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by William A. Cohen

ESPITE HIS MANY

contributions to
management, Peter
Drucker didn't write much on leader-
ship until late in his career. He said:
“The first systematic book on leader-
ship, the Kyropaidadaia of Xenophon, is
still the best book on the subject.”

Peter found Kyropaidadaia and
Anabasis, another book by Xenophon
“fascinating.” Both are 2,000 years old.
Drucker felt that every modern “cut-
ting-edge” leadership concept had been
described in these two books.

Xenophon was a member of a
10,000 man Greek army hired by the
Persian pretender to the throne, Cyrus
the Younger, to defeat his brother in
the fourth century B.C. Cyrus thought
that with these trained troops he
could defeat his brother’s superior
force and seize the throne.

At first things went well, but in a
crucial battle in Persia, Cyrus the
Younger was killed. The Greek gener-
als were invited to negotiate their sur-
render but were instead murdered. The
Greek Army was now stranded leader-
less, surrounded by hostile forces.

In The Persian Expedition, Xenophon
explains how he came to be comman-
der and the fight to return to the Black
Sea against overwhelming odds. This
famous march took five months. Itis a
story of courage, improvisation, disci-
pline, self-sacrifice, and leadership.

After his return, Xenophon became a
writer and historian. In Kyropaidadaia he
described the leadership education of
Cyrus the Great. The central message of
both books is leadership.

Inaction Worse Than No Action
After the Greek generals had been
killed, there was confusion, fear, and
inaction in the Greek camp. No one
was in charge. Xenophon asked him-
self: “What am I doing here doing
nothing? Am I waiting to become a lit-
tle older? If I don't take action, Il
never become older—I'll be dead!” He
stepped forward and told his com-
rades what needed to be done. He
spoke convincingly, and they elected

Leadership Laws

It was Drucker’s favorite book.

him general and commander.

There is never a reason for inaction.
We must do what needs to be done,
even if difficult and hazardous.
Xenophon told himself: “Don’t just
stand there, do something!” and he
did. Because he was ready to act, his
fellow Greeks made him their leader.

Four Basic Points

Once commander, Xenophon called
the new generals together and in-
structed them in leadership:

« Set the example. If you're downheart-
ed, your men will be cowards. If you're
prepared to meet the enemy and call on
your soldiers to do their part, you can
be sure they will try and be like you.

* You need to be braver than most men,

and to be the first to do hard work.

* Be in control and exercise discipline.
When no one exercises control, noth-
ing useful ever gets done.

« Get your soldicrs thinking about the
positive action each must take to suc-
ceed; otherwise, they will think about
is going to happen to me?”

tatements closely parallel my
eight universal laws of leadership: De-
dlare your expectations; show uncom-
mon commitment; expect positive re-

; put duty before self; get out in

front; maintain absolute integrity; know
your stuff; and take care of your people.

Xenophon lived these eight princi-
ples. When one soldier complained
that he had to walk and carry a shield,
Xenophon jumped from his horse, took
the man’s shield and pushed him out of
the ranks. Xenophon led the pace and
encouraged others while not only carry-
ing the shield but wearing his cavalry
breast plate as well. When the going
was light, he led on horseback, but
when the terrain was difficult or it was
impossible to ride, he dismounted and

soldiers were disheartened because the
Greeks had no cavalry, he reminded
them of something that centuries later
General George S. Patton told his army:
“Wars may be fought with weapons,
but they are won by men.”

Xenophon said: “Ten thousand cav-
alry only amount to 10,000 men. No
one has ever died in battle by being
bitten or kicked by a horse; it is men
who do whatever gets done in battle.”

The same can be said of any human
endeavor—it is men and women who
get the job done. So if your workers are
concerned about your comparative
lack of resources or with the situation,
remember Xenophon—it is people, not
horses, that win battles or campaigns.
Resources count, but they are not the
deciding factor—people are.

Xenophon took care of his people
first. He kept his word to them and he
never exploited his position as com-
mander to his own personal benefit. It
was just the opposite. He risked his
own wellbeing to ensure that promises
made, even by others, were fulfilled.

Carrot-and-Stick Motivation Not Best

Cytus the Great of Persia held the
power of life and death over his fol-
lowers. He could reward, punish, and
motivate in any way. Cyrus’ father ask-
ed him what he thought was the best
way to motivate his subjects. Cyrus
answered: “That which especially
incites to obedience is the praising and
honoring of one who obeys and the
dishonoring of the one who disobeys.”

Cyrus’ father agreed that this was
one way to gain obedience. “However,”
he continued, “when people think that
they may incur harm in obeying, they
are not so ready to respond to the
threat of punishments or to be seduced
by gifts.” He told Cyrus that there was
a superior way in which people would
obey “with great pleasure,” even when
danger was present: The leader had only
to take care of his subordinates better than
they would take care of themselves, and to
ensure that he took care of them even before
his own interests. Who would not want
to follow and obey a leader who does
not eat until his soldiers cat first? We
support those who lead this way.

‘The basis of leadership—the laws of
integrity, commitment, duty, and more—
are all there. In your leadership, you

can learn from Xenophon. LE
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ACTION: Observe these timeless leadership laws.
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