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"The Politics of public service bargains®
C.Hood, M.Lodge

-Blal: Consociational
(representation of major
Bia: Representational groups in society)
(PS as social
representatives)

B1a2: Selective
(representation of one

ar more dominant
Bi: Trustee' groups)

bargains
(PS as auionomous

) B1b1: Moralistic
‘estate’ (PS as knightly or
) Bih: Tutelary hical e lar
(PS as elito ethical exemplars)
. leaders
: ) B1b2: Legal or

technocratic
(P8 as ‘experts on top')

B2al: Complex

' (PS as agents of multiple principals-or.
B2a: Delegated across levels of government)

(PS as directly '

responsible) .

B2a2: Simple

(PS as direct agents
with operational
responsibifity)

B2: *Agency’
bargains
(PS as servants of

olitical masters
pol ) B2b1: Serial loyalist

(PS transfer loyalty to

B2b: Directed ;
elected masters of the
(PS as directable day)
at will) '
) B2b2: Personal loyalist

(PS as loyal to individual
politicians)

Figure 1.2. Some types of public service bargains
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A.Nahavandi, R.Denhardt ,J.Denhardt

In 2009, four-star General Stanley

McChrystal became commander 6F
all U.S. and international forces in Afghanistan. During
his command, McChrystal guided a major escalation of
American troops and other resources in Afghanistan.
He also developed a somewhat controversial approach
to counterinsurgency, emphasizing the importance
of protecting citizens over engaging insurgents and
restricting airstrikes to reduce civilian casualties. Our
interest here is in his leadership style and his emphasis
on trust and relationships.

To former general McChrystal, building consensus or a shared purpose is more
important than giving orders. This requires investments in communications, trust, and
relationships.

McChrystai’s approach to leadership was quite differ-
ent from the traditional military leadership. “We grew up
in the military with this [classic hierarchy]: one person at
the top, with iwo to seven subordinates below that, and
two to seven below that, and so on.” However, fighting
Al Qaeda proved to require a different sort of military.
“We had o change our structure, to become a network.
We were required to react quickly. Instead of decisions
being made by the people who were more senior—the
assumption that senior meant wiser—we found that the
wisest decisions were usually made by those closest

Organizational Behavior

GENERAL STANLEY MCCHRYSTAL

to the problem.”* So McChrystal instituted more of a
shared leadership approach to command, with all offi-
cers being encouraged to become more active in deci-
sion making at their level.

At the same time, McChrystal and other leaders wanted
to make sure that everyone was moving in the same
direction. Particularly in the chaos of war, it is easy to
see how lower-level commanders might drift away from
the direction sought by the upper level commander. In
order to counter this tendency while at the same time
supporting those throughout the orga-
nization, McChrystal tried 1o instill
a “shared consciousness” so that
everyone in the organization would
know “the commander’s intent.” Once
that was clear, people in the field were
free to make decisions an thair own.
“My command team and | guided
our values, strategy, and priorities.
The leader’s lower in the organization
made tactical and operational deci-
sions in line with those principles.”**

Pursuing this approach meant that
McChrystal would need to empha-
size communications from top to bot-
tom and throughout his organization.
He was known for spending discre-
tionary funds not on guns but on
communications equipment and infor-
mation technology. He insisted that
communications flow in all directions from top to bot-
tom and throughout the assembled forces. Of course,
that required the latest communications technology
so that networks within his command could commu-
nicate with other networks as well as with the upper
level commanders. You can imagine how difficult this
was in Afghanistan, with many roadblocks to effective
communication, some having to do with weather and
terrain, some having to do with distance, and some
having to do with enemy interference. And, of course,
McChrystal was dealing with troops from 20 different

countries and 20 different command posts around the
world; that meant that you could never have a face-to-
face meeting with everyone in the room. So McChrystal
came 1o rely on e-mail, chat, video teleconferencing,
and many other technologies not only for communica-
tion, but for leadership.

Now McChrystal is teaching leadership. In a recent
class, he opened by commenting, “The point of today
is to understand trust and reiationships, which undes
pin the difference between success and failure.”* In
McChrystal’s view, communications is all-important but
trust and relationships hold everything together. This is

‘ especially true when you are déaling with such a diverse

set of troops in terms of nationality, gender, generation,
and background. In this kind of situation you’re not
giving orders but you’re building consensus or shared
purpose. And that requires communications, trust, and
building sound relationships.

1. In what ways do you think McChrystal was
successful?

2. Inwhat ways do you think he was unsuccessful?

3. What lessons about motivation and leadership does
his experience provide?
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