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ABSTRACT

This thesis cxplains why charismatic lcadership occurs in terms of leader personality, fol-
lower personality, and conditions of social crisis. Applying psychoanalytic and social learning
theories, it identifies the psychological factors differentiating leader and follower personalitics. It
cxamines how different leader personality types arise as a consequence of childhood and adolescent
cxpericnces resulting in broad consistent motivational patterns predisposing them to recurrent and
possibly psychopathological forms of political behavior. The psychodynamic basis for charismatic
leader-follower bonds are explored using object relations theory. Social change theorics are in-
tegrated with Weber's theory of charisma to account for the role of leaders during social crises.
Case studies of Adolf Hitler and V. 1. Lenin are presented to illustrate the dynamic relationship be-
tween leaders and crises.

Authors whose works are central to this thesis include James David Barber, David
Rothberg, David C. McClelland, Harold D. Lasswell, Volkan Vamik, Martin E. P. Scligman, Theda

Skocpol, Chalmers Johnson, Charles Tilly, Ted Robert Gurr, Arthur Schweitzer, and Max Weber.
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INTRODUCTION

This thesis is about leadership. It sets out to explain why certain leaders, but not others,
scem able to dramatically transform or reorganize broad aspects of social and political life in
sacicties experiencing scvere crisis. This thesis explains how the personality of a leader can make
such a significant diffcrence in the outcome of these broad social or political events.

Of course, this question has been at the centre of a continuing dispute for at least a cen-
tury and a half. On onc side, the social determinists argue that individuals have little or no impact
upon the course of events. They sce events as the products of broad sacial forces which impose a
predeterminate pattern upon the choices available to individuals, be they princes or peasants. In
cffect, none possess "real” options. The alternative view, that "great men" make history, has found
a considerable number of journalistic supporters, most notably Thomas C‘«zu'lylc,l but few academic
oncs. Part of the reason for this scholarly one-sidedness has been the impact of positivism upon
philosophy and the social scicnces over the past century. Though positivism does not require
human behavior to be predetermined, theories constructed within its framework can and often are
interpreted this way. The behavioral approach has strongly supported such arguments. But as
William James and Sidney Hook' have shown, this determinism ultimately rests upon a metaphysi-
cal presumption that begins by sceing the world as strictly deterministic. But it is this that is in
doubt. The influence individuals have upon events is an empirical question that can unly be settled
by actually examining the historical situation.

The kind of situation this thesis is interested in is that of societal crisis, On the whole, the
literature supports the view that under routine conditions personality plays a much less significant
role than other factors such as roles, situational constraints and the like. But a crisis is a situation
where these constraints are so problematic that continued adherence has become dysfunctional.
This nccessitates change, sometimes of a radical or revolutionary nature. Such cutcomes are

ncither a consequence of purely voluntaristic free will nor of strictly deterministic social forces.
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What human beings want as individuals and as social colicctivities plays some role in determining
what happens even when events do not transpire as desired. Crises are conditions under which
these aspirations possess tremendous influence simply because of the palpable breakdown of the
status quo ante.

In order to be expressed, these wants and desires must be formulated and articulated by
individuals and groups of individuals, the latter often occuring as movements. All movements, in-
cluding those which claim to be strictly egalitarian and consensual, have leaders. Sometimes a
leader achicves such preponderant influence that he or she plays a decisive role in guiding or direct-
ing the behavior of the other members participating in the movement. The leader’s persuasive in-
fluence may be so critical that the movement forms around her or him. Alternatively, these wants
and desires may be formed and articulated by the existing authoritative, elite controlled institu-
tional structures. Often by election or intriguz, one of these institutional leaders sometimes
achieves such a concentration of influence within the decision-making structures that he or she
plays a central role in guiding the use of institutional power and resources. Though power and in-
fluence will be discussed in greater detail later in this chapter, here it suffices to note that influence
and power constitute the elemental "stuff” of leadership. In order to be leaders, individuals must
possess some appreciable amount of persuasive influence and usually seek at least some capacity for
cocrcive powers.

The question "why would someone seek influence and power?” is almost synonymous with
"why would someone scek to be a leader?” Either question places theories about personality and
psychological motivations at the centre of the explanatory stage. Another way of stating the above
questions is to ask: "What factors generate personality-types which exhibit sustaincd motivation to
acquire and use social power and influence?” At least a partial or provisional answer to this ques-
tion is necessary in order to address the one about the relationship between leader personality type
and response to crises. In turn, this suggests another: are there specific personality types whose

responses 1o crises facilitate the formation of jeader-follower relations which are the kind typically
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associated with charismatic leadership? This thesis explores these questions and explains why cer-
tain specific types of leader personalities facilitate the formation of charismatic appeai to followers.
It offers an explanation for charismatic leadership as a partial function of leader personality and the
crisis situation.

The thesis consists of seven chapters not including the Introduction and the Conclusio‘ﬁ.
The rest of this Introduction clarifies some key terms, provides an overview of tie chapters and
summarizes the main argument of the thesis. Chapter One reviews the literature pertaining to the
study of lcadership, concentrating on the dominant themes and perspectives in the field. Chapter
Two discusses the psychological theories which can be used to explain leader and follower behavior.
Chapter Three cxplores motivational patterns underlying leader behavior, while Chapter Four re-
lated the resulting types to specific leaders, showing the relationship between psychodynamic struc-
turcs and personality types. Chapter Five investigates the psychological bases of charismatic ap-
peal, while Chapter Six revicws the main explanations for the origins and nature of social crises.
Chapter Scven presents two case studies showing the interrelationship between leaders and crises.
Finally, the conclusion explains why charismatic leadership, though unequivocally necessary in
criscs, is still at best a mixed blessing.

As Barbara Kellerman notes, there are almost as many definitions of leadership as there
are studies.” She defines leadership as "...the process by which one individual consistently exerts
more impact than others on the nature and direction of group activity." Political leadership is this
activity within the processes of government. According to James MacGregor Burns, "Leadership
over human beings is exercised when persons with certain motives and purposes mobilize, in com-
petition or conflict with others, institutional, political, psychological, and other resources so as to
arouse, engage, and satisfy the motives of followers.” James Downton Jr. states:

...Icadership can.bc broadly defined as the coordinating structure of social systems.

Through goal-setting and attainment, leadership coordinates the activities of other

structures in order to increase the capabilities of the system. By increasing

capabilitics, leadership contributes in a positive way to the service capacity of the
system, which enhances its ability to persist.



Downton's idea of lcadeulﬁp is synonomous with that of a political system.

Each of these definitions captures something of the meaning of leadership. Kellerman
focuses upon the role of individuals in influencing group actions. She looks at leadership as leader
behavior in its most essential form. Burns’ definition derives from the same presumption but ex-
pands and specifies the nature as well as object of such influence. Downton concentrates upon the
roles such leader behavior fulfill and situates them within the context of group-oriented leadership
functions. He connects individual behavior within the context of a group to the operational needs
and aspirations of the group. Downton’s functional definition of leadership gives an understanding
of the "why" of leadership from the perspective of the group while Burns approaches the same
question from the level of intra-group inter-personal relations. Both viewpoints are essential to
comprehending leadership as a social phenomenon. For the purposes of this thesis, leadership is
defined as the acquisition and retention of authority, based on follower acceptance, by groups and
individuals through the use of persuasive influence and coercive authority to establish, alter or ful-
fill shared group norms and goals. This definition focuses on the means and ends of leadership as a
process based on the use of power to achieve particular cnds.

In everyday English, power is often objectified as a thing'.’ This view of power as a com-
modity is widespread and pervades both ordinary and political language. This has two conse-
quences. First, it obscures the fact that power is a relationship. Second, it leads to the confusion of
power with power resources. Consequently, what is fundamentally a psychological relationship be-
tween individuals or groups is simultaneously reified and confused with the factors of exchange or
capabilities upon which the relationship is based. What is lost is the sense that power, broadly
speaking is the ability of one to alter the likelihood of another behaving in a particuiar fashion by
changing either (1)the material conditions of the latter’s life experience, or (2) how he or she per-
ceives and interprets the nature of and relationship between various life conditions and her or his
relative preferences among them. The former defines the narrow meaning of power as constraint

and facilitation while the latter defines influence as deriving from persuasive communication.
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Unlike ordinary usage, virtually all scholars agree that power is best undeistood as a
rclationship, though they differ on a number of points.. Some see power as a social force where
one actor causes another to behave in a particular fashion.” This narrow form of power is compul-
sive. Power-wielding of this sort is threatening, coercive, and above all constraining. A further
developed conception sees power as asymmetric social exchange. This perspective has captured the
attention of a significant number of researchers because it simultaneously highlights the relational
nature of power through the idea of recurring exchanges and the rcle of power resources.” It also
emphasizes the vicw of power as constraint. But the same conception of power as asymmetric in-
terdependency can also see the relationship as facilitative. Providing certain kinds of resrouces can
reduce the long-term asymmetry of social exchange. Such investments result in empowering and
facilitative power relationships. Two factors distinguish constraining exchange relationships from
facilitative ones. First and foremost is the nature of the resources and long-term consequences of
their exchange. There is a fundamental difference between selling crack cocaine for cash and ex-
changing productive assets for promissory notes. The second factor is the intentions of the
dominant party in the relationship. The basic motivations of a long-term investor and a drug dealer
are fundamentally different even though both are driven by acquisitiveness. What distinguishes the
two is the degree to which their interests and those of their clients are integrated, complementary,
non-substitutable and interdependent over the long-term. This is the rational, self-interested basis
for facilitative power relationships. The view of power as deriving from asymmetric social exchange
rclationships comprehends both constraint and facilitation.

Nonetheless, this perspective has certain significant problems. The exchange theory of
power fails to account for obedience to authority from belief and habit. It also fails to explain why
ccrtain individuals voluntarily accede to the personal authority or preferences of another when the
"exchange” consists of being the object of the other’s psychodynamic projections. These
weaknesses are neither fatal nor irremediable. The problem of habit can be resolved by altering the

basis for exchange to one of expectations about rather than actual outcomes from transactions.
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This allows the exchange theory of power to be grounded in social learning theory and cognitive
psychology.u The problem of assimilating psychodynamic connection is somewhat harder because
nothing is actually exchanged. Rather, one serves as the object upon which the other projects cer-
tain qualities, images, and feelings. The object then comes to "possess” these projections, which
provides her or him with control over the other. Perhaps the best ordinary example of this process
is the experience of falling in love, where one, in effect, falls in love with an idealized image of the
love-object that has been projected onto the person with whom one has or desires a rclmionship."
On a less intense level, individuals associated with valued ideals and institutions come to be per-
ceived as emblematic of the ideal. By coming to embody and "possess” the desirablc image, the ob-
ject gains control over the other as a result of being valued. This asymmetric psychological depend-
ency creates a classical power relationship. The power dimension of such experiences is manifestly
obvious to any who have had to endure unrequited love.

Perhaps the most important distinction in this literature is between power and influence.
While many authors agree that the terms are not synonymous, they disagree on the meanings they
associate with cach.” They also differ on how they relate to each other. Some construct a strict
analytical demarcation where power rests upon the willingness and capacity to employ coercion
while influence derives from persuasion. Here, power is directive, compulsory, and punitive while
influence is indicative, contingent, and appealing. From this perspective, a power relationship is a
condition of asymmetric interdependence between two or more actors where the onc who is less
dependent is more powerful and the more dependent one is less powcrful.“ This undcrstanding of
power is analytically distinguishable from influence based on persuasive communication. Its ad-
vantage derives from its analytical simplicity. A pervasive tendency on the part of scholars is to
define influence in terms of power, typically with influence being a weaker or morc general kind of
relational property than power. This does not result in an analytically precise meaning. The
problem derives from the generality associated with the word in ordinary usage. Influence is often

regarded as an intangible or indirect means of bringing about a particular end. This provides no
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firm basis for distinguishing it from the often vague or all-encompassing meanings attributed to
power. The closest one can come to a specific meaning for influence derives from the general as-
sociation of influence witli communications and persuasion. Here, influence is understood to be
communication by one that successfully persuades another to alter how he or she perceives and in-
terprets the nature of and the relationships between various life conditions and events, and her or
his relative ordering and strength of preferences among them. Obviously, influence refers to con-
siderably more in ordinary language than persuasion, but none of these is easily, if at all, distin-
guishable from power. On the other hand, even though influence and persuasion are often treated
as synonyms, persuasion and power are not. Thus, one can base an understandin; cf influence
upon persuasion. This view is adopted here.

The meaning of authority is also problcmatic.“ As Max Weber saw it, authority derives
from some type or types of quality such as tradition, rationality, or charisma. Even though this ap-
proach can gencrate some excellent typologies describing the relationships between different types
of legitimacy, sources of authority, relations between rulers and ruled, and the objects of obedience,
it uniformly fails to account for obedience to authority as a psychological process occurring in the
minds of followers. From this perspective, a follower’s perception of a command being legitimate is
itself what induces obedience. The follower does not judge or think about the command itself.
Rather, he or she judges whether the command is legitimate. If it is within the terms of authority
accorded to the commander, then it is acceded to without the need for persuasion. This is the most
important specific consequence of possessing authority: one does not need to win the agreement
of cach follower for each command. Instead, one has won their prior agreement to obey commands
falling within the boundaries of certain decision-making ranges. This agreement need never have
been formally, or even knowingly, entered into: it may simply have evolved into being as a conse-
quence of habitual customs and practices. What is crucial is that followcrs have come to regard ac-

ceding to certain kinds of decisions as appropriate behavior under specific circumstances.
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Legitimacy derives from the belief shared by both the commander and subordinate that the
former has the right to claim obedience from the latter with respect to the exccution of certain
kinds of actions. A command is understood to be legitimate if it falls within these established deci-
sion ranges. Determining the boundaries of these decisions is synonymous with establishing the
boundary of legitimate commands. Such determinations are based upon what has already been ac-
cepted in the past as being or not being legitimate and the interpretation of current decisions in
light of these past practices and conduct. Persuasion becomes the fundamental factor in estab-
lishing judgments on uncertain cascs. A particular command is regarded as legitimate if it is per-
ceived and interpreted as being substantively congruent with pre-existing customs and practices
which are already perceived as being legitimate. In this context, authority is the right to make deci-
sions which others are obliged to obey so long as their substance and the manner in which they
have been arrived at and applied are perceived to be legitimate. Legitimacy pertains to the com-
mand whereas authority refers to the commander. They are not so much properties as habituated
perceptions.

Nowhere is the importance of authority greater than when the decision in question in-
volves the use of power in its most starkly coercive form. Even when they arc observed more by
their breach, all societies have norms separating the legitimate from the criminal use of threats and
violence. But the relationship between coercive power and authority is more complex than simply
determining when coercion may be legitimately employed. Authority involves the right of one to
command and the duty of another to obey. In its narrow sense, power is the capacity to compel
another to comply. Both produce the same or similar results though by different means. The
central difference between the two is that in the case of authority, the compulsion to obey comes
from within the subject of authority whereas the subject of constraint is either directly or indirectly
forced to accede. Authority is incalculably more economical than the constant recourse to coercive
power. Power and authority need not coincide in that constraints and coercion may operate in

cither an illegitimate manner or under conditions where there are no clear norms, such as during
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civil or religious wars. Authority can also exist without narrow power as Stalin failed to recognize
when he demanded to know how many battalions the Pope commanded. Though the Pope did
indccd command no battalions, his pronouncements do command the obedience of hundreds of
millions and the serious attention of millions more. Similarly, the United States Supreme Court
has no armies. It can and has broken a President. Taken together, constraint and authority are
symbiotes, the former ensuring obedience to authority while the latter legitimates its exercise. An
historically effective way of creating auihority is through ideology and charismatic leadership. The
two are intertwined. Some of the most charismatic leaders in history have promulgated and
propagated popular ideologies and religions.

The nature of charismatic leadership as an actual phenomenon remains one of the deep
puzzles in modern social science. This is not the result of any absence of interest. Charisma and V
charismatic lcadership have been popular topics of discussion in both the popular media as well as
in scholarly journals. Despite this continuing fascination, there has been a notable paucity of ex-
planations which integratc the different facets of the phenomenon into a coherent understanding.
In addition to the sheer complexity of the phenomenon, attempts to understand it have also been
stymied by over-specialized research agendas. Disciplinary boundaries have also acted as barriers
to the transmission of useful insights. These particular problems have combined with a more
general crisis in the overall study of leadership as a process to seriously hamper efforts to under-
stand leadership gencrally and charismatic leadership in particular. These difficulties have been
amply documented elsewhere and need not bear repetition here. What is important is that the ab-
sence of an overall provisional framework has severely constrained efforts to explain the
phenomenon as a whole.

What makes leadership charismatic? Obviously, as Max Weber pointed out, the percep-
tions and responses of followers to a particular leader’s appeal.“ This emphasizes two important
dimensions: the social psychological and the psychodynamic. The first deals with the interpersonal

and small group dynamics between leader and followers, and among the followers themselves.
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There is an immense volume of empirical research, much of which is contradictory, inconclusive,
trivial or obvious. Nonetheless, the sheer bulk of material assures the ﬁresemc of some uscful in-
formation though the tremendous amount of chaff makes sorting it a davnting task. The
psychodynamic level offers a different problem. While there is a considerable body of useful work
on the psychodynamic characteristics of historic political leaders, there are very few empirical ac-
counts of the behavior of followers. This imbalance complicates efforts to arrive at an accurate un-
derstanding of the psychological factors underlying leader-follower relations.

The sociological approaches to leadership often stress its functional importance at the
level of groups or organizations, while ignoring or taking it for granted at the level of socictal
responses to crises. Fortunately, there is enough overlap between theories of group leadership,
social movements, conflict between social collectivitics, and macrosocietal dynamics to show the
relationship between leadership and crises. Theories of group action can also be rooted in
psychosocial processes, thereby showing how broad social conditions induce certain significant
psychological responses which serve as the basis for leader appeals, organizational mobilization of
previously uninvolved supporters and social action. This exceptionally complex system of interre-
lated social and psychological processes undctliés leader appeal to followers under crisis conditions.
This thesis brings together theories covering all of these elements in order to give an integrated ac-
count of charismatic leadership, its psychological structure, and socio-political causes.

Charisma, or charismatic attractiveness, is the manifestation of a particular kind of lcader-
follower relationship." This relationship is psychodynamic and exists, foremost, in the mind of the
followers. However, the leader’s personality and capabilitics can significantly affect the likelihood
of followers forming such attachments. The number of susceptible followers is also increased by
socially induced psychological stress. This stress is often experienced as a consequence of such so-
cial disturbances as sudden economic dislocations, wars, or anything elsc that dramatically alters
the immediate living conditions of large numbers of people. The existence of psychologically sus-

ceptible followers in significant numbers is the most important precondition for charismatic attrac-
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tion. While this attraction docs sometimes come to be focused upon unlikely figures, most objects
of charismatic attraction tend to be leaders with very compelling personalities and messages. The
ability of a leader to hold the support of followers is related to their perceptions of her or his
c:ipacity to successfully resolve the crisis which induced the psychological stress.

This phenomenon can be studied from two different directions. A follower-focused ap-
proach would ecmphasis the psychological conditions which are necessary for or concomitant with
this type of attraction. It would explore the psychosocial factors generating these conditions. The
impact of leader personality and message would appear as a catalytic variable transforming a latent
condition into an actual charismatic relationship. The alternate approach seeks to explain why
some but evidently not all leaders possess this catalytic ability. A leader-focused explanation ad-
dresses how differences in personality affect the kinds of appeals these leaders can successfully
make. Although both focuses must cover the same set of variables and relationships, they do so
with very different emphascs and explanatory agendas. The follower-focused approach seeks to
cxplain how social conditions result in particular psychological conditions, occurring on a mass
scale, which rendcr large numbers of people susceptible to charismatic appeal. This approach ad-
dresses the preconditions rather than the actual occurrence, strictly speaking, of charismatic ties,
whercas the leader-focused approach looks at how specific characteristics of certain kinds of
lcaders result in the formation of these ties.

Pcrhaps the most important explanatory difference between the two is one of emphasis in
timing. Both deal with the human response to social crisis. The follower-focused approach looks
at the "downside" where social pressures adversely effect groups and individuals, forcing them to
change, often in maladaptive ways, in response. Though one may convincingly argue that the oc-
currence of crisis reflects the failure of the society’s political system to respond effectively to its
causcs, this explanation does not require the political system to hold centre stage; it is part of the
back-drop. Politics and the political system are far more immediately relevant to the leader-focused

approach. The leader-follower relationship typically occurs within the context of socio-political
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groups which facilitate the organization of mass followings into political movements or parties
agitating for reform or revolution. Although lcaders sometimes win power through their control
over revolutionary parties or movements, they may also achieve substantive power first through the
normal pathways of institutional leadership and then combine the resources of the institutions they
govern with their capacity to appeal in order to facilitate reform or revolution from above. Regard-
less of whether the leaders achieve power through social movements or organizations outside the
normal governing framework, or through promotion frém within the governing clites, they must be
able to evoke sufficient mass support in order to successfully implement desircd changes. This
reflects the "upside” of the dynamic. This thesis is principally conccrncd with understanding the
political implications of this process and therefore chooses to look at it from the leader-focused
perspective.

Leadership in gencral has been studicd from a number of different though poorly in-
tegrated perspectives. This thesis views leadership as both a type of power relationship and as a
process. The task of providing an analytically precise definition has proved difficult for virtually
everyone. Though this discussion has been going on now among behavioral social scientists for
over sixty years, most agree that it is a form of interpersonal influence rooted in persuasive
capacity and the ability to give direction to others. This is the social psychological view of leader-
ship. A second view is of leadership as a set or system of socio-political functions carried out by in-
dividuals, elites and institutions operating within and responding to a greater social context. This
derives from structural functionalism and the systems approach. Both views are employed in this
thesis. On the interpersonal level, leadership is a form of influence deriving from the putative
leader's capacity to persuade others to adopt a particular viewpoint or course of action. From the
perspective of social groups and socictics as systems, leadership is also a set of highly interdepen-
dent functions whose responsibility is to assure the effective adaptation of the social group or
socicty to changes in its environment, and to regulate or resolve internally generated conflicts. But

these adaptive functions do not always perform adequately and the social system may fall apart.
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Living organisms, the very model for homeostatic systems, do after all die from internal
cancers and discases as well as external traumas. But unlike living organisms, human societies can
also be reconstructed or significantly reformed precisely because they are not themselves living
creatures. In this sense, they are more like mechanisms with the socio-political leadership func-
tions fulfilling the same roles for social groups and societics as cybernetic controls do for complex
clectromechanical systems. But again, this analogy is not precise and ought not to be extended too
far. Leadership is best understood on its own terms. Leadership can alsc be understood as a form
of instruction. Like the truly great teachers, great leaders guide and cducate those who accept their
disciplinc and authority. And sometimes the most important lessons great leaders have to teach
can only be grasped with the passage of sufficient time and careful consideration of their possible
meanings. This thesis offers no deep secrets. It does attempt to provide a basic understanding of
lcadership in terms of it as a process of influence and power, and as a system of role-functions ful-
filled within the context of a greater social system.

Although nobody is ever born a leader or follower, different socialization experiences ef-
fect individual personality development, by either facilitating or retarding the acquisition of useful
leadership skills and the motivation to seek power. The two most prominent paradigms used to
explain these differences are the needs-social learning, and the psychodynamic approaches.“ The
ncceds-social learning approach is dominated by Abraham Maslow’s theory of hierarchy of needs,
research developing from Henry Murray’s theory of learned needs, and social learning theories aris-
ing from cognitive psychology. Research supports the view that effectiveness as a leader correlates
strongly with the level of need satisfaction the person has attained. In effect, Maslow’s needs
hicrarchy helps partially to explain why some aim to seek leadership positions and are atle to meet
the attendant challenges successfully while others are not. Murray’s theory of learned needs serves
as the foundation for the highly productive research strategies pursued by David C. McClelland and
his students. Their work is vital to understanding why power-secking personalities develop as a

conscquence 6f socialization. Social learning theorists like Julian Rotter, Martin E. P. Seligman,
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and Albert Bandura have been instrumental in identifying and explaining from a cognitive-
behavioral perspective a number of psychological phenomena which seem to underlic a range of
significant behavior, such as a leader’s orientation towards ambiguous circumstances and the
response of followers to conditions of threat and unccrtaimy." These different theorics combine
to argue that potential for leadership is a function of largely positive developmental experiences.
On the surface, this seems to contradict the implications of various psychodynamic explanations of
leader and follower behavior. Psychodynamic theorics derived from the work of Sigmund Freud
and first applicd to the study of political behavior by Harold D. Lasswell typically look for the lacus
of leader behavior in neurotic or other essentially psychopathological ego functions. They focus
upon anomalous behavior often rooted in early childhood or adolescent traumas which have had a
profound developmental impact. Though these expericnces are not characteristic of most leaders,
they are relevant to the ones studied in this thesis.

A number of important leader traits or attributes have their origin in neurotic or narcissis-
tic adaptations to developmental crises.” These adaptations, when reinforced by considerable
talent and ability, become the bases for highly motivated and appealing personality types. These
psychopathological types bear close, if superficial resemblance to a number of healthy oncs. Al-
though some neurotic and many healthy personality types do make very effective leaders in many
situations, they never seem to evoke as intense feelings of charismatic attachment as do narcissists.
Narcissists and exceptionally sclf-confident, self-certain personalities evoke charismatic attachment
in followers who suffer from various degrees of personality fragmentation caused by severe anxiety
and have an often extreme necd for rcassurance and stability. The image of cxtreme self-
confidence projected by narcissists and their healthy counterparts provides the reassurance, while
their worldview or ideology, so central to all charismatic appeals, provides their followers with a
coherent and intelligible conception of experienced reality. Unlike the needs-social learning ap-
proach, the psychodynamic theories can explain these kinds of psychological phenomena and

resulting leader-follower relationships. They account for the variations in motivation and bchavior
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of individuals whose overall capabilities are best explained in the context of needs-social learning
thearies. This thesis examines both approaches to explain the basis of lcader motivation.

Stable socicties governed by regimes generally perceived as legitimate select office-holders
for their compatibility with the regime's governing norms and organizational needs. Poﬁtical sys-
tems which do not experience high levels of externally imposed stress tend to behave like extremely
complex burcaucratic organizations. It is the infrequent occasions of generalized social crisis that
forms the context within which critical leadership manifests itself. Charismatic leadership is not so
much a response of the political system as it is a consequence of possibilities created by its break-
down. Unlike politics in ordinary times, which reflects the normal functioning of the system as a
whole, charismatic lcadership requires a statc of crisis and the presence of an individual possessing
exceptional qualities. Since charismatic leadership is a consequence of crisis, this necessitates a
basic understanding of crises.

Despite the variations in emphasis and explanations, most theories agree on the presence
of a number of basic stcps," First, disturbances caused by factors outside of the society or internal
contradictions produce social strains leading to feelings of injustice. These feelings form the basis
for collective action by individuals organized along the lines of shared interests, values and social
tics. These groups often coalesce around highly articulate individuals professing an explanation
and solution for the perceived crisis, and around existing organizations with already established
governing elites if they contain such persons. If the ruling institutions succeed in resolving the
crisis through internal reforms or some other form of pressure release such as conquest or tech-
nological development, then the entire system returns to something akin to homeostatic equi-
librium. If such solutions are not found, then the system remains in a condition favourable to
change. If the crisis progressively worsens, then the support for change will increase as will support
for radical solutions. This constitutes a latent revolutionary condition. Depending upon the evolu-
tion of the crisis, revolutionary groups may succeed in consolidating sufficient power to compete

cffectively with the incumbent elite. Should the regular military forces suffer defeat or go over to
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the insurgent groups, then the revolution will most probable succeed. The last step, consolidation,
involves the revolutionary cadres forming the basis for the new ruling clite and reorganizing old in-
stitutions or creating new ones.

Most accounts of social change ignore or down-play the role and importance of hoth
leaders and leadership. Weber rightly points to three types of charismatic leadership which can be
pivotal in creating the conditions for successful reform or revolution. These types of charismatic
leaders offer their followers ecstatic rapture, new moral frameworks, or effective operational
guidance and direction. Each of these forms of charismatic lcadership evokes different though
nonetheless powerful feelings of follower attachment.  These attachments are rooted in
psychodynamic relationships formed in the minds of followers with the image and message of their
adopted leaders. This often intense bonding and sensc of devotion plays a crucial role in mobilizing
and sustaining vital mass support for leaders seeking to resolve crises through either reform or
revolution. Most though not all theorics of social change and crisis have ignored this dimension.

Charismatic leadership is a consequence of the conjoint occurrence of a period of sig-
nificant social crisis and an individual possessing a sufficiently effective combination of cognitive
structures, personality traits, power resources, and simple luck to successfully strengthen the old or
establish a new order. Individual leadership can take on this enormous significance during crises,
which it rarely does during normal times, for a number of reasons. The advent of crisis is usually
the consequence of some destabilizing force which has a delayed but progressively debilitating im-
pact upon the legitimacy of the affected regime. This decline in popular support is one of a number
of necessary conditions for potentially radical political change of cither a reformatory or revolu-
tionary nature. Personal crisis also intrudes into the lives of significant numbers of ordinary people
as a conscquence of the more general troubles besctting the socicty as a whole. This results in
potential followers susceptible to charismatic appeal. Some are individuals operating within con-
ventional organizations seeking political change or relicf from the oppressive circumstances.

These are individuals who have been mobilised by organizations to participate in their own sclf-
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defense. Other potential followers are those who, as a conscquence of the stresses imposed, be-
come psychologically susceptible to certain types of psycho-emotive appeals. If the former type are
mobiliscd as groups by organizations, the latter are mobilised by inspirational ideologies or charis-
matic lcaders. Many sociopolitical movements, including charismatic ones, include both kinds of
followers even though, obviously, they are motivated by different considerations. The occurrence
of charismatic leadership is itself one of the key catalytic events necessary for radical reform or
revolution.  Social stability if attained through changes facilitated by charismatic leadership, allows
the resumption of normal politics which, paradoxically, precludes the rise of charismatic leaders in
non-critical times. '

In order to exemplify this process, this thesis examines the two greatest domestic
upheavals brought about by the First World War: the Bolshevik Revolution and the rise of the
Nazis to pov-r. In both cases, a single individual played a decisive role in producing the final out-
come. Without V. 1. Lenin or Adolf Hitler, neither event could have occurred in a form that would
be historically recognizable as being the same. Of course, history would have continued to unfold
in their absence but along a radically different course with very different consequences for their _
socictics and the people living in them. Lenin and Hitler exemplify the point that while leaders do
not necessarily make history to their own choosing, the truly great ones can, at pivotal points in the
general flow of events, exert significant influence. Both men were able to play their historic roles in
large part because of their personalities. Hitler was the very archetype of the destructive narcissis-
tic lcader. His charismatic appeal resulted from the attractiveness of his idealized self-image to
large groups of Germans seeking reassurance and guidance in the midst of the crises which plagued
Weimar Germany. Hitler's impact was fundamentally a function of the size of the overall pool of
potential supporters. While every society contains individuals who respond favourably to per-
sonalitics and messages like the ones Hitler projected, few societies provide as fertile a milieu as
Germany did during the inter-war period. Lenin is virtually the opposite of Hitler in terms of im-

mediate personal magnetism.  Lenin's charismatic appeal derived from his daunting intellectual
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dominance and sheer will power. His grasp of the strategic and tactical clements within the revolu-
tionary situation guaranteed obedience and loyalty from the rest of the senior Bolshevik cadre.
Lenin combined rare genius with a dominating will. Botk men exemplif the pivotal role which can
be played by exceptional leaders under propitious circumstances.

This thesis does not argue that "great men" decide history. 1t does argue that under certain
relatively rare circumstances individuals of exceptional gifts who also possess particular personality
characieristics may be able to influence the course of events. It does not argue that charismatic
leadership or charismatic leaders ought to be regarded as "good things." They are at their very best
necessary evils. Charismatic léadcrs often provide "solutions” to crises which are substantially
worse for many than the problems which led to their initial rise to power. Not all charismatic
lcaders produce unpleasant outcomes. But unhappy results are an inherent possibility for any
saciety whose ordinary political processes have failed to deal effectively with the crisis inducing
conditions. Max Weber stressed the importance of crisis to charisma because he understood that
only crisis situations simultaneously induce the widespread psychological susceptibility that genera-
tes intense follower devotion while also providing the opportunities to demonstrate the exceptional
talents which validate the "gift of grace." The paucity of charismatic leaders during normal times
reflects, in part, an absence for their need and the presence of effective competition from more
conventional poiiticians. All charismatic leaders, even the seemingly moderate reformist ones, are
deeply unsettling in their demands and actions. They are gambles for any society. The revolution-
ary charismatic leaders are not even voluntarily accepted gambles. They storm or force their way
into power and then set about to reorder their socicties without tremendous concern for popular
mandates. They are empowered by history and their own successes. By faith in their own designs
and the ability to realize them, they command their followers to obey. This is why charisma is more
often the bane than the savior of constitutional regimes, especially those whose basis has not yet
been sanctified by long-standing traditions. Crisis demonstrates the incapacity of the existing sys-

tem to function properly and invalidates pragmatic reasons for continued support, the absence of
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which will diminish the ability of the regime to deal effectively with the causes and consequences of
the crisis, Only deeply felt love for enduring traditions and custems can sustain support for the
ruling institutions in the face of evident failure. This devotion to the symbols and beliefs of the
traditional order substantially prc-empts, precludes, and crosscuts the formation of charismatic at-
tachments. These traditions must also be destroyed or weakened by the conditions of crisis before
charismatic appeal can gain full potency. It is in the absence of rational and traditional reasons for
continucd support for the existing regime that charisma reaches its fullest potential appeal. Under
thesc crisis conditions, charismatic leaders may seem truly heaven-sent.
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CHAPTER ONE
THE FIELD OF LEADERSHIP: AN OVERVIEW AND CRITIQUE

Though the arts of winning power and of rulership have been a topical subject for over
two thousand ycars they are not quite synonymous with leadership. Works like The Book of Lord
Mg' and Kautilya's Anthrasastra’ provide detailed instruction on the proper administration and
government of absolutist empires, including descriptions of appropriate forms of torture for
various crimes and advice on how to st up effective secret police and spy networks. Xenophon's

The Education of CyrusJ details the proper education of Persian princes and Athenian aristocrats,

while Cicero's more advisory writings may still be read for profit and self-advancement.’ These
works, all of which predate the birth of Christ, offer insights into the process of winning and hold-
ing power sufficient to merit the careful attention of any intent on such an end. But though they
deal with necessary component skills, they do not address the basic substance of leadership.

This is because leadership, as a process founded upon the relationship between leader and
followers, could only come to claim significant attention in an age whose politics has been
dominated by the ascendant masses. This is not to say that there were no leaders before the
religious conflicts of the Reformation disrupted traditional beliefs and fealties. It simply recognizes
that it is casier to win personal followers when they have not all been monopolized by hierarchies
of religious and traditional authorities. Instead, it took the triumph of popular democracy in the
Unitcd States and of popular nationalism in France to fix attention on mass leadership. The intel-
lectual debate of this period from the end of the Napoleonic Era to the end of the First World War
was dominated by the dcbate between the "Great-Person-in-History" thesis, firr ~ut forward by
Thomas Carlyle, and an array of social-detcfminist positions ranging from Hegal through the social
Darwinists to the orthodox Marxists.” Though this epistemological battle still rages in some
quarters, it was largely superseded by the rise of the behavioral approach to American social

science research, particularly in experimental psychology and in sociology.‘ By the early 1920%s, the
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empirical social scientific approach supplanted the preceding speculative approach which had been
rooted in the philosophy of history. The modern study of leadership has as its in-
tellectual origin this turning point in the field.

The phenomenon of leadership has been fruitfully explored at four different levels of
analysis. Leader studies focus upon two broad sets of topics: (1) characteristic leader traits and at-
tributes, and (2) psychodynamic and personality factors and how they account for leader motiva-
tions. The social psychological and group psychology level discusses the types and bases for
leader-follower interactions in terms of inter-personal dynamics. The third level is that of the
group or institution at which leadership as a role system of organizational processes occurs. The
fourth is that of societal change and the political system. At this level, leadcrship is explicitly a
function of political institutions and movements whose leaders’ behavior may, during periods of
general crisis, have a historically pivotal impact. This review will proceed with an cxamination of
each level starting with the first.

As already stated, there are two broad sets of questions the literature has sought to answer
with respect to leaders. 'ﬁxe first deals with their traits and behaviors. The bulk of the research in
this area has been into attributes of inter-personal dominance and small group effectiveness. A
second, and for this thesis much more important, area of research has been into the psychodynamic
and personality factors resulting in motivation to lead. The literature offers two superficially op-
posing schools of answers. The psychoanalytic approach derives from the works of Sigmund Freud,
Alfred Adler, Karen Horney, and more recent scholars like Heinz Kohut and Otto Kernberg. The
impact of the psychoanalytic approach has been felt in two waves. The first has its origins in the
seminal work of Harold D. Lasswell and introduced the classical tradition into political psychology.
This tradition in psychoanalysis is referred to as ego psychology.’ The second wave is called object
relations theory and derives from Melanie Klein's work. Application of this approach to the study
of leaders only began in the mid-1970's and has so far generated a small but extremely promising

selection of works in political psychology and psychobiography. Despite its promise, there is very
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little of the second wave to review. The second major approach is actually a composite of the dif-
ferent schools.” The first and best known is that of Maslowian needs hierarchy and self-
actualization. The sccond is learned needs, pioncered by Henry Murray and developed by motiva-
tion psychologists such as David C. McClelland. The third, social learning theory, is best under-
stood as an aspect of cognitive psychology, and its current leading figures are Albert Bandura and
Martin E. P. Seligman. Each of these approaches will be examined as to what it offers for the un-
derstanding of leader motivations as well as the psychology of their potential followers. But before
beginning this review of psychological approaches, this section will look at some of the characteris-
tics gencrally identified with leaders.

The history of research into leader characteristics can be summed up in three words:
traits, behaviors, and compctcncics.' This field of rescarch, since its inception in the early 1920%,
has concentrated on identifying characteristics which seem either to correlate strongly with or aid
in the attainment of leadership positions. The trait approach focused upon the personal attributes
such as physical, social, task-related, intellcctual, and personality factors of individual leaders. The
behavior approach began in the late 1940’s as a consequence of researchers’ dissatisfaction with
their inability to account for the clevation of leaders strictly on the basis of traits. The focus on be-
havior led to close scrutiny of leader styles of interaction with followers in small group settings. Al-
though this approach remained leader centred, it recognized the importance of followers. Out-
growths of the behavior approach, which will be discussed in the subsection on organizational
lcadership, are the contingency and situational-personal perspectives. Research into the acquisi-
tion and effective use of situationally valuable cognitive and practical skills, called competencies, is
a rccent activity whjéh. while highly promising, is still at the stage of generating findings for specific
role-occupations. Perhaps the most important point to be made about these three approaches is
that they reflect a progression in research focus away from viewing leadership qualities as fixed and
static possessions of the individual and toward perceiving them as learned skills of varying degrees

of situational value and fixity within the personality of the leader. The latest version, the personal
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competency approach, may prove useful in eventually identifying actual skills used by leaders and
explaining how they were acquired.

The conventional vicw of the traits approach is that it cannot fully account for leader
selection and is therefore not a productive strategy for the study of leadership. This criticism is
valid but minimizes the importance of traits which do seem to correlate strongly with attainment of
positional or achieved leadership. Though these traits are not universally valuable, they provide ad-
vantages in a wide, though (depending on the trait) variable range of situations." Variations in the
strength of these traits help to indicate potential for lcadership in different situations. Bass also
found that leaders differ consistently in terms of how they use their interpersonal, administrative,
technical, and intellectual skills in that some focused upon task-oriented goal attainment while
others stressed group cohesion and effectiveness through nurturant and expressive behavior. The
former style of leadership has been variously labelled autocratic, directive, task-oriented aﬁd in-
strumental while the names associated with the latter type are demacratic, participative, relations-
oriented, and expressive. Studies into these two styles of behavior dominated research in both or-
ganizational behavior as well as small groups for all of the 1950's and much of the 1960,

Research into competencies constitutes a partial return to the traits approach in that the
emphasis is again upon studying qualities possessed by the individual. But unlike the traits studies
of the prewar and wartime era, competency studies begin with specific settings and attempt to lcarn
what mix of skills yiclds the highest likelihood of success according to some predetermined norm.
While this research is extraordinarily suggestive of the kinds of skills which may prove crucial to
political success, none of these studies has focused on politicians or behavior in political scttings.
Though traits and competencies are important to the study of leadership, they do not explain the
motivations and personality characteristics of followers and the leaders themselves.

Unlike most other authors, Carol Barner-Barry and Robert Rosenwein’s excellent discus-
sion of leadership from a psychological perspective lays as much stress upon understanding the be-

i1 N . . . .
havior and motivations of followers as it does on leaders. By itself, this elcvates their discussion
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well above the norm for the literature. Though they review the broad range of theories from the
nature of power to group dynamics and social exchange theory, of relevance here are their resumes
of the psychoanalytic and needs-social learning perspectives. They provide what is possibly the best
overview currently available.

Barner-Barry and Rosenwein describe four' | major schools of explanation within the
psychoanalytic approach which they label the conflict perspective: psychopathology, authoritarian
personality, narcissism, and fantasy projection.u What unifies these different viewpoints is that
they share the perception that teasion and conflict "...exists between what the individual would like
to do and what she knows the world demands of her.”" This perception is based upon a number of
common assumptions. First, individuals seek to gratify impulses but avoid the pains of anxiety and
guilt. Second, the physical and social environments impose constraints which frustrate the fulfill-
ment of human desires. Even though humans learn to accept their circumstances, they do so with a
sense of ambivalence given that all their sources of potential gratification are also possible sources
of frustration or pain. As a consequence of this, all thoughts and behavior derive from a combina-
tion of conscious-rational and subconscious-irrational psychological forces. What this perspective
stresses is the importance of the dynamic structure of both leaders’ and followers’ personalities as a
significant source of motivation for certain types of political behavior. Despite these underlying
similarities, these views focus their attention upon different aspects of the same overall
phenomenon.

As Barner-Barry and Rosenwein note, the psychopathology approach is most closely as-
sociated with the work of Harold Lasswell, generally regarded as the founder of American political
psychology.“ Lasswell applied psychoanalytical techniques pioneercd by Sigmund Freud and other
carly practitioners to the study of political personality types. Essentially, Lasswell argued that cer-
tain types of political activists are motivated by a variety of different neurotic mechanisms which

employ the person’s activism as a means of externalizing her or his internal psychical conflict. Even
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though this view has come under sharp criticism, it remains significant enough to warrant more

comment when leader motivation is discussed later in this thesis.

The Authoritarian Personality is a seminal work that applied psychoanalytical techniques
to understanding the psychological characteristics of individﬁals predisposed to supporting
authoritarian ideologies." The methodologies and underlying assumptions of the researchers have
had a profound impact on the subsequent study of political followers generally. The study's core
assumption is that certain attitudes reflect possession by the individual of a particular kind of per-
sonality that in turn, is highly susceptible to political appeals based upon stercotypically right-wing
or conservative values. Barner-Barry and Rosenwein note there is evidence suggesting that both
the attitudes and personality characteristics may be significantly influenced by circumstantial fac-
tors such as culture, social milieu and economic conditions. This suggests that susceptibility to
authoritarian appeal may increase due to certain environmental factors with a subsequent impact
upon political behavior by various mass and elite groupings.

A relatively new and intercsting approach secks to explain the leader-follower relationship
in terms of narcissism."* Here, the leader is motivated by a desire for self-gratifying adulation by the
masses while the follower adopts the leader’s pronouncements and persona as substitutes for cither
a malfunctioning or maladaptive superego and ego-ideal. This enables her or him to repress or
suppress painfui psychological states such as prolonged anxiety, depression, or psychical conflict.
Narcissism acts is a conceptual framework within which one may explain the operation of recipro-
cal ego-support and gratification by leaders and some of their more emotionally attached and com-
mitted followers. As will be discussed later, this framework is particularly relevant to explaining the
formation of charismatic attachments by some of the psychologically susceptible potential followers
of ccrtain kinds of leaders.

The final view, fantasy relationship, is closely related to the preceding, especially in its ex-
planation of follower motivation.” Barner-Barry and Rosenwein point to four common fantasies

which people may expericnce under conditions of stress, helplessness, internal conflict, or anxicty.
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The first is "dependency” fantasy in which individuals who perceive themselves as weak, dependent,
and shameful seek rcassurance, security and empowerment. The second, "fight-flight" fantasy, con-
sists of the followers fecling threatened by some external force which they must either combat or
escape. "Pairing fantasy" rests upon followers secking nurture and encouragement to grow or
strive after some collective or individually realizable goal. Finally, "utopian fantasy” springs from
the desire to experience conflict-free, secure, and loving communal relationships. In cach case, the
lcader is selected by followers on the basis of how well he or she satisfies their fantasy needs.
According to Barner-Barry and Rosenwein, the conflict perspective offers four types of in-
sights into the leader-follower rclationships." First, the various views relate political behavior to
inner conflicts and tendencics.  Second, they seek to show the relationship between the dynamic
personalities of leaders and followers. Third, they show how the behavior of leaders and followers
provide reciprocal ego-support. Finally, they offer insight into why followers change leader attach-
ments, either decpening or weakening them, on the basis of changing psychical needs. The conflict
approach provides an indispensable set of explanations for why followers attach themselves fer-
vently to leaders under conditions of socio-political crisis.
The needs-social learning approaches derive from work by Abraham Maslow and Henry
Murray who originated the concepts of the hierarchy of needs, and learned needs, respecfively.”
Maslow’s work, which will be examined in greater detail later, provides a framework for under-
standing the relationship between the fulfiliment of basic needs and certain propensities in motiva-
tion which are politically significant. Murray’s discussion posits five key assumptions.” First,
humans learn from experience to seek those activities which are pleasurable and rewarding while
avoiding those bringing pain or loss. Second, many of these learning experiences occur in early
childhood, setting in place long-term dispositions so that significant forms of motivation become
internalized into the person’s formative character or personality structure. Third, these learned
dispositions are felt by the individual as needs which become potentialities for action. Fourth,

through prior experience, the person has learned to associate certain situations with opportunitics
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to fulfill these felt needs and conscquently, exhibits a greater likelihood to initiate action geared
towards that end. Fifth, the individual actively seeks out these opportunities for need fulfillment
and avoids those which limit her or his capacity to do so. Sixth, these needs are socialized into the
person, and may be inherently insatiable.

Barner-Barry and Rosenwein discuss need for achievement, power, and affiliation as com-
mon socialized needs and Machiavellianism as a form of behavior which generates success in politi-
cal settings. The needs-social learning approach offers insight into the origins of sustained human
motivation and constitutes the basis for many of the theories of socialization and personality
development. Both the psychoanalytic and needs-social lcarning approaches will be revisited in
greater depth in the next three chapters.

The group dynamics and organizational studies of leadership account for the overwhelm-
ing bulk of both empirical research as well as conceptual innovation. These types of studies deal
with esscntially the same set of concerns and variables. The principal difference between them is

that leader studies at the level of group dynamics focus on understanding the relationship between

dimensions of the sit SRS ANMBES SRR IUENRTH SH.IBHR SRR IRIEERAFonal dynamics. This emphasizes the sacial psychologic
understanding the structural and functional implications of these interactions within their greater
environmental context. An apt though simplistic way of identifying the difference is that while the
former deals with leader-follower interactions, the latter tries to explain leadership as the interac-
tion between organizational roles.

In The Scientific Study of Leadership, Glenn D. Paige provides a model of leader behavior

as a system of multivariate multidimensional linkages.u He begins by analytically positing three
basic patterns of leadership: (1) conservative leaders who want to preserve the existing order; (2)
reformist leaders who pursue moderate but not fundamental change; and (3) revolutionary lcaders
who seek a fundamental transformation of existing institutions. Both conservative and reformist

lcadership seek to preserve the basic structure of the existing socio-political system. They are com-
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peting tendencies within the status quo but are united against the aspirants of revolutionary
change. He sets out six variables which he uses as sources of explanation for leader behavior:

1Y) the personality of the leader,

2) the various roles being fulfilled within the leadership structure,

3) the interpersonal as well as societal organization of social relations,

4) the tasks which the leader must fulfill,

s) the leader's value-structure, and s

6) the leader's environmental setting or situation.
Paige claims that these variables allow for the construction of leader typologies, the explanation of
variablvc‘systcmic outcomes, and the operation of the various kinds of political systems themselves.
Margaret G. Hermann, amplifying on a similar schema, points out that any understanding of leader
behavior rests upon understanding five variables:

..we need to know something about (1) the leader's personality and background, as

well as the recruitment process by which he became a leader; (2) the characteristics

of the groups and individuals whom the leader is leading; (3) the nature of the

relationship between the leader and those he leads; («) the context or setting in

which the leadership is taking place; and (5),the outcome of interactions between

the leader and those led in specific situations.
In apparent order of operational precedence, she labels these variables context factors, leader
characteristics, leaders’ constituencies, relations between leaders and constituents, and leader be-
havior. Context factors are the demands and constraints which impose limits upon leader choices
and behavior. They incluge constitutions and laws, accountability to others, presence and nature of
opposition, political beliefs and culture, resources, organizational and social milieu, and essentially
the cntire socio-political environment. She identifies seven important leader characteristics: (1)
basic beliefs, (2) her or his motivations for seeking leadership, (3) political style, (4) reactions to
stresses and pressures, (5) how he or she was first recruited into active politics and particularly into
positions of leadership, (6) previous political and related experiences, and (7) the formative politi-
cal climate at the start of the leader’s career.” She notes that all leaders have multiple, often
cross-cutting constituencies of supporters who require different handling. She also observes that

an important leader quality is the ability to deal with nonfollowers in a fashion that enables the

group to effectively interact with its environment in pursuit of its goals.
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Leader-constituent relations rest upon a process of coalignment where the leader. seeks to
match her or his own goals and interests to thase of her or his followers’ expectations within the
framework of their political unit.”” The main tools available to political leaders are persuasion and
bargaining, which may include "Patronage, tradeoffs, negative sanctions, appeals to reference-
group loyaltics and friendship, cooptation, and compromise...” She defines leader behavior as “...
the action that results when a leader and those he is leading interact in a specific situation.” Unfor-
tunately, she does not provide any further explication. Instead, she cites the lack of conclusive find-
ings establishing the bases of effective leader behavior as the reason for the brevity of her discus-
sion. The evidence cxists but has not yet been fully integrated into the field's general litcrature.

The basic model Paige and Hermann propose falls within what are called personal-
situational theories. These view leadership as the conjunction of leader, group, their task and en-
vironment. This is a fusion of the "Great Person” and "environmental forces” pcrspcctim.” It has
generated considerable interest because it seems so adept at reconciling what often have been
presented as conflicting views, Kellerman provides a succinct description of how this relationship
works:

...the likelihood of personal impact 1) increases to the degree that the environment

admits of restructuring; 2) varies with the actor’s location in the environment; and

3) varies with the personal strengths and weaknesses of the actor. In other works,

individual actors are likely to make a poiitical difference only when the environment

is hospitable (that is, malleable), when they are located at or near the top of the

heap, and/or when their particular skills meet the requisites of the particular situa-

tion. In this view, a leader will emerge as the result of a good fit between the per-

sonality of the individual actor and the characteristics of the setting. Erik Erikson

wrote that true leaders (as opposed to heads) can only grow out of that special fit.

He argued that the answer to "Who legds?" depends on the answers to "What is the

setting?" and "Who are the followers?”
From this perspective, the "Great Person” versus "social or environmental forces" controversy be-
comes, as Bernard Bass has called it, a pseudo-problcm.a

As pointed out earlier, the critical difference between studies of leadership at the level of

interpersonal dynamics and of the organization is the importance of context in evaluating the na-

ture of the relationship. Above all, organizational leadership is understood in terms of role fulfill-
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ment and managerial competence. The importance of organizationa) leadership studies is enor-
mous in one direction but trivial in another. To the extent the political system exhibits the charac-
teristics of a highly complex network of formal organizations, organizational leadership models and
findings can he used to describe and predict political actor behavior. The political system can be
understood as an exceptionally complex type of organization characterized by very high levels of
uncertainty in certain aspects but indistinguishable from stable bureaucracies in others. This type
of leadership is important because it is the kind which emerges in all societies governed by stable
rcgiincs, including ones as apparently dissimilar as the Soviet Union and the United States. Or-
ganizational leadership studies are geared towards understanding how well particular personality
types fit certain roles and how these roles facilitate the fulfillment of important or desirable func-
tions within the context of a generally functional environmentally adapted institution. Even
though individuals who possess the capacity to deal effectively with major societal crises may oc-
casionally rise to the high positions within their political systems, these qualities need not have
been the basis for their selection. Instead, they may have been selected for other reasons and only
coincidentally happened to possess the abilities necessary to reform a society turmoil.
Going beyond leader behavior to leadership functions in society, James V. Downton Jr.

begins his book Rebel Leadership, by noting that "A leadership structure is an aggregate of roles

played by those who successfully initiate action affeéting the coordination of group behavior.”” He
argues that such roles fall into two broad categories which, borrowing from Talcott Parsons and
Robert Bales, he labels instrumental and expressive. Defining his terms, Downton states:
Instrumental refers to the task-oriented roles of leadership that contribute to or-
ganizational effectiveness, such as setting goals, allocating labor, enforcing sanc-
tions, and the like. On the other hand, the "expressive” mode of leadership refers to
roles that establish social and emotional ties between leaders and followers, for ex-
ample, friend, orator, counsellor.

Downton describes five functions of leadership, the first three of which are instrumental and the

) . M
remaining two expressive.
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First, the goal-setting function is a manifestation of systemic need for adjustments in
response to environmental or internal changes. Downton distinguishes between general or distant
goals which reflect the system’s long-term orientation, and short-term or particular gonl hicrar-
chies. He argues that general goal hierarchies are the main target of revolutionaries. Second, the
communication function fulfills the two-fold task of informing and motivating. Third, in describing
the mobilization function, Downton uses a formulation of power which rests upon one affecting
the behavior of another through persuasion (information-sharing), positive inducements, and coer-
cion.

The fourth leadership function and the first expressive one is ego support. Downton
argues that expressive lcaders provide support to followers suffering from one or more of the three
forms of ego weaknesses. The first type of weakness is a consequence of discrepancics between a
follower’s attainments and hopes. The second basis for ego discontent is related to the first in that
the follower’s social status does not correspond to what he or she thinks it should be. On a social
level, this results in "status protests® by groups which perceive their traditional rights and peroga-
tives being threatened. The third type of weakness reflects conflict between one's desires and one's
conscience. Downton states:

...the expressive leader can reduce the resulting ego discontent in threc basic ways:

(1) he can re-establish the supremacy of the conscience by reaffirming a follower’s

commitment to the existing morai code. (2) he can attempt to strengthen the

follower’s ego so it can more successfully mediate conflict among the other

agencies, or, (3) he can change the moral siucture of the follower’s conscience in a

way that allows for the freer reign of the id.

Downton’s final leader function is inspirational. Some leaders can give meaning to their followers’
lives and provide a sense of purpose to action and the endurance of suffering. Downton posits an
important distinction between inspirational and charismatic leadership. The former derives from a
crisic of meaning while the latter is a consequence of the disintegration of the follower’s ego

structure.. Downton states that all charismatic leaders inspire though not all inspirational leaders

have charismatic followings.“ Though he argues that charismatic lcadership ought to be regarded
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as distinct from inspirational leadership, his actual discussion suggests that charisma is simply a
type of inspirational leadership. Further, his discussion does not seem to reflect a proper com-
prehension of the diffcrent types of charisma Weber identified and which include Downton’s con-
cept of inspirational leadership.

In Leadership, James MacGregor Burns also attempts to provide the field with a com-
prehensive discussion about the forms and nature of leadership. Though the work deserves the
prominent recognition it has been accorded, it suffers. from a crucial conceptual flaw which largely
invalidates the work’s theoretical value. Nonethcless, the sheer breadth of coverage makes it an in-
teresting introduction to the field.

Like this work, Burns begins his with a discussion of the nature of power. He notes that in
order for it to be an analytically useful concept, it makes sense to distinguish between pow;:r-
motives and power-resources, where the former refers to intentions while the latter pertains to
mecans. He agrees with the now conventional wisdom thai power is relational and not merely a
"thing.""S Power cxists only within the context of two or more persons. As already stated, leader-
ship is a particular form of power which "...is exercised when persons with certain motives and pur-
poscs mobilize, in competition or conflict with others, institutional, political, psychological, and
other resources so as (o arouse, engage, and satisfy the motives of followers.” Burns stresscs that
leadcrs do this in order to satisfy their own goals and objectives. He also emphasizes the point that
lcadcrs, unlike naked power-wielders, do not obliterate their followers’ desires and expectations.
Leaders seck a matching of means and ends with their followers even though their motives may
diverge.

Perhaps the strongest part of Burns’ work deals with the psychological origins of leader
personality. Burns synthesizes findings from the psychobiographical literature with Abraham
Maslow’s theory of human motivations into a satisfying account of the sources and nature of the
diffcrent kinds of leader drives.” He shows the utility of applying Maslow’s hierarchy of needs to

the study of leader motivations and provides solid evidence for discounting the psychopathology
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approach to understanding the underpinnings of political behavior advanced most prominently by
Harold Lasswell, In addition, he also provides an interesting survey of various forms of leadership
covering the span from revolutionaries to intellectuals, These discussions serve to flesh out is
Burns’ most important contention: the distinction between what he terms transactional and trans-
formative leadership.

Burns distinguishes between two types of leadership. Transactional ieadership "..occurs
when onc person takes the initiative in making contact with others for the purpose of an exchange

- . . . .

of valued things."” The valued things may be tangibles likc wealth or scrvices, or they may be in-
tangibles like acclaim or respect. The relationship is organized around and by the nature and fre-
quency of exchanges. Transactional leadership consists of brokering between individuals acting
either for themselves or as agents where the quality of leadership reflects the ability to successfully
initiate transactions. In this sense, leadership is a form of entreprencurship. There is nothing
overly problematic or unusual about this formulation in that it simply restates the conventional
brokerage view of politics and political interaction.

Burns also provides one of the clearest descriptions of what constitutes leadership bhe-
havior, beginning with what distinguishes leaders from followers:

The leader takes the initiative in making the leader-led connection; it is the leader

who creates the links that allow communication and exchange to take place. An of-

fice seeker does this in accosting a voter on the street, but if the voter espies and ac-

costs the politician, the voter is assuming a leadership function, at least for that

brief moment. The leader is more skillful in evaluating followers’ motives, anticipat-

ing their responses to an initiative, and estimating their power bases, than the

reverse. Leaders continue to take the major part in maintaining and effectuating

the relationship with followers and will have the major role in ultimately carrying

out the combined purpose of leaders and followers. Finally, and most important by

far, leaders address themselves to followers’ wants, needs, and other motivations, as

well as to their own, and thus they serve as an independent force ip changing the

make-up of the followers’ motive base through gratifying their motives.
Burns has rightly identified the capacity to take initiative cffectively as the central quality defining
lcader behavior. This particular question will be pursued in greatcr detail in the section on lcader

psychology.
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The second form of leadership Burns identifics is what he calls "transfo;ming leadership”
which "...occurs when one or more persons engage with others in such a way that leaders and fol-
lowers raise onc another to higher levels of motivation and morality."’ It is obvious from Burns’
discussion and his choice of cxamples that he is referring to a kind of morally commendable and cf-
fective Icadership based on ideas: the politically successful implementation of praiseworthy reform
or revolutionary ideologies. Even though central to Burns’ idea of transforming leadership, he
never provides a clear sense as to what constitutes the "good” in political life. He also does not
provide an analytically sound basis for distinguishing between those leaders he regards as being
leaders in his sense like Gandhi and Woodrow Wilson, flawed leaders like Lenin, and nonleaders
like Hitler. Burns conflates leadership with morality by viewing leadership as moral agency. But
Burns has done more. At the heart of his work is an almost childishly obvious analytical error.
Despite his claim, transactional and transformative leadership are not mutually exclusive
types. More descriptive of the actual orientations are the labels "accommodating” and "altering”
because this is the actual distinction central to Burns’ discussion. At root, the division between
transactional and transformative does not work because the former refers to means and the latter
to ends. It is obvious that all the political leaders Burns perceives as transformative also used
transactional means by which to achieve their ends. Given Burns’ own definition, it is impossible to
conccive of a form of leadership which is not transactional. Rather, Burns’ simple dichotomy
makes more sense if it is perceived as two overlapping continua where the first stands for status
quo accommodating versus altering intentions or idcology, and the second concerns level of trans-
actional skill displayed while employing different kinds of power resources. Though the first
dimension has reccived cxtensive coverage within the literature, discussions of political skillfulness
gencrally consist of either anecdotal comments or references to traits. For all these criticisms,
Burns’ work remains one of the few efforts to provide a comprehensive explanation of leadership

as a whole.
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Despite the enormous effort of researchers working atall the levels, the field is itself in
state of conceptual crisis. The very richness of the field crcatd problems for students of leadership,
The myriad approaches and the absence of an organizing paradigm that extends beyond any one
level of analysis constitutes one major source of the incoherence which curretily characterizes the
field. In addition, the behavioral approach has itself become perceived as problematic, thereby ad-
ding concerns about the acceptability of certain types of claims to the roster of difficulties. Still,
there is a large store of interesting and informative studies awaiting a paradigmatic .cx;.blam\tory
framework. )

This chapter has provided an overview of the dominant themes, findings, and problems
within the literature on leadership. It has stressed the importance of looking at leadership in terms
of its four levels of analysis. It has scrves as an introduction to the theories and arguments which
will be elaborated upon in the next three chapters of this thesis. The chapter immediately following
this one deals with leader characteristics and motivations. It dircctly builds upon many of the
points raised in the preceding discussion, especially the portion on the psychodynamic bascs of

human behavior.
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CHAPTER TWO
PSYCHOLOGICAL FOUNDATIONS OF LEADER AND FOLLOWER BEHAVIOR

The psychological capabilities which enable most Jeaders to acquire and use power effec-
tively result from their having experienced during childhood and adolescence the satisfaction of
their basic Maslowian needs. Sociaiization substantially accounts for their desire to acquire power
and usc. One aspect of sacialization empowers potential leaders with the capacity to lead whereas
another motivates them to seek out and actualize such opportunities. Simply stated, certain basic
developmental needs must be sufficiently satisfied in order for a person to be primarily concerned
with fulfilling desires for high social and self-esteem, or self-actualization through the exercise of
leadership.

This chapter reviews the literature on personality development and socialization in order
to explain why some individuals, but not others, possess capabilities conducive towards acquiring
and retaining leadership positions. Second, this chapter also explores the related but separate
questions of why some people, but not others, are motivated to seck power. Nothing reciuires that
these two groups overlap perfectly with each other. This chapter addresses these questions by
revicwing the two principal approaches to explaining personality development: needs-social learn-
ing and psychoanalytic. Despite their differences, these two approaches are complementary. They
point towards the existence of a continuum of psychological capabilities which determine leader-
ship ability. They also stress the importance of childhood experiences as the principal influence
upon the person’s psychological development. Though they originate in different theoretical
perspectives, these two approaches provide the basis for a comprehensive synthesis explaining both
the capacity for and drive to acquire leadership.

Although no single factor decisively determines whether a person will be selected by a
group as its lcader, the cmpirical evidence shows consistently strong correlations between achieved

leadership status and a range of positive social and psychological traits such as intelligence

39
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moderately above the group’s average, and high self-esteem. Despite the central place low sclf-
esteem has in at least one prominent explanation of leadership motivations, and though case
studies reveal evidence of neurotic defenses and narcissism in a numbcer of historical leaders, and
while some ascribed leaders have acknowledged feelings of low self-esteem or self-worth, the over-
whelming bulk of empirical cvidence decisively supports the contention that occupants of leader-
ship positions possess higher than average self-esteem.’ Further, low sclf-esteem is unequivocally &
liability, though not one which will absolutely prevent someone from achieving positions of con-
siderable leadership. It is also noteworthy that all the American presidents who have been iden-
tified as suffering from some form of psychological disability deriving from low self-estcem had ego
defense mechanisms which, under certain stressful circumstances, became dysfunctional.’ This
again emphasizes the positive benefits of high self-esteem for those seeking or occupying stressful
lcadership positions. The evidence strongly suggests that individuals most likely to become leaders
do not suffer from any gross psychopathologies or shortcomings.

The basic characteristics of leaders as a group make them paragons of attractivencss. They
are favourably endowed in most desirable physical, psychological, and social attributes. This is sig-
nificant as a generalization despite the fact that numerous leaders may seem deficicnt in onc or
more positive qualities. The evidence also suggests that leaders as a group possess a number of
traits traditionally associated with having good character. According to Bernard Bass:

The leader is characterized by a strong drive for responsibility and task
completion, vigor and persistence in pursuit of goals, venturesomeness and
originality in problem solving, drive to exercise initiative in social situations, self-
confidence and a sense of personal identity, willingness to accept consequences of
decision and action, readiness to absorb interpersonal stress, willingness to tolerate
frustration and delay, ability to influence other persons’ behavior, and capacity to
structure social interaction systems to the purpose at hand. It can be concluded
that the clusters of characteristics listed above differentiate leaders from followers,
effective form ineffective leaders, and higher-echelon from lower echelon leaders.

In other words, different strata of leaders and followers can, be described in terms of

the extent to which they exhibit some of the characteristics.

Both the empirical evidence as well as a broad reading of the biographical litcrature strongly sug-

gest that possession of the above traits is virtually axiomatic to being considered a leadcr.
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In addition to the above traits, leaders also have above-average performance capabilitics in
a number of key skills.! The single most consistently prominent skill required by a leader is the
ability to communicate effectively in both interpersonal settings as’well as to crowds. (It is notewor-
thy that television scems to emphasize interpersonal communicative skills rather than the more
"distant” rhetorical abilitics required for effective speech-making in front of crowds or assemblies.)
A sccond set of skills pertains to the technical problem-solving requirements of the leader's setting
and group. Obviously, the leader of an armed revolutionary force requires a different set of skills
than a parliamentary house leader, or a chief executive officer for a major transnational corpora-
tion. The specific environment within which a leader has been trained profoundly affects her or his
repertoire of skills and abilities. In turn, her or his proficiency at them is the basis for claiming
roles demanding instrumental leadership abilities. A third set of skills not typically discﬁsscd inthe
literature on leadership pertains to stress and anxiety management techniques, and ego defense and
coping mechanisms. [t is apparent from the general literature that traits typically associated with
lcaders as a group can only occur as a consequence of successful prior adaptation to anxiety-
inducing or ego-threatening situations. Despite the tremendous amount of work invested in iden-
tifying lcader skills for diagnostic and training purposes - and some studies have reported con-
siderable success - the literature as a whole is characterized by mixed findings and results.

This suggests that though possession of certain skills may be helpful, success as a leader is
contingent upon many factors external to the leader. Thus her or his abilities may not be decisive
in all situations. Nonetheless, these skills seem to be prerequisites. Their presence does not assure
success but their absence virtually scems to guarantee failure. Their greatest importance is as a
means of distinguishing leaders from followers through behavioral manifestations. These dif-
ferences are rooted in socialization and childhood experiences which had a profound impact upon
personality development. This chapter now turns to a discussion of the two main explanations for

how personalitics are formed.
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As mentioned in the last chapter, though there are a host of diffcrent cxplanations for how
the human personality develops, the two favoured by political psychologists are the nceds-socinl
learning, and the psychoanalytical approaches. Thesc two broad streams provide the theoretical
paradigms within which psychological phenomena are explained. Both offer cxplanations for why
some become leaders whilc others do not. The various nceds and social learning theories success-
fully address the nature of socialization and the impact of environmental forces upon the develop-
ing personality.  The psychoanalytical approaches account for certain types of important
psychological mechanisms manifested most visibly when they are psychopathological.  Unfor-
tunately, psychoanalytic theories seem to treat virtually every deviation from the socially accepted
norm as psychopathological and this badly colours all such explanations of extraordinary behavior.
This pervasive tendency to regard everything unconventional as symptomatic of mental impairment
undermines its explanatory value. For these reasons, needs and social learning theorics tend to ac-
count best for broad patterns of similarities in personalities while psychoanalysis accounts for be-
havioral differences.

The broad implications of the needs and social learning theories are that leadership be-
havior is a function of two conditions. First, the potential leader is typically someone who has cx-
perienced the prior fulfillment of most developmental needs. Second, leader behavior is acquired
through particular patterns of socialization. Both conditions are broad generalizations. Individuals
suffering from severe needs deficiencies do rise to leadership positions if they possess qualitics or
capabilities which compensate for their weaknesses. Surprisingly, in light of how it has been under-
stood and presented in the political psychology literature, the psychoanalytic approach does not
contradict this position. Freud's basic contention was that psychopathological behavior occurs be-
cause psychic energy is being consumed to sustain ego defenses. The behavior itsclf is symptomatic
of anxieties derived from repression of unpleasant experiences and thoughts. When these thoughts
arc unrepressed through therapy, the individual feels relicf and regains the use of the psychic

energy which had been deployed to uphold the previously existing defenses. The critical point is
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this: those whose psychic cnergies are being used to deal effectively with the world at large rather
than their own state of mind are far better able to exert themselves effectively in the pursuit of such
goals as they sct for themselves. Within both theorics, the sources of functional disability are the
psychological consequences of past unpleasant experiences.

Where these two approaches differ is in their theoretical presuppositions, methodologies,
and general explanatory thrust. Given these differences, this chapter will now turn to a discussion
of Maslow's hicrarchy of nceds in order to establish the factors which distinguish leaders from fol-
lowers. This will be followed by reviews of work by David C. McClelland and Martin E. P. Selig-
man, both of whom explore the psychological consequences of two radically different patterns of
socialization and their effect upon personality development. This will be followed by a discussion
of psychoanalytic theories.

Abraham Maslow provides the most coherent scheme for understanding basic human

nceds and the motivation to fulfill them. In Motivation and Personality Maslow enumerates his

now famous five basic needs.” The first is the physiological need to maintain bodily homeostasis.
The second basic need is for safety and security. Maslow argues that neuroses caused by what
Karen Horney has called "basic anxiety"‘ and what Seligman labels "learned hclplcssness"’ are the
product of unresolved childhood attitudes of fearfulness. These two phrases, basic anxiety and
lcarned helplessness, refer to conditions resulting from prolonged safety need deficiencies.
Maslow’s third set is for belongingness and love, also referred to as affiliative needs. Studies with
other social primates as well as clinical observations of humans strongly support the view that love
and affection are vitally important to healthy psychological development, and a sustained childhood
deficiency can result in a continuing need into adulthood. The fourth set of needs relates to self
and others’ estcem. He argues that there are two subclasses of esteem needs. The first relates to
perceptions of sclf-efficacy and competence, while the second deals with the desire for those at-
tributes such as wealth, possessions, power, dominance, prestige and celebrity, all of which

dominate social esteem. Maslow’s final need is for self-actualization, a generalized desire for com-
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petence, effectance, and accomplishment. In effect, Maslow's self-actualizing person is one who
has largely satisfied all her or his basic needs. Jeanne N. Knutson notes that "...individuals who
achiceve leadership roles tend to have self-actualizing personalitics."' The satisfaction of basic needs
makes possible self-actualization, which in turn facilitates the acquisition and use of power and
positions of leadership.

What the preceding discussion has focused upon is the motivation to be competent. In
explaining how these needs act as motives, Maslow introduced the distinction between deficiency
and growth motivations.” Deficiency motivation occurs whenever a basic need is unsatisficd and
satiation is a necessary condition for good physical or psychological health. Growth motivation is
the basis for self-actualization, and it represents the "need” to realize and actualize one’s own
potential. Unfortunately, while it is relatively easy to substantiate deficiency motivations it is much
harder to identify and explain its positive counterpart. Maslow was careful to point out that it is
not necessary for a lower order need to be fully satisfied before a higher order nced cmcrgcs."
People who are driven by deficiency needs are not necessarily precluded from developing substan-
tial competencies. These needs can result in a very high and sustained drive geared toward
success-reward generating activities.  Such a person will develop extremely powerful self-
reinforcing habits of effectuality resulting in perceptions of high self-efficacy and self-cstcem.
These self-reinforcing and persistent habits of effectuality can motivate success-generating be-
havior, even when the person is also being driven by one or more deficiency needs. The person is
not successful because he or she is driven by deficiency needs. Rather, if the individual is success-
ful, he or she has become habituated to success-rewarding actions and attitudes. Success does not
balance or compensate for the deficiency. Instead, it contradicts the deficiency, creating a dynamic
tension within the person’s mind which, in turn, must be managed through the suppression or dis-
placement of the unsatisfied deficiency need. This dynamic lics at the core of what Alfred Adler
termed the striving for supcriority.“ It also constitutes the driving tension within the personalities

of leaders James David Barber terms Active-Negatives.
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Regardless of whether the person is driven by growth or deficiency motivation, both

manifest themsclves as a desire for power. In Power: The Inner Experience, David C. McClelland

offers an account of the developmental origin and different manifestations of what he terms "the
need for power.” McClelland explores how four important socialized needs affect the expression of
power striving.u These four factors are the needs for achievement, power, affiliation, and activity
inhibition. He has succeeded in constructing a rich explanatory framework with them. Although
the focus of this section is upon the need for power, his strategy helps to explain a much wider
range of motivations.

The literature on the originative basis for the Need for Power, or to use McClelland’s sym-
bol, N Power, is very sketchy and impressionistic. David G. Winter reports:

Alfred Adler maintained that power strivings must be an over-compensation for a

childhood scnse of inferiority or powerlessness. But our results suggest that adults,

and young people past adolescence, who have a high need for power, felt a sense of

power, rather than inferiority, at an early age. They were often eldest or only sons

from the upper middle classes. They describe their early family life as more unified,

their parents as more concesned about their performance, and themselves as more

eager to satisfy their parents’ wishes, than do people lower in need for power.
Although Winter was not explicitly testing for this, there is a strong implication that the strength of
N Power correlates positively with the fulfillment of basic needs deficiencies, and capacity for self-
actualization. In explaining the basis of the Need to Achieve, or N Ach, McClelland and others
have pointed to broad socialization patterns. Specifically, McCleliand has traced the differential
tendencies for N Ach to child-rearing practices, parental encouragement of self-reliant behavior,
and attention to performance.“ Again, there is a strong positive correlation between the strength
of this need and the level of basic needs fulfillment. The Need for Affiliation, or N Aff, is itself
quite complex but in this context refers to the tendency to place a high value upon the maintenance
of strong positive relationships with friends and kin which provide feelings of safety, security, love,
social esteem, and reinforce self-esteem. An obvious and not coincidental by-product is that such a

motivation renders the person extremely vulnerable to peer and social pressure which can act to

limit power or achievement oriented behavior. McClelland’s final significant factor is what he
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refers to as Activity Inhibition, which represents internalized norms regulating propensitics for
immediate gratification of egoistic desires. This is roughly equivalent to Freud's Supercgo and
reflects the person’s capacity for self-discipline and willpower.

Two patterns of power motivation are particularly relevant. The first is characterized by
high N Power along with low N Aff und Activity Inhibition. He refers to this as the "Conquistador
Motive Pattern,” emphasizing personal and egoistic domination of others.” Describing this form of
hehavior, he states:

As he grows older, simple methods of controlling the environment by physical as-

sertion or aggression gradually give way to more subtle techniques, and he learns to

persuade, bargain, and maneuver to control the behavior of others...Men who

fixate on this modality are known as competitors...when men with high n Power

play a prisoner’s dilemma game, they tygically try to exploit their partner...because

by deception one makes the most money.

Patronage is a more socially acceptable variant of this kind of behavior even though the recipient is
placed in a dependent positior and eventually forced acknowledge inferiority in a persistently asym-
metric rclationship.'7 Such patronage can become an extremely powerful method of social control
given how it combines ostensibly "good" deeds with the power inherent in the asymmetric depend-
ency relationships implied by all non-reciprocal gift-giving. This kind of conquistador subjugates
others by rendering them dependent and thereby controllable.

The second pattern McClelland describes is the "Imperial Motive Combination.” These
are people with high N Power and Activity Inhibition with low N Aff. He «:gues that this kind of
behavior is most strongly promoted by patriarchal value systems:

There are four key psychological themes in classical patriarchal ideology. First, the

individual gets power by submission to higher authority....By becoming an offiial

representative of that power, he too as an individual has power. Second, the -
dividual must show self-control; he must curb his selfish impulses.... Third, he must

be willing to sacrifice his interests for others that the whole system may

prevail....Fourth, the theme of justice is prominent. If a person gives up his asser-

tiveness and submits to the Father’s will, he will get his just regards. God, the

Father, operates a divine "payback” system which rewards those who do his will and
punishes those who disobey Him.
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McClelland's work documents the relationship between certain kinds of belief systems and power-
sceking or achievement-oriented behavior.  His research shows a strong link between patriarchal
cultures and their cventual rise to regional or global domination. On the individual level, it verifies
the influence of maternal child-rearing practices and attitudes upon their children’s eventual levels
of personal achicvement and power attainment. But just as early socialization can help propel a
child forward, it can also disable her or his capacity to ever seck or perform effectively in leadership
positions.

Martin E.P. Secligman’s theory of learned helplessness relates how certain types of
socialization can result in the formation of cognitive-affectivo processes which significantly limit
motivations in a wide array of organisms, including humans. His thecry rests upon two
propositions.“ First, initiatives are motivated by expectations of particular outcomes. Any or-
ganism, including a human, will learn helplessness if it expects outcomes within its environment to
be independent of its initiatives. The outcomes themselves need not be unpleasant in order for
helplessness to be learned. Second, the organism learns helplessness when the events are unpre-
dictable. The occurrence of what Seligman refers to as "safety signals” provides predictors for key
cvents and this provides organisms with a measure of control over how they respond, typically
resulting in much lower levels of anxiety.” Learned helplessness and high levels of anxiety induce
congitive-affective as well as physiological dysfunctions limiting the organism’s capacity to cope ef-
fectively with and respond to the stress- creating events.

Scligman points out that a variety of social conditions can induce learned helplessness in
humans. He identifies grinding poverty, the climate-dependent character of subsistence agricul-
ture, and prolonged periods of dependency upon the potentially capricious largesse of others, in-
cluding the state, as conditions capable of inducing learned helplessness within humans.”" These
conditions render individuals more susceptible to transient as well as prolonged periods of depres-
sion, which further impairs sclf-motivation. Perceptions of events as either uncontrollable or un-

predictable can be enculturated through ideo-religious value systems. For example, many tradi-
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tional religions attribute the occurrence of a wide varicty of events to the "will of God" when they
can be either controlled, like the effects of flooding, or predicted, like weather patterns, by humans
willing to make the effort. Seligman notes the political implications of his theory:

When the lower strata of society are ground underfoot, revolution tends not to oc-

cur; when people begin to expect, however, that their own actions might succeed,

the time is ripe for it. A belief in uncontrollability should, of course, make the in-

itiation of revolutionary acts impossible. When oppressed and impoverished people

sec all around them the possibility of power and afflyence, their belief in uncontrol-

lability shatters and revolution becomes a possibility.
Many political regimes have employed religions or ideologies to explain that particular unpleasant
outcomes are a consequence of forces either outside human control or ought not to be tampered
with. Thus, unemployment caused by market recessions is justified as a necessary component to
capitalism, private deprivation is validated as a necessary aspect of building socialism in one
country, and murder of innocents as the will of God. All these rationalizations act to inculcate
learned helplessness.

Learned helplessness theory offers a compelling account for why some individuals lack in-
itiative. As Burns noted, it is the capacity to take initiative that makes a person as a leadcr, regard-
less of whether he or she actually occupies formal authority positions.u Those in whom helpless-
ness has been inculcated as a consequence of experience and socialization have been psychologi-
cally debilitated to such an extent that they are incapable of such initiative. They are reflexively
apathetic. But they can be mobilized. As Seligman points out, their apathy is a consequence of
how they have come to interpret their world.

But if this interpretation changes through the adoption of an adaptive and cnergizing
idcology or religion, then their helplessness will be replaced by action guided by their newly formed
expectations. If these expectations are confirmed by subscquent expericnces, then both the new
jdcology and activism will be further reinforced until it becomes a sclf-rewarding positive cycle of

environmentally adaptive behavior. Events like depression, economic expansion, civil war, and so-

cial disturbance disrupt normal expectations and force the reconsideration of conventional belicfs.
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As will be discussed later, these conditions induce some to revolt as a consequence of relative
deprivation while cnervating others through heightened feelings of anxiety into a condition of
depressive withdrawal. These conditions are ideal for the rise of mass social and religious move-
ments propagating new ideologics or religions because they provide potential relief from the
anxictics induced by disrupted social expectations.

The advantage of Seligman’s theory is that in addition to explaining why depressive
withdrawal occurs in the face of crises, it also accounts for the reactivation of people as a conse-
quence of their reinterpretaion of the causal relationships governing their circumstances.
Scligman’s theory helps provide a psychological foundation to sociological theories such as Ted
Gurr’s study of relative deprivation and points to possible explanations for the significance of
rcligious and ideological beliefs to social change.“

The great strength of the needs and social learning theories is that they offer explanations
for why individuals are capable or incapable of pursuing leadership positions. They also point to
the importance of socialization as a significant factor in instilling motivation to achieve or seek
power. What they do not explain effectively are how particular events influence the development
of long-standing psychoiogical motivations and traits which propel specific individuals in their per-
sonal pursuit of power and achievement. Although McClelland’s work provides an excellent
framework for identifying broadly similar patterns of socialization, it does not provide the kind of
specific explanations necessary to account for the behavior and personalities of historically sig-
nificant political leaders. Thus, while needs and social learning theories identify general factors
which mark groups of people in terms of the capacity for leadership, they do not provide an ade-
quate account of unusually strong motivation or apparently psychopathological behavior.The great
strength of the psychoanalytical approach is that it does provide cogent explanations of variable
plausibility for behavior which is largely inexplicable within any other framework. Although all the
psychoanalytical schools have their roots in the work of Sigmund Freud, a tremendous amount of

splitting has occurred over the past seventy years. This discussion will concentrate upon the work
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of Alfred Adler, Karen Horney, and the object relations theorists. The first two are discussed be-
cause of their substantial impact upon political psychclogy and their direct concern for power-
secking behavior. Horney cspecially provides an excellent account for how psychologically in-
secure persons come to acquire leadership skills. Object relation theory explains the psychological
bases for leader-follower attachments. Together, these schools provide a basic imigf\t into leader
motivations and patterns of affective attachments between them and their followers.

Alfred Adler argues that in early childhood all human beings experience feelings of in-
feriority, and to overcome it, children strive for recognition and superiority over their cnvironment
as psychic compcnsation.” He also claims that the compensatory striving is proportionate to the
strength of the sense of inferiority up to the point at which the child no longer feels capable of
overcoming the sense of internal torture. Adler argues that since no child (or for that matter, few
adults) possess the seif-awareness from which to derive accurate self-estimations, how they are
treated by adults is profoundly influential in establishing the extent of their desire for power. This
striving for superiority becomes the basis for the adult’s motivation to seck and win political or any
other form of power. The Adlerian approach finds a resounding echo in the work of the carly
Lasswell, whose own idea of the "compensation principle” is clearly derivative from Adler’s notion
of superiority striving.u Adler’s own work is vulnerable to the kind of criticism directed at
Lasswell, as will be shown in the next chapter.

Karen Horney offers an explanation for the origin and structure of what she refers to as
"basic anxiety,” the psychological factor underlying low self-estcem and the compensatory drive.
According to Horney, the basic anxiety derives from the absence of genuine love and affection from
parcnts during childhood. This basic anxiety is the "..insidiously increasing, all-pervading fecling of
being lonely and helpless in a hostile world.”” It manifests itself in a number of ways. Of relevance
here is that it induces striving for prestige and power.” The striving for power provides protection
against feelings of helplessness or weakness. Secondly, it also reassures the person that he or she is

not insignificant and therefore worthless. Finally, it also provides the person with the means and
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opportunity through which to express hostility towards others. The desire for prestige also satisfies
the neced to be reassured of one’s own significance by impressing others with one’s exemplary at-
tributes, thereby winning their desperately needed applause.  As expressions of hostility, Horney
identifics the desire to dominate with the power drive and the desire to humiliate with the need for
prestige. Horney's discussion is framed around the analysis of neurotic as opposed to "normal” be-
havior. But one of the central features of Horney's discussion is her observation that people pos-
sessed by such ncuroses are not only unaware of them and the underlying anxieties, but also often
actively believe themselves to be in fact the opposite of what they fear.” This means that in-
dividuals who are powerfully motivated to engage in certain forms of behavior as a consequence of
repressed anxieties deriving from subconsciously felt low self-esteem may consciously think and ap-
parently behave as if they possesed high self-esteem.

From Freud on, psychoanalysts have known that ego defenses fulfill psychologically adap-
tive roles by protecting the mind against anxiety induced by potentially damaging thoughts,
memorics, or ideas.” These defenses become maladaptive when the levels of stress imposed upon
the individual reach the point where he or she begins to decompensate. This occurs when the
defenses prove inadequate to the task of protecting the individual from felt anxiety. Decompensa-
tion manifests itself through obsessive-compulsive behavior, various forms of neuroses, rigidifica-
tion of thinking, panic, or personality disintegration. Decompensation results from the functional
collapsc of the ego’s deiense mechanisms against anxiety. Defense mechanisms which become dys-
functional under the stress account for the types of neuroses Horney had discussed. As Freud
notcs, the maintenance of ego defenses consumes psychic energy proportionate to the degree of
repression. Often, this leaves the person unable to cope effectively with additional stress. It is im-
portant to remember that not only do most people cope adequately with the stresses they face un-
der normal circumstances, but that some cope in a highly adaptive manner. As already noted in the
discussion of Horney's work, adaptations which prove self-reinforcing will become habituated long

after the initial anxiety-producing state has passed, leaving as its residue an extremely valuable trait
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or personality characteristic. To a very considerable extent, leader-style is simply the amalgam of
an individual's characteristic pattern of handling stress within familiar situations. How a leader
decompensates reflects her or his history of handling situations bearing some resemblance,
however remote, to the crisis at hand.

In the last twenty-five years, a new approach to psychoanalysis, object relations theory, has
gained popularity as way of explaining why and how individuals suffering from breakdowns in men-
tal processes form psychopathological attachments with objects and other people. Object relations
theory has prompted studics of follower behavior marked by strong emotional bonding to a par-
ticular lcader or set of highly symbolic objects.” Object relations theory is concerned with the
processes through which an individual develops and sustains a healthy sense of self. The self is an
aspect of the ego. The ego has two primary forms. It is simultaneously the organizer and structural
organization of the personality. The lattcr is labelled the self. This structure evolves into being
through the differentiation of itself from objects external to it (ie., other people as well as things)
and the formation of relations with these objects via the process of integration. Both of these
operations, differentiation and integration, occur during childhood development stages but some-
times malfunction among adults, resulting in a number of important psychological disorders,

The most important of these disorders are narcissism and the borderlinc personality
disorder.” Object relations theory explains why some followers form strong psychological attach-
ments with leaders, particularly narcissistic ones, who project strong and clearly defined personas.
An individual suffering from the narcissistic personality disorder perceives her or his own sclf as
wholly good, omnipotent, and omniscient, and some reviled object as wholly evil but powerful force
to be opposed and destroyed. This practically defines Adolf Hitler’s attitude towards the Jews.
Such an individual can have enormous influence upon personalitics suffering from borderline dis-
order, who typically swing sharply between self-glorification and self-abasement, and personality

fragmentation caused by nervous anxiety or stress generally. Object relations theory gives a per-
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suasive account for the psychological bases for the charismatic relationship, particularly between
narcissistic leaders and fanatical followers suffering from borderline personality disorders.

The strength of the psychoanalytical approach is that it explains particular, significant
types of psychological relationships which cannot be adequately accounted for within the needs and
social lcarning approach. Even though Adler’s and Horney's work is usually more properly applied
to cxplaining difficulties faced by neurotic individuals who have difficulty functioning in their
cveryday lives, it also acéounts for the formation and development of valuable traits which can
propel gifted but psychologically tormented persons into positions of power and leadership.
Similarly, object relations theory accounts for the psychological dynamics underlying the often in-
tensc commitments cxpressed by fanatical followers for narcissistic leaders who employ projective
appeals to venerate themselves, their followers or emblems of their movement while vilifying their
adversarics. For all the criticisms leveled against the psychoanalytic schools on theoretical and
methodological grounds, including their excessive reliance upon clinical case studies which overem-
phasize psychopathological aspects and an occasional tendency towards gross overgeneralizations
when applying their theories to social phenomena, this approach successfully addresses questions
which others do not even raise. Psychoanalytical explanations are indispensable to accounts of in-
dividual motivations and psychopathological behavior. Used and applied properly, they are an in-
valuable source of insight and understanding.

One of the difficulties with the field of political psychology is its often tenuous connection
with both new and often long established theories in psychology. In addition, because political
psychologists are better versed in their own sub-discipline’s literature than in the much broader
ones of personality theory, social development and social psychology, there has been a significant
shortfall in intellectual cross-fertilization. Thus, one finds the occasional opportunistic importa-
tion of a psychological theory into political psychology to address a particular kind or set of ques-
tions divorced from the greater intcliectual context within which it had arisen. Once imported, the

theory becomes the subject of specialized application without careful reference to further develop-
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ments. The classic example of this is Freudian psychoanalysis. Harold D. Lasswell introduced it
into political science, thereby creating the sub-discipline of political psychology in 1930. Unfor-
tunately, few if any of the works subsequent to his discuss further developments in psychodynamic
theory and relate innovations and their implications to the ficld’s understanding of political motiva-
tions. Instead, works continued to be published in the 1970' testing "hypotheses® deriving from
Lasswell's work which had been based upon theoretical work done in the 1920's. Very litiie of ego
psychology, the theoretical successor to Freudian psychoanalysis, has found its way into political
psychology. Object relations theory has fared somewhat better because of its utility in explaining
certain features of leader behavior for psychobiographers.

The various needs approaches have been underutilized in political psychology and to ex-
plain the behavior of organizational leaders. Although a number of authors have applied Maslow's
hierarchy of needs to the study of political behavior, it has not received the kind of empirical
research attention necessary to establish its utility as an explanatory framework when applied 1o
different levels of political participation, although circumstantial evidence continues to suggest its
value. Likewise, McClelland’s research agenda, pursued by himself and his students, has profound
implications for establishing the impact of certain patterns of child-rearing and socialization upon
subsequent adult behavior. It has been used to evaluate power and achievement nceds of presi-
dents.  Little work has been done directly applying his strategy to the study of actual activists
belonging to political parties or interest groups. In terms of its implications for how the field un-
derstands the motivational foundations of mass politics and mobilization, the most intcresting work
currently being done is the investigation into learned helplessness, though no studies have related it
as & phenomenon to broad social forces or conditions. Despite the continuing research into politi-
cal socialization, the field of political psychology is marked by a lack of innovation and responsive-
ness to innovations generated within the main body of psychology. In turn, this has crcated a gap
between useful explanatory models and studies applying them to specific empirical problems. This

disinterest limits the verifiability of these models despite their apparent utility. Though this is not
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the place to pursue this problem, it has to be acknowledged as a significant weakness in the field's
litcrature.

But despite these difficulties, both the psychoanalytic and needs-social learning ap-
proaches remain valuable frameworks for explaining political motivations and behavior. It was
noted at the outset of this discussion that the psychoanalytical and needs-social learning ap-
proaches arc not necessarily incompatible in terms of their predictions about behavior. Under con-
ditions of stress, Freudian theory predicts regression to a prior stage of behavior, typically oﬁe
characterized by dependency, a desire for merger with the maternal source of security combined
with identification with the authoritarian father-figure. In very different language and for different
reasons, cognitive psychology predicts a depressive withdrawal, and a strong desire for comfort and
sccurity. Despite their incommensurable theoretical premises and many differences, both offer in-
teresting parallels.  Psychoanalytic theory is the more useful of the two in explaining the par-
ticularitics of individual behavior and responses to certain kinds of circumstances. At the same
time, the needs ami social learning theories give better accounts of general behavior and ten-
dencies. Combined, they give a stereoscopic view of the psychological foundations to both leader

and follower behavior.
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CHAPTER THREE
MOTIVATIONAL BASES FOR LEADER BEHAVIOR

The significant works in political psychology have typically sought to establish relation-
ships between certain internal psychological dispositions or motivational patterns and correspond-
ing external behavioral habits or tendencies. The core objective of all political psychologists has
been to show consistent similarities between internal dispositions and external external behavior.
Beyond this, the principal scholars in the field have varied markedly in their research strategics and
objectives. Nonetheless, they have all sought to present their findings in the form of typologics.
This chapter cxamines these typologics with two objectives. The first is to present and review the
mmain explanations of leader behavior within the field. The second and more important objective is
t + highlight important underlying parallels and similarities. To this end, the chapter closes with a
synthesis of the principal explanatory typologies in the literature.

Political psychologists have emphasized four different ways of constructing explanations
for political behavior. Case studies or psychobiographies, explain a single individual's pattern of
behavior. Comparative case studies establish similarities and differences between specified actors
in order to verify hypothesized propositions or as exploratory efforts secking out abscrvable pat-
terns. Survey research begins with clear and explicit assumptions about the importance of various
factors whose actual significance and interrelationships are then empirically tested. Typologies
serve as a useful heuristic to summarize and present the significant relationships found through
cither the comparative case studies or survey research methods.  Beyond their convenience,
typologies also allow for the construction of theoretical "ideal-types" against which actual cases can
be measured and gauged. [n these cases, the most important feature of the typologics is their
theoretical basis, since the cases themselves serve primarily to illustrate and confirm. The types
themselves are important because they depict the correlations between significant attributes.

There is a tendency when examining typologies to assume that the types are themselves "real” and
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not merely illustrative of theoretical constructions. This is dangerous. However well grounded in
theorctical argumentation and empirical findings, the types and typologies remain imaginative con-
structs. The usefulness of typologies has been repeatedly demonstrated through their creative
employment by such important political psychologists as Harold D. Lasswell, James David Barber,
and others.

Harold Dwight Lasswell founded political psychology as a sub-discipline with the publica-

tion of Psychopathalogy and Politics in 1930." This work inaugurated the systematic and theoreti-

cally grounded study of political personalities. Lasswell made three centrally related contributions
to the field. First, he introduced psychoanalysis as the basis for theoretically grounding psychologi-
cal explanations for political behavior. In turn, this allowed him and others to relate significant
developmental events and tendencies within the life-history of an actor to her or his political con-
duct. This led Lasswell to identify a particular kind of motivation, which he labeled the compensa-
tion principle, with the power-sceking behavior of the homo politicus, the "political pcrsonality."’
This argument constitutes his central contribution to the field and the contention which has gener-
ated the greatest intcrest among other social scientists. His final contribution derives from the
preceding.  Lasswell argued that the political personality manifests itself in three types: the
agitator, the administrator, and the theorist. Although this last typology was significant in the early
stages of the field, its value has declined sharply over time and therefore shall not be discussed here.
Instcad, the following discussion will concentrate upon Lasswell’s argument about the compensa-
tion principle, power-secking behavior, and the political personality.

But before this argument can be pursued, a crucial preparatory point Lasswell makes must
be grasped. In a very curious discussion, Lasswell distinguished between the institutional and func-
tional meanings of politics.’ By institutional politics, Lasswell refers to the wide range of
governmental or related processes which are conventionally associated with politics. These include
political parties, public bureaucracies, legislatures, and judiciary, and the whole spectrum of overtly

political concerns such as civil wars, revolutions, and international conflict. In more modern terms,
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Lasswell's institutional politics is the politics of the State. Lasswell's description of functional
politics rests upon two definitions. He argues that a politician, in the best sense of the word, can be
distinguished from a business man in that the former secks integration of intcrests while the latter
strives for special advantage or compromise (the two not being mutually exclusive). Lasswell
states:

An integration of interests is the solution of a conflict in such a way that neither

"party recognizes that so much has been won and so much has been lost in the out-

come. It represents a reinterpretation of the situation in a sense which renders the

old line of battle, the older definition of interest, irrelevant...The essence of the

contrast between integration and compromise is that of a synthesis and a trade.

The politician is a disoovergr of inclusive advantages, and the business man is a hag-

gler for special advantages.

The politician as synthesizer of inclusive interests is the first key definition. This defines function.
Lasswell also says that "...the political man is the one whose principal value is the pursuit of power.
The essence of power is understood to be the capacity, and usually the will, to impose one'’s own
. . s 3 3
values as permanent or transitory motives upon others.” This defines behavior. Although these
two definitions can overlap, they are not strictly co-relational. As Lasswell points out, political
man can also be a business man. In his subsequent discussion, Lasswell stresses his definition of
political man, leaving the other as a more normative contention. But together, the two establish
the function and motivation of political man.

Lasswell describes the power-seeking personality as one that accentuates power over other
values, relative to other persons. This power-seeking behavior defines homo politicus, or political
man. He presents the motivational relationship for this kind of behavior:

The political type is characterized by an intense and ungratified craving for

deference. These cravings, both accentuated and unsatisfied in the primary circle,

are displaced upon public objects (persons and practices connected With the power

process). The displacement is rationalized in terms of public interest.

Lasswell sums this process up as the displacement of private motives upon public objects rational-

ized as public interest. Even though the individual pursues power in order to obtain deference, he
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or she rationalizes this behavior as efforts to accomplish some celebratory public objective. This
leads to the sccond component of Lasswell's formulation. He states:

Our key hypothesis about the power secker is that he pursues power as a means of

compensation against deprivation. Power is expected to overcome low estimates of

the self, by changing cither the traits of the self or the environment in which it

functions. .

This is called the compensation principle and refers to the flt need for power as a compensation
for low sclf-cstcem.

Lasswell is carcful to note that compensation is not an automatic result of deprivation
since passive withdrawal is also a probable outcome.’ Lasswell identifies a number of factors which
he regards as Icading to compensatory behavior rather than withdrawal. First, compensation is
more probable when the deprivation is not crippling. Second, the effect of deprivation is not over-
whelming if the person still experiences some measure of benefit. Third, the deprivation is not
overwhelming if it is not wholly attributed to the self. In addition, power will be favoured as a
means of generating compensation if it is exp.  d to yield more benefits than any other alterna-
tive. Finally, Lasswcll argues that childhood conditions characterized by high levels of both indul-
gences and deprivations, so long as the two are related to acquiring skills and performances, can act
as powcrful inducements to learn a high level of personal motivation. Though Lasswell’s compen-
sation principle has been often interpreted as describing a psychopathological motivation, it makes
more sense to regard it as deficiency motivation manifesting itself as a form of learned behavior
resulting in a high need for power, as conceptualized by McClelland.

The central problem is how to interpret the compensation principle. The conventional
version sees low self-esteem as a continuing character trait resulting in a constant need for ego
cnhancement. This results in an insatiable psychological need for power as a palliative. But a
second interpretation may emphasize the contingent nature of low self-esteem. This interpretation
recognizes that each person possesses self-expectations which, when unconfirmed, generate feel-

ings of low sclf-esteem. The person has a choice. Either he or she iowers her or his expectations

or redoubles cfforts. The latter choice reficcts a continuing perception of self-worth justifying the
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additional effort. Someone suffering from low self-estcem is more likely to withdraw than persist.
If the persistence generates eventual success, the person has lcarned to regard feclings of low self-
esteem as a signal or warning to increase cffort in order to obtain desired outcome. Here, low self-
estcem is conditional and transitory. It occurs in the context of a personality which may be charac-
terized by high overall self-esteem. What distinguishes the two is the nature of the low scif-estcem.
In the conventional interpretation, the low self-estcem is a deeply rooted character trait, whereas in
the revised version presented here, it is produced by the disparity between expectations and out-
comes, resulting in either lower expectations or greater effort sustained by high overall self-esteem.
These are not mutually exclusive or conflicting interpretations. Rather, they relate to differences
in how the compensation principle works within the basic character structure of the person as well
as the source and nature of fclt low self-esteem.

An additional problem ariscs from how self-esteem is to be understood and measured.
From Horney’s work, anxiety induced by low self-esteem is effectively displaced, denied, or avoided.
Under these circumstances it is not experienced or interpreted as low self-esteem. Thus, & person
driven to compensate for feelings of personal inadequacy will do so by exhibiting behavior and ex-
pressing attitudes opposite to what might be expected. Horney's work suggests interpretive cau-
tion in the face of possible paradoxical expressions of low self-esteem. Surprisingly, Lasswell ncver
scems to give full credit to Alfred Adler for the compensation principle. Adler's discussion of in-
feriority complexes and striving for superiority is virtually identical in meaning to Lasswell's own
discussion. This omission is even more striking given Lasswell's evident familiarity with less central
aspects of Adler’s work.

Virtually all the criticisms of Lasswell's work seem to derive from misunderstandings or
misreadings. A common line of criticism attacks his supposed contention that political man sceks
power in order to compensate for low self-esteem. Investigators then proceed to show that politi-
cal activists exhibit higher than average self-esteem. What is lost is the critical distinction between

institutional and functional politics. Lasswell was not talking about people engaged in politics as it
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is conventionally understood. Rather, he had labeled power-aggrandizing behavior as being politi-
cal regardless of whether it is manifested in legislative assembilies, corporate boardrooms or within
the confines of the person’s home. In this sense, Lasswell's political man bears a very strong
resemblance to McClelland’s Conquistador.  But such personalities are not likely to be found in
modern political partics or legislatures, both of which heavily emphasize cooperation and bargain-
ing. Unfortunately, much of the evidence presented showing activists as having relatively high
sclf-csteem relies upon survey self-reports which are susceptible to the kind of paradoxical expres-
sion that Horney had identified as a consequence of denial. Much of the criticism leveled at
Lasswell simply does not connect because it reflects misreading of his work rather than direct
refutation of key points. What may be the genuine weaknesses in his presentation have been left
untouched as a result of the distractions created by ambiguities in his discussion.

The first serious criticism Lasswell should be asked to address is one of significance.
Nowhere does he establish that "political man” is likely to be found engaging in institutional
politics. If they restrict themselves to the professions, bureaucracies, and the like, then their actual
impact on government may not be necessarily important. Despiic his quite misleading use of case
studies about men engaged in institutional politics, his basic argument suggests that it and func-
tional politics may not have a particularly strong connection to each other. Lasswell has to show,
as he as not, tiat political man engages in politics and in numbers or with influence sufficient to
warrant the kind of intensive study this particular type has been accorded. As he himself has noted,
the available research suggests that politics, at least in the polyarchies, is an inhospitable milieu for
Lasswell’s political man.

Second, as pointed out above, the compensation principle can be interpreted in a number
of different ways. It is not apparent that Lasswell’s understanding of his own idea is necessarily the
most accurate description of the extremely complex psychological processes involved. This is not
to say that he is wrong. It simply notes that his formulation may be such a gross and misleading

oversimplification that it may mislead.
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A final criticism of Lasswell is that he introduces psychopathology into the study of politi-
cal personalitics without establishing its interpretive boundarics.  The use of psychiatric or
psychoanalytic terminology unavoidably colours diffcrences as deviance. The investigative focus is
on identifying traumas which are then interpreted as the originative basis for some enduring be-
havior. This approach rests upon a pre-existing theoretical framework that both points out and
then explains certain kinds of phenomena, without addressing the central puzzle about leaders:
why are not others motivated by similar expericnces. Even a selective reading of biographies, and
some thought about ordinary humans, highlights the fact that it is not the occurrence of trauma but
rather the person’s response to them that separates those who become leaders from those who do
not. Further, there are exceptional leaders who seem to have been largely unaffected by hardships
of any kind while growing up. This may explain why there are no psychobiographics of Franklin
Delano Roosevelt. While necessary as a valuable mode of explanation, the psychoanalytical ap-
proach accentuates aspects of political character which may have everything to do with ultimate
failure, but nothing at all to say abaut why these same "failures” had careers leading up to the very
summit of political power.

The principal value of Lasswell's theory is that it explains the motivations of the idcologi-
cally committed activist and politician. Regardless of whether private motives are displaced on to
public objects because of a need for deference or as a consequence of some psychological trauma at
a critical point in the individual's development, this powerful affective identification with some
political enterprise or end constitutes the basis for intense political commitment to causes, partics,
and movements. When combined with power-sceking behavior, this commitment becomes both
the catalyst and engine driving political change when the greater socio-political conditions allow
and favour such efforts. Although better accounts can be given of this displaccment process using
object relations theory, Lasswell deserves credit for being the first to identify the psychological

basis of ideological commitment.
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The Machaivellian personality identified by Richard Christie and Florence Geis bears a
striking resemblance té McClclland’s Conquistador and resembles Lasswell's political man in that
they arc both power—scckcrs." But where "political man" seeks power to assuage esteem needs
through rationalized power sceking, the Machiavellian has been socialized to seek exploitive ad-
vantage over others through an emotionally detached rational calculation. Unlike Lasswell's politi-
citl man they do not form emotionally strong attachments to people, objects, or ideas. They do not
displacc private affccts at all.

Christic and Geis identify four definitive characteristics of the Machaivellian personality.
First, such a person remains emotionally detached within interpersonal relationships. He or she
docs not feel empathetic connection thac may interfere in her or his capacity to manipulate the
other person. Second, Machiavellians tend to lack concern for conventional morality. They exhibit
no cognitive dissonance as a consequence of breaking conventional expectations. Third, they have
low levels of ideological commitment. They are the quintessential pragmatists. They never become
so preoccupicd with their putative values that they allow them to interfere with the pursuit of suc-
cess. Finally, they do not show any gross psychopathology. Machiavellians do not suffer from cog-
nitive distortions induced by neuroses or psychotics. While the Machiavellian type may not be a
morally appealing kind of personality, it constitutes a psychologically healthy adaptation to a social
environment that emphasizes the pursuit of success and the attainment of personal ends through
manipulation.

Machiavellians enjoy manipulating others and actively seek out settings or contexts which
allow them to gain advantage over others. The central characteristic of Machiavellians is an emo-
tionally detached cognitive style that emphasizes goal attainment. Concomitant to this is a ten-
dency to objectify others and regard them in terms of their instrumental value. Their amorality also
scems to reflect a generalized sense of hostility and anomie. Machiavellians possess an unflattering
view of other humans. Christie and Geis find that Machiavellianism correlates strongly with ur-

banization, level of industrialization, and parental permissiveness. It does not correlate with ideol-
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ogy, intelligence, education, and a wide range of other traits or characteristics. Those scoring high
on the Christie-Geis scale for Machiavellianism consistently outperformed those scoring
modcrately or low in cvery situation replicating circumstances commonly occurring in politics. In
fact, those directly modeling political contexts such as legislatures, political issue bargaining, and
others were the circumstances were High Machiavellians prevailed by the greatest margins and with
thc most frequency. The striking similaritics between the Christie-Geis Machiavellian and the
McClelland Conquistador suggests that the two may be the same. The Machiavellians personality
type is significant because of its striking success in gaining power. Unlike Lasswell’s political man,
the Machiavellian’s sole concern is power unfettered by attempts at rationalization.

As mentioned earlier, it is unknown how common any of these characteristics actually are
among practicing politicians and political activists in the industrialized polyarchics. A different ap-
proach to identifying political types begins by examining prominent politicians themselves and
seeking to find consistent patterns of behavior and motivation. This relies upon the comparative
case studies method to identify consistent patterns of similarities and differences. Thesce kinds of
works demand formidable powers of scholarship and insight. Consequently, they are exceedingly

. N n . . ”
rare. For these reasons, James David Barber’s The Lawmakers and Presidential Character con-

stitute significant works. In The Lawmakers, Barber explores the characteristics of Connccticut
state assembly people to uncover factors influencing their legislative effectiveness. In Presidential
Character, he examines the life histories of the twentieth century presidents to seck out personality
traits or patterns predictive of subsequent performance in the White House. The latter work con-
stitutes a major achievement in terms of scope and implications.

Barber constructs fourfold typologies in both works based upon a pair of attributes. The
Lawmakers typology is organized around the legislator’s activity level and willingness to return. By
cross-cutting these two, Barber comes up with his spectators, Advertisers, Reluctants, and Law-

makers. For the Presidential Character Barber retains activity leve! but substitutes gencral orien-

tation towards life-work (positive or negative) for willingness to return. Thaus, he derives his now



67
famous four-fold classification of presidents: active-positives, passive-positives, passive-negatives,
and active-ncgatives. Although The Lawmakers is an interesting work in its own right, Presidential
Character represents Barber's mature thinking on the relationship between the person and politi-
cal performance.

Barber identifics five coacepts critical to explaining this relationship: character, world
vicw, style, power situation, and climate of cxpcctations.u The two latter ones relate to the leader’s
context and are not as relevant as the three concerning the personality. Barber argues that a
president’s personality is patterned by these three factors into a dynamic package exhibiting endur-
ing and predictable characteristics. A president’s character originates out of childhood experiences
and reflects the person’s enduring orientation towards life experiences. Barber highlights two
central features. Sclf-esteem is the leader's principal resource, its protection and enhancement the
politician’s most esscntial activity. Related and of equal importance are the person’s criteria of
sclf-cvaluation. This is the pattern of self-expectations which govern the person’s preferences and
intentions. The president’s world view evolves into being during adolescence and reflects her or his
conceptions about causality, human nature, and morality. Style congeals into being during early
adulthood and consists of the politician’s habitual pattern of performing three political functions:
rhetoric, personal rclations, and homework. Rhetoric refers to how the person speaks and
generally handles her or himself in public. Personal relations refers to interpersonal dealings, while
homework deals with work habits and patterns of thought. The balance of these three elements
defines a leader’s style just as character, world view, and style, reflect the influence of the
individual’s personality upon her or his political behavior.

As mentioned earlier, at the core of Barber’s work lies his fourfold typology of character."
The first baseline, activity-passivity, reflects the amount of energy a leader invests into her or his
political tasks. Barber cites as representative of the two extremes Lyndon Baines Johnson and
Calvin Coolidge, the former as legendary for his awesome drive as the latter for his constant rest-

ing. The second bascline, positive-negative, pertains to how the leader feels about her or his politi-
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cal life. Barber argues that these two factors constitute central features to every human personality
and together provide a simple classificatory system. Active-Positives are characterized by relatively
high self-esteem and success in dealing with their environments. They exhibit a high degree of fit
and congruence with their political circumstances and appear to actively enjoy their roles and ef-
forts. Active-Negatives perceive life as a hard struggle within which winning and holding power are
esscntial necessities for dealing with their political conditions. At the same time, they arc hag-
ridden by a perfectionist or highly moralistic conscience. They deploy often intense cffort marked
by a compulsive quality from which they derive very little emotional satisfaction. They scem to be
seeking escape from anxicties through their work. Passive-Positives manifest an optimistic cheer-
fulness which belies their low self-esteem and need for constant compensatory affection. They are
compliant, other-directed, agreeable and cooperative. ’Passivc-Negativcs in politics are a paradox
since they do little and like their roles even less. They engage in politics out of a deeply fcl; sensc
of duty and obligations which counteract and compensate for low self-esteem. As a consequence of
their sense of duty and obligation, they tend to be the defenders of what is "right, good, and true.”
Although Barber characterizes them in unflattering terms, he does include George Washington
among their midst. That these are not on balance trivial individuals suggests that the accupants of
this category should not to be summarily dismissed without inspection of their actual record of ac-
complishments. Barber summarizes by stating that the Active-Positives are after achievements, the
Active-Negatives seek power, the Passive-Positives want love or affection, and the Passive-
Negatives try to do what they see as their duty.

Presidential Character can be faulted on a number of levels. The least important but most

annoying feature of Barber’s impressive scholarship is his minimal use of references. Also, Barber
does not identify the psychological theories he draws from. In his extended and thorough review of
the book, Alexander L. George concludes that:

...the dimensions of active-passive and positive-negative affect, as presently defined

and operationalized, unsuitable for the kind of rich developmental and
psychodynamic character typology Barber has attempted to formulate; they can be
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retained only if they are altered to take note of qualitative gjffctcuccs in activity and
affect displayed at the phenomenological level of behavior.

Gceorge also rccommends a less ambitious undertaking than Barber's attempt to link
phenomenological, psychodynamic, and psychogenetic factors to specific character types. George's
balanced and carcfully considered critique of Barber’s work has to be taken in context. Though
George identifies critical failings in Barber’s analytical methodology as well in his psychological as-
sumptions and theory, he acknowledges Barber's considerable achievement in developing a sub-
stantive explanation relating personality to performance. What makes Barber’s work hard to judge
fairly is that despite its considerable flaws, it is the finest systematic analysis of its kind. In scope
and depth, it dwarfs all other similar works. Thus, while George's many criticisms accurately state
its weaknesses, it remains a pathbreaking effort to systematically understand the relationship be-
tween character and performance.

One of George's central criticisms of Barber's work is that it does not offer an explanation
of character that connects with existing psychological theories. In this context, David L. Rothberg
makes a significant if apparently unintended contribution to providing a firmer grounding for

Barber's typology. In Insecurity and Success in Organizational Life, Rothberg lays out his own

fourfold typology using as his pair of variables, high-low self-esteem and internal-external locus of
control.”  As in similar studies, self-esteem is taken to be self-perceptions of worth and efficacy
while internal-external locus of control refers to the extent to which the person perceives that he or
she has control over her or his own circumstances. Those who perceive themselves as possessing
substantive control are "internals®, whereas those who attribute predominant influence to factors
outside their power are "externals.” Rothberg uses these two variables to construct four types: Ra-
tional Man (high/internal), Existential Man (high/external), Administrative Man (low/internal),
and Entrepreneurial Man (low/external). Rothberg then applies his typology to two groups of elite
military and business manager-leaders. Despite the significant differences in methodology and

treatment of psychological theories, Rothberg’s findings show striking similarities to Barber’s as-
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sessments.  This suggests that Rothberg’s quantitative and more precise work confirms Barber's
more qualitative interpretations. By providing theoretical contact as well as additional evidence in
a different form, Rothberg helps address one of George's more significant :éitilcks on Barber's
typology.

Perhaps the most impressive feature of comparison between the two typologics is the way
that four pairs of types emerge. Barber's active-passive variable scems to manifest the behavioral
consequences of high or low self-esteem while positive-negative affect reflects whether the locus of
fate control is perceived as internal or external by the actor. Thus, one finds the following pairs:
Active-Positive Rational Man, Activc-Ncgative Existential Man, Passive-Positive Administrative
Man, and Passive-Negative Entrepreneurial Man. Strong similarities within each pairing suggest
that the two typologies are substantively the same.

Rothberg’s Rational Man possesses a high sense of self-estcem and a strong belicf in her
or his capacity to effectively control her or his environment. He or she is characteristically trusting
and trustworthy in addition to being both extroverted and free of anxieties. The Rational Man
manifests moderate need for power and for affiliation but is overwhelmingly motivated to seek out
and solve problems. In this sense, the Rational Man is propelled by self-actualizing growth motiva-
tion. The acquisition of power is perceived as coincidentally necessary to solving problems but is
not in itself central. Self-actualization is manifested through the desire to accept and meet chal-
lenges. Rational Man’s critical characteristic is that he or she is unburdened by long-standing
psychological difficulties. The principal similarities between Rational Man and Barber’s Active-
Positive are that they do not suffer from unresolved traumas. They arc both highly rational and
solution seeking as opposed to being driven to accumulate cver more power. They approach their
tasks with positive emotional feelings. High self-esteem combined with a perception of the world
as both rational and controllable underlie the charz; cr type Barber labels Active-Positive.

Like Barber’s Active-Negative, Rothberg's Existential Man is simultancously the most

complex, intriguing and problematic type of leader. They are also the zomanii, tragic herocs of
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their respective typologies. Unlike Barber’s description, Rothberg's stresses the more positive fea-
tures which help explain their paradoxical successfulness. The central contradiction in Existential
Man is the presence of very high self-esteem along with a belief in the essential uncontrollability
and unpredictability of one's life circumstances. Both these qualities also occur in Barber’s Active-
Ncgative politicians. Rothberg rightly points to Machiavelli's reference to the Prince’s conflict-
ridden relationship with Forruna. Both the Prince and Existential Man seek to gain power over
fickle Fortuna through action. Like the Prince, Existential Man is marked by an extremely high
nced for power, very low activity inhibitions and low need for affiliation and for achievement. Exis-
tential Man sccks power i order to establish well ordered environments susceptible to ready con-
trol. Underlying Existential Man’s need for power is a deeply rooted sense of anxiety. In this, Exis-
tential Man shares an important resemblance with Lasswell’s political man except that the former
is driven by basic anxiety rather than low self-estecem. It is legitimate to ask whether the extremely
high self-cstcem expressed by Existential Man is simply a reaction-formation which arose to help
repress deeper feclings of low self-esteem. Unfortunately, it is difficult to tell whether Rothberg's
instruments could have penetrated sufficiently far into the individuals’ subconscious minds. This
speculation is important because if this is the case, then Existential Man is Lasswell's political man
as well as Barber's Active-Negative. All three learned activism as their most effective response to
threats against their well-being and this has produced a perception of the world as threatening but
which, given sufficient power, can be successfully confronted, subdued and made safe.

Like the Passive-Positive, Administrative Man is preoccupied by concerns about how
others perceive her or him.  He or she strives to fulfill group norms and becomes disturbed in the
face of unstable or crosscutting expectations. Through diligent effort the Administrative Man is
tvpically very successful within stable organizational roles and contexts. Administrative Man’s
central driving motivation is her or his need for affiliation and for approval from others. The
similaritics between Barber's Passive-Positive and Rothberg’s Administrative Man suggest that

they represent the same type of personality.
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The Passive-Negative Entrepreneurial Man contradicts virtually every normal expectation
of what a leader-manager is supposed to be like. Like Existential Man, Entreprencurial Man per-
ceives fate as extremely controlled. But unlike the former, the latter does not approach it with an
aggressive mastery-secking stance. Entrepreneurial Man experiences a sense of despair in the face
of perceived uncertaintics over her or his capacity to effectively cope with an uncontrollable en-
vironment and other powerful people. Life is experienced as a trial. The Entreprencurial Man has
an extremely low need to achicve but very high need for power concomitant with extremely strong
activity inhibitions. This combination of very high power need and activity inhibitions renders her
or him simultaneously crosscut and cross-pressured. Such a person may subliminate the need for
power under a drive to do one’s duty, thereby making it compatible with the activity inhibitions.
This conflict lies at the heart of her or his intense unhappiness. He or she is almost a classic ex-
ample of someone powerfully driven to realize a passionate desire while detesting herself or himself
for possessing the fecling. Rothberg neither suggests nor explores the clearly sexual, and Freudian,
implications of this kind of conflict. The similarities between Entrepreneurial Man and Barber’s
Passive-Negative derive from their similar tendencies towards passivity combined with their general
sense of unhappiness. It is impossible to tell of whether the Passive-Negative shares
Entrepreneurial Man'’s intense but constricted need for power.

Interestingly, Rothberg equates Entreprencurial Man to McClelland’s Imperial Per-
sonality since both exhibit very high power needs combined with high activity inhibitions and low
affiliation needs. However, nothing in McClelland’s account of The Imperial Personality type sug-
gests low self-esteem or external locus of control. Further, the Imperial Personality’s inhibitions
seem directed more towards moderating consumptive impulses than constraining manifestations of
power need. The inhibitions seem to sublimate personal power nceds so that they are transformed
into what McClelland refers to as "empire building”, the creation of powerful organizations capable
of fulfilling ideological or religious goals. What lies at the heart of the apparent disagreement is

their understanding of activity inhibitions. Rothberg associates inhibitions with an incapacity to act
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upon power impulses whereas McClelland interprets them as sublimation. In McClelland’s for-
mulation, inhibitions redircct power needs from the kind of personal conquests he associates with
the Conquistador to the rational conquest or creation of organizational power he identifies as
characteristic of the Empire-Builder. From McClelland’s description, the Imperial Personality can
be utterly ruthless in exercising power so long as he or she is doing so on behalf of a self-perceived
legitimate causc. Again, this is suggestive of Lasswell's political man except that the displacement
of power nceds onto public objects is a consequence of socialization and its actualization the result
of person’s very high, not low, sclf-estcem. Underlying the Imperial Personality is a belief in an or-
dered and intelligible world susceptible to human control. It is also worth repeating that the per-
ceived locus of fate control maybe either external or internal.

This means that either Rational or Existential Man may possess an Imperial Personality
depending upon whether their power needs have been socialized into empire-building as opposed
to the pursuit of personal conquests. However, it is much more likely that Rational Man will be an
Empire-Builder than a Conquistador because her or his belief in a tationélly ordered intelligible
universe provides the conceptual foundation necessary for an Imperial Personality. However, Exis-
tential Man may also have a worldview that is personally directive but that also conceives of the
world as unstable and uncertain. This creates an enormous tension within Existential Man. On
one hand, he or she is driven to fulfill a particular set of ideological or religious goals in the face of
a potentially hostile and threatening environment. But in the face of this uncertainty he or she
nonctheless possesses a huge counter-balancing wellspring of self-confidence and self-esteem with
which to face down the constant feelings of anxiety and threat of failure.

Like the Rational Imperial Personality, the Existential Empire-Builder's belief sysiem
directs her or him to displace personal power needs onto public objects and thereby provides a
focus for her or his drive but without the comfort of knowing that success will naturally follow from
the effort. The Existential Imperial Personality builds in the face of hostility and conflict. For this

rcason, one may find that this personality type predominates among Active-Negative politicians,
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revolutionaries, and leaders who rise to power in the face of extreme social instability and national
danger. Converscly, one expects to find Rational Empire-Builders arising out of expansionary,
self-confident clite social classes. Such leaders manifest their essentially rational and optimistic
worldview even in the midst of profound social crises. Their objective is to reconstruct, reform or
enhance what they perceive as a basically intelligible and benevolent social reality. Both the Ra-‘
tional and Existential Empire-Builders are agents of order even though the former scem more in-
clined to support the status quo while the latter are more likely to pursue change. Both are fun-
damentally motivated by a desire to create and sustain an enduring and stable social order.

In contrast to the Imperial Personality's enduring desire to establish order, the Conquis-
tador seeks power for its own sake. Existential Man and the Conquistador have a natural affinity.
Existential Man’s sense of uncertainty and intense need for power corresponds casily with the
Conquistador’s nihilism and power drive. The Conquistador is intrinsically Machiavellian and Exis-
tential Man can easily assimilate this kind of behavior. Although the idea of a Rational Conquis-
tador is in principle possible, the underlying value orientations of Rational Man conflict strongly
with the Conquistador's primal nihilism. Though this contradiction makes the likelihood of a Ra-
tional Conquistador improbable, it does not make it impossible because it is entircly possible for a
person to be highly rational in the pursuit of power for its own sake. The Rational Conquistador is
a Machiavellian who also possesses high self-esteem and an internal locus of controi while lacking a
sense of positive value or meaning in life beyond acquisitiveness. Machiavellianism and acquisitive-
ness are already inherent within the Conquistador, so locus of control becomes the key factor in
determining whether this sub-type also fits into Rothberg’s Rational Man category. Nothing in
Rothberg’s description of Rational Man precludes the Conquistador-type from overlapping with it.
The Rational Conquistador shares the Machiavellian’s central characteristics of affect detachment
and "cool” cognitive style. Like the Machiavellian, Rational Man also emphasizes dispassionate
problem-solving with minimum inhibitions on power-oriented actions. Like Rational Man, the

Machiavellian pursues power because its possession and exercise is both enjoyable and the neces-
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sary basis for desirable solutions to situational problems. The Rational Conquistador is simply a
Machiavellian Rational Man,

The preceding discussion of Lasswell, Barber, Rothberg and McClelland shows the ex-
planatory importance of general psychological theories to understanding what are still the major
attempts by political psychologists to provide a general explanation of political types and their
characteristic behavior. Rothberg’s work in particular is important in that it highlights a number of
key attributes of leaders, as opposed to managers, which have not been previously identified.
Specifically, he stresses the importance of leaders being uninhibited in their willingness to act upon
their power motives. Here he seems to differ significantly from McClelland although Rothberg is
not specific enough to properly identify the root of disagreement. He also points to the impor-
tance of moderate levels of narcissism as a necessary prerequisite for effectiveness as a leader. In
addition 10 being largely uninhibited, a leader must also possess sufficient self-love and self-
confidence to be internally motivated.  This finding is strongly suggested by psychodynamic
theories. The underlying similarities of these works suggest that present lines of research may
shortly generate a general theory of leadership motivation encompassing research as different as
that of McClelland and Barber.

This chapter reviewed the significant attempis by political psychologists to offer general
explanations for leader behavior and motivations. In so doing, it also showed the importance of the
general theories of motivation to the more applied efforts. The next chapter will build upon the
preceding discussion in an attempt to identify more precisely the qualities which seem to distinguish
potentially charismatic leaders from the more ordinary variety who typically rise to power during
stable political times.
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CHAPTER FOUR
LEADER TYPES AND THEIR UNDERLYING PSYCHODYNAMIC
PERSONALITY STRUCTURES

So far, this thesis has concentrated upon reviewing the various theories and typologies
developed to explain and categorize leaders and leadership behaviour. This chapter secks to relate
these ideas to actual individuals, showing how their psychodynamic motivations result in particular
kinds of lcader behaviour. A numbcer of points need to be made at the outset. First, this is not
about passive or inactive Icaders. Only Active-Positive or Active-Negative leaders, using Barber’s
terminology, are cxamined.  Second, a basic principle followed throughout is that the most sig-
nificant difference between the various kinds of Conquistador and Imperial personalities is the ab-
sence of a sclf-transcending belief system in the former and its presence in the latter. Nihilism is
taken to reflect the absence of a sense of personal meaning integrated into a greater scheme of
things. This scnsc of meaning can derive from an elaborate ideology or deep religious faith, or an
implicit worldview. Third, this chapter emphasizes the similarities between leaders rather than
their differences.  This is intended to highlight the star qualities which make them leaders and
leaders of differing types. Finally, this chapter highlights psychological characteristics which lead to
clfective leadership.  The first section looks at narcissistic leaders and the various kinds of per-
sonality types which appear as a consequence of this particular disorder. It concludes with a discus-
sion of how lcaders with healthy egos develop traits which offer them abilities similar to those ex-
hibited by narcissists. The sccond section looks at neurotic leaders possessing remarkable talents
who were both driven as well as eventually destroyed by their unresolved intrapsychic conflicts.
They are compared to a pair of Imperial personalities who exemplify the very best that can be
achicved in terms of healthy personality development in the absence of profound crises at some

formative stage in life. The primary object of this chapter is to "flesh out” the theoretical discus-
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sions of the previous chapters and rclate personality types to specific patterns of developmental
experiences.

Individuals suffering from the narcissistic personality disorder manifest a grandiose self-
image and often paranoiac worldview. In clinical cases, this disorder so completely incapacitates
the person's ability to interact with others and the environment generally that he is incapable of
achieving any workable relationships at all. In some cases however, the person retains a high order
of effectiveness because the impairment focuscs upon a particular set of object relations while lcav-
ing the others alone. Vamik labels this "destructive narcissism” and it is contextually adaptive un-
der conditions where qualities like paranoia, the absence of affective attachment to others, and vir-

. . Vo

tually absolute confidence of ultimate success are invaluable. This kind of personality is also func-
tional in settings marked by hyper-suspiciousness such as in societics beset by human-made or
natural disasters, or where patterns of victimization characterize relations between significant num-
2 . - . . .
bers of people.” These kinds of socicties and people are particularly susceptible to a kind of leader
appeal that emphasizes a combative orientation in which relations are organized around a "we are
right, just and descrving of more but our enemies are evil, exploitive and undescrving of what they
already have" conception of social reality. Groups which proceed from this view tend to be highly
combative and engender a particular leader-style that Robert Tucker terms thc "warfare
personality.” Robert S. Robins states:

This "warfare personality” is associated with a leader who is hyper-suspicious,

politicises his world image, and has a great capacity for sclf-deception and sclf

dramatization. Although the warfare personality is very much ego-centered, its
holder gives the impression of his being group-centered. The Icader with a warfare
personality may often be part of an organization that has a bureaucracy, but he is

not a burcaucrat. He is preeminently a political activist. Most typically he is a per-

son driven by a desire to acquire power and accomplish some abstract end. Because

he was against the dominant powers, he is characteristically a sclf-starter.

This "warfare personality” exhibits clear family resemblances to Lassweli’s "political agitator”

variant of "political man." Both of these personality types have their origin in the problematic

treatment of ego-threatening experiences which resulted in impaired sclf and object relations. Nar-
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cissism generally cmploys sclf-idealization and vilification of the other as ego-defense mechanisms.
Destructive narcissism is distinguished by the extent to which specific objects are characterized as
wholly bad or cvil.' This basic dichotomization underlics the opcrations of the warfare personality.
Both Hitler and Stalin fit this pattern of sclf-aggrandizement, paranoiac suspiciousness, affective
alicnation from others, and scparation of the surrounding political reality into starkly good and bad
objects. Their worldview and behaviour reflects the operations of a warfare personality driven by
destructive narcissism.  This kind of narcissism also facilitates formation of Warlord charisma; by
emphasizing the heroic struggle against hated and powerful enemies on behalf of the followers, it
induces hero worship and the cult of personality. However, it is not the only type of narcissism
capable of gencrating this kind of devotion.

Vamik also distinguishes a second type of narcissism which he labels "reparative.” Though
reparative narcissism can become destructive since it too identifies some evil or bad condition, its
impact is more positive. Just as destructive narcissism identifies and secks to destroy the objects of
its hatred, reparative narcissism ennobles and strives to uplift the favoured objects with which the
reparative narcissist identifies and has internalized into her or his won idealized self-image. This
kind of narcissism is in many ways less severe and less "primitive” than the destructive version.
Vamik explains how personal qualities and family circumstances, especially his relaticaship with his
devoted but gricving mother, resulted in the formation of a narcissistic personality in Kemal
Ataturk.” This personality was not dysfunctional, partially because Ataturk’s exceptional talents
validated substantial aspects of his idealized self-image of supreme self-confidence, self-certainty
and conviction, Olympian aloofness, and personal dominance over others. Vamik roots Ataturk’s
drive to westernize Turkey in his rejection of his mother’s image as religiously pious and grieving,
venerating instead her image of her as a "merry widow."” Ataturk identified Islam and traditionalism
with his mother’s grief and sought to liberate her from pain by liberating Turkey from Moslem
tradition. His behaviour towards "adopted daughters" also suggests a powerful desire to liberate

the memory of his mother from Moslem pictism. Ataturk’s reforms gave Turkish women a degree
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of personal and legal freedom unrivalled by any but the most advanced western countrics. Ataturk
identified Islamic practices and traditions with Turkey's backwardness as well as his mother's grief.
His modernization drive sought to transform Turkey into a European country and entailed the
rcjection of Islamic norms. On a psychodynamic level, it freed his grieving mother to be the merry
widow of his idealized memory. The central characteristic of the reparative narcissist is an em-
phasis upon the restoration of some fallen or threatened ideal. It does not rest upon the denigra-
tion of some hated object, though it may come to that if it is seriously frustrated.

The more conventional understanding of narcissism is as chronic sclf-love manifesting it-
self as intense egotism, self-centredness, lack of emotional involvement with others, and a general
lack of regard for the interests and concerns of others beyond what is instrumentally necessary.
This kind of narcissism is the psychodynamic foundation for the related Machiavellian and Con-
quistador personality types. What is crucial to this constellation of similar types is the absence of
any governing purpose other than the desire for nihilistic power. Henry Kissinger's discussion of
Otto von Bismarck shows what happens when one such as this finds his "calling."‘ Kissinger
recounts a charming story about how Bismarck wins the hand of Joanna von Puttkammer through
an adroit combination of shock, relentless pressure, guile and fait accompli, despitc Joanna’s own
deeply held Christian pictism and her father’s objections. Kissinger goes on to show how the cun-
ning, sense of timing, boldness, and willingness to seize every opportunity to create a fair accompli
leading to victory in le guerre d’amour prefigured his style of operations in political and military
campaigns. What transformed Bismarck from being simply a gifted rake into the dominant states-
man of his era was the eventual impact of the pietism of Joanna and her friend, Maric von
Thadden. He saw himself and God as in an equal partnership in ruling Europe. He adopted
statecraft as his calling. What is central in the case of Bismarck is not his thorough-going
Machiavellianism - cvery leader of consequence has employed guile, deccption and psychological
coercion to overcome opponents - but his adoption of a governing purpose which sublimated his

nihilism and focused his endeavors towards long-term accomplishment.
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Bismarck’s case highlights a central point: even though the Conquistador personality type
possesses both the indispensable drive for power and the critically important Machiavellian orien-
tation, it docs not possess the self-transcending sense of mission or purpose that Charles de Gaulle
stressed as an essential prercquisite for achicving a lasting political greatncss.’ This point is most
clearly brought home by the life-history of another national leader whom Kissinger studied, though
not academically, with great care: Richard M. Nixon. For all of his considerable gifts and intellect,
Nixon's life was governed by a recurring structure of self-induced crises which repeated a more
basic pattern originating in the conflictual circumstances of his childhood and adolescence. His
central problem went far beyond lacking a governing purpose. He used the pursuit of power as a
way of distracting himself from a foreboding sense of looming disaster. The absence of a sense of
pﬁrposc beyond the pursuit of power prevented him from transcending the cycle through al-
legiance to a cause or purpose whose nature would have given an alternative to his power-seeking.
De Gaulle had stressed the ultimately self-destructive danger posed by selfish power striving.

Tke discussion so far has focused upon the nature of narcissistic leadership, looking in
turn at its destructive, reparative and, for want of a better term, egoistic variants. A number of
basic points were made. First, the attraction of narcissistic leaders for many followers derives from
their projection of an idealized self-image. Destructive narcissists offer a vision of society to their
followers which is paranoiac and combative, emphasizing the existence of some hateful enemy who
must be destroyed. Reparative narcissists seek to restore their fallen followers to a higher plane of
glory, thus rendering their hero-worship even more glorious. These leaders strive to uplift and re-
store the confidence of their pcople and nation as a way of further uplifting themselves. The third
kind arc egoists possessing remarkable talents who subordinate their power-striving to a cause
greater than their own narrow interests which, fortuitously, nonetheless allows for the achievement
and protection of egoistic desires. Within the context of the literature, a problem has arisen as a
result of the tendency of a number of authors to label seemingly all leaders who show enormous

sclf-confidence and self-certainty as narcissists. This trend is as potentially harmful to the study of
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leadership as the already current habit of confusing popularity with charisma. Narcissism is not the
only basis for the supreme self-confidence, self-certainty and other qualities which scem so cssen-
tial to charismatic as well as other forms of leadership.

Three distinctly scparate but mutually buttressing "mental habits” together can provide the
Imperial personality with psychodynamic processes that resemble, sometimes very closely, cither
reparative or egoistic narcissism in both psychological structure and behavioural outcomes. The
first of these is the selection and development of an Ego-ldeal which serves a similar purposc
within the healthy mind as self-idealization does in the narcissistic one. The second function, which
corresponds to the splitting and projection of unpleasant attributes outward, is the protection of
the Ego from stresses through healthy coping mechanisms, the most important of which are ra-
tional thought, and adaptation to the environment. The final "mental habit" is commitment to an
Ego-transcending ideology or belief system that serves to organize the person's objective and be-
havior. The behavioural similaritics between the Imperial and narcissistic personalities are striking
but are rooted in different psychclogical processes. What fundamentally characterizes the narcis-
sistic personality is the subconscious process of self-idealization through the failure to create
properly integrated psychological relationships with cternal objects. Self-confidence, self-certainty
z;nd other charismatic qualitics can be achieved by‘othcr means.

The function of an Ego-Ideal in psychoanalytic theory is to provide an image of the sclf as
it ideally ought to be in the person’s own mind. Typically, this image is ill-formed and vague, the
product of often contradictory cultural values transmitted to the individual through family, friends
and the greater social environment. But sometimes, the individual organizes these conceptions
into a coherent and clear ideal self-image. The critical diffecrence between this and narcissistic sclf-
idealization is the consciousness with which the sclection is made and the thought that is then in-
vested in clarifying the characteristics of this self-conception. It is far more thoughtful than idle
daydreaming, though it is in daydreams that both this and narcissism begin. V. 1. Lenin and Charles

de Gaulle went through this process during adolescence.’ Profoundly influencing the future course
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of Lenin's psychological development was a third-ratc romantic novel with the influential title
What Is To Be M?' In it, the author, N. G. Chenychevsky provides detailed portraits of a "new
type" of person whose extraordinary traits of character mark her or him as being radically different
from the norm. Thesc examples were adopted by radicals as the Russian revolutionary left's ver-
sion of Horatio Alger storics. The adolescent Lenin read and reread this utopian work with its
idcalized heroic characters. Lenin in maturity went on to describe the work as one of the most sig-
nificant influences upon his life. He was right. The image of the unflinchingly steadfast and almost
supcrhuman hero was the image he eventually grew into, both in terms of the historical reality as
well as in the minds of his followers.

Unfortunately, Lenin did not leave behind any easily accessible studies into his conception
of what constitutes excellent political leadership. For this reason, de Gaulle’s work is invaluable
for the insight it provides into the mind of another great leader who, like Lenin, acquircd his sense
of the Ego-Idcal from books read in childhood and adolescence.” De Gaulle absorbed the image of
loncly hero, characterized by enormous self-mastery, preparing for his rendezvous with destiny. In
addition, he incorporated a number of strong beliefs regarding self-control and submission to the
higher cause of the French nation. Like Churchill" with whom he shares a number of important
similaritics, de Gaulle conceived of himself as destined to serve as the protector of his nation’s es-
scntial character, as well as its frontiers. This identification with the mystical aspects of their
respective nations enabled both of them, like Ataturk, to appeal effectively to their countryfolk for
support in times of national calamity. In this important respect, both Churchill and de Gaulle ex-
hibited the characteristic manifestation of narcissistic idealization in the form of intense
nationalism. However, neither exhibited many of the other signs, at least not very strongly. De
Gauile carefully considered and described his conception of personal leadership in Le Fil de 'Eppe
which conveyed an almost romantic conception of the heroic leader struggling to tame and master
events through the adroit use of force and fraud employed in the service of a high: - vause. De

Gaulle's image of the leader was as an aloof patrician commanding by force of personality the sur-
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rounding circumstances. As Stanley and Inge Hoffman show, de Gaulle consciously organized and
sct out to actualize an idealized sclt‘-imagc.u That both Lenin and de Gaulle succeeded in fashion-
ing themselves to corrcspond to their Ego-Ideals accounts in no small measure for their ultimate
cffectiveness as world leaders.

One of the central reasons 1.y many potentially great leaders like Lyndon Johnson,
Richard Nixon and Woodrow Wilson squandered their enormous potential is because of their
failure to deal effectively with threats to their egos.'J Scholars who describe this as evidence of fun-
damentally low self-estcem miss an important point. High scif-esteem is simply a well-entrenched
belief in one’s capacity to deal effectively with potentially ego-threatening situations. So long as
the ego deals effectively with potential threats, it is said to be compensating for the stresses to
which it is being subjected. When its thinking or behaviour becomes ineffectual or maladaptive it is
said to be decompensating. High self-esteem is rooted in the awareness of a past history of cffec-
tive coping with threats. Based on their own life experiences, diffcrent leaders preferentially em-
phasize different combinations of coping mechanisms which, in turn, define what Barber had
described as leader style. However, a number of coping mechanisms scem to be consistently
employed by political leaders.

First, they emphasize problem-solving. This necessarily also entails emphasizing rational
thinking, external-environmental rather than internal-emotional variables, a sense of at least par-
tial control over events, and a sense of self as either a sovereign self-interested actor or an
autonomous agent for some transcendent cause or interest. The capacity to sustain this externally
oriented focus upon the environment and all the variables within it is a function of cither a mental
rigidity that precludes introspection or a finely developed sense of appropriateness reinforced by
considerable self-control over thoughts. Sustaining external focus doubly serves to promote the
individual’s operational effectiveness within her or his environment while precluding potentially

ego-damaging thoughts.
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Sccond, in addition to an externally-oriented problem-solving orientation, all the leaders
studied had devcloped specific mental habits geared to shield their egos from negative effects
produced by the self-attribution of fault relating to failures or mistakes. One effective technique,
uscd by narcissists, is to attribute all successes to one’s self and failures to others. More conven-
tionally, this is the scarching out of scapegoats to whom blame can be attached. A second ap-
proach is affective detachment. This is the practiced distancing of neg:tive thoughts and affects
using a combination of thought-affect discrimination, intellectual detachment, rationally selective
awarencss, diversion, and suppression. Although few if any leaders could sustain this separation of
thoughts from affects all the time and for cvery kind of situation, the capacity for self-rcgulation of
cmotions, often including the ability to evoke a powerfully expressed sentiment at will, is one of the
central recurring traits of historically significant leaders. Perhaps the most iimportant manifesta-
tion of this capacity is in the form of self-confidence because it enables a leader not only to project
sclf-assurance but also to feel it, virtually on command.

A third recurring attribute of great leaders is possession of faith in a coherent belief sys-
tem such as religion or ideology, or the veneration of some cultural ideals such as the nation or eth-
nic group. Though these are not mutually exclusive commitments, narcissistic leaders tend to em-
phasize the latter while non-narcissistic ones seem more bound by the former. As discussed earlier,
the narcissistic attachment to a venerated ideal-object reflects the ego’s efforts to maintain the in-
ternal coherence of its own self-idealization through identification with an idealized external image.
A rationally defensible and experientially reliable belief system serves a different function for a
healthy ego. First, it forms a conceptual framework for organizing and resolving potential conflicts
between different desires or aspirations. This serves as an internally consistent hierarchy cf goals
and values facilitating instrumentally rational behaviour. Second, it provides a predictive explana-
tion for causal relationships within the politically relevant social environment. Third, it gives the

cthical reason why certain political projects, as opposed to others, should be pursued. Finally, it
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can comfort failure by offering satisfactory explanations for their occurrence. These belicf systems
help sustain emotional sclf-regulation and an external focus.

The mechanisms an individual selects and develops to deal with threats to the ego con-

stitute the single most important set of personality factors determining overall effectiveness as o
leader. The first critical distinction is between those suffering from what Horney described as
"basic anxiety” and those who do not. As discussed carlier, the former type are unlikely to become
leaders because of unresolved neurotic conflicts.  However, some select neurotic fixations which
~ circumstantially adaptive. Thesc individuals have habits of thought and action which facilitate
the acquisition of political power and position under ordinary conditions but which become
maladaptive under others. Classic examples include Lyndon Johnson, Richard Nixon and
Woodrow Wilson. These men possessed talents and abilitics which could easily have enshrined
them as great national leaders instead of what each ultimately proved to be: great national
tragedics. All three men suffered from extremely problematic relationships with strong but distant
masculine father-figures. Johnson and Nixon both came from similar famiiies characterized hy
hard-drinking, "roguish" fathers who came from and remained in impoverished conditions, and
mothers born and raised into stable and loving upper-middle-class households who were charmed
into "marriages beneath their station." The mothers rapidly discovered that their middle class ex-
pectations were to be left unfulfilled by their husbands and they projccted their frustrated hopes
and aspirations onto their sons. The sons had problematic relationships with their fathers as a con-
scquence of the heightened attention paid to them by their mothers. Both Johnson and Nixon cx-
hibited unmasculine mannerisms as children resulting in difficulties with their fathers. Perhaps the
single most important decision a boy must make about a problematic father is whether or not to
identify with him. This choice is pivotal in terms of how the young adolescent develops because it
affects his relationships with the two most significant figures in his life. It is crucial to note

however that even when a boy rejects his father, he may nonetheless develop many of his most ob-
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vious traits. Each of these three leaders’ behaviour was marked by neurotic tendencies deriving
from problematic family relations.

In a fashion that was to mark his future political carcer, Johnson reconciled the conflicting
pressures from his parents by sclecting goals and behaviour acceptable to both. Thus, he modelled
himsclf after his father in terms of social behaviour while retaining his mother’s ambitiousness and
success orientation. These combined with Johnson's own desire to be overtly loved and esteemed
to produce & political leader of uncanny shrewdness, legendary capacity for work, and a deep desire
to win love through gift-giving. Johnson’s tragic flaw lay in the insatiability of his desire for love,
his humiliating treatment of thosc whom he had persuaded to support him, and his unbelievable
sclf—inﬂzuion. All these traits reflect a narcissistic self-regard, but unlike Ataturk or de Gaulle, who
commanded remarkable devotion through their heroic self-presentation and achievements,
Johnson set out to win affection through a transactional strategy which consisted of gift-giving by
him as a democratic politician in exchange for political support and personal devotion. Johnson’s
personality meshed perfectly with the practices and mores of the United States Senate during his
tenure there. Further, despite the ultimate failures of his presidency, most notably Vietnam, his
domestic policics, rcpresented by the Good Society programmes and the Civil Rights Voting Act,
constituted some of the greatest achievements of the U. §. government in the post-war era. That
Johnson ultimately failed as president was a consequence of his having to deal with problems not
susceptible to the infamous "Johnson Treatment” of individuals. His attempts to understand world
affairs in terms of personal relations doomed his Vietnam policy to failure. What had served
Johnson so well in the Senate and as a domestic politician generally, his facility at interpersonal
persuasion, proved insufficient for the challenges posed by war against a shrewd and tenacious
cnemy. The sct of long-standing habits which Johnson had developed in order to sustain his cgo
and political power proved maladaptive in an arena which emphasized the rational strategic, and ef-

fective use of coercion as its principal mode of persuasive communication.
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Unlike Johnson, Nixon rejected his father in favour of the values and example set by his
maternal grandfather, transmitted to him by his mother. The driving themes of Nixon's life have
been achievement and self-control, two qualities notably lacking in his father. From childhood on,
Nixon has manifested a self-loathing of remarkable proportions. His "Your dear dog" ictter to his
mother written at the age of ten exemplified a pattern of low self-regard that continued afterwards.
As Barber notes, Nixon scemed to have adopted a habit of grucling and self-punishing labour from
childhood on as his principal ego-defense mechanism. This willingness to endure hardship and
engage in strenuous effort proved the foundation for his political success. However, the underlying
dynamic of self-punishment and insecurity with personal success also laid the ground for his per-
sonal disasters, culminating in Watergate. Unlike most leaders, Nixon did not possess ciiher a
Conquistador or Imperial personality. Instead, the type he most closcly approximates is Rothberg's
Entreprencurial Man, in terms of attitudes and behaviour. Like Entreprencurial Man, Nixon
seems motivated by a self-punishing system of demanding moral values which forces him to work,
and suffer, in the face of both low self-esteem and perceived lack of control aver his own caviron-
ment. This "Calvinist" worldview fits tightly with his mother's Quaker values. Nixon’s success
derived from his adoption of the puritan work-ethic as his pathway into the ranks of the Elected
just as his acceptance of self-punishment ard suffering assured his placement among the politically
Damned.

Few political leaders so clearly manifest the consequences of unresolved neurotic conflicts
stemming from problematic childhood relationships with a strong parental figure »< Woodrow
Wilson. Like Jchnson and Nixon, Wilson also had a dominant father-figure with which to contend
but unlike theirs, Wilson's father was a paragon of personal achicvement and lofty social standing.
Wilson’s problematic confrontation with his father’s image was rooted in the degree to which the
young Woodrow had been overshadowed and intimidated by his father. Wilson's response to the

* ego-threat posed by his father was two-fold. First, like Joknson and others, Wilson assimilated into

his own character significant aspects and qualities of his own father, thercby becoming a great deal
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like him in terms of scholastic achicvement and articulation. But second, Wilson responded to
challenges from strong men with inexplicable rigidity. Alexander and J uliette Grorge have cogently
argued that Wilson's neurotic combattivencss was a conscquence of unresolved hostilities towards
his father which manifested themselves as attempts to engage and defeat any man whose behaviour
posed the threat of insubordination to Wilson. A second significant clement in Wilson's charac-
ter, his moralistic rigidity, also reflects a neurotic attachment to positions whose principal value lay
in establishing for the public record Wilson's own goodness. These and other neurotic tendencies
were to cost Wilson his dearest achievements and deny him a place among the truly great Amcriéﬁn
presidents.

The role of neuroses in each of the above cases share some similarities but are also dif-
ferent in a number of key ways. First, the ultimate failures of all three are r90ted in their per-
sonalities’ rigidities. Johnson’s neurotic fixations precluded the flexibility essential to being able to
face the challenges posed by international diplomacy and warfare. Nixon’s pietistic quest for self-
validation through personal suffering led him through a cycle of success, defeat, resurrection,
defeat, further resurrection, defeat, and still another resurrection until at last he fell from the
highest of all American political graces. His talent for revival is comparable only to his attendant
capacity for self-destruction, which created a tragic tale of self-induced rises and falls of almost
biblical proportions: never the hero but always the tragic hero. Wilson’s rigiditics manifested
themselves both in the clearly apparent parallels between himself and his father but also in his in-
capacity to accept the presence of strong men without seeking their destruction. Wilson was simul-
tancously driven to be like his father while attempting to destroy any man who threatened to
dominate him in a similar fashion. Although Johnson exhibited a number of strong narcissistic
traits, the personalities of all three were dominated by adaptive, and in the end, maladaptive
neurotic tendencies. Like narcissism, neurotic tendencies can pléy both positive as well as negative

roles in the personality and political career of a leader.
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At a superficial level, there appears to be a strong correlation between narcissism and the
Imperial personality on one hand, and neurotic tendencies and the Conquistador personality on the
other. Both the narcissist and the Imperial personality project images of enormous self-confidence,
self-certainty, conviction, and high self-regard. Unlike the narcissist, the healthy Imperial per-
sonality uscs a repertoire of adaptive coping mechanisms whose primary functions are to screen the
ego from potential loss of scif-cstcem. Neurotic personalities fixated upon power-seeking be-
haviours strongly rescmble Conquistadors and may constitute a significant number of them. At the
core of the Conquistador’s personality is a basic anxiety deriving from feelings of insecurity. This
results in a continuing need to acquire progressively more personal control over the environment
and others within it. This is clearly expedited through the possession of wealth, power, and social
status. Since the process of acquisition can be pleasurable both for its intrinsic challenge and its as-
sociated benefits, it can also be 2 self-motivating activity. The basic difference between the narcis-
sist and the neurotic is in their ego defence mechanism preferences. What distinguishes the Im-
perial personality from the Conquistador is the former’s possession of a belief system that
transcends the latter's egotism. Such a belief system may be rationalistic, messianic-salvationist, or
simply implicit. Its primary function is to bond the strong ego of the Imperial personality to a sys-
tem of values which transcend acquisitive pleasure-secking. The spectacular consequences resuit-
ing from a relative handful of narcissistic world leaders such as Hitler or Stalin, or neurotic ones
like Nixon have biased explanations away from accounts of psychologically healthy and highly ef-
fective leader motivation. Consequently, there are relatively few psychobiographies of leaders pos-
sessing unequivocally healthy egos.

The idea of egoistic utilitarian hedonism as psychologically healthy behaviour runs counter
to both conventional morality and the social adjustment approach to clinical psychology. But two
important points must be noted.  First, conventional morality rarely takes into account the
rationality of a particular behaviour from the actor’s viewpoint. Thus, what is often deemed exploi-

tive from certain perspectives is simply rational from others. Being self-interested is not
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psychopathological; it is a necessary attitude for both self-preservation as well as self-actualization.
What is central to the egoistic utilitarian hedonist’s behaviour is the rational pursuit of maximal
pleasure-enhancing means and opportunitics. This is not indicative of a weak cgo or low sclf-
esteem. Rather, it reflects the manner in which someone posscssing a strong ego and high self-
estcem has been socialized to actualize her or himself. When combined with a justificatory
worldview such as \ne liberal capitalist ideology or aristocratic noblesse oblige, they also become the
characteristics of rational Imperial personalities. John Fitzgerald Kennedy and Franklin Delano
‘Roosevelt, the darlings of the liberal American intelligentsia, posscssed very strong cgos, cxcep-
tionally high self-estcem, and ideologically defensible but principally implicit worldvicws that
marked them as rational Empirc-Buildcrs."

Like his elder and younger brothers Joseph, Jr., Edward and Robert, John F. Kennedy
identified and modelled himself after the values and behaviour of their legendary father, Ambas-
sador Joseph Patrick Kennedy, Sr. Joseph, Sr., is the archetypical rational Conquistador who,
driven by an intense need to win and acquire, built fortunes in banking, maovie-making, the stock
market, real estate, and bootlegging. His penchant for promiscuity was as strong as his desire to
acquire wealth. He had grown up the idolized son of his mother and beloved brother of his two
sisters who treated him like a little prince. His adoration by the women in his life from infancy on
established in Joseph, Sr., an enormously strong €go, high self-esteem, and sense of substantial per-
sonal worthiness. This was not a man raised to regard self-denial as either natural or moral, despite
the Roman Catholicism of his parents. At the same time, Joseph’s mother instilled in him a strong
devotion to personal achievement and an intense desire to excell. Joseph grew up aware of his Irish
heritage in a Boston dominated by Protestant Yankees. Like so many children of immigrants, he
was being intensely motivated to succeed by his family while facing overt discrimination from the
established members of society. As in s0 many others, this instilled in Joseph an intense desire to
prevail. Within his own family, Joseph was the much absent but deeply venerated role-modcl for

his boys and the person for whose attention all the children competed.
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This competition was particularly intense between his eldest and second eldest sons,
Joseph, Jr., and John. The first-born served as the crown-prince for his father's amviste ambitions
whilc the latter was frequently sidelined into intellectual pursuits as a consequence of lesser
precedence and physical disability. But Jack nonetheless achieved remarkable accomplishments
which cnabléd him to upstage his favoured brother. As a Harvard undergraduate, he wrote his
honours thesis on British policy towards Hitler and was awarded a summa cum laude for its excel-
lence. It propelicd him to public attention when published as the best selling book Why England
Slept.  Both sons sought military service, but Jack was rejected on physical disability grounds by
both the Army and the Navy. Joe, Jr., became a flight instructor and, thanks to Joseph, St.'s in-
flucnce, Jack did become a naval officer. Both sons steered towards extremely high risk branches,
Jack as a PT boat officer and Joe, Jr., as a bomber pilot. Joe, Jr., sought to match Jack's heroism
after the sinking of his PT boat by volunteering for an extremely dangerous bombing mission. The
heir a; parent to Joseph, Sr.'s ambitions died when his plane exploded in the skies over the English
Channel. Jack was the new crown prince.

The Kennedy family was built on love and pride. Joseph, Sr., instilled a deep love of per-
sonal achievement and victory into all his children. They were raised to think of themselves as
charmed and special. They all sought to leave their mark in their own particular ways. Jack Ken-
ncdy embodied all these special qualities to an even greater extent than his elder brother because of
the particular disadvantages he had to overcome in order to compete effectively with his elder
brother for his father’s attention. The values they all absorbed from their father were those of
first-generation aristocrats. Their father’s unsentimental ruthlessness had propelled him and his
family into the top ranks of the American ruling class and they grew up imbued with his values and
attitudes but cushioned from the hardening formative experiences by the wealth and privileges he
had already accumulated. Their hands and moral self-regard were "clean” even though they in-
herited the attitudes which had enabled their father to accomplish the tremendous rise upwards.

Both Joseph Sr. and Jack Kennedy possessed the best and most appealing characteristics of the ra-
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tional Conquistador. They were both unencumbered by conventional moral sentimentalities and
they both pursued their goals and objectives, be they money. power or women, hecause they en-
joyed both the pursuit and the prize. Neither was psychopathic but both were extremely egoistic.
However, Jack Kennedy went farther than his father in clearly articulating a worldview grounded in
liberal capitalism which served to justify his actions and motivate others to adopt him as an ex-
ample.

Unlike his son, Joseph, Sr., never seemed to grasp the importance of rhetorical stance in
legitimating the pursuit of power. His son’s talent at rhetoric and image presentation flavoured his
presidency, and his drive for power, and overshadowed his actual legislative achicvements, such as
they were. Both men were liberals, but for the excellent reason that their liberalism protected and
justified their personal interests and behaviour. Even Kennedy's civil rights record, which Barber
celcbrates as a testimonial to his liberal commitment, represented a policy of attempting to broker
the tensions within the Democratic party and American society. After all, Eisenhower had also
used federal troops to uphold court rulings in Little Rock, Arkansas. Kennedy's use of federal
marshalls in Alabama had a precedent established by a conservative Republican president. The
greatest post-Civil War legislative civil rights victory was won by a conservative populist, "good ole
boy" from Texas. Without Johnson’s tactical genius and talent for brokering, the crown jewels of
sixties era liberalism would never have been won.“ That was not Kennedy's achievement. It was
LB.J. who secured the Great Society programmes and trampled the conservative opposition.
Kennedy’s greatest achievement lay in creating a historic image of idealistic liberal leadership by
always sensing the historical moment in every acion or initiative. This preoccupation with and un-
derstanding of history established in Kennedy a deep concern for the long-term considerations in
policy-making and placed historical image on a higher footing relative to immediate power con-
cerns. Kennedy was as successful in securing his historical place as Johnson was in winning im-
mediate victories. The romantic image of Kennedy’s pragmatic idealism continues to captivate the

American imagination in ways Johnson’s actual successes never have nor ever could.
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For all the shine on Kennedy's image in the history books, he stands in the shadows of

another American president whose rcal accornplishments gave the liberal cause a cachet and
heritage that Democrats have not been able to equal nor Republicans to undo. Franklin Delano
Roosevelt is deservedly acknowledged as the greatest American president since Abraham Lincoln
and scrves as the ideal model for liberal-reformist leadership. Roosevelt's childhood was marked by
the absence of troubles, wants, or projected ambitions. Roosevelt was blessed with what in many
ways was the parfect childhood. He was deeply loved and played with by his parents. They im-
parted to him a coherent system of values which they themselves practiced. They gave order and
regularity to his childhood without severe restrictions or unnecessary strictness. Roosevelt is the
clearest example to be found in the literature on great individuals of someone who was encouraged
to grow up into his fullest potential. What seems to lie at the core of Roosevelt's character is his
long cxperience in striving after and achieving good ends. His parents provided him with a clear,
intelligible and fair environment. Practically every endeavor upon which he embarked as a child or
adolescent was marked with success. His governing disposition seems to have been a consistently
sunny cheerfulness and a general capacity to experience joy in virtually every facet of life. These
personality traits combined with his parents’ ethic of gentlemanly behaviour and conduct to create
the patrician character and worldview that New Deal era Americans found so reassuring. His quest
for power was both facilitated and tempered by his "to the manor born” experience with and at-
titude towards life. Roosevelt was an American patrician, a member of its established aristocracy
whose family had been so long at the top that they were no longer preoccupied by the same kinds
of status and financial concerns as we = the other members of the bourgeoisie. The perplexed out-
rage voiced by so many members of the American business classes was rooted in their incapacity to
comprehend the worldview of a man whose family looked down upon the Vanderbilts. Roosevelt
was the closest thing to a radical Tory the United States had produced until the arrival of the

younger Kennedys. They understood implicitly that the basis of elite liberalism's noblesse oblige
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was that by upholding the rights of the down-trodden, one establishes one's superiority over those
who seek merely to down-tread.

Both Kennedy and Roosevelt exemplify Maslow's self-actualizing person. Both were
deeply loved and actively encouraged as children, though Jack Kennedy faced challenges posed by
his own sickliness and his siblings’ rivalries which Roosevelt did not. Both had every want and need
amply satisfied and largely experienced life as a series of positive challenges, opportunities for suc-
cess and self-actualization through personal initiative and action. The underlying stability incul-
cated in both a sense of sureness and sccurity that scrved to provide the inner resources to deal
with serious threats and uncertainties in political life. Neither ever experienced prolonged periods
of needs deficiency during their formative periods, although Jack was at a disadvantage in the
hurly-burly of the Kennedy household as a result of his relatively poorer health. Their childhood
and adolescent experiences stand in stark contrast to Nixon's and Johnson's. Interestingly, Lenin's
childhood shares a number of significant parallels with Kennedy's, while Gandhi’s cxperience of an
open and energetic childhood resembles Roosevelt’s. However, the most important reseinblance is
that none of these four had faced any significant deprivations during their childhood formative
years. The crises of Lenin’s and Gandhi's lives came in adolescence. All of them enjoyed stable and
loving family lives as children and developed implicit worldviews that stresscd at least the possibility
of rational and just organization in human life. None of them had to endure the caprices of turmoil
until after the critical childhood period was over. Each came to possess and espouse an ideology,
implicit or explicit, that stressed the qualities they had known as children in their homes. Kennedy
articulated a coherent ideology that stressed and celebrated American ambitiousness and achicve-
ment. He was a product of these values and he clearly promoted them. It happens that he was for-
tunate to be able to propound a worldview that celebrated and justified the personality characteris-
tics and behaviour of himself and his own family. Like Roosevelt, what Kennedy really had was less
than an ideology and more like an attitude. Both the coherence of their actions and their ideologi-

cal flexibility derived from the integrity of their respective worldviews and the absence of any pre-
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existing commitment to a specific detailed ideology or set of programmmes. Both men were reform
liberals emphasizing long-term solutions to specific problems rather than radical changes.

What distinguishes the rational Empire-Builder from the Conquistador is the former’s
belief in and adherence to the two ideas that life is lived for a purpose that transcends the im-
mediate interests and concerns of the self, and that the world is a rational intelligible place. Both
Kennedy and Rooscvelt shared these ideas.  Though they possessed many of the characteristics
typical of Conquistadors, they substituted their respective beliefs in something beyond their own
immediate sclves for the fundamental nihilism of the pure power-seeker. Nonetheless, they sought
power just as avidly and even more cffectively than the two archetypical Existential Conquistadors
of Kennedy's generation, Richard M. Nixon and Lyndon B. Johnson, or the narcissistic leaders of
Rooscvelt's, Adolf Hitler and Joseph Stalin. Both men were power-seekers with enough com-
prehension of the long view to have an awareness of limits. These two men represent the best that
ordinary politics can generate as leaders. Both won their way to the presidency within the institu-
tional structures and rules of normal politics. Both possessed leadership qualities which proved
crucial in dealing effectively with the crises each faced. Both men also succeeded in winning sig-
nificant numbers of highly motivated supporters, some of whom evidenced very emotional
responses to their message and image. The probiem-solving ethic that underlies the rational
Empire-Builder's oricntation towards the environment is ideally suited for effectively dealing with
crises in which the normal system of operations has been challenged but neither overthrown nor
discredited. The very considerable intelligence and talent such leaders bring to bear can often be
decisive in bringing about a successful resolution to problems faced by the regime they control or
guide.

This chapter has focused on relating theoretical explanations and typologies to actual
leaders and their behaviours. In so doing it has demonstrated both the overall validity of these
idcas to understanding the psychological development of different kinds of leader motivation and

their corresponding patterns of behaviour. It has concentrated on how narcissism, neuroses, and
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healthy ego development can result in both Conquistador as well as Imperial personalities. In so
doing, it has emphasized the key role of belief structures in distinguishing the two.  Although nar-
cissistic leaders appear to have Imperial personalitics as a consequence of their identification with
an ideal-image, in fact, this idcal-image is actually an image of themselves which they have
projected upon some venerated external object such as the nation or cthnic group. Neurotic per-
sonalities seek to overcomc feelings of inadequacy through the devclopment of defense
mechanisms which, when adaptive to their environments, provide significant bencfits resulting in
the attainment of high political officcs. Finally, this chapter examined the nature of rational Im-
perial personalities in order to show how a non-problematic ego can develop remarkable motiva-
tion for power but without any psychopathological traits. This chapter has set the ground for a dis-
cussion of the existential Imperial personality. This last type, though not discussed in this chapter,
shares qualities and attributes with all the ones discussed. This particular personality type scems to
reoccur among the great revolutionary charismatic leaders. This type and their revolutions are the
topic of chapter seven.
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CHAPTER FIVE

PSYCHOLOGICAL BASES OF CHARISMATIC APPEAL

Every leader has followers attracted for different reasons. Some are supporters because of
the special advantages or benefits they obtain from association with the leader’s group or organiz-
tion. Their participation is a function of perceived bencfits and incentives. The classic example of
this is the patron-client relationship typical of tics between notables and their dependents in many
developing socicties. A second type of relationship is that of the burcaucratic officc-holder or
functionary. The incentives and bencfits are provided by the organization rather than a specific in-
dividual. In practice, most organizations are structured by a combination of personalistic and im-
personal ties of obligation, favour and loyalty. What they all sharc in common is self-interested be-
haviour as the underlying clement to the bonds and ties. But in addition to these "rational” factors,
many followers are motivated by less materialistic and more psychodynamic considerations. These
include individuals whose allegiance is rooted in loyalty to institutional norms and values (i.c., a
moral code that legitimates active support for a particular set of social relations, activities and
objectives), adherence to a specific ideology or worldview, or to a specific personality. Although
these three types of psychodynamic ego-object relations can occur either scparately or together, it
is analytically simpler to treat them as distinct if similar phcnomena. Although all six types of
relationships are important to an understarnding of organizations and movements, the last is central
to understanding charisma and the psychological bonds which creatc the charismatic lcader-
follower relationship. This chapter explores the nature of these bonds.

Though charismatic leadership is a perennially favourite topic of scholarly discussion, vir-
tually no work has been done into the causes or bases for the highly personal devotion felt and cx-
hibited by followers in these types of relationships. Part of the reason for this is the difference in
relative ease with which leaders as opposed to followers can be studied. Being the primary focus of

study, they have overshadowed efforts to explain the psychological motivation of followers. This is
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not what Max Weber had in mind. He repeatedly stressed that charisma as a quality had to be
recognized as present by followers in order for a charismatic relationship to accur.' Thus, the focal
point of the charismatic relationship lay in the mind of the follower. A second important reason
why follower motivations have been given short shrift is because of the absence of a plausible ex-
planatory framework. Traditional Freudian psychoanalysis has been singularly unpersuasive in its
psychodynamic accounts.” In addition, the few sociological studies have failed to address the
central dimension of the puzzle: why the intense psycho-cmotive bond'.’J 'I‘hls chapter offers a
relatively newer alternative framework deriving from object relations theory. The importance of a
psychodynamic explanation for charismatic leadership derives from the manifestly irrational
character of follower behaviour. Object relations theory helps explain both this irrationality as well
as the emotional intensity of the phen~menon. Charismatic leadership has been an exceptionally
significant force in the politics of the twentieth century. This chapter offers an account for the
psychodynamic basis of it.

Since Max Weber’s death in 1920, his concepts have become central to sociological ex-
planations of the profound changes which have occurred during this century. Among the most im-
portant of these are his ideas about charisma and charismatic domination. Related to what will be
discussed in the next chapter, this section will concentrate upon Weber’s discussion of different
kinds of charisma and charismatic leadership. The main task of this section is to identify and clarify
uscful explanatory concepts without becoming mired in exegetic controversies.

Weber originally drew the idea of charisma from the study of religion where it meant the
"gift of grace.” According to Weber:

Charisma is self-determined and sets its own limits. Its bearer seizes the task for

which he is destined and demands that others obey and follow him by virtue of his

mission. If those to whom he feels sent do not recognize him, his claim collapses; if

they recognize it, he is their master as long as he "proves” himself. However, he

docs not derive his claims from the will of his followers, in the manner of an elec-

tion; rather, it is their duty to recognize his charisma.... As a rule, charisma is a

highly individual quality. This implies that the mission and the power of its bearer is
qualitatively delimited from within, not by an external order.
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Two points are central to the above description. First. charisma is self-created. The charismatic
lcader lays claim to followership through pronouncement of personal worthiness. Followers cither
acknowledge or reject the claim on the basis of perceived attributes validating the claim. Upon ac-
ccptance they also accept the Icader's personal domination as legitimate. The authority of the
lcader and delegates derives from her or his charisma and not from any traditional, legal-rational,
or other basis.

Although Weber has stressed the revolutionary quality of charismatic leadership, h= points
out that this is not intrinsic. Rather, charisma provides an alternative basis for authority which can
be used to displace that of traditional leaders and can cxpedite revolutionary change by providing a
competing clite and leader with legitimacy they otherwise would lack. Weber also points out that
charisma arises in times of stress and crisis when followers need and seek alternatives to cxisting
patterns of behaviour. The charismatic leader provides thesc alternatives while her or his excep-
tional talents or gifts simultaneously validate her or his charisma and in implementing the new in-
novations. Over time, the leader’s actions are routinized and transformed into a new legitimate or-
der of traditions and traditional authority. Weber argues that charismatics are anti-burcaucratic
and oppose participation in the economy. It may be more accurate to say that charismatic leaders
oppose the displacement of personal authority into bureaucratic rules and laws, and its constraint
by market forces of production and exchange. These claims by Weber scem to describe religious or
mystical charisma more than the political or ascetic versions. At the core of Weber’s idea of
charisma is the conception of a person possessing exceptional talents pursuing a mission or calling
who in a time of crisis or great need, demands and receives the active obedience of others based
upon their recognition of her or his gifts and purpose. Upon success, the leader’s charisma and
venerated memory become the basis for a new traditional order via the process of routinization.

Weber’s formulation can be and has been criticized on a number of important grounds.’
First, it does not provide an adequate description of the qualities which distinguish a charismatic

from a non-charismatic leader. Partially, this is a consequence of Weber’s terminology. It is hard
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to rclate his discussion of Sorcerers, Prophets, and Warlords to modern mass politics in the in-
dustrialized countrics. But there has also been a general tendency to apply the word charisma as a
synonym for popularity. This obscures the almost mystical quality of a charismatic leader’s excep-
tional gifts and results in ordinary political appeal being confused with the often rapturous devo-
tion inspired by many of the historic charismatic leaders. Second, as mentioned carlier, he gives no
account for why followers respond favourably to charismatic appeal. More important, he cannot
account for why followers differ in degree of support for a charismatic leader. The absence of
psychological explanations for what is fundamentally & psychological phenomenon seriously limits
the interpretation of the concept. Third, it implies that charisma as a phenomenon usually occurs
only in socicties engaged in modernization. This view has been developed by a number of scholars.
Unfortunately, this has implied that charisma as a phenomenon does not occur in Western,
litcrate, industrialized societics. This implication is clearly refuted by the rise of charismatic leaders
during times of crisis in some of these countries. Weber’s presentation does not lend itself to clear
understanding and use in the context of normal social science. Thus, it has become the starting
point for other scholars’” work because of its openness to interpretation and its already broad misin-
terpretation.

The single most thorough sustained effort to systematize Weber’s thinking has been by
Arthur thwcitzcr in The Age of Charisma. In his interpretation of Weber, Schweitzer stresses a
number of poims.‘ First, he notes that Weber’s idea of charisma as based upon a sense of inner
calling offers three advantages: it plays down the supernatural as the basis for the leader’s appeal,
the appearance of inner calling becomes a manifest criterion for the presence of charisma, and the
leader’s self-confidence serves as the psychological justification for claiming dutiful obedience from
followers. Second, he identifies two different kinds of charismatic appeal relevant to politics. Mys-
tic prophets, also called Sorcerers, induce a kind of ecstasy in themselves and followers while

propagating a salvationist creed. An example is espoused by Adolf Hitler. Schweitzer distin-
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guished between followers who are emotionally transformed by the experience and adherents who
participate in the emotional appeal without being subsumed by it.” Ethical prophets avoid creating
feelings of ecstasy, relying instead upon their knowledge of a divine mission to generate the excep-
tional deeds. This divine knowledge can be like Gandhi’s Truth, which constituted an cthical and
political prescription for a restored India. Third, Schweitzer also stresses the sense of internal com-
pulsion felt by followers to obey the commandments of their prophets.' According to him, Weber
understood and rejected Freudian interpretations of charisma based upon the id;sa of repression
current in his day.’ Instead, Weber posited an internal bond within the follower deriving from the
ecstatic experience, which induces an active and perhaps intense emotional need to comply with the
wishes of the leader. This desire to please becomes the basis of follower obedience. Neccssarily,
the period of charismatic leadership is limited to the period during which this emotional bond is felt
and ends when it dissipates, usually at the conclusion of the crisis which created the original condi-
tions making charismatic appeal possible." Fourth, the psychological bond upon which charisma
rests comes into being as a result of the leader releasing her or his followers from a statc of painful
anxiety by providing them with a new internal orientation.”" The euphoria results from the release,
while follower obedience derives from the internalization of the leader’s precepts, worldview or
ideology, and identification with her or his person. It is this synergetic cffect that produces
charisma. Finally, Schweitzer clarifiecs Weber’s discussion of democratic charisma. Weber distin-
guished between a democracy of delegates and one of leaders corresponding to his division between
bureaucratic and charismatic authority.u The first consist of elected representatives who arc either
politically or economically dependent upon their parties and the special interest groups which sup-
port them. Alternative leaders elected at large to executive posts and wiclding considerable power
and influence are, he felt, free to make ideological and personalist appeals which mobilize mass
support behind their policies and thereby transcend the limitations or opposition of burcaucrati-
cally organized electoral parties in legislatures. This view has considerable utility in explaining the

dynamics of American national politics under Franklin Roosevelt and others.
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In the end, Weber's three basic kinds of charismatic leaders describe more mythical or
idcal types than actual existing ones. The Warlord is clearly the crisis leader. Lenin during the Bol-
shevik Revolution, Roosevelt during the Great Depression and Winston Churchill during the
Sccond World War mobilized their respective nations to make extraordinary efforts which may not
have been possible without inspired leadership capable of great persuasive force. Similarly, Adolf
Hitler and Benito Mussolini were Sorcerers capable of inducing an almost orgiastic release among
their followers. Gandhi was an (Ethical) Prophet who propounded a new conception of social
reality and mobilized supporters to achieve the new order. A number of points should be im-
mediatcly obvious. Although neither Lenin nor Gandhi were noted as great speakers, they both
posscssed the stature to command the almost rapturous attention of their audiences, and they were
also superb political strategists and tacticians. Both Hitler and Mussolini offered worldviews
which, though they were nowhere as sophisticated as those advanced as Lenin or Gandhi still rep-
resented coherent ideological positions of often considerable complexity. Similarly, Roosevelt and
Churchill were more than simply clever "Mr. Fixits." They too were spellbinding orators with
strongly conceived implicit vicws of how the world ought to be ordered. Weber’s typology of War-
lord, Sorcerer, and Prophet clearly captures and distinguishes between the important but different
lcadership functions of instrumental direction, expressive arousal, and intellectual guidance of fol-
lowers. Despite the difficulties Weber's work has posed for conventional social science, it has bril-
liantly captured the essential features of the phenomenon called charismatic leadership, even if it
failed to provide complete explanations for all aspects of it.

Perhaps the most problematic feature of the charismatic relationship lies in understanding
why followers form such intcnse feelings of personal devotion towards their leaders. As Weber
sought to convey by using the word charisma, the very nature of the relationship is extraordinary.
The abuse of the word by journalists and social scientists has stripped it of its almost divine
connotations." Consequently, charisma is now taken to mean likability, popularity, or high levels

of esteem. This is not what Weber meant. Weber’s notion stressed the superhuman, almost god-
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like, qualities which followers impute to the charismatic lcader. Although a sense of calling and ex-
ceptional abilities assist an individual in being perceived as charismatic, the quality or charisma it-
self exists within the mind of the follower, and not in the body of the leader.

Schweitzer wrongly claims that psychoanalytical theories offer no coherent explanation for
the charismatic leader-follower relatiouship." This objection may be validly applied against or-
thodox psychoanalytical accounts asserting mass regression to an infantile condition characterized
by longing for the primal father-figure, but not to the more sophisticated accounts deriving from
object relations theory. Ralph P. Hummel shows the strong similarity between Weber's account of
charisma and Freud's discussion of totemism and the primal horde:

Weber's "moments of distress” Freud treats as "object-loss.” Weber's "complete

personal devotion" Freud explains as the projection of love onto an outside object

or person. The experience of the leader's "quality” as more or less supernatural,

Freud explains in terms of the fact that the love projection is undertaken by the

follower’s unconscious and cannot be explicated by the conscious because it is un-

aware of the process. Weber’s revolutionary "alteration of the central attitudes ad

directions of action” Freud explains in terms of the cutting off of the emotions of

love and hate from previous objects and their occupation (cathexis) of new objects,

especially the leader...

Both Weber and Freud had captured essentially the same kind of psychological event, though
Weber’s "myth" is both more intelligible and descriptively accurate.

Object relations theory provides a coherent account of the psychodynamic relationships
which underlic this phenomenon. Specifically, the archetypical charismatic leader-follower
relationship is a psychological mutual dependency between a narcissist projecting an idealized self-
image and "ideal-hungry” followers. As will be discussed in the next section, this relationship oc-
curs cven when the leader is not narcissistic but is nonetheless capable of fulfilling the role of an
ego-ideal for her or his fol!owers.“ Under the right conditions, this kind of relationship can allow
followers to recuperate psychologically through re-orientation while providing the leader with the
political resources necessary to institute major reforms or even revolution. Although this is not

the only kind of relationship supporters can have with their leaders, it is the type that underlies the

phenomenon of charisma.
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Central to the charismatic relationship is the follower. Although the leader must exist in
order to be the recipicnt of the follower's devotion, it is the latter whose psyche must be in a condi-
tion to be cither susceptible to a charismatic appeal or that spontaneously projects onto a leader
intense object-love. Jerrold M. Post describes this as a relationship between a "mirror-hungry”
charismatic leader and "ideal-hungry" followers. Both formations are a result of "injured selves."
The first, the mirror-hungry leader, possesses a narcissistic personality which requires adulation in
order to sustain the sclf-idealization that results in a grandiose self-image and presentation. This
cgo nourishment is provided by the second type of personality. Ideal-hungry followers are in-
dividuals who tuffer from a permanent or temporary impairment of ego strength, producing a felt
need for guidance by an idea! or ideal-type and resulting in the veneration of a suitable leader-
image. As Post notes, along with this idealization comes the possibility of disillusionment, which
can be warded off only through the demonstration of exceptional abilities and the capacity to be-
stow miraculous gifts. If the leader proves capable of providing a continued basis for followers’
idealization, then the foundation for the charismatic relationship has been set.

Individuals with borderline personality disorders stemming from the failure to form clear
and definite boundaries for the self during childhood suffer from permanent ego impairment. At
least two members of the Nazis leadership clearly exhibited ego impairment rendering them sus-
ccptible to Hitler's persuasive appeal. Joseph Goebbels is a classic example of the "ideal-hungry”
follower. As Downton recounts, Goebbels suffered from severe ego deficiencies deriving from his
clubfoot and frequent rejections as a playwright and author.” Despite his doctorate, he had also
faced considerable difficulty in supporting himself. Hitler recognized Goebbels’ inner craving for
reassurance and confirmation of a grandiose self-image. Hitler captured his support through con-
stant cgo-inflation and pleas stressing Goebbels enormous importance to him and the Nazis’ cause.
Downton paints a portrait of a man exhibiting classic symptoms of a borderline personality at-
tempting to sustain a narcissistically idealized self-image but with only partial success:

The goals incorporated into Goebbels’ ego-ideal seemed quite divorced from the
reality of his physical and personal limitations. The behavior model that he hoped
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to reach included heroic, intellectual, and romantic components. He dreamed of
making his mark on history in the tradition of Carlyle’s "hero” or Nictache's
"superman.” ..Three excesses that became the chief marks of his character
developed in Goebbels’ ego. He grew to interaction, and was driven by a strong
need to be loved as well as recognized as a genius. In order to compensate for his
feelings of rejection, he developed an exterior that exuded confidence, arrogance,
and pride. In private, howeve, his feelings of inadequacy produced deep depres-
sions and thoughts of suicide...

Hitler exploited Goebbels’ fundamental sclf-doubt to create bonds of intense psychological de-
pendency of him upon himself. Like all narcissists and borderline personality cases, "the secret of
Goebbels is always that he only loved those who openly and emphatically loved him. Hitler was as-
tute enough to discover and exploit this weakness...” Goebbels lacked Hitler's capacity for cffec-
tively screening out ego-threatening considerations. But he retained the need for such defenses,
which Hitler provided through his flattcry and explanations. Nonetheless, Goebbels remained one
of the most realistic of Hitler's close aides precisely because he was less adept, and perhaps willing,
to practice the kind of self-deception that marked others, and cspecially Hitler, right up to the end.
Like Goebbels, Heinrich Himmler also fell under Hitler's spell because of a weak and
poorly developed ego. Himmler possessed a classic example of a schizoid personality marked by
obsessive-compulsive character traits. Peter Loewenberg explores Himmler's adolescent diarics,
showing that from an early age he displayed intense rigidification through the use of compulsive
habits such as preoccupations with schedules and the trivial details of meals and toiletry.. Loewen-
berg describes the schizoid personality, stating:
He is emotionally inaccessible, apathetic, cut off. The schizoid does not experience
suffering, excitement or enthusiasm, anger or affection. He builds up a repressed,
robot-like, mechanized personality. he does the "correct and necessary thing"
without any feeling entering into the action. As Guntrip puts it, "Duty rather than
affection becomes the key word." He goes on to cite as indications of the schizoid’s
repression of feeling and retreat from emotional relationships such obsessional
symptomology as list-making, the rou;}nizing of a whole life, "doing things in order,”
hard work, and efficient organization.
The schizoid uses this obsessive-compulsive symptomology to repress consciousness of her or his

own sense of isolation. This depersonalization is buttressed by a belief in the low worth of other

people, whom the schizoid treats as dispensable.
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Himmler was preoccupicd with being strong. He sought to enforce rigid self-control upon
all aspects of his behavior, particularly those inspired by sexual feelings. His severe self-repression
postponed the normal adolescent crisis of personal identity, but at the cost of seriously accentuat-
ing it. During this period Himmler displayed remarkable incomprehension of his socio-political
cnvironment. Sceking to become a farmer, he learncd Russian in order to purchase land and take
up this livelihood in the newly revolutionized Soviet Union. The central psychological problem
faced by the schizoid personality is diffusion and loss of identity. Preoccupation with self-control
also results in the displacement of repressed affects for which a target object must be found. Both
the sense of identity as well as displacement must be "rationalized.” Himmler’s pre-existing concern
for defending "Aryan Womanhood" provided fertile psychological ground for Hitler's ideology of
simultancously venerating the Germanic nation while condemning Jews and other "subhumans.”
The Hitlerian worldview provided Himmler with a comprehensive system of rationalizations for his
repressed affects and obsessive-compulsive behaviors. It also served as the core for his new-found
sense of identity. Idcology in this case doubly served to provide a psychologically satisfactory sys-
tem of rationalizations and personal raison d’etre. Hitler’s hold upon Himmler was immeasurable

“strengthened by Himmler’s dependence upon him as the articulator of the Nazi ideology. In effect,
Hitler provided Himmler with his sense of personal identity. Just as Hitler’s ideal-ima,,- served as
the linchpin to Goebbels’ identification and dependency, so too his sense of social reality proved
central to Himmler's sense of self.

The ideal-hungry follower is a person seeking rescue from anxieties. These anxieties may
be rooted in childhood traumas or may have been induced by crises resulting from personal acci-
dents or broader environmental forces. How individuals cope with these anxieties is critically in-
fluenced by past experience, ego resilience, strength of social support networks, personal belief sys-
tems, and how they interpret the stress-inducing events. Apparently, even minor variations in any
of these factors can result in appreciable individual differences in reaction. In addition to thesc in-

dividual variables, the cultural and sub-cultural milieu also has a profound impact upon individual
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reactions. For these reasons, it is not possible to demonstrate (yet) lincar causal relationships be-
tween different stress-inducing cvents and specific psychological phenomenon.  But despite this
limitation, clear patterns recur which suggest the probable form of such relationships.

Economic distress, social turmoil, and ethnic hostilitics, and national defeat all have
profound effects and can induce severe anxieties because of their impact upon the integrity of
people’s egos. Quite aside from the very real fears and pressures imposed by a sudden sharp
decline in income, the loss of a job can seriously undermine scif-esteem and self-cfficacy, par-
ticularly in cultures where self-worth is measured in terms of one's uscfulness and industry.
Employment in particular crafts and professions often constitutes a vitally important component. in
many people’s self-image and the sharp loss of status resulting from unemployment can be
seriously damaging to self-esteem. Such conditions over a prolonged period of time can result in
learned helplessness on a mass scale. The basis of charismatic appeal to such people lies in the fact
that this form of helplessness can be "unlearned” through the reinterpretaion of experiences. As
Seligman and others have shown, simple knowledge of why events occur can have a significant sct-
tling effect on anxiety-inducing events, even when they cannot be comrollcd.u Belicf in one's
ability to influence or control events has a strong positive impact upon self-efficacy, cven when the
perception is inaccurate. Ego resilience benefits tremendously from a certain degree of self-
deception and wishful thinking. Since high self-esteem derives from a personal interpretation of
the self, these factors can have a very positive effect upon a person’s capacity to feel cffective and
enjoy the living of life.

The ego stroking characteristic of many charismatic leaders, most notably Hitler, provides
the basis for re-inflating the egos of followers. As was true in the cases of Goebbels and Himmler,
ego reintegration can be achieved through adoption of the leader’s ideal-image, worldview or both.
All that is necessary for these psychical events to occur is for the follower to be aware of the ideal-
image and the worldview. Both radio and television are particularly effective mass media for dis-

seminating contact with the leader’s voice and image. Print communications do not provide the
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same possibilities for emotive engagement even though they can still have a significant impact.
Perhaps the classic venucs for charismatic appeal are the personal encounter and the staged event.
In common with a number of clearly charismatic leaders, Hitler possessed the capacity to induce an
almost electric effect on individuals coming into his immediate presence. There exists no satisfac-
tory cxplanation for this phcnomenon. But it does occur. In The Spellbinders, Willner reports
that Sukarno postessed the same capacity.u What seems central to this kind of charismatic mag-
netism is the successful presentation of an ideal-image emphasizing capacity for egoistic domina-
tion.. Both Hitler and Sukarno projected qualities strongly associated within their respective cul-
tures with masculine virility and heroism. In Hitler's case, this is a profound example of the tri-
umph of self-presentation over reality. Hitler was a short, ugly, physically unfit male whose two
most prominent features were his protruding nose and his startling eyes. Nonetheless, Hitler
presented himself as a Wagnerian hero and that is how people responded to him. Hitler always
managed his settings so as to facilitate identification of him with the heroic motifs he projected. He
combined a genius for self-presentation with a deep insight into the psychodynamics of his
audiences. The first talent enabled him to project his idealized self-image convincingly to suscep-
tible potential followers. His second allowed him to tailor the projection for maximum cmotional
response.

By contrast, neither Lenin nor Gandhi projected the same kind of immediately hypnotic
appeal. Lenin’s charisma was rooted in his tremendous self-certainty, intellectual capacity, self-
discipline, and powers of persuasion. Although singularly unimpressive at first glance, Lenin’s
capacity to dominate others was rooted in the awesome strength of his will and intellectual
prowess. Unlike Hitler, Lenin never commanded (or demanded) the fawning behaviour charac-
teristic of narcissistic personalities. He did establish a continuously expanding sense of respect for
himself in the minds of all his assouiates and followers which ultimately expanded without his ap-

proval into a cult of personality, especially after his death.
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Gandhi had no such equivalent appeal, at least not at the start.”’ Gandhi's great interper-
sonal skill lay in his ability to make almost everyone feel comfortable and relaxed in his presence.
His charming combination of mild kidding, ironic humour, gentleness, sense of inviolible personal
dignity, attentiveness, and social gracefulness greatly enhanced his capacity to persuade those who
came into personal contact with him. He was in no sense a commanding or compelling public
speaker and lacked any clear stage presence. Gandhi's charisma lay in the powerful symbolic im-
port of his image and actions. Gandhi had adopted the appearance, demeanor and ostensible cthic
of a traditional Hindu Guru or holy man. Such figures are sufficiently common to be familiar to
virtually all East Indians who have lived on the sub-continent. In common with Jewish, Moslem,
Buddhist, and Oriental cultures, Hinduism vénctates knowledge as a manifestation of divine grace.
When combined with ascetic conduct, these two attributes mark the holy man as being in contact
with the divine. As well, in Hindu culture learning and self-discipline are regarded as qualities
which transcend in value all others, including power and wealth. Gandhi's "truth” or satyagraha
was perceived as divine knowledge whilc his personal self-discipline was both renowned and peri-
odically demonstrated through his fasts. Gandhi's charisma rested upon his personal charm and his
capacity to fit the form of the most powerful cultural symbol in Hindu India.

Although Hitler, Lenin, and Gandhi mobilized fundamentally differcnt kinds of affect, the
political support they were able to generate as Sorcerer, Warlord, and Prophet was still enormious.
In each case, the lcaders were offering to their followers a clear ideal-image and worldview to serve
as focal points around which weak or damaged egos could be re-integrated. The basic strength of
Webcr’s conception of charisma is that it seems to capture the basic relationships as they actually
occur. Nonetheless, it is unsatisfactory without object relations theory to provide an cxplanation
for the psychodynamic bonding between the leader and followers. This has been the missing link in
cstablishing a plausible account for an otherwise incxplicable psychological as well as political

phenomenon.
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CHAPTER SIX
LEADERSHIP AND CRISIS:
THEORIES OF SOCIAL CHANGE AND THEIR ACCOUNT OF LEADERSHIP

As noted in the Introduction, lcadership as a social phenomenon only makes sense when
viewed from the personal-situational perspective. So far, this thesis has emphasized the
psychological dimensions of Icadership with particular focus on leaders themselves. But, as was
argucd in the Introduction, all lcaders operate within situational frameworks which ultimately
define their range of opportunities and constraints. These effcctively limit the kinds of behaviors
lcaders may cmploy to deal cffectively with their specific dilemmas. However talented or excep-
tional, all leaders must begin with the circumstances as they find them, and the extent to which they
can alter these conditions is itsclf a function of the overall state of things. The leaders are them-
sclves integral clements embedded within their context. The degree and type of influence a par-
ticular group may successfully exert in a given context is itself a function of the overall situation of
which the leader and group are themselves a part. The role and influence of particular individuals
and groups within specific historical settings are empirical questions which cannot be resolved
through a prioni reasoning or theoretical gymnastics. Knowledge of the situation must include and
"cxplain® the leader in question as a possibly significant and autonomous factor operating within
the greater matrix of social forces. For these reasons, leadership can only be properly understood
within the particular socio-historical context within which it occurs This means that in order for
leadership to be understood, one must also possess a basic understanding of the different kinds of
circumstances within which it occurs. This chapter examines the contexts of normal and crisis

leadership.

One of the most basic disputes in sociology revolves around how social change and

stability should be conceptualized. As Harry Eckstein points out, at the heart of this dispute is a
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perceptual disagreement over whether humans are primarily oriented towards secking peace or
power. If humans are primaily geured toward seeking the former, then social theory is directed
towards a search for the contingent causcs resulting in the breakdown of peaceful homeostatic or-
der. This view also implies that humans as individuals and as social collectivities "naturally” tend
towards seemingly self-regulating and correcting societies which only exhibit conflict only as a con-
sequence of factors or events external to social order.  Eckstein labels this the "contingency”
perspective. He labels as the "inherency" perspective viewpoints which see conflict within kuman
societies as either the result of some intrinsic or socialized psychological predisposition such as a
need for power, or arising nccessarily out of the processes of social differentiation and the division
of labour.! The works of Durkheim and Parsons are often associated (rightly or wrongly) with the
former while Hobbes, Marx, Pareto, and Weber are typically perceived as having formulated
conflict-oriented theories.

This controversy over whether conflict is inherent within human societies or merely con-
tingent upon external circumstances has been a significant dispute for some time. It can also be
viewed as a chimera. What is fundamentally important is not the ontology of sacial conflict, but
rather its genealogy. It does not matter whether conflict is or is not, in some theoretical scnse, in-
herent in human society, because of either psychological or sociological reasons, or whether it
originates in the external conditions within which all human societies exist. What is important is
that most known societies exist within environments which seem to induce strains capable of gener-
ating significant social stresses. At the same time, all known societies also have historics of con-
tinuing conflicts arising from internal contradictions and clashes of interest. Even the most primi-
tive societies experience what often begin as individual disputes but which then expand into inter-
family, village, or clan conflicts. The ubiquity of social conflict deriving, typically, ffom the syner-
getic combination of both internal divisions and external forces is, as an accepted reality of human
life, more important to understanding stability and change than an argument aver whether the con-

flictual glass is half empty or half full.
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Broadly speaking, onc can identify about five different major theories of social change and
stability deriving from the works of four principal theorists. Emile Durkheim is represented twice:
both relative deprivation and systems theories originate in his works. Although both of these
theorics allow for conflict, their presentation of it - typically as a social pathology resulting from
the breakdown or perversion of "normal” social operations. These would be labelled by Eckstein as
contingency theories of political violence. Among those perceiving conflict as inherent, perhaps
the most famous and influential is Marx’s theory of dialectical class struggle. Related to the class
conflict thesis is collective action theory. This seeks to explain the behavior of social formations as
historical actors. Also related to class conflict is what may be called the staie or institutional con-
flict thesis. This resembles collective action theory in its emphasis upon the behavior of critical so-
cial formations but locates the venue of struggle directiy within the venue of state power and its
posscssion.

Unlike the above theories, a number of other major perspectives have been left under-
developed by current scholarship. Perhaps the most obvious is the absence of Vilfredo Pareto’s
work on the circulation of elites and the cyclical alternation of emphasis between liberal and con-
servative tendencies within society. The general use of his work to describe elites has been at the
cxpense of utilizing it as a dynamic explanation for sn"1l chiange driven by elite conflict. Also ab-
sent are serious efforts incorporating the impact of charismatic leadership upon the transformation
of socicties generally, and not simply those undergoing modernization. The Weberian model is of-
ten treated as if it is not applicable to advanced, industrial democratic societies. As already dis-
cussed, Weber never provides a satisfactory explanation for why leadership should be able to play
such a significant if episodic role in the transformation of human societies. Nonetheless, his
theoretical insights have not been properly pursued, paradoxically because an excessive focus upon
the exceptional features of charismatic leaders has served to obscure their contextual role and sig-
nificance. Unfortunately, this very emphasis upon leaders has served to mystify leadership as a con-

textuated social activity. This chapter proposes what Weber had not: a contextuated understand-
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ing of the social function played by leadership under conditions of crises. But hefore this discussion
can be provided its foundation has to be laid by giving an account of social stability, change, and
crisis that accords leadership at least a potentially consequential place.

In Suicide, Emile Durkheim showed how the apparently private act of suicide is itself par-
tially the result of greater social forccs impinging upon the individual.: Thus, he also demonstrated
the connection between psychologically felt states and the greater social environment. Following
in Durkheim's intellectual footsteps, Ted Robert Gurr examincs the relationship between what he
terms value expectations and value capabilitics, feelings of relative deprivation, and propensity for
various forms of political violence. Gurr’s basic hypothesis is that:

The potential for collective violence varies strongly with the intensity and scope of

relative deprivation among members of a collectivity. Relative deprivation (RD) is

defined as actors’ perception of discrepancy between their value expectations and

the value capabilities. Value expectations are the goods and conditions. of life to

which people believe they are rightfully entitled. Value capabilifics are: the goods

and conditions they think they are capable of getting and keeping.

Furiher, the more important the values are, the greater the degree of intensity with which the scnse
of relative deprivation is felt. The fewer the counter-prevailing sources of satisfaction and the
longer the sense of discontent is denied avenues of expression, the greater its eventual intensity.
The likelihood that this will result in violence is a function of the coercive balance between the in-
cumbent regime and rebels, socialization, ideology, and a host of other factors. Although Gurr's
work has been criticized for its manner of operationalization and inconclusive findings, hns model
does find broad statistical conﬁrmation.‘ Regardless of its specific inadequacies and weaknesscs, it
has sufficient confirmation to warrant acceptance of its main thesis. This is significant bccause
relative deprivation theory provides an important set of linkages connecting the impact of social
changes to the rise of personal grievances and psychological changes. When politicized, these serve

as a dynamic force for social change. Conceptually, they also serve as an important bridge connect-

ing sociological to psychological theories.
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Systems theory also derives from Durkheim through the synthesizing agency of Talcott
Parsons and David Easton. This approach posits societies as essentially organismic. Various struc-
tures have evolved into being and persist in order to fulfill specific kinds of functions. These struc-
tures exist as social institutions which by definition are systems of stable patterns of role interac-
tions. Although both Darkheim and Parsons address the problems of social change, their main
concerns are with explaining the apparent persistence of social order in the face of change. An ex-
cmplary work within the Durkheimian-Parsonian framework that does explicitly address the causes

and structural nature of social change is Chalmers Johnson’s Revolutionary Change.’ This work

will be discussed in more detail later in this chapter, so these comments will be brief. One of the
great attractions of the systems approach is its highly axiomatic, logical and categorical style that
lends itself to elegant theory construction and rational analysis.

Unlike Durkheim, whose imelledual project focused upon explaining the persistence of
solidar:ty in the face of social change, Marx sought to give an account of social conflict as both a
conscquence and further cause of change. To give a very basic rendition, Marx saw social conflict
arising out of struggle between classes whose nature and interests are established by their respec-
tive relations to the dominant and changing mode of production. Marx perceived the mode of
production as dynamic both in terms of its own capacity to evolve through technology as well as the
pressure it put upon class relations and what he termed the social superstructure. The latter was
comprised of the laws, mores, and institutional structure of state and legal relations. The locus of
change for Marx was changes in the mode of production. These cause social conflict due to the al-
terations they force upon the relations of production, class relations, and the superstructure. Con-
flict rooted within the very structure of social reproduction can only be resolved through the
climination of the very class relations that structure and organize practically all known societies.
Thus, the millenarian aspect of Marx has the withering away of the state and the recombination of

human beings with their alienated labour occurring only after a very long period of socialist
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domination under the dictatorship of the proletariat. In the interim, only class struggle can
produce transformative change.

The theory of collective action as presented by»Charics Tilly in From Mobilization to

Revolution reflects considerable Marxist influence, particularly in its careful use of social history to
draw out evidence of social conflict typically ignored in more conventional political histories.®
Tilly’s object of study is the organized groups acting on behalf of particular class or social forma-
tions in cqnﬂict with the dominant forces within their socicties, usually represented by coercive in-
struments of the state.

He lays out a model of political mobilization consisting of seven interacting factors. The
first four are properties of the contending group while the Iatter three reflect key chararistics of the
particular historical circumstance.  Intercsts are the shared benefits or costs accruing to the
group’s population from its dealings with others. Organization reflects the degree to which the
group shares a common identity and unifying structures. Mobilization denotes increases in cither
the extent of or the degree of group control over politically useful resources. Collective action
simply refers to the group’s purposive and unified behavior directed towards the winning of politi-
cal ends. As stated, opportunity consists of three elements. Power is the cxtent to which interac-
tions with other groups favour the reference group’s own interests. Repression is the cost imposed
upon the group for engaging in collective action, whereas facilitation entails their reduction or
amelioration. Finally, opportunity/threat refers to the degree to which additional claims against
others either benefit or harm the reference group’s efforts to achieve its basic goals. Tilly argues
that the likelihood of collective action is a function of the degree to which interests are shared in
common by group members, the degree of shared identity among group members, the prescnce of
intcgrating structures facilitating group organization, and the group’s level of mobilization. The
opportunity variables of power, repression, and opportunity/threat delimit the group’s strategies

and tactics.
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Although Eckstein notes that much data runs counter to the collective action model, his
criticisms do not undercut the value of the work as a pioneering effort to establish a contextuated
model of group behavior in response to broad socio-political forces. Though he is generally critical
of Tilly's work, Eckstein does acknowledge that it finds statistical confirmation for its basic
prcdictions.' The significance of Tilly's work lies in what it says happens to Gurr's discontented in-
dividuals after they have been subject to relative deprivation. Tilly's groups constitute the ideal
vehicle through which politicizing ideologies can be propagated, transforming individual feelings of
relative deprivation into political discontent. Both Tilly and Gurr are commenting upon essentially
the same socio-political phenomenon. The only significant difference is that the former is explain-
ing it in terms of group behavior whereas the latter is approaching it in terms of the psycho-social
mobilization of group members.
Although Tilly provides an extremely simplistic model of how groups contend with each
other and the state, he does so primarily to contextuate his much more developed discussion of
mobilization. On the other hand, it is precisely to this consideration that Theda Skocpol devotes

her work States and Social Revolutions. She makes two important theoretical arguments, one ex-

planatory and the other methodological, in her work. Her substantive contention is that the state
and its institutions possess considerable autonomy from the greater socioeconomic processes oc-
curring around it. By extension, in order for a revolution to succeed, it must occur in the context of
a political crisis in which the state simultaneously finds its coercive capabilities severely constrained
as the consequence of significant military defeats, while at the same time fiscal pressure, caused by
international competition with other states, forces it to increase its demands upon society. She
argues that the state’s primary concerns are to ensure that it is effective in inter-state competition
and remains able to maintain internal order. The easiest way to accomplish the latter is by preserv-
ing the existing system of economic and class relations. But despite this interest shared by both the
state and ruling classes in keeping the subordinate classes in their place, they are competitors for

the extracted surplus value. Thus, the tasks imposed upon the state by its international environ-
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ment may force it into conflict with dominant class interests. Skocpol examines case; such as Japan
and Prussia where the state apparatus was triumphant in its confrontation with the traditionally
dominant groups in society and compares them to her main cxaniples of France, Russia, and China
where the state proved unable to introduce substantive reform and grew sufficieatly weakened by
the excessive demands itnposed by external opponents to cventually collapse in the face of internal
revolutionary forces which then proceeded to reform the state’s capacity to contend cffectively with
its international adversaries. Skocpol pointedly notes that each of the successful revolutions
produced state regimes of enormous military and political might. She also stresses the central im-
portance of coercive power as the fundamental basis of a state’s ability to hold on to effective con-
trol over its society. Skocpol's analysis uses concreie historical cases- 0 outline the necessary
preconditions for successful revolution. She recognizes the role of groups in struggle but rightly
points out that their eventual success is a result of greater environmental factors impinging upon
the state.

Skocpol also makes a strong argument against a voluntaristic conception of revolutionary
change. She criticizes perspectives which claim revolutions are made by individuals, groups or
broader social agents such as classes on the grounds that they ignore the overriding capacity of
states to effectively control their own populaiions until such time as they become incapable of
maintaining order and ineffective against external foes. She situates the critical sources of des-
tabilization of state power outside of society and in the international conflictual environment.
From this analysis, she endorses the claim that “revolutions come, they are not made.” What Skoc-
pol ignores is that the internal agents are just as necessary for revolutionary change as are the op-
portunities created by external events. Tilly notes the work of French historians who demonstrated
the existence of substantial community organizations which acted as mobilizing agents to bring
about the decisive events of 1789." As virtually every student of the Bolshevik coup has noted, the
critical events which led to the stunning seizure of power had been organized by a small group with

the insight and courage to grasp the historic opportunity created for them by the cumulative errors
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of their adversaries. That coup was the pivotal event which initiated the November Revolution.
The error Skocpol makes is in confusing necessary with sufficient conditions: that a certain chain
of preconditions must be met in order for a revolution to occur is not the same thing as saying that
they arc all the necessary events or that they in themselves are sufficient to bring about revolution.
Skocpol has listed some but not all the necessary conditions. They also cannot predetermine the
kind of revolution that may ensue. In order for her model to explain particular revolutions
properly, it must incorporate the kind of explanations Tilly develops in collective action theory.
Although Skocpol provides a persuasive account for the originative causes of revolution, Tilly's
work helps explain the actual dynamics of conflict between the state and contending groups. Tilly's
collective action theory scrves as the critical linkage between empirical theories such .as Gurr's in-
vestigation of relative deprivation and societal leve! studies in comparative historical sociology such
as Skocpol's relative autonomy of the state thesis. Nonetheless, there still remains a need for an in-
tegrating theoretical paradigm to help organize these various approaches into some semblance of a
coherent whole. Chalmers Johnson provides such an integration.

In Revolutionary Change, Chaimers Johnson provides an excellent framework for under-

standing how changes in the division of labour affect political behavior through stresses imposed
upon individuals by the desynchronization of the value system and experienced social interaction.
This section explores some of the relationships Johnson discusses as a means of explicating the
types and functions of charismatic leadership. As well, this section highlights the preconditions of
successful charismatic leader appeal.

Johnson begins with an extension of Weber’s idea of social orientation, noting that it oc-
curs when:

..the acting individual possesses stable expectations of the behavior and responses

of others in a full range of social situations...The very concept of the division of

labor depends on such mutual expectations, and man's ability to orient his behavior

to that of others is a prerequisite for the complex human interaction that charac-
terizes even the most rudimentary society.
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The division of labour gives rise to uncqual and stratified social structures containing coercion as
an essential com]:eommt.'J He notes four key functions that values fulfill in the context of the divi-
sion of labour. First, they provide definitions of situations and standards of behavior which are in-
dependent of private motives. Second, they provide abstract explanations and, conscquently, con-
stitute psychological expectations of the human condition." Johnson states "Values thus provide
meanings for social actions: they make sense of rcality."" Third, values legitimate the division of
labour, thereby minimizing the need for coercion. Finally, values authorize and legitimate the use
of force to preserve certain aspects of the social order. But he also appreciates the limitations of
value theory.
According to Johnson, value theorists only recognize three sources of deviant behavior:
(1) imperfect socialization, (2) the "role strain" resulting from the imperfect integration of the per-
son into the social setting, and (3) "normative discord" arising from conflicts or ambiguities within
the value system itself”’ He argues "The greatest weakness of value theory...is its inability to con-
ceive of any form of antisocial behavior other than deviancy."“ Since the Freudian psychoanalytic
approach typically seeks to explain unusual human behavior in terms of psychopathologies, the
combination of it and value theory provides the foundation for claiming that any opposition to an
establis hed order derives from mental instability or bad parenting. Johnson points out the obvious:
any value-coordinated social system exists within the context of a greater human and physical en-
vironment. Strangely, Johnson seems also to regard endogenous social, economic and political fac-
tors as part of the environment external to the value system. The process by which conflict within
the value system is endogenously generated is partially but inadequately addressed. He states that
the interaction of the value system and the constraints imposed by the environment simultancously
determine the social structure and establish the bases of conflict. The three forms of competition
he identifics are for scarce goods, political power, and what he refers to as "interstratum conflicts of

interest." It is apparent from the text that the last phrase is a clumsy euphemism for class conflict.
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Johnson's central achicvement is his integration of psychological phenomena happening at
the level of the individual with his macroscopic model of societal change. Johnson relies upon An-
thony Wallace's discussion of the relationship between culture and personality to show the
linkage. Wallace lays out five stages of personality reorganization in the face of externally imposed
stress.” F irst, steady state involves tolcrable levels of stress resulting in evolutionary change where
the personality successfully adapts to continuing environmental change. During the second state,
increasing numbers of individuals find themselves under excessive stress because either they or the
social system are no longer able to ensure needs satisfaction. It is at this stage that psycho-social
processes such as relative deprivation sentiments occur. This provides the psychological motivation
individuals need to support the kind of collective social action. At the third stage, individuals
without social support from family, friends and social organization begin to exhibit the psychologi-
cally damaging affects of high levels of sustained stress in the form of alchoholism, anxious depres-
sion, withdrawal, loss of self-esteem, and hysteria. The effect of anxicty under those conditior:s is to
induce the initially gradual but cumulative and accelerating rate of personality fragmentzation. The
fourth stage, which Johnson refers to as the period of revolution, consists of personality reintegra-
tion through the adoption of a new and more coherent symbolic universe. This stage has six
phascs:
First is the "formulation of a code,” or what we have called the creation of a revolu-
tionary ideology. The code is a prescription for disoriented people, telling them two
things about the culturally distorted system: what to do to change it, and what to
replace it with. These two functions are performed respectively, by what Wallace
calls (as we have noted) the "transfer culture® and the "goal culture”. Whether or
not the goal culture can ever be achieved, its psychological importance is immense,
for it opens up the possibility of liberation from the disturbing reality within which
people have been trying to orient themselves. The second requirement of a
revitalization movement is communication, or the preaching of the code by its for-
mulators with the aim of making converts... Wallace’s third and fourth require-
ments, organization and adaptation, refer to needs generated by small-group
dynamics.... This means simply that the people united by an ideology go on to or-
ganize themselves as a hierarchically structured revolutionary association, regard-
less of the ultimate values to which they subscribe. "Adaptation® occurs as the
transfer culture is hardened into a program of action.... These four requircments

culminate in "cultural transformation” --in the overt attempt to implement the
transfer culture... the final task of a revitalization movement becomes



'routinizatior‘.“ The focus of the movement shiftis from innovation to
maintenance.”

Wallace's fifth stage, which follows routinization, is the new steady state, or in Johnson's terms, the
re-equilibrated society. Wallace's discussion about revitalization as well as Johnson's ideas about
disequilibrium - re-equilibrium can also be applied to relatively autonomous population groups or
cultural milieus within a highly differentiated society characterized by relatively low levels of in-
tegration between the various social groupings. In these kinds of societies, the Johnson and
Wallace models fit societal sub-systems each with their own autonomous cuitural milicus. This is
significant because if a revolutionary credo triumphs with one significant grouping while the con-
servative political order retains the support of another, the ideological basis for revolutionary mo-
bilization and civil war has heen laid. Such a conflict would entail much more than what either
Wallace or Johnson have discussed. Here again, Tilly's and Skocpol's discussions of conflict be-
tween opposing social formations is relevant because it shows how and under what conditions
ideologically motivated and organized collectives contend against each other employing both lawful
and illegal methods.

Wallace's highly abstract model, linking heightened susceptibility to new ideas and hysteri-
cal conversion as maladaptive responses to personality fragmentation brought ahout by excessive
stress caused by social instability, is immediately plausible. It also highlights the importance of in-
tellectual and expressive leaders whom Wallace refers to as “formulators.” [t seems obvious that
"formulator” is simply another term for charismatic leader. The Wallace and Johnson models can
be strengthened by a number of observations. The relationship between social stress and
psychological response is a function of the individual's capacity to cope and sacial support. It will
vary substantially from one person to the next. There is no inherent requirement linking any given
level of change to numbers of personality break-downs beyond the tendency for these numbers to
increase with rising levels of felt anxiety. Individuals and population groups may vary significantly

in their resilience to stress as a consequence of past personal experiences and resources. Wallace
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takes the presence and impact of "formulators” for granted. He assumes formulators will arise
naturally and successfully bring about a revitalization. He presumes that successful formulators are
themsclves a necessary consequence of cultural distortion. He is probably right in assuming that at
lcast one or more of them will arise and they will have a larger audience as a consequence of a
major social crisis. But this does not guarantee they will be able to fulfill all the conditions, includ-
ing revolution, necessary to bring about revitalization. Like Wallace, Johnson acknowledges the
importance of leadership behavior, without actually discussing their leaders’ functions in any but
the broadest systemic terms. Wallace and Johnson simply assume the natural appearance of
"formulators” during times of crisis, presuming an excessively mechanistic relationship between
crisis and leadership. This creates the impression that societies automatically re-equilibriate them-
selves. Neither mentions cases of societies which literally dissolve or cease to exist as a conse-
quence of prolonged disequilibrium. This is completely false. By taking charismatic leadership for
granted, they fail to provide a clear place within their own, otherwise quite illuminating theoretical
frameworks, for a very significant component.

Unlike the other major founders of sociology, Weber incorporated a discussion of leaders
into his general worldview. Weber identified three ideal types of legitimate domination, traditional,
burcaucratic, and charismatic. Weber states:

Bureaucracy and patriarchalism are antagonistic in many respects, but they share

continuity as one of their most important characteristics. In this sense both are

structures of everyday life. Patriarchalism, in particular is rooted in the need to

meet ongoing, routine demands, and hence has its first locus in the economy, t0 be

precise, in those of its branches which arc concerned with normal want satisfaction.

The patriarch is the natural leader in matters of everyday life. In this respect,

bureaucracy is merely the rational counterpart of patriarchalism. Bureaucracy, too,

is a permanent structure and, with its system of rational rules, oriented toward the
satisfaction of calculable needs with ordinary, everyday means.

All extraordinary needs, ie., those which transcend the sphere of everyday
cconomic routines, haye always been satisfied in an entirely heterogencous manner:
on a charismatic basis.

Weber's central distinction between bases of legitimate domination is in terms of whether the

needs being fulfilled are ordinary or extraordinary. The Weberian corpus, unlike most journalistic
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and many academic accounts, applies the word "charismatic” only to individuals of such cxceptional
qualitics that they truly do seem blessed with the "gift of grace.”

At the heart of Weber's sociology is his conception of the progressive rationalization of all
social relations, particularly those involving the economy. This process changes the materinl and
social conditions within which people exist through technical alterations to the means of produc-
tion and organization of work, what Durkheim referred to as the division of labour and Marx as the
mode and relations of production. This process revolutionizes people from without. In contrast,
charisma revolutionizes people from within by altering their convictions rcgardinﬁ religious, ethi-
cal, political or economic ideas. The resultant revolution, generated and mobilized by charismatic
belief, then reshapes material and social conditions. Weber stresses that charisma manifests its
revolutionary power from a central change, metanoia, in the followers’ attitudes.” The charismatic
leader derives her or his authority from perceptions of followers that he or she embodies a mission
whose importance and value commands their devotion to her or him. Weber notes that this mis-
sion need not be revolutionary but stresses that it generally does entail significantly altering impor-
tant features of the pre-existent regimc.” Weber never satisfactorily reconciles the occurrence of
charisma with the general tendency of socicties towards progressively greater degrees of
rationalization. He notes that charisma is more frequently to occur within societies characterized
by traditional authority because of their greater susceptibility to magical thinking. Still, he argues
that charisma can also arise within much more rationalized societies. Weber’s work is a useful basis
for examining the relationship between leadership and social change.

On the whole, the accounts of social change offered by Johnson, Skocpo! and Tilly are
compatible because they address different types and levels of political action. What Johnson, Skoc-
pol, Tilly and Wallace fail to discuss clearly are the central functions of leadership in each of their
discussions of social change. They focus almost exclusively upon how change occurs without cx-
plicitly commenting upon one essential factor that is not in itself a predictable manifestation of sys-

temic forces. Tilly, whose excellent theoretical work is the most tightly connected with historical
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cvents of the three, devotes only three brief paragraphs to the kind of leadership process Wallace
centered on.  Instead, Tilly focuses upon the consequences of lcadershib manifested through the
kinds of social actions undertaken by groups and institutions under their control. By concentrating
on the level of analysis where the groups and institutions are reified as the significant actors
without making reference to their internal processes, Tilly neatly side steps the need to examine the
nature and consequences of different types of functional leadership and leader behavior. To each,
lcadership is a "black box" whose inner working is essential to the phenomena being explained but
is itsclf not subjected to direct examination. Worst of all, Skocpol restricts her discussion of
lcadcers, groups and ideology to post-revolution state-building activities. Skz says virtually nothing
about their systemic/historic roles in bringing about the revolution themselves. Though her work
speaks volumes about revolutions, it says nothing at all about revolutionary leaders or organiza-
tions.

Despite their substantive disagreements, Skocpol notes that all the major approaches
sharc in common three central points:

First, changes in social systems or societies give rise to grievances, social disorienta-

tion, or new class or group interests and potentials for collective mobilization.

Then there develops a purposive, mass-based movement--coalescing with the aid of

ideology and organization--that consciously undertakes to overthrow the existing

government and perhaps the entire social order. Finally, the revolutionary move-

ment fights it out with the authorities or dominant class and, if it wins, undertakes
10 establish its own authority and program.... None of these perspectives ever ques-

tions the premise that, for the occurrence of a revolution, a necessary causal condi-

tion is the emergence of a deliberate effort--an effort tying together leadgts and fol-

lowers that is aimed at overthrowing the existing political or social order.
Though Skocpol herself does question this premise, she does not disprove its validity. Her sum-
mary, however, is correct. Every major theoretical approach stresses the importance of social or-
ganizations and movements as the critical factor that transforms latent revolutionary situations
into actual ones. Further, every period of reform has also been marked by the rise of social move-

ments and political organizations either pressing or resisting change. In many instances, though

the key groups existed before and continued on after the period of crisis or reform, they nonethe-
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less played a distinctive role during the time of change. Though Skocpol resolutely ignores the im-
portance of movements and their leaders in her theoretical overview chapter, she clearly recognizes
their critical role in bringing about change in her case studies. She notes the importance of crucial
organimtional and administrative innovations within the Chinese Communist Party to its long-
term capacity to overcome otherwise severe resource constraints.” These internally developed or-
ganizational capabilities provided the Communists with resources necessary to first hold off the
Japanese and then defeat the Kuomintang. All the theorics discussed by Skocpol indicats the
catalytic functions of political parties and politicized social movements in transforming potentially
revolutionary conditions into significant reforms or actual revolutions.

Social organizations generally are also important to the study of leadership. A major
reason why theorists other than Weber have ignored leadership within the context of social change
is because its effects have been typically subsumed under the general operations and activities of in-
stitutions and social movements. Thus, a discussion of these social formations, such as Tilly's, is
implicitly also a discussion of decisions made or influenced by specific leaders and leadership clitcs.
In this sense, organizations constitute media through which leader and elite influence is trans-
mitted. A second reason why politicized social movements specifically are important to the study of
leadership and social crisis is because it is at their level that one sces the confluence of social
psychological and socio-political effects. Social movements and organized political groups arising
out of them are manifestations of proximate interpersonal relationships occurring in the context of
established social networks of individuals and small groups. The inner dynamics of all social or-
ganizations are a function of social psychological factors, especially leader-follower rclations. At
the same time, these groups exist within the greater social environment. They function as the com-
bative entities whose behavior and political impact Tilly describes in his theory of collective action.
Institutions also reflect leader-follower interactions, though here they occur within the constraints
of legal-bureaucratic rules and customs. Although the legitimate authority of institutions sub-

stitutes for the personal authority of a social movement leader, both types of organizaiions remain
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hicrarchies of leader-follower relationships of varying degrees of proximity. This is why the seem-
ing truism, that leadership is always situated within some form of social organization, is important.
The type of organization an eventual leader joins or founds imposes significant constraints upon
the subsequent range of practicable actions.

Even though ncithcr.Tilly nor Skocpol address the questions of group organization and
leadership, both theories rest heavily upon, first, the actual existence of such groups, and second,
presence of at least minimally competent organizational leaders. In particular, Skocpol never deals
with the fact that two world historical figures, V. 1. Lenin and Mao Zedong, were inst.umental in
bringing about her two latter revolutions and her first produced the man Hegel referred to after
the battle of Jena as "the World-Soul on horseback,” Napoleon Bonaparte. Though Gurr recog-
nizes the importance of ideology in mobilizing those fecling relative deprivation, he does not ad-
dress the manner in which these ideologies are originated and propagated. The Wallace and
Johnson models are both superior to this account. However, both falsely imply that by some inex-
plicable process, in every situation where "formulators" are needed they will somehow appear and
successfully re-cquilibriate the social system. Their accounts are grossly misleading in their em-
phasis upon the apparent ease with which societal homeostasis can be achieved. Both minimize the
importance of leaders and their organizations by assuming that they will simply appear, do their
job, and then disappear into the history books. In addition, their shared assumption of homeostasis
as the "normal” social condition is problematic and unnccessary. Paradoxically, both accounts
would be more plausible if they had argued that the causes of potential social conflict, such as class
conflict, are inherent within the structure of society. But taken together, all these theories inter-
lock on their substantive explanatory points, providing the broad framework for a synthetic com-
prehensive theory of social change and the systemic role and functions of leaders and leadership.

Exnch of the theories discussed so far pertains to a particular aspect of the relationship be-
tween leadership and crisis.  First, the Marxist approach offers insight into how social change can

arise out of conflicts rooted in the conditions of domination and cconomic exploitation inherent in
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all differentiated societies. Second, Gurr’s theory of relative deprivation points to the psychologi-
cal impact crisis conditions have on individuals similarly affected and socially placed, and how these
effects may themselves act as the motivational basis for mass political behavior. Gurr's theory ties
directly into the third, Tilly's theory of collective action. Tilly’s framework helps explain the or-
ganization of turmoil and potentially revolutionary challenges to the hegemonic control of the
dominant classes and the state. Fourth, Weber's theory of charismatic leadership explains how
such a challenge may arise and work out. Finally, Skocpol's discussion of social revolution iden-
tifies the two key preconditions to revolutionary success, coercive incapacity and a political con-
frontation between the dominant classes and the state over increased extractive demands by the lat-
ter to meet threats in the international arena. These five theories provide an interlocking account
of how large-scale social forces can lay the basis for revolutionary change in societies.

Much of the literature on social change seems animated by a bias against taking seriously
the possibility that variations in outcomes are the consequence of differences in the quality and ef-
fectiveness of leadership. In part, this is a justifiable reaction against the "Great Person” thesis.
But in most cases, leaders are simply ignored or their presence is taken for granted. The general
impression created by these tendencies is to view the outcomes of social change as determined by
the conditions which originally produced the initial state of crisis. But as Sidney Hook ably argued,
nothing requires the presumption of predetermined outcome in order to accept the possibility that
significant change is likely. Perhaps the real source of so much resistance to the idea that leaders
may make a significant difference is the implication this carries for theories of social change. If
leaders are either irrelevant or interchangeable, then only the broad dynamics of situations nced be
known and explained. Conversely, if lcaders do make a difference, then this introduces an unac-
countable degree of indeterminacy into theoretical formulations. It also adds to the complexity of
distinguishing between different kinds of leaders on the basis of their effectivencss and ap-
propriateness for different kinds of situations. The consequence of this bias is to skew discussions

50 as to deny the possibility that leaders can make a significant difference in crises.
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This chapter has sought to make the simple point that any complete account of social
change must not only seek to explain the impact of macro-societal forces but also how the actions
of people, both as individuals and as collectivities, shape their own future. Leaders are typically
cither taken for granted within these theories or are simply ignored. Neither does justice to the sig-
nificant historical role of significant individuals. This chapter has also stressed the central role of
leaders in the context of social movements and political parties which organize and mobilize people
and resources secking change. Social change comes about as a consequence of popular response to
socictal stresses. Parties and movements organize these popular responses under the direction of
organizational leaders. Some of these leaders possess personal qualities which make them pivotal
in influencing the outcomes to crises. The next chapter is about two of them.

....................
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CHAPTER SEVEN
LEADERSHIP AND CRISIS: THE CASES OF LENIN AND HITLER

The explanatory purpose of most theories of social change and crisis is to account for
political cvents such as major reforms and revolutions in terms macro-societal forces or conditions.
But, as pointed out in the analysis of Skocpol’s theory in the last chapter, such circumstances scem
more to allow rather than require such results. This point is critical to understanding the implicit
difference between the voluntaristic and deterministic viewpoints. Most of the theories discussed
in the last chapter can be interpreted in either way. The latter concentrates on showing how condi-
tions preclude certain options while creating oppo}tunities favourable for the realization of others.
By demonstrating how behavior is simultancously constrained and guided by circumstantial factors,
this approach "gives the reason why” actors behave the way they do.! In turn, these assessments
form the evidentiary basis for essentially sociological explanations for why certain outcomes are
"necessary.” As a tried-and-true form of rhetorical argument, this technique is perfectly acceptable.
But it does not constitute a logical or "scientific” proof of necessary connection. Rather it identifies
and cstablishes the necessary but not sufficient conditions for the occurrence of a historically sig-
nificant episode. This distinction is important because while such explanations are essential to un-
derstanding why events transpire, they cannot ever demonstrate causal ru:«::essity.2 In grasping why
history has taken specific turns and not others, it is crucial to identify the self-conscious intentions
of the critical actors in the situation. It is how they respond to the choices created and precluded by
the matrix of circumstance that establishes what actually happens. Sometimes the range of options
is great and the consequences fundamentally different depending upon which is selected. The ac-
tors making these "choices” can be social formations such as classes or ethnic groups, organized
bodics like institutions or social movements, and individuals, acting as either principal leaders or as

the members of decision-making elites. The chapter brought together different but complementary

134



138
approaches to articulate an integrated theory relating leadership, social movements, macro-societal
conditions, follower social psychology, and politico-institutional change to each other.

Perhaps the best way to explain this framework is as a series of stages. In the first stage an
internal or extgmal change induces strain within the socioeconomic system. At this stage the sys-
tem can either effectively adapt to the strains, thereby neutralizing their potentially harmful impact,
or conversely, the social groups and political institutions affected may fail to respond well cnough
to prevent widespread experiences of felt injustices and psychological stress. Individuals subjected
to hardships may be mobilized by social groups whose existence cither preceded the period of stress
or came about as a consequence. At this point, the ideology and generally accepted worldview of
those affected becomes crucial to governing their interpretation of events and subsequent strategy.
The various leadership elites of both these groups and of the political system as a whole play a
decisive role at this stage in determining the future course of cvents. If the society’s history, its in-
stitutions, and the situation as a whole are conducive to political change, then the ruling elites and
structures may still be reformed without requiring a wholly new order.

The second stage occurs if the sources of stress have not dissipated and reforms are not
possible because of structural or elite inflexibility. The social system will have achieved the first sig-
nificant precondition for revolutionary change: a continuing state of unresolved crisis. But no
condition of crisis can last forever. So long as the state elites and their allies possess either a mo-
nopoly or preponderant control over coercive force, they can retain effective political power in-
definitely. Skocpol points rightly to the significance of a crisis of state power as the catalyzing cir-
cumstance that transforms latent social crisis conditions into actual ones. The most common form
for such crises is as a combination of fiscal and military crises induced by heightened competition
frofa other nations. How such crises are resolved is a function of the behavior of social and or-
ganizational elites who are again presented with the opportunity, though with diminished room for
mancuver, for signiﬁcatit reform. If reform efforts are not made or fail, the chances for revolution-

ary change escalate. If the military crisis had resulted in the incapacitation of the state’s cocrcive
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resources or their transformation into elements supportive of radical change, then the likelihood of
a successful revolution will have also increased dramatically.

The importance of leadership derives from its role in determining, first, the likelihood that
rcforms will be pursued successfully, and second, the likelihood and successfulness of revolutionary
insurrections. A key point must be noted: revolutionary change as a genuine possibility is predi-
cated upon the prior and substantive failure of ruling elites and leaders to achieve reforms suffi-
cicnt to restabilize the social system in the event of a major crisis. Revolutions occur because
ruling clites fail to realize that what suffices to keep order in normal times may prove insufficient
under crisis conditions. It is this difference between normal and crisis demands that results in a so-
cial system being imbalanced. This inadequacy of normal measures results in revolution becoming
ascrious possibility. Revolutionary periods constitute the third stage.

The success or failure of revolutions often rests upon the quality of leadership afforded to
the insurgent forces. Even though not all revolutions have been instigated by consciously planned
conspiracies, their course has always been decisively influenced by the various groups and leaders
who participate in them, and the quality of leadership can be crucial in determining which group
eventually succeeds. It is impossible to identify a single revolution in which a singular individual or
clite group did not come to occupy a controlling position. Regardless of whether this simply
reflects the "iron law of oligarchy,” their actions and decisions often have had decisive influence
over the course of the revolution’s changes.

The final stage is one of stabilization. In this, the new ruling elite establishes its own in-
stitutional order, seeks to enhance its popular support and perceived legitimacy, and rebuilds state
power. This is typically the stage of routinization and the growth of bureaucratic institutions and a
critical change occurs in the kind of personnel who come to occupy leadership positions. Unlike
the old revolutionary elite who rose to power as a consequence of the upheaval, the new ones have
attained their ranks through institutionalized pathways of bureaucratic or conventional promotion.

Even in competitive political systems, there exist conventional or typical lines of advancement. In
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this sense, the new rulers resemble the pre-revolutionary clites even though the institutions
through which they have arisen may be radically different. At the same time, some of the most im-
portant institutions of both the new and old regimes may have remained substantially the same in
both internal structures and personnel despite the revolution. The revolutionary armics of
Republican France and Bolshevik Russia clearly derived from their royalist or imperial predeces-
sors. Over time, this pattern of promotion will result in a ruling elite psychologically predisposed
towards fulfilling the conventional or bureaucratic dictates of a new institutional order. Ironicatly,
this may markedly distinguish them from the leaders who first successfully led the revolution that
produced this new order. Even more ironic, the original leaders may be as ill-disposed towards the
eventually confirmed new order as they were towards the one they had originally supplanted. This
fourth stage highlights the differences between the kinds of elites who successfully carry out
revolutions and those who govern well established and stable regimes.

Like the theories discussed in the last chapter, the preceding overview describes social
change as a procession of stages. But as argued in the last chapter, the critical variable that effec-
tively determines progression from one stage to another is leadership. This leadership can be
provided by organizational elites or dominated by charismatic leaders. This chapter examines two
case-studies which highlight the central importance of two revolutionary elites controlled by a pair
of exceptional leaders: V. L. Lenin and Adolf Hitler. Both of these men created the organizations
and organizational elites which carried them to power. The participation of each demonstrably al-
tered the outcome of the national crises they exploited and facilitated. Without either, the history
of the twentieth century would have been a considerably less bloody and brutal one. Both men are
among the titans of this century and have played pivotal roles in creating the modern world.

Both the Russian Revolution and the rise of the Nazis were the consequence of social
forces unleashed by the French Revolution and the growth of industrialization throughout
Europe. Though the autocrats successfully suppressed both the liberal and nationalist upheavals

of the mid-century, their actions served only to ensure that thc next out-break would be even more
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violent and broader in scope. The roots of the cataclysmic changes of 1917-23 were ﬁruﬂy em-
bedded in the reactionary victories in 1848.  The ruling elites of Prussia, Russia and Austro-
Hungary were not completely unaware of the need for reform. Otto von Bismarck succeeded in
cnervating the German liberals, suppressing his growing working class opposition with repressive
measures and mollifying their supporters with the most progressive social welfare policies to be
found anywhere. The Russian liberals also enjoyed their own season of triumph culminated by the
cmancipation of the serfs through a decree issued by Tzar Alexander II. These internal transfor-
mations were occurring in the broader context of great power rivalry and conflict. Beneath the
facades of imperial power and glory, the tensions and forces which had been suppressed in 1848
continued 1o build, awaiting a release from their strait-jackets of police repression and bourgeois
sensibility. The First World War turned these restraints into tatters.

All the European belligerents suffered internal turmoil and, in many cases, open class war.
Even Britain and France, ostensibly the most victorious of all the combatants, experienced tremen-
dous social unrest. But theirs was mild compared to what others endured. The Austro-Hungarian
Empire dissolved into a quilt of successor states. The liberal nationalist government of Count
Karolyi gave way to Bela Kun's Hungarian Soviet Republic, itself rapidly crushed by Czechos-
Jovakian, Croatian, Rumanian, and Hungarian rightist forces. Austria witnessed the outbreak of
prolonged class warfare with the rightists eventually gaining ascendance. Massive class conflict
broke out in post-war Italy, ending only with the rise of Mussolini’s fascism. Given the general
uphcaval caused throughout Europe by the war, it would have been virtually miraculous if revolu-
tionary conflict had not broken out in either Germany or Russia. The real miracle was that in Rus-
sia, the revolution prevailed. Two points ought to be noted at this stage. First, virtually all the
liberal or socialist risings ended with ultra-rightist governments in power except in GcrmanyA and
Russia. Of the newly created countries, only Czechoslovakia produced a substantially democratic
government. Though Germany did eventually fall to Hitler, the collapse of the Weimar Republic

was in no sense fore-ordained. The rise of Lenin and the Bolsheviks was not even conceived.
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The importance of both revolutions to this thesis derives from the central role that was
played by their principal leaders, Lenin and Hitler. The times in which they rose to power were tur-
bulent and witnessed the rise of many dictators, most notably Benito Mussolini. But there are fun-
damental differences between the roles played by the other dictators, including Mussolini, and
Lenin and Hitler. In the case of Lenin, no Bolshevik Revolution could have occurred without him.
Without Hitler, a rightist government may well have come to power in Germany but it would not
have been recognizable as of the same type of regime as wlgat the Nazis eventually installed. The
rightist successor regime to Weimar might well have been brutal and repressive but without Hitler
it almost certainly would not have been maniacally genocidal nor, possibly, as willing to wage
another world war. Hitler gave the Nazis a specific character that would almost certainly not have
occurred independently in another rightist dictatorship. The remainder of this chapter is devoted
to establishing these claims concerning the specific impartance of Lenin and Hitler within the con-
texts of their times.
Two of the most influential leaders of the twentieth century were probably Kaisar Wilhelm
1 and Tsar Nicholas II. Their importance is a tribute to the impact of mediocrity in high places.
Though their decisions accidentally set in motion the First World War and the Russian Revolution,
it was Vladimir Ilyich Lenin’s genius that enabled the transformation of both events into the Bol-
shevik coup d’etat and eventual victory in the subsequent civil war. Without Lenin, the modern his-
tory of both Russia and the world would have been radically different. More than any other leader
of the twenticth century, Lenin altered the historical flow of events the most sharply from their
probable course. Lenin’s success was rooted in certain important aspects of his personality which
facilitated the seizure and consolidation of power by the Bolsheviks under his direction. But
Lenin’s genius would never have been manifest if Tsarist Russia had not provided the revolutionary
opportunity.
The defeat of Russian armics by the much smaller but better equipped Franco-British

forces during the Crimean War provided the impetus for the Age of Reform under Tsar Alexander
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1. The single most significant change promulgated during this period was the Emancipation Act of
19 February 1861, a compromise between the demands for freedom and land of the peasants, and
the cconomic intcrests of the land owning nobiljty.’ The manner of implementation dissatisfied
both sides. The land allocation to the peasants was paltry and subject to manipulation by the land-
owners. Further, emancipation came at a monetary price. The peasant owed debts to the land-
owner in compensation for the land received. In fact, the Emancipation Act constituted a means
through which the landed nobility could gain at least temporary relief from their widespread fiscal
crisis induced by the increasing commercialization of Russian life concurrent with increased com-
petition from new grain-producing regions in North America. The Emancipation Act did not
resolve the conflicts between an impoverished peasantry and a financially pressured nobility. It did
serve to whet the former’s appetite for more change while strengthening the latter’s resolve to
prevent them.

The Age of Reform was also the age of terror. Nihilism and anarchist philosophy found
fertile soil in the minds of the Russian intelligentsia. The conditions of autocracy in Russia
precluded the kind of political activism that marked the same period in Great Britain. Instead, edu-
cated Russian youths were inspired to "go to the people” in movements which sought to educate
and propagandize the peasantry. More moderate liberals such as the fathers of both Alexander
Kerensky and Lenin himself sought reform and change in the employ of the imperial bureaucracy
and of local governmental institutions (zemstva). Eventually, the terrorists succeeded in forcing a
reaction that throttled chances for further reforms, following their assassination of Tsar Alexander
1. His successors, Alexandcr @il and Nicholas [T continued policies of unimaginative reaction until
the latter was finally overthrown by the February Revolution. The central weakness of reformist
cfforts rested on the fact that they could only be pursued at the discretion of the Tsar. This historic
Russian pattern was to leave liberal hopes at the mercy of both Court politics and the conspiracies

of romantic youths enamoured by the latest ideological fashions.
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Nonetheless, the eventual failure of reformist cfforts during the nineteenth century was
never a foregone conclusion. The central necessity for successful long-term reform was the
strengthening of Russian political institutions. A number of Alexander II's lcaciing advisors had
suggested expansion of consultative roles for the zemsiva as a means of broadening liberal support
and opportunities to participate in the Tsarist government. Alexander 11I's advisors rightly saw this
as a move in the direction of constitutional monarchy and successfully blocked it. Nevertheless,
the zemstva continued to grow in both size and importance as they took on responsibility for public
health, primary education, relief and a host of other ostensibly local concerns. By the turn of the
century, the zemstva had become the natural institutional home of reformist liberals and the poten-
tial basis for genuinely representative government. The zemstva were governed by assemblics of
elected nobles and peasants. They proved capable of effectively working together for the manage-
ment of local and regional matters. They also possessed broad support from the peasant com-
munes and the landed gentry. In 1904, prince P. D. Sviatopolk-Mirsky, Nicholas II's newly ap-
pointed interior minister, proposed that the zemstva be allowed to elect representatives to par-
ticipaté in legislative discussions in the State Council.’ Despite massive support from the majority
of his advisors, Nicholas [T was swayed against the plan by the opposition of his finance minister, S.
Y. Witte. Ironically, Witte was to propose even further reaching reforms in the wake of the 1905
Revolution.”

The victories won by the Japanese Imperial forces during the Russo-Japanese War shat-
tered the coercive strength of the Russian Autocracy and revolutionary discontent swept through
European Russian. The chance for revolution had come. The Tsarist regime faced the conse-
quences of national humiliation and its own repressive history. On the 9th of January, 1905 Father
Gapon marched on the Winter Palace at the head of a demonstration of St. Petersburg workers
demanding livable working conditions and human n’ghts.’ When soldiers opened fire, ninety-six
marchers died and over three hundred were wounded. Russia was outraged. Forced by the distur-

bances and demands for justice following the slaughter, the Tsar issucd an uskase, or decree, on 18
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February calling an elected assembly, or Duma, with consultative powers to offer proposals for
general reforms. 1t was insufficicnt to stop the escalating waves of strikes and demonstratijons. By
October, a general strike paralyzed St. Petersburg and an armed insurrection broke out in Moscow
the next month. By April 1906, the Tsar had been forced to proclaim new concessions in the Fun-
damental State Laws which offered veto powers over legislation to the Duma and guarantces for
civil libertics. The most popular party at the time, the Constitutional Democrats, or "Kadets,"
rejected these offers, realizing that the Tsar could withdraw them as soon as order was restored.
They were right. By 1907, the bulk of the constitutional reforms introduced by the 1905 Revolu-
tion had been dismantled and the Autocracy was again firmly in control. The army had fully
recovered from its defeat in Asia and the Conscrvative Union of October 17, or Octobrists, had
gaincd control of the Duma through electoral fraud and manipulation.' The most obvious and im-
mediately important reason for the failurc of reform was the Tsar's hostility towards them. With
the active support of reactionary elements, Nicholas II's appointed ministers set about to dismantle
the framework of concessions as quickly as circumstances allowed. The 1905 Revolution was sig-
nificant for what it failed to accomplish. It was the last clear opportunity for liberal reform. Had
Witte's reforms been allowed to stand and be expanded upon, then the liberal institutions which
Lenin cventually sought to destroy in November, 1917 would have had eleven years rather than
cight months in which to take root and evolve. Nicholas II was the most valuable of all Lenin’s
adversaries.. But in the end, it was not Nicholas II but Alexander Kerensky whom Lenin was to
overthrow,

By January of 1917, three years of severe battlefield losses to the Germans, worsening
cconomic conditions, and through-going incompetence at virtually all levels left the Tsar’s regime
in a state of extreme political vulnerability. From then until 27 February, the situation for the Tsar
continucd to worsen as an escalating cycle of strikes and repressive violeace finally climaxed with
the revolt of the Petrograd garrison. By 1 March, over 170,000 troops of the garrison had gone

over to the revolt. In addition, three other crucial events had occurred on the 27th of February.“
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First, the Tsarist cabinet resigned in the face of hnmincﬁt violence. Second, the Tsar had ordered
the proroguing of the Duma.b leaving Russia without a generally recognized legitimate asscmt;!y.
But before the Duma ceased being, the progressive partics led by the Kadets managed to organize
an informal committee that rapidly evolved into the provisional government. The final significant
act was the formation of the Ptovisionai Executive Committee of the Petrograd Soviet by Men-
shevik and Bolshevik leaders of the strike movement newly freed from prison. Within the space of
a single day the Capitol’s garrison had revolted, the Tsar’s government resigned, the only alterna-
tive source of legitimate legal authority, the Duma, ceased to exist and two rival centres of power,
the provisional government and the Petrograd Soviet, had come info being,

The most significant of all these events was probably the elimination of the Duma as a
source of legitimate authority. As initial events were to demonstrate, the Petrograd Sovict was not
hostile to the provisional government but the latter was cffectively paralyzed by a preoccupation
with its own illegitimacy and consequent necessity for a Constituent Assembly. Preoccupation with
this goal incapacitated the liberals, Social Revolutionarics, and Mensheviks participating in the
provisional government. Had the Duma remained assembled, this constitutional nicety may have
been successfully deferred until a more propitious time. But even without the Duma, the
provisional government could still have successfully expedited its own and others’ preoccupation
with legalist legitimacy through the speedy election of such an assembly. Instead, they fatally
postponed it. The reformists consistently failed to grasp the me:sent on that critical issuc and a
host of others. Lenin did not make the same mistakes.

The provisional government first under Prince L'vov and later Kerensky faced five basic
problems. First, it had to obtain legitimacy in order to establish a stable regime. Second, it had to
obtain and maintain the support of a disciplined army. Third, it had to establish popular support
for itself among the Russian population, most notably the peasantry. Fourth, it had to win the ac-
tive cooperation of the urban proletariat and its organized formations, specifically the Petrograd

Soviet. These were severe but not unsolvable problems. Their resolution lay in how the final



144
problem, the war, was handled. What eventually hanged Kerensky and the provisional government
was their decision to continue prosecuting the war despite the enormous strains imposed upon
Russian society and the new-born liberal democratic regimc."

Given the scope of the difficulties which faced him it seems only natural to feel forgiving
towards Kerensky for having failed to resolve them successfully. Unquestionably, the man was
overwhelmed by the pressures he faced, but his actions did not represent the best that could have
been done under the circumstances. In every significant crisis, Kerensky augmented their scope by
committing often grave tactical errors and fatal misjudgtm‘.uts.u These mistakes added to the al-
ready severe problems faced by the provisional government. In addition, after Lenin’s arrival, the
Bolsheviks methodically set out to create disturbances and worsen the overall situation facing the
regime. As a consequence of his own mistakes and failures to resolve admittedly taxing problems,
Kcrensky created additional opportunities which Lenin exploited to decisive advantage in subvert-
ing and overthrowing the provisional regime. In the <nd, the inability of the liberal and socialist
partics to recognize and respond to the urgent need for peace and massive social reform under-
mined the liberal-democratic revolution and Kerensky's democratic socialist government. They
failed to appreciate the urgent need for radical social change geared towards winning immediate
mass support and fundamental reorganization of state institutions. These failures stripped the
provisional government’s ministers, liberal and socialist, of the most potent basis for mobilizing
popular support: effective handling of immediate problems.

Despite his failings, Kerensky had a number of important leadership qualities, including
inspired oratorical talent and a remarkable ability to charm people into agreement. He possessed
the necessary skills to be a charismatic leader and succeeded in generating enormous enthusiasm
for his positions when he spoke publicly. But his ability to perceive the most tactically expeditious
way for achieving a particular end in the face of determined opposition was weak and, more impor-
tantly, he completely lacked the requisite strategic insight necessary to grasp what ought to be his

specific goal in the various situations and crises he faced. Kerensky’s legal career and overall politi-
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cal experience had emphasized the importance of public speaking and interpersonal relations. For
the first time, he was faced with a situation that required a firm grasp of context and the capacity to
plan out thoroughly a strategy geared towards the conquest of power rather than the evocative
communication of a particular position. By contrast, Lenin has spent his entire adult life mastering
the art of intrigue. Also, unlike Kerensky, Lenin possessed a masterfully developed theory of social
conflict resonant with strategic implications. Most important, Lenin had invented a system of tac-
tics and organization framed around the problem of organized class struggle. Lenin literally wrote
the textbook on how to conquer state power.

Without all the conditions enumerated so far, Lenin could not have successfully pulled off
the Bolshevik Revolution. But the question this raises is whether it would have occurred in any
case without him, or was he the irreplaceable catalyst necessary for the event to have taken place?
Although the Bolsheviks might cventually have sought to overthrow the provisional government,
the November Revolution occurred because of Lenin, and it would not have happened had he died,
for whatever reason, before March 1917. His presence in Russia from April of that year on was the
single most important factor to result in the foundation of the Bolshevik state. No Bolshevik
leader other than Lenin (1) contemplated the immediate overthrow of the provisional government,
(2) possessed the required sense of tactics and timing, and (3) commanded the necessary degree of
authority and stature. Lenin was one of the very few leaders in history whose presence was strictly
necessary for an epochal event to occur.

No other Bolshevik leader sought to overthrow the provisional government because
everyone but Lenin adhered to the two-stage theory of revolution.” Lenin had also supported this
view until the revolutionary situation presented itself. Unlike all his other colleagues, Lenin had
the insight to grasp the opportunities created by actual events which had not been comprehended
previously in exhaustively debated theoretical formulations. Singularly, Lenin abandoned such for-
mulations virtually overnight in favour of a radically ncw strategy that recognized the potentialitics

of the new situation. This amazing display of cognitive flexibility underlay Lenin’s most important
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contribution to the Bolshevik Revolution: the belief in its very possibility. A number of factors |
facilitated this insight. First and most important was his tactical orientation. He understood how
an apparently weaker group, through superior organization and an excellent grasp of tactics and
timing, could defeat a seemingly stronger adversary. He also understood the critical value of
propaganda and agitation as tools which can divide, confuse, and polarize large clements within the
opposing camp.  Above all, he appreciated how the determined exploitation of all advantages
without concern for secondary considerations could yield power.

Perhaps the best example of this aptitude, and one that was in many important ways the
precursor to his subversion tactics of 1917, was his successful capture of a significant portion of the
Russian Social Democracy movement, culminating in the formation of the Bolshevik wing at the
1903 All Russian Social Democracy Congm»s.“ Throughout his political life, Lenin had em-
phasized the importance of political organization. Returning from his Siberian exile, he imple-
mented a novel plan for a new party journal, Iskra, which served as a platform for battling tiae
"economism® of reformist-oriented positions gaining currency under the influence of Eduard
Bernstein.. He used the journal as a means to win the support of senior party leaders, build a
covert organization, and recruit revolutionary supporters to his perspective. It was the prototype
for the kind of organization Lenin elaborated upon in his seminal work What Is To Be Done?

Lenin's approach to revolutionary politics was the mirror-reflection of brokering.
Whereas brokerage politicians seek to find points of contact and agreement between different
groups and factions, Lenin sought out and exposed the areas of division and conflict. Whereas a
broker would attempt to win by assembling a majority coalition in the face of competing attempts
by others, Lenin sought to win by eliminating bases of support for opposing perspectives until his
remained the only organized one capable of providing guidance and leadership to otherwise totally
disorganized and disoriented potential followers. What remained his most consistent tactic for vic-
tory was the creation of an organizational monopoly. He targetted for destruction all groups

capable of acting as an altcrnative focal point. Only after disrupting his adversaries, be they
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. moderate social democrats or the existing state institutions, did he orchestrate a positive bid for
control over the organizational 'conimanding heights." He always sought to use the strongly held
beliefs or desires of others as the basis for splits between themselves and cither their supporters or
leaders. He was a master at the art of alienating one group from another. By seizing control of
such organizational resources and symbols as remained after a split, Lenin was always able to estab-
lish his group as the focal point for ready identification, continued organization and further politi-
cal growth. He would then solidify support by polarizing his new supporters against an external
enemy whom he would polemicize as an immediate threat to their now shared values and beliefs.
Lenin alv...ys ensured that his long-standing close supporters and fellow party members held tight
control over the newly created or strengthened organizations so that they would come to be ac-
cepted by group members as the normal figures of authority. By using this strategy, Lenin was con-
sistently able to destroy far stronger opponents while cnhancing the strength of his own faction or
party. He possessed an almost sublime insight into the dynamics of organizational formation,
growth and destruction. This was the basis for his eventual success as a revolutionary.

Both Kerensky and Lenin were men of remarkable talents and abilitics.  Against
Kerensky's enormous personal charm and speaking ability, Lenin had a capacity for intellectual ar-
gumentation and organizational acumen. But what governed the application of their respective
talents was their differing leadership styles and worldviews. Kerensky's style emphasized immediate
oratorical and interpersonal persuasiveness and appeal, often at the expense of long-term
interests. These he often undercut by making promiscs or commitments which subscquently had
to be retracted with a concomitant loss of credibility. Kerensky’s rhetorical style was a potent
means for mobilizing support but one that eventually became blunted as a consequence of his in-
ability to provide tangible benefits validating his initial promise." Lenin’s leadership derived from
his capacity to overwhelm fellow revolutionaries intellectually. His support was based upon the
power of his ideas and the force of will with which he presented them. He also repcatedly displayed

a capacity to understand events and foretell opportunities. In the end, history judged Lenin's
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abilitics to be of greater importance than those of Kerensky. Had Kerensky been leading the Bol-
sheviks, he probably would not have perceived the possibilities Lenin foresaw, whereas Lenin, even
without Kerensky's oratorical gifts, probably would have more successfully addressed and resolved
the matcrial bases of the crisis that the provisional government was experiencing.

Given Lenin’s superiority to Kerensky as a leader, it still remains to be shown that Lenin
was the only Bolshevik capable of instigating and successfully leading the November Revolution. It
is a central fact of history that of all the senior Bolshevik leaders, only Lenin supported the over-
throw of the provisional government from the outset and only he initially sought October as the
ideal month. Lenin had to overcome considerable opposition from his colleagues in order to get
the Bolsheviks to attempt the revolution that bears their name. What is most striking about both
debates was the necessity of his physical presence at the meetings of the Central Committee.”
Before Lenin's arrival at the Finland Station in Petrograd, he had sent "letters from afar” detailing
his position on opposing the provisional government. Leo Karmenev and Joseph Stalin censored
them before their publication in Pravda. Upon his arrival, Lenin proclaimed his "April Theses,”
which reiterated his call for the overthrow of the provisional government. By doing this he broke
with the "two-stage theory of revolution” that he'd that a bourgeois revolution and government
must precede a socialist one. The Bolsheviks' initial response was one of the extreme hostility.
Every major leader, from Karmenev to Trotsky, opposed Lenin. Gradually, Lenin persuaded or
cajoled them into accepting his viewpoint. By mid-May the Bolsheviks had accepted, in principle,
the idea of revolution against the same provisional government with which virtually all of them had
intended to cooperate only a month before. The sole basis for this transformation was Lenin’s
presence.

Still, this did not translate into support for a specific plan of insurrection. One of Lenin’s
great problems during the months between May and‘ August was controlling the behavior of his
own supporters. He was attempting to subvert the army whiie building support for the Bolsheviks.

His difficulty lay in ensuring that his own members did not instigate a premature enterprise that
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would disrupt his plans. This is precisely what happened during what is now called the "July days.”
Perhaps the worst crisis Lenin faced in the time between his arrival and the insurrection itself in the
first week of November was when units about to be ordered to the front spontancously sought to
resist the order through demonstrations which rapidly escalated in scope and violence. Several
hundred lost their lives in street fighting before order was restored. The event was a disaster for
the Bolsheviks. The Bolshevik military organization was broken, the Red Guards were disarmed,
Lenin and others were forced underground by police arrcst warrants, and the party as a whole was
largely broken in Petrograd. What reclaimed the party from defeat was General Kornilov's at-
tempted coup in August. The Petrograd Soviet sought the support of the Bolsheviks who were al-
lowed to reactivate and rearm their Red Guard under the control of the Petrograd soviet's military
revolutionary centre. This was controlled completely by Bolsheviks appointed by Trotsky, who had
already been elected president of the Soviet. This group was to be Trotsky's instrument for plan-
ning and carrying out Lenin’s coup. But having been driven underground and out of Petrograd,
Lenin lost the capacity to influence the Central Committee in person.

Lenin sought the fulfillment of three conditions in order to realize the coup: first, disor-
ganization of the army; second, widespread support or at lcast the supportive neutrality of the
peasants he hoped to win with promises of land; and last, Bolshevik control over the proletarian
workers’ organizations in both Petrograd and Moscow. At the same time he was anxious about
Kerensky's efforts to organize support for the provisional government through a Constituent As-
sembly, and the possibility of peace before he could organize the coup. These considerations
dominated his sense of timing. The other members of the Central Committee did not grasp the
tight constraints these factors impesed upon the planning and execution of the insurrection.
Again, Lenin had to return to Petrograd to confront his colleagues. In the face of strong initial op-
position, Lenin persuaded them to organize an insurrection before the Congress of Soviets
scheduled for 7 November, 1917. Trotsky was charged with the actual responsibility for carrying it

out. Despite Lenin’s enormous importance to the revolution in the years that followed, par-
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ticularly in his decision to force acceptance of the unfavourable peace terms offered by the Ger-
mans, his unique role was fulfilled with the decision of the Central Committee to execute the coup
under Trotsky's operational leadership.  With the possible exception of the peace terms, Lenin
ceased to be irreplaceable in the context of how history was to unfold. But what he had ac-
complished between April and October of 1917 transformed the history of the world.

Clearly, Lenin saw the revolutionary opportunity and possessed the ability to exploit it.
But this does not explain his motivation or extreme sense of self-certainty. These qualitics mobi-
lized Lenin’s genius in the cause of revolution. Practically all major biographies rightly point to the
central importance of his mid-adolescent crisis triggered by the death of his father and the execu-
tion of his brother for attempting to assassinate Tsar Alexander III. But almost none pay sufficient
attention to the important character traits Lenin had already developed before these events had
occurred. This is central: the crises did not "create” the revolutionary personality as much as give a
revolutionary mission to a developing personality of already enormous potential.

From late childhood on, Lenin displayed many of the personality traits which were to
characterize him as an adult. Unlike his brother Alexander who displayed a highly unemotional
and dispassionate orientation towards the world, Lenin was boisterous, aggressive, extremely self-
confident, aloof and often highly domineering. He also possessed enormous self-discipline, powers
of concentration and the intense driving passion for work that marked his entire family. Following
his brother's execution, Lenin acquired Alexander’s taciturn, unemotional and very private
sclr-rcgard." Both Lenin and his older brother Alexander were characterized by a strongly
developed and defended sense of privacy to which Lenin's habits of self-reliance and self-sufficiency
can be traced. The founder of the Bolshevik regime was a man who from boyhood on had a deeply
developed sense of self and of individuality. These traits are significant because they highlight the
origins of the particular set of stress coping mechanisms which underlay his leadership style and
motivation: emotional isolation, intellectualization, rationalization, denial, projection, displace-

ment, and repression. Lenin’s formidable strengths of character, such as his capacity for sophisti-
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cated intellectual thought, psychological detachment, single-mindedness, enormous self-discipline,
and sheer toughness, were manifestations of these mechanisms.

All these characteristics come together into a pattern Bruce Mazlish called the
"revolutionary ascetic.”” Mazlish's formulation is important because it explains the relationship
between Lenin's character traits, key developmental events, their impact upon his personality’s
psychodynamic structure, his resulting leader style, and character type. Mazlish points to a constel-
lation of personality traits shared to varying degrees by a number of historically significant
revolutionaries including Lenin."! Mazlish stresses two aspects of asceticism relevant to under-
standing these kinds of leaders. First, they exhibit enormous self-discipline and self-denial in the
cause of some transcendental goal or purpose. Second, they have "few libidinal ties” with other in-
dividuals as a result of affective displacement of such ties onto abstractions like the nation, some
ideal state or future goal. Normal feelings of love and attachment to individuals are transferred
onto collective entities. Mazlish points out the similarity between this displacement and narcissism
noting that what seems to have been displaced is a virtually narcissistic intensity of self-love onto an
ideal object with which the person then completely identifies. In a crucial sense, the person is
completely free of self-concern or self-interest. The person has completely subordinated her or his
personality and personal needs to the achievement of whatever end he or she has come to identify
with. This "transference” can be the result of abnormal personality formation, such as in the case
of Hitler, or a consequence of intense feelings generated by some unresolved trauma being dis-
placed onto an abstract ideal object. The latter occurred to Lenin, as a result of the deaths of his
father and brother.

From early boyhood, Lenin displayed an exceptionally strong personality, though of the
sort similar to those of his father and elder brother. Lenin was the ﬁroduct of an exceptional
family. Although he was aloof, nothing about him suggested anything more than an intense desire
to preserve his personal autonomy. If Lenin had suffered no traumas or difficulties, he would still

have become a truly exceptional man in any field of endeavor. Unfortunately for both him and the



152

Tsafist regime, Lenin’s father and brother died in quick succession. Though he died of natural
causcs, Llya Nikolayevich Ulyanov also died disappointed. Immediately following the assassination
of Alexander 11, the new regime introduced policies of widespread repression and began reversing
the progressive measures of the dead Tsar. One of the victims of this reaction was Lenin's father.
Though liberal, he was a patriotic Russian and reacted with outrage and horror at the regicide. But
despite his loyalty, he was told that he would be forcibly retired from his life-long career as an
cducator. Within months, in January 1886, and at the relatively young age of fifty-five, he died of a
brain hemorrhage. He died as reactionary forces systematically began to undo a lifetime of devoted
service to the Tsarist regime. With Alexander at university, Lenin was the eldest son left at home.

The second and more significant tragedy occurred the following year. Lenin's elder
brother and the person he identified with most closely was arrested on | March 1887 and exccuted
on 8 May 1887, for plotting to assassinate the Tsar. Winston Churchill noted the impact:

His mind was a remarkable instrument. When its light shone it revealed the whole

world, its history, its sorrows, its stupidities, its shams, and above all its wrongs. It

revealed all facts in its focus---the most unwelcome, the most inspiring---with an

cqual ray. The intellect was capacious and in some phases superb. It was capable of

universal comprehension in a degree rarely reached among men. the execution of

:tc\g.gldcr brother deflected broad white light through a prism: and the prism was
A scoond and even more important impact was the consequence on Lenin's character. Lenin trans-
formed the feelings of intense grief and separation in two important ways. First, the rupture of
primary libidinal ties traumatized Lenin in a significant way even though its impact was not readily
observable. The deaths of his father and brother in quick succession massively reinforced his al-
ready present tendency not to form strong affective bonds with others. But what might have
otherwise have been a habit of alooiness and formality became an intense denial of human attach-
ment. Describing a crucial encounter with Georgi Plekanov, the great Marxist leader of Russian
Social Democracy and the man who was a father-figure to him, Lenin wrote "...An enamored youth

receives from the object of his love a bitter lesson: to regard all persons ‘without sentiment’; to

keep astone inone’s sling..."” Though Lenin turned his formidable self-discipline and capacity for
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self-denial to the task, he did not entirely succeed. Though thoroughly repressed, Lenin's behavior
was governed by conscious will and not fundamentally neurotic impulses. As a consequence, he
exhibited moments of sentimental "weakness" which would not have occurred with a completely
narcissistic personality. Nonetheless, Lenin was a man lacking almost any of the normal feelings of
attachment.

These qualities made Lenin an adequate candidate for charismatic attachment, after the
fact. He never commanded the kind of fawning devotion that marked Hitler's entourage. Instead,
what Lenin demanded was unswerving loyalty which, as Stalin repeatedly pointed out later, Lenin
rarely received from his colleagues. In fact, even Stalin opposed Lenin on a number of important
occasions. Lenin was responsible for a considerable amount of the absence of sentimental attach-
ment in that he repeatedly drilled into them his dictum to "keep a stone in one's sling.” But Lenin
was respected. His power to compel followers to obey was largely a function of the supreme self-
certainty which he communicated and the remarkable acuity of his insights. Together, these two
qualities generated a compulsive, almost hyprotic, effect upon his colleagues. His effect on crowds
also derived from the same combination. The root of Lenin's appeal lay in his ability to provide
both the appearance and substance of sure guidance to professional revolutionaries. In this sense,
Lenin was a "Warlord® because his extraordinary prowess, operational as well as intellectual, served
as the basis for his leadership appeal.

Ironically, Lenin did not become a "true” charismatic leader until after he died and the
revolution deified him as its prophet and saint.”! This was the work of his collq:agues, especially
Stalin. The Lenin cult had its foundation in the Bolshevik propaganda of the rcvblutionary period
immediately following the assassination attempt on him of 30 August, 1918. During the tirst
months of the Bolshevik Revolution, Lenin was barely perceptible as the public leader. Within
days of the shooting, the other leaders of the revolution had begun to transform Lenin’s public per-
sona from one being virtually nonexistent to that of a transcendental hero and potential martyv.“

While this served the Bolshevik cause beautifully, the praise seems also to have been quite sincere.
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The hagiography continued to increase after his recovery even though there is no evidence that he
sought it. Lenin's death was a watershed for the new Soviet regime. The massive emotional out-
bursts throughout the new country and in the newly renamed Communist Party were both sincere
and intense. Lenin had become a prophet of the new order as well as the founder of a new regime.
His virtual deification served to legitimate the new regime and its rulers. His name and genuinely
stupendous accomplishments continue to serve as a touchstone for the new Marxist-Leninist. faith,
as well as a mask behind which to hide and forgive its crimes.

History does not often seem like a Greek tragedy but it does in the case of the fall of the
Tsarist regime. Tsarism created Lenin. It produced his father only to destroy his ambitions. It
created the romantic movements for revolution which so influenced and killed Alexander. It will-
fully smashed the opportunities for reform generated by the 1905 Revolution. It was instrumental
in causing the mechanized slaughter known as the First World War. It allowed itself to be
governed by fools and incompetents. But when it did fall, it was not to Lenin and the Bolsheviks
but to Prince L'vov, the Kadets, Mensheviks, Social Revolutionaries, and above all, Kerensky. Had
Lenin so chosen, Kerensky and the new regime almost certainly would have survived. If he had
joined the provisional government, Lenin very probably would eventually have become a senior
minister, if not the prime minister, of a liberal-democratic Russian state. He chose not to. Instead,
the Soviets are only now, under Michail Gorbachev, beginning the process of democratization that
Lenin abrogated in 1917. In order to understand the modern world one must appreciate the conse-
quences of the Bolshevik Revolution. But in order to grasp its causes one must also be able to ac-
count for Lenin and his motivations. Lenin’s importance to history results from the unique role he
played as the catalyst for the Bolshevik Revolution. Nothing in the history of Russia preordained
the rise of the Bolsheviks to power. Lenin was instrumental to its occurrence. '

Adolf Hitler's role in the rise of German right-wing authoritarianism in the form of the
Nazis was somewhat different. Although the rise of the Nazis party was largely the result of his

leadership, Weimar Germany was already heading in the direction of a right-wing dictatorship. Un-
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like Lenin’s role in the rise of the Bolsheviks to power, Hitler was not strictly necessary for Ger-
many to produce an authoritarian regime. What makes Hitler significant is that he is almost the
archetypical case-study of charismatic leader appeal. His influence and rise to power derived from
his seemingly magical capacity to evoke intensc emotional loyalties and political devotion. This
"magical” ability was the consequence of the kind of narcissistic leader and ideal-image hungry fol-
lower relationship discussed in Chapter Five. Hitler possessed the kind of leader personality best
suited to projecting an ideal image. '

But this by itself would have been insufficient had other conditions not existed. the critical
factor that led to the rise of Hitler and the Nazis was the presence of a vast pool of potential fol-
lowers rendered psychologically susceptible to charismatic appeal by the severe social dislocations
brought about by the First World War and its aftermath. This susceptibility was heightened by cer-
tain child-rearing and socialization practices particularly prevalent in Germany. The existence of
this pool provided a priceless political resource 10 Hitler. In order to understand Hitler's rise to
power it is necessary to understand how this pool came into being as a consequence of specific
socioeconomic and political events, and traditional patterns of socialization.

Henry V. Dicks points out the importance of traditional German cultural values and pat-
terns of socialization in creating a heightened susceptibility to authoritarian ideological appeal. He
notes three assumptions underlying posited relationships between ideology and personality struc-
ture: 1) the greater the relationship between the ideology and unfulfilled unconscious needs, the
greater the cathartic effect conversion and attendant sense of relicf, 2) childhood experiences have
a decisive formative impact upcn the personality of the adult; and 3) national culture creates recur-
rent personality types and similar patterns of psychological development through uniformities in
socialization and education.“ His study of 138 German prisoners of war found that "the German
prisoners who held Nazi or near Nazi beliefs and ideology with conviction and fanaticism, had a

personality structure which differed from the norm of German national character in the sense that
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they embodied this structure in more cxaggc(atcd or concentrated form."" Nazism both appealed
to and derived from certain critical features of German culture.

Traditional patterns of socialization stress the inculcation of authoritarian values in family
scttings consisting of remote and often brutal father-figures, and submissive and fearful mothers.”
The child grows up in a family climate of enormous insecurity and doubts of self-worth. At the
same time German youths are socialized to admire harshness and submit only to clearly manifested
strength while holding anything implying softness or femininity in contempt. Two points have to
be recognized. First, the German family inclulcates what Horney referred to as basic anxiety
through the uncertainty and ambiguity surrounding expressions of love. The dourness and aus-
terity of German emotional life results in a psychologically crippling and emptiness within. Second,
given the general climate of harshness, criticality, and self-punishing attitudes running through the
German national character, it is also very difficult for someone socialized within that culture to
develop what Maslow referred to as growth motivation. Their milieu is poisonous towards a self-
actualizing sense of motivation. Rather, they are imbued with a compulsive yet fundamentally in-
sccure and frenetic attitude towards work. They have been socialized to be submissive yet to also
regard submissiveness as "womanly.” The German national character has its roots in the inculca-
tion of deep-seated insecurities resulting in basic anxiety and deficiency motivation. These in-
securitics also make them extremely vulnerable to varying degrees of personality fragmentation and
maladaption in the face cf environmentally induced stress.

The socio-political forces that ultimately facilitated Hitler's's rise to power had their
origins in the unresolved conflicts of Bismarck's Germany. Though the I;on Chancellor had suc-
ceeded in uniiing the Germans under one regime, he did not create social unity. James M. Diehl
describes this period and its consequences:

A less teleological, and probably more accurate description of late Withel-
mine Germany is of an impacted society, composed of militant, mutually hostile,
and rigidly encapsulated social and political blocs, capable of thwarting the ambi-

tions of their opponents, but equally incapable of realizing thejf own. World War |
and Germany's ultimate defeat upset the precarious equipoisc.
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Bismarck's response to the economic dislocations of the 1870s and their i)olitical mmiﬁmﬁons was
to seek the "second founding” of the Reich based upon state-supponcd @t@@hm, the idcntiﬁﬁ-
tion of internal enemies targetted for suppression, and the iniroduction of economic policies
geared towards shoring up the position of groups either belonging to or supportive of the Bis-
marckian regimc."

The Catholics originally targettcd for the Kulmurkampf were replaced in 1878 by Social
Democrats with the passage of the antisacialist laws. The marginal position of the Junker class was
protected with a high grain tariff passed in 1879. During the same period, Bismarck's regime began
introdﬁcing some of the world’s most progressive sacial welfare legislation in order to bleed off
{vorking class support for the Social Democrats. But despite these efforts, the Social Demacrats
continued to gain popular support at an exponential rate while the Junkers and bourgeoisic feuded
over relative preferences in economic policies. The growth of social demacratic mass support in-
duced considerable anxiety among entrenched elite interests who attempted to counter the appeal
of socialist ideas with an increasingly militaristic nationalism. They also sought to build mass-based
organizations, drawing membership from the middle and lower-middle classes, the Mittelstand, as a
counterweight to the Social Democratic Party (SPD), the unions, and working class organizations.
Starting with the Farmer's League in 1893, this Mintelstandpolirk became the mainstay for genera-
ting popular support for state and dominant class interests. The German government sought to
resolve its problems of conflicting economic and social interests through policies centred around
imperialistic overseas colonial expansion (Weltpolitik). At the core of this programme was a mas-
sive naval expansion intended to make Germany a major sea power while winning the enthusiastic
support of German commercial industrial interests. This naval build-up also led tc a major arms
race with Britain, while German colonial intentions added considerable additional friction with
France. This policy moved the two Atlantic counttieq militarily closer to each other. These two
sets of policies, Weltpolitik and Mitelstandpolitik, combined to form Sammiungspolitik, or policy of

concentration.
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But these efforts did not prevent the Social Democrats from again increasing their
strength in the 1903 elections for the Reichstag. The right-wing panic set off a fresh round of ef-
forts to find conservative counterweight organizations. This led to the formation of employer-
controlled unions, rightist youth organizations which provided paramilitary training, grass-roots
clectoral organizations for right-wing parties, and conservative agricultural associations. But again,
in 1912, the Social Democrats significantly increased their support. Though the right had con-
structed a formidable array of anti-socialist organizations, they had failed to halt the continued
growth of socialist popular support or organizational strength. Instead, they had succeeded in
building up a political culture centred on the ideological hostility of class-based mass organizations.
In addition to its history of a ..ass hostility, Wilhelmine Germany bequeathed to the Weimar
Republic a tradition of intensive organizing around ideological and class positions. Further, the
prewar militarization of German society introduced into its politics the habit of thinking in conflic-
tual terms. This permeated all aspects of German society including the left with its highly dis-
ciplined mass organizations. The immediacy of militaristic thinking, even on the left, enhanced the
degree of socio-political polarization. This too was part of the Wilhelmine legacy to its successor.
Despite these grave disadvantages, the Weimar Republic was not born doomed to failure.
The 1918 Revolution offered the left the opportunity to secure a strong foundation for the new
republic. Instead, the leadership of the Social Democrats destroyed the revolutionary support for
both their own party and the new regime. The party leadership was transfixed by a dread of revolu-
tion at least as great as that felt by the privileged vlasses. Thus, when the revolution did come in
November, 1918 the socialist leadership set aboui co-opting the newly formed workers’ and sol-
diers’ soviets while negotiating with the army high command for troops to suppress them.”
Like the provisional government in Russia, the socialist provisional government in Ger-
many was completely unwilling to undertake any significant measures during the critical revolution-
ary period, partially because they were preoccupied by a legalistic need for a constituent assembly

and lacked the political imagination and will necessary to deal effectively with crises beyond the
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scope of embryonic parliamentary democracies. Like their Menshevik and Social Revolutionary
counterparts in Russia, the German Social Democrats frittercd away the opportunitics created by
the revolutionary risings throughout the country to introduce a political order reinforced by the
strong popular support of a significant portion of the population. Instead, they aborted their
chance to endow the new rcpublic with a passionate mass following. The Social Democratic
government allowed and actively assisted the right-wing and reactionary elements to organize the
Freikorps, Civil Guards and a host of other rightist paramilitary groups which put down the
workers’ political organizations by violent means.” Further, their unwillingness to pursue at least
some necessary radical measures alienated the Independent Social Democrats (USPD), who had
split off from the main party during the war over the issue of war credits, as well as significant por-
tions of the main party’s own rank and file. Large numbers from both these groups gradually
shifted left-ward until they merged with the newly formed German Communist Party (KPD). Like
the Russian Mensheviks and Social Revolutionaries, the German Social Democrats had become so
fixated upon the routines and forms of parliamentary government, and the process of iegitimation
through a constituent assembly that they forgot the political necessities of their own as well as pre-
vious revolutionary periods. Both the Mensheviks in Russia and the Social Democrats in Germany
failed to deal with the enemies of the new democratic governments. Both democratic regimes were
overthrown and replaced by totalitarian ones, albeit from opposite extremes.

The Weimar Republic was a period of intense social conflict bordering on civil war. The
failure of the Social Democrats to seek a conclusive victory over the class encmies of mass
democracy left the latter’s capacity to organize and mobilize anti-democratic clements intact. At
the same time, the disunity of the left combined with the marked unwillingness of the Social
Democrats to move beyond parliamentarism when circumstances demanded it resulted in progres-
sive social forces often being victimized by rightist paramilitary groups. The intense hostility felt by
the SPD and the KPD for each other undermined any possibility for sustained cooperation.

Poisoned relations between the two major leftist parties continued right up to the Nazis takeover.
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The failure of the SPD lcadership to appreciate and seize the historic opportunity granted
to them by the risings of November laid the foundations for Hitler’s eventual victory. Had they at
lcast tricd to radically reorganize key elements of German society, specifically the armed forces and
the principal economic trusts, then they would have given the new republic a fighting chance of
survival against the reactionary forces, all of which had been left intact at the foundation of the
Weimar Republic. The major questions unanswered so far concern the character of the forces
which would cither have displaced or taken over the Weimar Republic, and the kind of regime that
would have replaced it. Even though, as time passed, it seemed increasingly probable that the
republic would be followed by some sort of rightist authoritarian regime, nothing could have pre-
dicted what actually came.

Hitler and the Nazis were by no means unique in the immediate post-war cra. Bavaria in
particular was fertile ground for right-wing polémicim and groups, especially after the collapse of
Kurt Eisner’s Bavarian Soviet Republic. Even the ideology that Hitler propounded was in no way
qniquc to them; these ideas had their roots in the pre-war nationalist movements. Nonetheless, the
war had made a number of changes to German society, especially in Bavaria, that facilitated the
rapid growth of groups espousing more militant versions of the pre-war rightist ideologies. Figur-
ing promincntly in this pre-war nationalist ideology had figured prominently "..a virulent anti-
semitism, a blood-and-soil ideology, the notion of a master race, the idea of territorial, acquisition
and settlement in the East. These ideas were embedded in a popular nationalism which was
vigorously anti-modernist, anti-humanist and pscudo-religous.“n Hitler did not invent the Nazis’
ideology. He inherited it from the nationalistic conservative movements created by the reactionary
clements in pre-war Wilhelmine Germany. What the war did do was to politicise significant por-
tions of the German population that had been largely neglected by the previous era of political
conflict.” The war had torn large numbers of young men out of traditional rural as well as urban
communities and militarized their conception of themselves and life in general to such a point that

they were unwilling or unable to "demobilize” psychologically at the end of the war. Instead, they
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joined paramilitary formations and sustained the appearance and style of a highly militarized way of
life. These young and middle-aged men formed the membership of the various privaté. partisan
militias that played such a significant role in the escalation of political violence during life of the
Weimar Republic and helped propel Hitler to power.

Despite these favourable conditions, Hitler and the fortunes of the entire right were
heavily dependent upon the general social and economic climate. There is a tremendous difference
betwcen a strong mass movement and a successful political party. The Nazis were successful in at;
 tracting significant numbers of followers because of their psychological appeal and organizational
acumen. This did not necessarily translate into clectoral support. This can be seen in the vote
tallies recorded for the May and December elections in 1924." In the period between the two elec-
tions, the currency had been stabilized and inflation brought under control, the Dawes Plan cased
reparation burdens, American investment flowed in, the French withdrew from the Rhine and Ger-
many joined the League of Nations under the terms of the Locarno settlement. Both the extreme
left and right had exhausted their attempts to overthrow the Weimar Republic and political
violence had began to abate. The aura of crisis was dissipating and a sense of normalcy was rcturn-
ing to ordinary life. The Social Democrats increased their vote from the May to December elec-
tions by thirty percent to nearly eight million. The Nazis and their rightist allies dropped to under a
million from almost two million just seven months before.

Over the course of the next four years, the right continucd to lose support.' By the 20
May, 1928 election, the Nazis were polling only 810 thousand votes out of thirty-onc million cast
and the rightist Nationalists had dropped to four from six million in the elections between 1924 and
1928. Conversely, the Social Democrats had improved by one and a quarter million to over nine
million voters. But during the interim period, Hitler had built up the Nazi movement from 27,000
at the end of 1925 to 108,000 in 1928 and 178,000 in 1929. The decisive change in the Nazi move-
ments’ fortunes as an electoral party occurred with the Great Depression. As world trade sagged,

German industrial production in 1932 had fallen to half its 1928 level. In a breath-taking leap, the
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Nazi vote tally rocketed to 6,409,000 by the evening of the 14 September, 1930 election. At the
other end, KPD support rose from 3,265,000 to 4,592,000 while the SPD and centrist parties lost a
million voters apiece and the Nationalists fell by two million. The growth in votes occurred along
with that of the organization; by the end of 1930 over a hundred thousand men were enrolled in the
SA and SS alone. Nonetheless, it is vitally important to recognize that the strength of the Nazis as
a movement both preceded and was in many ways necessary for its eventual strength as an electoral
political party.

Weber’s distinction between followers and adherents must be recalled.” The Nazis as a
political party attracted the adherence of a wide range of Germans who were not emotionally in-
volved in the movement. They supported the Nazis for a wide array of reasons, not the least of
which was the appearance the Nazis projected of being able to suppress the Communists and Social
Democrats. This electoral support was won by the Nazis from liberal and agrarian migtelstand
partics whose decline mirrored the Nazis’ rise. But this support was not the core phenomenon.
What was the central feature of Nazism was its charismatic character. As was argued in Chapter
Five, Hitler possessed a destructive narcissistic personality and projected an ideal image absorbed
by idcal hungry followers. What was important was not that the phenomenon occurred but its
scale. In addition to the widespread state of social crisis and class hostility, along with a well estab-
lished tradition of rightist social movements, the war had created two generational cohorts
predisposed towards extremist and authoritarian politics: the generation of military-aged men who
had fought in the war, and the younger group who grew up during the war and iis immediate after-
math. Peter H. Merkl states:

According to the official party statistics, exactly one-third of the Nazis who had

joined by January 1933 were actually veterans. Of the two-thirds who were not, the

vast majority--almost exactly one-half of the total membership--had been ioo young
to serve in the wag, The rest were either too old or had managed to avoid the draft

for other reasons.
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These two cohorts provided the substance to the Nazis movement long before it hegan its rapid
growth in electoral popularity. The eventual success of the Nazis at the polls derived from their al-
ready established success as a mass movement.

The critical experiences for the wartime generation obviously included the war. But in ad-
dition, they also endured the social traumas brought about by the fighting with the left in the im-
mediate post-war era, the Franco-Belgian occupation of the Ruhr, and the heightened polarization
of German society under the Weimar Republic. As Merkl put it, "World War One threw a long
shadow over the first five years of the republic, a field-gray shadow of uniforms and warlike be-
havior in domestic politics which nearly overthrew the Weimar Republic in 1920 and again in
1923*" In his analysis of the Theodore Abel collection of autobiographical essays by Nazis party
members, Merkl finds that the above events were the most significant episodes in the lives of those
old enough to experience them.” The war had created a sense of community and brotherhood
among the soldiers which transcended anything they had experienced before. Thus, when what
passed for peace finally came, many of the veterans were unwilling to surrender the intensely
powerful bonds and instead transferred them to the Freikorps, veterans groups, and eventually to
the various armed militias such as the Nazis’ SA. This cohort showed the greatest degree of al-
legiance towards the rightist ideologies of pre-war Germany and were early supporters of groups
like the Nazis espousing more militant versions in the post-war era.

As important as the wartime generation was to the carly growth and success of the Nazis
in Bavaria and Western Germany, it was the Nazi appeal as a movement to youth that propelled
them into power. The critical importance of youth support to the rise of the Nazis between 1928
and 1933 has already been noted by a number of authors. Peter Loewenberg notes:

The comparative age structure of the Nazi movement also tells a story of
youthful preponderance on the extreme right. According to the Reich’s census of

1933, those 18 to 30 constituted 31.1 percent of the German population. The

proportion of National Socialist party members of this age group rosc from 37.6

percent in 1931 to 42.42 percent a year later, on the eve of power. "The National
Socialist party,’ says sociologist Hans Gerth, "could truthfully boast of being a

‘young party.™
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The key to understanding the rise of rightist movements generally and Hitler's eventual domination
of them through the Nazis lies in perceiving what attracted so many German youths to groups with
such ideologies. These causes were themselves the psychological consequences of wartime and
postwar traumatic experiences. Perhaps the single most important disruption caused by the war
was the withdrawal of fathers from the lives of their young sons.” This had a number of
psychological consequences. First, these children grew up with an often idealized and romantic
view of what their fathers, uncles, and elder brothers were doing and experiencing at the front.
While it is natural that small boys should play "soldier” (at least in that era), this was also the only
way they could gain a sense of identification. Thus, young boys displaced their feelings of love and
need onto a highly militarized conception of their fathers. The absence of fathers and adult men
generally prccludcd the formation of wholesome adolescent masculine identities through direct ob-
servation and role-modelling. So, instead of such identities being formed through familial relation-
ships with mature men, they came into being through the play-acting of young adolescents trying to
create a sense of what their adult relations are like. Given the tendency of virtually all patriarchal
cultures to romanticize hyper-masculinity, especially during wartime, German children and youths
were being exposed to a fundamentally false but seductive image of what men are and ought to be
like. Having absorbed these misleading images, as adult mea to play out their own conduct in ac-
cord with the models they had learned as adolescents.

In addition to the absence of fathers, many children were also deprived of maternal care
and supervision by the necessities of wartime labour shortages.” While this seems less significant
in scope compared to the absence of fathers, it may have had a major impact in terms of creating
jong-standing separation anxicties among the affected boys and adolescents. These, in turn, trans-
late into a general preoccupation with the need for stability and order. Separation anxiety induces
a ncediness for secure ties and bonds. This reinforces the importance: of peer-group ties.

A final major consequence of the war was the widespread experience of hunger among the

German population as a whole and of children in particular.“ As Maslow and others have pointed
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out, severe deprivation at a formative stage can have lasting psychological implications. From the
winter of 1917 through to the final lifting of the wartime blockade on 12 July 1919, famine and mal-
nutrition were constant concerns for the German population. Given the importance of group tics
to feelings of security, it would be only natural for German youth culture of the post-war era to be
characterized by high degrees of group affiliations and bonds. This is preciscly what one finds. To
an almost unbelievable extent, German youth were organized into mass youth organizations
characterized by high degfecs of mysticism, belief in leaders, and feelings of group allcgiancc." In
many ways the role of the adult father had been displaced onto the group and the group leader.
Thus, for the post-war generation, their whole psycbblogical experience geared them towards ready
acceptance of an individual capable of presenting a hyper-masculine and patriarchal persona as
their group leader. This was precisely what Hitler did. |

But beyond his persona, Hitler also possessed certain extraordinary talents which con-
siderably facilitated his ability to induce the formation of charismatic attachments by potential fol-
lowers. Even without Hitler, German youth and men were formed into militarized mass political
movements of both the left and the right. What Hitler provided was the advantage to onc par-
ticular rightist group: the Nazis. Hitler had his start in politics as an operative for the Tolitical
Department of the Reichswehr in Bavaria.® One of the tiny groups he was sent to spy on was the
German Workers’ Party organized by Anton Drexler and Karl Harrer. After considerable ponder-
ing, Hitler joined. Already members were Emst Rochm, future leader of the SA. and Dictrich Eck-
art, Hitler’s mentor and benefactor. Although Harrer was to claim that Hitler was a poor public
speaker,‘7 other acoounts describe his first attempts as masterful and irresistible.” He seemed to
possess an intuitive sensitivity to the emotional temperament and reactions of his audience to
things he said and gestures he made. Hitler's speaking style lacked literary grace or substantive
content. Nonetheless, he was capable of building up waves of emotional responses from the
crowds to which he spokc.. Hitler's technique rested upon a combination of flattery, hate-

mongering, self-adulation, and proclamation of a supreme shared task.” Hitler would relax and win
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over his audiences by praising some special quality they shared in common. This also served to es-
tablish or strengthen their sense of group identity. He would recognize their often abased condi-
tion as being the result of devious conspiracies undertaken by powerful evil groups, such as Jews
and Bolsheviks. Hitler would then engage in progressively more histrionic self-adulation. He
would note his own hardships in order to create a sense of common bonding with the badly off in
the audience and to stress how far he personally had come. He would cast a heroic image of him-
self they could identify with and turn to for guidance, comfort and leadership. He would then
proclaim the sacred destiny of Germany under his leadership and demand his listeners’ support and
allegiance. Hitler possessed a genuine artistic genius when it came to manipulating crowds with
words and staging. He used his capacity to sensc audience reaction and staging. He used his
capacity to sense audience reaction to guide and lead him through his speeches, thereby enabling
him to create and direct the ecstatic crowd resporses so typical of Nazi rallies and meetings.”

This capacity to read and manipulatc emotions was also in evidence in his dealings with
individuals.” He was also capable of remarkable displays of acting ability. Ronald E. Riggio
describes a set of traits including expressivity, sensitivity, and self-control which Hitler had
developed to exceptional degrces.” In addition, he was also a "high self-monitorer: which means
that he maintained a continuous awareness of himself in his situational context and a sense of what
was appropriate behavior under the circumstances, given his intentions.” Hitler also resorted to
constant use of flattery and his own version of the "Johnson Treatment" of which his own behavior
was a more extreme, and effective, variation. Hitler possessed and constantly used his insight into
the vanities and psychological inadequacies of others as the basis for manipulating them into agree-
ment, cooperation and subordinate positions. This talent enabled him to obtain the sycophantic
loyalty of his immediate entourage. [t also allowed him to manipulate Daladier, Chamberlain and
possibly Stalin into profoundly disadvantageous diplomatic agreements, as the world was'latcr to

discover.
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The history of the Weimar Republic strongly suggests that some form of rightist
authoritarian group would have come to power &cntually. Though this is obviously not a certain
claim, politicians like Franz von Papen and others were clearly seeking a new political order con-
siderably further to the right of the Weimar Republic. But given this, there is a significant dif-
ference between a rightist authoritarian government and the Nazis. Despite the massive repression
that characterized both Franco's Spain and Mussolini's Italy, neither introduced the kind of
genocidal practices that marked the Nazis, nor did any of the rightist governments in Europe at
that time exhibit the same kind of territorial aggressiveness that Germany displayed. While it
seems highly probable that the Germans would have sought revisions to the Veusailles Treaty, the
assumption that they would have pursued a policy of global war is untenable. Even though some
measure of repression would almost certainly have followed a clear rightist victory, there is no
reason for belicving that it would have had the gas chambers and concentration camps of the Nazis.
In the absence of Hitler, the rightist forces would have lacked a central focus and a powerful com-
municator their ideology. It would almost certainly not have reflected the almost demonic qualities
which Hitler imparted first to the right and then to all of Germany once it came under his leader-
ship.

Most historians stress the impact of Hitler’s charisma upon Germany after he came to
power. But it was his charisma that first enabled him to rise out of the fervid political mass of
post-war Munich in the first place. Whereas Lenin had used opportunities to create an event that
without him would never have happened, Hitier used his opportunities to take advantage of
general currents heading in the direction he wished to go. Though Hitler undertook a considerable
array of actions which further undermined the Weimar Republic, for the most part he was exploit-
ing strong tendencics which already exi::cd. The final crises of the Weimar Republic, including the
clashed between rightist paramilitary groups and their adversaries, could well have occurred under
a different group of rightist politicians. But Hitler was instrumental.y nece:-sary for the rise of the

Nazis and their parsicularly virulent form of mystical nationalism. Hitler created the Nazis move-
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ment and was responsible for its growth and popularity. He led it to prominence even though
other rightist organizations like the Staklhelm were already popular and in place at the outset.
Hitler's genius for propaganda, organization, and fund-raising gave the Nazi movement the crucial
advantages to rise above its other rightist rivals. Unlike Lenin, Hitler was not pivotal in securing
victory for his ideological bloc. But like Lenin, he was responsible for ensuring that his particular
organization prevailed over all the others.

The full implications of Hitler's personal victory were not felt until after the passage of the
Enabling Act on 23 March 1933." Thereafter, Hitler was absolute dictator and quickly set about
using his powers to eliminate the existing social institutions which might have impeded or opposed
his rule. State governments were replaced with Reich governors, the leftist parties were sup-
pressed while the rightist ones dissolved themselves. The mighty German labour unions were given
a tremendous May Day celebration by the new state and then hammered out of existence the very
next day with arrests, occupations and confiscations of union assets. The anti-semitic terror had
been unleashed the previous month on April Fool's Day with a national boycott of Jewish estab-
lishments, mass beatings and intimidation. Though the Hitlerian regime was firmly in place, one bit
of internal party business still had to be tidied up: The SA. and the left Nazis had to be destroyed.
Once this had been accomplished on "the Night of the Long Knives,” Hitler was left absolute dic-
tator and the process of nazification of German society began in earnest.

This too had profound psychological consequences. The restabilization of German society
was achieved concomitant with the systematic victimization of significant out-groups, most notably
Jews and socialists. G. W. Allport, J. S. Bruner and E. M. Jandorf discuss the psychological impact
of Hitler’s rise to powcr.“ The authors examined the retrospective biographies of ninety subjects
discussing changes induced by the Nazi Revolution. This group was 67.7% Jewish, and 72%
belonged to either the upper middle class, middle class or intelligentsia. As may be expected, their
view of the Nazi Revolution stands in sharp contrast to Merk!'s Nazi party members. Nonetheless,

their cxperiences highlight a number of critical points. First, even though the authors found
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remarkable stability over time in basic character traits, they noted that the subjects underwent
sharp changes in attitudes and behavior. These attitudes both reflected and intensificd thc
polarization of political sentiment either for or against the Nazis. Second, they failed in their at-
tempt to fit their data to the aggression-frustration model even when heavily modifies. Strikingly,
their findings of passive resignation and withdrawal are precisely thase predicted by Seligman's
theory.” Finally, the data reflects the often forlorn attempts of subjects to adjust to the new cir-
cumstances in some fashion that sustained the illusions of normalcy. But, unlike the potential
Nazis, these individuals had neither leader nor movement - only death or flight.

The Nazis are virtually the archetype of a charismatic movement just as Hitler is that of a
charismatic leader. His written or spoken word was taken as possessing the force of law with the
power to immediately cancel out any statutes or court decisions.” His psychological hold upon his
immediate circle of followers was mesmeric. Even though factionalism was endemic within the
Nazi movement, no faction or other leader successfully resisted Hitler nor even sought to when he
turned against them." The key to Hitler's strategy of winning power was his use of his charismatic
abilities to disseminate a personalistic organization-building ideology with himself as the group
leader. From the outset, he secured complete control for himself over all decision-making and
executive functions so that he became a combination of absolute dictator and high pricst.“ The
entire Nazi organizational system was based upon a linear hierarchy of absolute personal allegiance
and dependence of subordinates upon superiors. He made masterful use of rituals and symbols to
create a sense of internal shared identity and, like Lenin, reinforced this by polarizing feelings
against some designated out-group. Continuous activity within the movement and conflict with
others outside reinforced these comradely bonds. He manipulated wealthy individuals and the rich
as a class in order to get resources for the movement. This combination of devoted following,
thorough organization and resources provided Hitler with the springboard from which to leap into

positions of state power.
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Hitler's greatest asset in his dealings with rightist allics was their desire to believe that
whiat he said to them was somchow more truthful than what he said to his own supporters; that

| though he lied, he would not lic to them. The resilient belicf among rightists within and outside
Germany that an accommodation could be reached with Hitler rested upon viewing him as bel-
licose but cssentiaily a bluff-maker. They had confused Hitler with Bismarck. Hitler used his un-
canny ability to facilitate false impressions to pacify his opponents until he was ready to strike. He
}was a master of manipulating uthers’ wishful thinking. What made him dangerous was not simply
his ability to lie well but his even more important talent for encouraging others to believe their own
self-deceptions. Hitler combined his genius for psychological insight and manipulation with his
talent for organization building to move him step by methodical siep out of basement meeting
rooms suitable for a tiny party to the assembly halls of a mass movement and eventually into the
cabinet rooms of a major world power.

Both Lenin and Hitler were master practitioners of a new form of political warfare: or-
ganizational conquest. Lenin pioneered the techniques of party-bureaucratic organization in the
context of a revolutionary movement. He created for Marxism a sharp sword by forging his or-
ganization along bureaucratic principles. His genius lay in the adroit use he put this weapon to in
1917. Hitler pioneered the fusion of mystical evangelism and a medieval conception of fealty and
allegiance with paramilitary organization under the absolute authority of the Leader, or
Fuhrerprinzip.u Through their respective innovations, both created radically different kinds of or-
ganizations bascd upon virtually opposite principles which nonetheless succeeded in reshaping
their countries and the world in ways that would have been impossible had they, the Bolshevik and
Nazi parties, not existed. Neither leader nor group created the essential conditions within which
they worked but both transformed them into opportunities through which they were able to win
power and substantially achieve their grand designs.

The histories of the Bolshevik revolution and the rise of the Nazis to power dramatize the

interdependent relationship between the exceptional leaders of well organized movements and the
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times of crisis during which they manifest their talents. Neither Lenin nor Hitler could have
achieved his histcrical project hiad broader social forces not created the conditions necessary for his
success. It was the absence of adequate or effective reformist leadership during stable times that al-
towed conditions to arise under the pressures of crisis that allowed them to seize power. Neither
overthrew an established regime. Necessary preconditions the for successful overthrow of liberal-
demacratic regimes by extremist seizures of power are the absence of strong institutions, well cs-
tablished elites favourably diSposed towards the order, supportive mass organizations, loyal military
and police forces, and a unified leadership willing to undertake decisive measures in defense of the
regime. Both struck at newly founded and still tentative liberul-democratic regimes arising in
societies lacking suitable political traditions. The two slaughtered the political ecjuivalem of un-
guarded infants. Given these, the histories of the two periods stresses the crucial role of leaders.

Neither the Bolsheviks nor the Nazis would have existed as significant parties without
Lenin and Hitler, respectively. Both understood the crucial role and use of ideology and
propaganda as means of attracting popular support to their own movements while undermining
their opponents. Each possessed exceptional skills essential to the ultimate success of both groups.
Both had the will and personality necessary for establishing and exerting psychological control over
others. Each played a crucial and indispensable role in the winning of power for himself and his
movement. Had cither not been present at his respective juncture in history, or had behaved dif-
ferently, then the modern world would be dramatically different. It is this that established the im-
portance of the leader’s personality as a crucial variable in the outcome of tra‘nsformativc social
crises. This is the reason why the study of leadership and the psychological foundaiions of leader-

follower relationships is so essential to understanding the processes of social change and politics

generally.
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CONCLUSION

Despite the sclf-evident benefits of specialization and a narrow research focus, there are
significant attendant draw-backs. One of these is an inability to easily perceive the explanatory
linkages between different areas of study and a single but highly complex phenomenon. The case
of charisma exemplifies this poini. Any adequate account of it must bring together theories and
findings crossing over a wide range of specialized ficlds. This thesis had attempted to do so. Tt
began in Chapter One began with a review of general theorics of leadership followed in Chapter
Two with an examination of the major psychological explanations for human motivation. Chapter
Three examined leader motivation and its roots in greater detail while Chapter Four looked at the
various leader personality types said to characterize leaders and resulting from the different
motivational patterns.  Chapter Five focussed on explaining charismatic attachment as a
psychological phenomenon occurring primarily in the minds of followers but often facilitated by
particular kinds of leaders. Chapter Six reviewed the dominant theories of social change emphasiz-
ing their interrelationships and the importance to them of Icadership as a social phenomenon. The
last chapter provided case-studies on two particular but very different kinds of charismatic lcaders.
This thesis presents an account of charisma in which it tries to intcgrate different peychological and
sociological theories in order to create an integrated understanding of the phenomenon.

Perhaps the most important contribution this work makes to the field is that it has shown
the explanatory value of integrating different approaches to the study of leadership. The current
absence of a guiding paradigm is the single greatest obstacle facing any student of leadcrship. As
pointed out in the introduction, leadership can be understood as & kind of interpersonal relation-
ship and as a set of functions operating within the context of organized groups. The first addresses
what leadership is while the sccond seeks to explain why it occurs. In the former case, leadership is
understood as a psychological relationship between two or more individuals forming a group where

one exerts a disproportionate amount of influence over the actions and thinking of the others. The
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latter focusses upon the roles, functions and characteristics of effective group or organizational
lcadership. These kinds of studies dominate the field of leadership. In a very important sense, the
study of political leadership is simply organizational leadership within a specific institutional con-
text. In the Western polyarchies, it is one of electoral parties and legislative assemblies. In the
Soviet Union and other communist countries, it is that of the one-party state. Developing societics
have their own varied structures.  Organizational Norms and mores mediate leader-follower
rclationships occurring within institutional contexts. This perspective readily explains the behavior
of most politicians operating within stable institutional frameworks. Even societies marked by
relatively high levels of political instability may still be governed by stable expectations of behavior
if the recurrent crises follow a consistent pattern. The difficulty with this view is that it fails to ex-
plain how leadership operates when the institutional framework itself has fallen apart. This is why
an account of charisma is essential to any comprehensive explanation of leadership.

The domination of modern political science by macro-societal explanations has led to a
systematic under-valuation of the role of individuals in generating political outcomes. This reduc-
tionist strategy is largely justified by the rule-bound and customary behavior of most political actors
as o result of institutional selection and socialization. The progressive rationalization and for-
malization of political life through legislation, the growth of institutionalized relationships between
groups and burcaucracies, and the use of social scientific marketing technologies all serve to
diminish the importance of personality in all but the most senior institutional office-holders. It is
possible for a highly organized institutional order to compensate for weak or inadequate leadership
at the very top. Most bourgeois polyarchies and communist oligarchies possess this capacity, as at-
tested to by the tenures of Richard Nixon during the Watergate crisis, Ronald Reagan throughout
most of his presidency, the latter years of Leonid Brezhnev, Yuri Andropov and his successor
Konstantin Chernenko. Though both these kinds of regimes certainly benefit from popular and
competent leaders, they are less dependent upon the individual abilities of their regimes’ rulers

than more personalistic orders such as the old autocratic monarchies. This capacity to limit the ad-
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verse consequences of inadequate or poor leadership is one of the major advantages possessed by
institutional regimes competing against personalistic ones.

So long as the structures of a regime are able to adapt effectively to their environment,
leaders will remain subject to and constrained by institutional roles and expectations. It is the de-
gree of environmental volatility that determines the extent of an institution's dependency upon the
personal qualities of its elite members. When the environment has become so volatile that the in-
stitutional order can no longer adapt or has collapsed, the personal qualities of leaders become
paramount in determining how the remaining or newly created social groups respond to the state
of crisis. Leaders who may have been excellent under normal circumstances, like Kerensky, are of-
ten shoved aside by ones who could not have prevailed against strong institutiona! regimes but can
succeed in winning power in the midst of a crisis. Some of these, like Lenin, also succeed in con-
solidating power and founding new institutional orders. The qualities possessed by these kinds of
leaders fit those specified by Weber as falling under the rubric "charisma.”

Two important points must be remembered. First, there is no guarantee that a person
with such capacities will arise and prove successful in dealing with the substantive causes of the
crisis. The ability to appeal crowds or large masses for support does not imply an ability to solve
substantive problems. Crises do not always generate leaders able to resolve them effectively.
Second, the very psychological qualities that make a person a potentially charismatic leader under
crisis conditions may act to handicap or preclude her or him from achieving positions of authority
and power under normal circumstances. Clearly, this limitation does not apply to individuals like
Roosevelt but it does point to the difficulties likely to be experienced by a Hiticr were hic to at-
tempt to win supporters in a generally well contented society. The occurrence of a crisis in no way
cnsures the presence of an exceptional leader. Similarly, possession of remarkabl: r-iiniz snd
motivation also does not guarantee elevation to power positions if conditions are unfavouiioic.

Stable social organization provides two important quaiities which make them invaluable to

human beings. First, they convey a set of shared expectations which serve to facilitate and coor-

.
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dinate cooperative behavior. Sccond, they provide a material context within which these behaviors
can occur. When socictics begin to break down, even the simplest and most basic of needs become
cxtremely difficult to meet. These conditions give rise to feelings of intense anxiety and disorienta-
tion. People suffering from these feclings are inordinately susceptible to domination or influence
by others who offer clear directions and a coherent worldview. But the capacity to convey such
dircctions and views is itself rooted in certain psychological predispositions which may precede or
occur as a consequence of the state of crisis.

Unlike organizational leadership, revolutionary charismatic leadership provides both a
new value system as well as a new organizational context through which to coordinate social
cooperation. The charismatic leader differs from the organizational one in that he or she possesses
a value system and "right to obedience” independent of the existing or prior authority structure. It
was 1o this autonomous sense of authority that Weber alluded in his reference o the leader’s self-
perceived calling. The charismatic leader appeals directly to the same foundational beliefs that un-
dergird the organizational structure. This capacity to evoke a society’s rrimary values underlies the
charismatic leader’s capacity to repair a damaged authority structure or facilitate the introduction
of a ncw one. Successful charismatic leadership provides the foundational beliefs and organiza-
tional structure around which a new institutional order can grow. Ideology, charismatic legitimacy
and burcaucratic routinization transform revolutionary charismatic regimes into institutionalized
dominant power structures. Revolutionary charismatic domination is the embryo out of which
both the traditional and legal-rational varieties of authority emerge.

This work also implies answers to questions which have not been formally asked. For ex-
ample, an obvious extension of the concluding chapter would be to reformist charismatic leaders
such as Gandhi and Rooscvelt. From there it would be only natural to examine the bases for
popularity of politicians operating under normal circumstances and compare how these differ from
thosc of charismatic leaders operating under crisis conditions. The chapters on leader motivation

can serve usefully as the tasks for understanding the behavior of politicians rising up the institu-
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tional hierarchies of different societics. This kind of analysis would point to similarities and dif-
ferences in leader selection based upon the degree of congruence of personality-types, institutional-
ized roles and the political system.

This thesis also emphasized the importance of studying follower motivations as 3 critical
factor ir explaining the rise and degree of success of different leaders and groups. Although politi-
cal and organizational activists have been a major focus of research, there is virtually no work
geared towards explaining why some individuals develop intense emotional attachments to par-
ticular causes, organizations, ideologies or personalitics. But such people invariably constitute the
"hard-core” of virtually all movements and parties regardless of whether or not they achieve politi-
cal significance. The fact that these kinds of individuals often seem to gain attention as a result of
some type of aberrant religious behavior disguised their presence in and importance to all sorts of
social organizations. Intense commitment to a cause, organization, ideology or another person is
not necessarily indicative of psychopathology. But it is also different from the behavior implied by
assumptions of rational self-interest. Much of political science simply presumes that political ac-
tivists act out of some form of "need gratification" without actually exploring what these necds are,
how they maybe gratified and what consequences will be experienced by the political system as a
result of such behavior. Insufficient attention has been paid to the different bases for political ac-
tivism and the kinds of behavior they promoie.

A point hinted at in the thesis but not pursued relates to how motivations affect the
individual’s predisposition to develop particular politically relevant skills which then become criti-
cal to defining her or his leader style. The question of skill as a result of personality development
and motivation has been insufficiently explored in the litcrature. As for studying actual lcaders
facing historically significant problems, this thesis has pointed to the importance of personality as a
critical factor governing their abilities and inabilities. Unfortunately, the psychobiographical litera-
ture shows a marked predisposition for concentrating upon those lcaders who display aberrant or

psychopathological behavior. It is just as important to know how someone as psychologically heal-
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thy as Roosevelt could achieve great accomplishments as it is to understand the mind of Hitler.
One of the strengths of this thesis is that it has gone beyond the traditioral Freudian explanations
1o look at the more modern and sophisticated accounts deriving from a broad spectrum of ap-
proaches. The failure to apply the new and sophisticated psychological theories to the study of
political leadership is perhaps the greatest failing of political psychology. So much of the work in
this ficld seems mired in controversies or questions settled or superseded decades earlier in the
main discipline of psychology. This is the principal reason for the its often appalling lack of con-
ceptual sophistication. These all represent areas of necessary further work highlighted by this
thesis.

In addressing its core questions, this thesis has sought to go beyond the narrow boundaries
of specific sub-disciplines and approach the topic with a comprehensive perspective because of the
disjointed nature of rescarch in the various fields involved in the study of leadership and related
phenomena. It has sought to explain charismatic leadership by integrating work done in diverse
arcas. This was necessary because the partial or limited focus approaches which dominate the. field
do not cxplain more than the simpl..:: components of leadership as a psycho-social phenomeron.
If this work has shown the value of integrating theories and research findings from a wide range of

disciplines, then it has at least partially fulfilled its raison d'etre.
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