leader, when your
work is done, your aim fulfilled,
your people will say, “We did this
ourselves.”

Boards and managements must be
open to the philosophy of letting
the employees know that the honor
will be all theirs if they succeed,
and the blame will be the leader’s
if they fail. As with all good em-
ployees, when they come up with
good ideas, boards and manage-
ments should let them go ahead
and try, while still monitoring their
progress.

In dealing with subordinates, Lin-
coln teaches us to choose as your
chief subordinates those people
who crave responsibility and take
risks. Give your subordinates all
the support you can and act on the
presumption that they will do the
best they can with what you've
given them. However, at the same
time, in dealing with subordinates,
Lincoln cautions about those subor-
dinates who keep piling up infor-
mation without ever really accom-
plishing anything. Results do mat-
ter eventually.

One additional leadership principle
regarding subordinates is: do not
forget that aggressive leaders tend
to choose employees in their own
image. We’ve long advocated that
boards and managements don’t
hire up but, rather, hire down.
Boards might as well start at the
top with quality and build from
there. Boards should take comfort
with the understanding that it is
sometimes difficult to find the
right chief subordinate or the right
management team. In Lincoln’s
case, it took two and a half years
for Lincoln to identify U.S. Grant
as the aggressive general who
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could do the job that Lincoln so
demanded. In today’s environ-
ment, quality of management is
the most critical element to suc-
ceed, and it starts with boards and
their selection of the chief execu-
tive officer. Finding the right CEO
takes time, and finding the right
management team should be a
careful and methodical process,
since it impacts the entire organi-
zation.

While Lincoln was the leader of the
country, he continually took a posi-
tion to let the people know that
the country was bigger than any
individual. Boards and manage-
ment should also learn from this
lesson and never forget that their
bank does not depend on the life
of any one individual. The truly
successful banks are those that are
a success of many.

¢ Set goals and be results-

oriented.

It was well known that Lincoln had
an unyielding drive and aggressive-
ness which was part of his genetic
makeup. It is a personal quality
and a characteristic of many great
leaders. Several of the great lead-
ers of the 20" century also clearly
demonstrated active ambition and
an inclination toward attaining a
higher station in life. Lincoln
thirsted and burned for distinction,
yet even though he often became
depressed in failure and setbacks,
Lincoln developed the enviable
ability to persevere and learn from
his own failures. Lincoln was quite
aggressive at establishing goals and
gaining acceptance from subordi-
nates. Both are crucial for effec-
tive leadership. Goals unify peo-
ple, motivate them, and focus
their talent and energy. Lincoln
united his followers with a corpo-
rate mission of preserving the Un-
ion and abolishing slavery, and this

objective became firmer and more
resolute with the onslaught of the
Civil War. Even so, Lincoln real-
ized that the attainment of a suc-
cessful outcome had to be accom-
plished in steps, so he constantly
set specific short-term goals that
his generals and cabinet members
could focus on with a sense of im-
mediacy. This is an essential trait
for strategic plans for boards and
managements.

Recent studies on leadership note
that the most effective leaders
are, “reliable and tirelessly persis-
tent.” They are the most results-
oriented people in the world. Lin-
coln was within this mold. He cre-
ated a contagious enthusiasm
among his followers by demon-
strating a sense of urgency toward
attaining his goals. In addition to
setting the goals and focusing on
them on a day-by-day basis, Lin-
coln teaches boards and manage-
ments: leave nothing for tomor-
row which could be done today,
and your task will neither be done
nor attempted, unless you watch
every day and every hour. Banking
is a day-to-day project, and those
banks who have demonstrated
“Premier Performance” on a con-
sistent basis are those that live
with the bank every single day and
every single hour.

+ Encourage innovation.

In Lincoln’s address to Congress on
December 1, 1862, he emphasized
the importance of innovation.
“Still the question recurs, can we
do better? The dogmas of the qui-
et past are inadequate to the
stormy present. The occasion is
piled high with difficulty, and we
must rise with the occasion. As
our case is new, so we must think
anew and act anew.” Leaders such
as Lincoln are not only instruments
of change, but they’re also cata-
lysts for change. Lincoln under-
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stood during his presidency that he
had to virtually rebuild and reor-
ganize the government and its
armed forces. The nation was ob-
viously not prepared for such a
formidable threat as a civil war.
Change was imminent. A transfor-
mation needed to take place im-
mediately. As a catalyst for
change, Lincoln was continuously
learning and focused on the im-
portance of the best leaders never
stopping learning; subordinates
were always encouraged to provide
ideas, and Lincoln let his subordi-
nates know that he was always
glad to have their suggestions.
Lincoln essentially treated his sub-
ordinates as equals. They were
colleagues in a joint effort. He
had enough confidence in himself
that he was not threatened by
skillful generals or able cabinet
officials.  Rather than surround
himself with “yes men,” he associ-
ated with people who really knew
their business, people from whom
he could learn something, whether
they were antagonistic or not. An
often-overlooked component of
leadership is the ability to learn
from people and experience from
successes and failures. The best
leaders possess a special capacity
to be taught by those with whom
they’ve come into contact. In es-
sence, the ongoing accumulation of
knowledge prepares the organiza-
tion for change. Boards and man-
agements must recognize that they
should not surround themselves
with “yes men,” but with people
who have different ideas but who
also have the same goal in building
a “Premier Performing” bank.

In a time of war, Lincoln made
himself aware of any and all new
technological advances so that
they could be implemented first by
the Union. He was quick and deci-
sive in employing these new ad-
vances. Similarly, boards and
managements of banks must be
innovative as to new products and
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services and how they can get
them into the hands of their em-
ployees, as well as their custom-
ers.

Lincoln definitely had an drive to
succeed. Boards and managements
must also endeavor to build a suc-
cessful  “Premier Performing”
bank. Too often, boards and man-
agements build their banks around
one individual rather than a team
in which everyone is encouraged to
contribute. Lincoln taught us that
no nation nor any bank is built
around one individual.

COMMUNICATION

Communication is being able to set
a vision, effectively communicate
such vision, and lead others to
such vision. Like Lincoln, the best
examples of decisive leaders are
those who have a set purpose and
the self-confidence to accomplish
the objective. But effective vi-
sions and noble goals can be made
worthless without solid decision-
making leadership, especially in
today’s fast-paced, competitive
business environment where deci-
sions are almost never simply black
and white. Often, all of the neces-
sary information is not available,
and an important decision must be
made by a certain deadline. Short-
term solutions are frequently at
odds with long-term goals. Some-
times a leader makes the right
choice even though it may not be
immediately obvious. Sometimes
he is wrong, and sometimes he
chooses to compromise, which
could be a major decision in itself.
Banks with decisive leaders have
an atmosphere that is dynamic and
vibrant. People move with a spring
in their step and purpose in their
direction. Opportunity seeks out
the bank, and the well-focused
bank, one backed by solid vision
and well-thought- out goals, al-

most always succeeds. However,
decisive leadership is not always
the final solution. The vision and
direction must be communicated
effectively so that everyone in-
volved with the bank, whether it is
shareholders, customers, employ-
ees, management, regulatory
agencies, or the community itself,
understands its direction, vision,
and focus. Those banks that can
effectively communicate are those
banks that are consistent “Premier
Performers,” and also banks that
survive!

+ Master the art of public speak-
ing.

Thirty-five years ago, Ronald
Reagan was labeled “the great
communicator;” however, Lincoln
was considered one of the most
effective communicators, giving
hundreds of speeches and writing
thousands of letters, all without
today’s speech writers. As presi-
dent, Lincoln was an intelligent
communicator; he was careful
about what he said, and he
thought before he spoke. Every
one of his major addresses while in
office was meticulously prepared
and read from a completed manu-
script. In the case of each, there
was a specific message Lincoln
wanted to convey; he was not talk-
ing just to hear his own voice. Lin-
coln’s practice of writing his
speeches before they were deliv-
ered gave him the time to think
about what he wanted to say and
ensured that his message would
come across the way he intended.
However, Lincoln also understood
that there were times when he
should simply be silent.

Boards and management must rec-
ognize that both oral and written
communication are effective in
setting the strategic direction and
providing leadership to both subor-
dinates as well as all partners in-
volved with the bank. Too often,
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boards and managements can’t be
bothered by having a written mes-
sage, and too often bank positions
are “off the cuff.” Since commu-
nication, specifically with regard
to the strategic direction of a
bank, is so critical to its future,
each word must be carefully craft-
ed, and the leaders of the bank,
whether it’s the board or manage-
ment, must be able to effectively
communicate in an oral fashion to
all constituents. Modern leader-
ship theory emphasizes the im-
portance of effective communica-
tion. James MacGregor Burns
wrote, “the leader’s fundamental
act is to induce people not to be
aware or conscious of what they
feel -- to feel their true needs so
strongly, to find their values so
meaningfully, that they can be
moved to purposeful action.” But
there is more to communication
than just motivation and value
shaping. Warren Bennis and Burt
Nanus write, “Leaders articulate
and define what has previously
remained implicit or unsaid; then
they invent images, metaphors and
models that provide a focus for
new attention. By doing so they
consolidate or challenge prevailing
wisdom.

In short, an essential factor in
leadership is the capacity to influ-
ence and organize meaning for
members of the organization. Com-
munication creates meaning for
people.”

To a certain extent, Lincoln was
viewed as plain-speaking. Boards
and managements would do well to
embody Lincoln’s simple, straight-
forward approach, especially when
sending complex messages that can
be easily misread. Messages are
more often heard when the com-
municator is honest, sincere, and
succinct. In other words, say what
you mean and mean what you say.
Boards must walk the walk and talk
the talk!

(Continued on page 14)
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In communicating messages to con-
stituents, boards and managements
would do well to speak in simple
and familiar terms as people with-
out any pretense of superiority.
Boards and management would
also do well to recognize that the
power to motivate people resides
almost solely in the ability to com-
municate effectively. Sometimes
with banks, private conversations
are much more important than
public speaking. It provides direct
contact with the individuals who
are performing the work. Chatting
informally with one or two employ-
ees will allow a leader to pick up
more subtle nuances of how people
actually feel and think, and loyalty
is more often won through such
personal contact than in any other
way.

¢ Preach a vision and continually
reaffirm it.

Banking institutions prosper or die
as a result of the board’s and man-
agement’s ability to embody and
communicate the bank’s vision.
How a director or management
influences others very much dic-
tates the health of that bank and
all of the banking constituents.
This basically boils down to the
issue of vision. So much strategic
planning focuses on the vision and
mission, and boards must recognize
that they are the keeper of the
vision.

Management, with the board of
directors, is given the responsibil-
ity of preaching the vision; boards
and managements must know
where they are going; they have to
be able to state it clearly and con-
cisely; and they have to care about
it passionately. For some banks,
the vision/mission is the best-kept
secret. That does not work for a
bank to be a consistent “Premier
Performer.”

It is well known that throughout
the Civil War Lincoln, through his
speeches, writings, and conversa-
tions, preached a vision of an
America that has never been
equaled in the course of American
history. Lincoln provided exactly
what the country needed at the
precise moment in time: a clear
concise statement of the direction
of the nation and justification for
the Union’s drastic action in forc-
ing civil war. In short, Lincoln pro-
vided grass-roots leadership. His
vision was simple, and he preached
often. It was patriotic, reverent,
filled with integrity, values, and
high ideals and, most importantly
it struck a chord with the American
people. It was the strongest part
of his bond with the people. What
is the statement for your bank in
these troubled times?

Boards and managements can learn
from Lincoln to provide a clear,
concise statement of the direction
of the bank and justify the actions
it takes. Everywhere management
or a board goes at every conceiva-
ble opportunity, they have to reaf-
firm, reassert, and remind every-
one of the basic principles upon
which the bank is based. While
Lincoln strategically and purposely
asserted his vision, it’s important
to realize that doing so fit natural-
ly into his overall leadership phi-
losophy. Effective visions and or-
ganizational mission statements
can’t be forced upon the masses.
Rather, they must be set in motion
by means of persuasion. Boards
and managements that can utilize
persuasion rather than dictatorial
action are those who can achieve
consistent performance. A bank’s
partners must accept and imple-
ment them wholeheartedly and
without reservation. When this is
realized, it is almost always done
with enthusiasm, commitment, and
pride. Boards who truly accept
vision tend to foster innovation,
risk taking, empowerment, and
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delegation. The whole concept is
win-win. If everybody is on the
same page, if everybody under-
stands the direction; if everybody
is a contributor, then the success
of the bank is assured.

Lincoln managed by walking
around and employing an open-
door policy. This is not a time to
hide! We continue to encourage
boards and managements to get to
know all of their partners, to be
familiar, and to be accessible as a
means of getting the word out and
living the vision. Throughout his
presidency, Lincoln kept repeating
and renewing his vision so as to
avoid the diminishment of its
meaning. The process of renewal
was, in effect, Lincoln’s greatest
form of motivation.

Over time, as values decay and
enthusiasm dwindles, leaders must
constantly provide a rejuvenating
process, such as an annual strate-
gic planning meeting. In Lincoln’s
case, the fight against slavery was
already an age-old issue, and civil
war was a culmination of decades
of conflict. It was time to renew
and regenerate values.

Lincoln reminded all citizens why
the United States was formed in
the first place, just as all leaders
should remind subordinates why
their organization was formed in
the first place. Boards and man-
agements have a unique opportuni-
ty, through strategic planning, to
let all partners know where
they’ve been, where they are, and
where they’re going. When effect-
ing renewal, Lincoln called on the
past, related it to the present, and
then used them both to provide a
link to the future. A fantastic ex-
ample was the Gettysburg Address.
Lincoln, in only two minutes, re-
minded the nation what the Civil
War and America itself were all
about.

(Continued on page 15)
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[The Past]

Four score and seven years ago our
fathers brought forth on this con-
tinent, a new nation, conceived in
Liberty, and dedicated to the
proposition that all men are creat-
ed equal.

[The Present]

Now we are engaged in a great
civil war; testing whether that
nation, or any nation so conceived
and so dedicated, can long endure.
We are met on a great battlefield
of that war. We have come to
dedicate a portion of that field, as
a final resting place for those who
gave their lives that that nation
might live. It is altogether fitting
and proper that we should do this.

[Renewal]

But, in a larger sense, we cannot
dedicate — we cannot consecrate
— we cannot hallow — this ground.
The brave men, living and dead,
who struggled here have conse-
crated it, far above our poor pow-
er to add or detract. The world
will little note, nor long remem-
ber what we say here, but it can
never forget what they did here.
It is for us the living, rather, to be
dedicated here to the unfinished
work which they who fought here
have thus far so nobly advanced.

It is rather for us to be here dedi-
cated to the great task remaining
before us — that from these hon-
ored dead we take increased devo-
tion to that cause for which they
gave the last full measure of devo-
tion — that we here highly resolve
that these dead shall not have
died in vain — that this nation,
under God, shall have a new birth
of freedom —

[The Future]

and that government of the peo-
ple, by the people, for the people,
shall not perish from the earth.

Why can’t the strategic plan of a
bank do the same thing? Why
can’t quarterly communication to
shareholders do the same thing?
Why can’t boards and manage-
ments continually renew them-
selves and provide effective lead-
ership through communication to
all of their partners? The process
of renewal releases critical human
talent and energy necessary to en-
sure success. Lincoln is the per-
fect example of a transforming
leader, as defined by James Mac-
Gregor Burns, “a person who aims
for the evolution of a new level of
awareness, an understanding
among all members of an organiza-
tion. Such a leader rejects the use
of naked power and instead at-
tempts to motivate and mobilize
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followers by persuading them to
take ownership of the role in a
grander mission that is shared by
all members of the organization.”

Lincoln knew that true leadership
is often realized by exerting quiet
and subtle influence on a day-to-
day basis and by frequently seeing
followers and people face to face.
He treated everyone with the same
courtesy and respect, whether
they were kings or commoners. He
lifted people out of their everyday
selves into a higher level of perfor-
mance, achievement, and aware-
ness. He obtained extraordinary
results from ordinary people by
instilling purpose in their endeav-
ors. He was open, civil, tolerant,
and fair, and he always maintained
respect for the dignity of all peo-
ple. Lincoln’s attitude and behav-
ior as President of the United
States essentially characterized
the process that symbolizes decent
relations among human beings.
Abraham Lincoln was the essence
of leadership. Boards and manage-
ments can learn from simple
words, a decisive hand, open dia-
logue, and commitment to the vi-
sion of their banking institution.
The time is now for leadership --
time to step up and make a differ-
ence!

Gary Steven Findley, Editor



