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Leadership 1980s Style

Yesterday’s iron-handed leader has been
replaced by a new breed of leader who rules

by consensus, bowing to a stronger new
membership. But leaders are carving a new
niche for themselves, mainly through fund-raising

efforts for their caucuses.

By Pat Wunnicke and
Sharon Randall

[/ hen | was speaker, |
was speaker,” said
Solomon Blatt in the

disarmingly dulcet tones of South
Carolina, shortly before he died. “I
ruled according to the dictates of my
conscience and the rules of the
House—and some said, with an iron
hand. My interpretation might have
been questioned, but my interpretation
prevalled. | was never overruled.”

At the time of his death in May, the
91-year-old state representative was
running unopposed for re-election. He
had been a lawmaker for 63 years.

Much has changed in the days since
Blatt’s iron-handed leadership. Lead-
ers no longer command the rigorous
control he maintained. Problems are
more complex, sessions are longer,
computers are omnipresent, more
staff is available to members and com-
mittees, and campaigns are more
expensive. All these changes, and
others, have affected the leadership
role.

Today's leader is more apt to
manage issues and conflict and try to
produce a consensus; more likely to
be concemned about legislative pro-
grams and questions that need to be
resolved. Today's leader is more
challenged, under more pressure. “it's
more difficult to exercise leadership
today,” says Alan Rosenthal, director
of the Eagleton Institute and a politi-
cal science professor at Ruigers
University in New Brunswick, N.J.
There are greater demands on today’s
leader, who “seems to cover the
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waterfront,” according to Rosenthal.
He finds the strength of today’s leader
in the ability to “put it all together, hold
it together, and let the legislative pro-
gram go through.”

The emerging style of leadership is
characterized by the leader who builds
a team and who works to get col-
leagues involved, Rosenthal says. “It
is no longer possible for a single per-
son to lead the body.”

Speaker Ben Cardin of Maryland,
who has held his position for seven
years, is this new kind of leader,
Rosenthal maintains. He's a leader
who “divvies up the action,” who com-
mands less total loyalty, but who
works to build consensus by bringing
the members together as a team rather
than using “carrots and sticks.”

Leaders in Indiana and Oregon have
also moved toward consensus leader-
ship. In Indiana, for example, although
the House rules give total control to
the speaker, “we don’t operate that
way,” says Speaker J. Roberts Dailey.
He uses consensus management,
meeting regularly with the majority
leader, the majority caucus leader, the
whip, the pro tem and the chairman of
the Ways and Means Committee—the
members of his “kitchen cabinet.”
“Democrats will tell you that I'm par-
tisan, but fair,” he says.

Oregon Speaker Vera Katz also
views her leadership role primarily as
that of manager, seeing to it that the
legislature does its business efficient-
ly and reasonably. She tends to be
less partisan than many of her
predecessors, she says, admitting that
that is possible only in an atmosphere
that is not highly charged politically.
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Fund and the House leader has a
Speaker's Fund.

Rosenthal found in a 1984 siudy
that “even where leaders do not raise
money and allocate funds themselves,
they help their party’s candidates in
other ways: by singing their praises at
dinners, receptions and barbecues, as
in North Carolina; by attending fund-
raisers and writing letters, as in
Maryland; and even by door-to-door
campaigning in targeted districts, as in
|°wa.h

ties have let legislative candi-

dates fend for themselves. He
believes the idea of winning and keep-
ing a partisan majority in a legislative
body is a rather sophisticated goal that
is more appealing in the abstract.
“People may give money to elect the
local hero, but getting money to ‘keep
the majority” is a litile tougher,” he
states.

So Loftus has become a fund-raiser
for his caucus—a new role he thinks
is becoming typical of leaders in many
states.

Loftus reports that in 1984, his
Assembly campaign committee raised
about $150,000 to help Democrats
running in marginal seats. In most
cases committee members recruited
the candidate and provided training
through campaign schools. They also
provide personnel and logistical sup-
port, issue papers, press releases,
speakers for fund-raisers, fund-raisers
themselves and phone banks.

“We pay for the recount if it’s a close
race; we pay for the lawyer if it goes
to court. If they have kids, we pay for
the babysitter,” he says.

“The safe incumbent doesn’t get a
dime from us—we fund the incumbent
or challenger in disfricts where there
is a chance. Our only test is that our
candidate is in a winnable seat and is
breathing, and those two requirements
are in order of importance. We know
if they make it, they will vote with the
Democrats to organize, and that's the
goal we care about.”

Florida House Majority Leader Jon
Mills says he, too, is raising funds for
his colleagues. He says races are now
more competitive since Florida has

I oftus contends that political par-

Minnesota Senate Majority Leader
Roger D. Moe

become a stronger two-party state,
and the leadership therefore has an
obligation and incentive to hold onto
the majority in the Legislature.

in Oregon, Speaker Katz says that
traditionally neither the speaker nor the
Senate president made an effort to
raise funds for their party colleagues.
That responsibility usually was
delegated to the majority office. It’s
different this session. They are both
out raising money.

*Oregon has been targeted by the
Republican Party as a state where
they can make a difference in electing
members to Congress in 1990 and
there is a real effort in those states
where Republicans think they can
change the complexion of the legisla-
ture,” she says. “And because of that
target—because of Senator Pack-
wood’s huge campaign chest, his
promises to the Republican Party to
finance legislative campaigns—we
have made a real effort in terms of rais-
ing money. It's still relatively small
potatoes, but it’s the first time such an
effort has been made.”

For Minnesota’s Moe, like many
other majority leaders these days,
making sure his party stays in the
majority is his primary responsibility.
Although this is nothing new for Min-
nesota, he says the operation has
changed a lot. “In my first campaign,”

he says, "l think | got a couple of
hundred dollars from the majority
leader. That was in 1970. This year,
for some of our candidates that we
think have a shot at winning, we’'ll give
the maximum amount to them, which
I think is $7,500. Not only that, we’ll
do polling for them, we'll have all the
issues analyzed and we’ll have semi-
nars on how to run a campaign—from
how you dress to what we perceive
the issues to be. Their voter lists will
be computerized, mailings targeted—
that’s what you have to do these days.

“It takes a lot of time, but when you
look at what’s at stake, it's worth it. I'm
smart enough to know that I'm going
to be signing the checks, and when
the checks go out with the note signed
by me, ‘Good luck; hope this helps,’
it goes without saying you hope they
remember the help when it comes time
to organize.”

Just the suggestion of actively rais-
ing funds for his caucus alarms
Indiana’s Dailey. “I've heard how some
speakers in other siates play the
game,” he says. "I've seen them on
public television or on the public
podium, and there’s no way we're go-
ing to operate that way. The press
would simply skin us alive if we per-
formed that way in Indiana. And more
important, it means that if you're going
to play that kind of game, you must be
in a position to defiver what you're sell-
ing. We're not, and we don't want the
control it takes to deliver.”

The campaign committee for the
majority party in the Indiana House will
raise substantially less than $50,000
per year to spend in election efforts,
Dailey explains.

As Dailey's remarks about fund rais-
ing prove, hardly any statement about
legislative leadership is universal
because the legislatures and the
states are so diverse. Perhaps Blatt's
comment—"We need strong men with
the courage to do right'—is the only
generalization that is true.

What is right is a litle harder to pin
down. Perhaps Walter Lipmann was
close when he wrote in 1945, “The
genius of a good leader is to leave
behind a situation which common
sense, without the grace of genius,
can deal with successfully.”
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