
        
            
                
            
        

    
Leading Teams with Integrity

Advice from Leadership Experts (Collection)

Stedman Graham
Ken Blanchard
Jon M. Huntsman
Doug Lennick
Fred Kiel


Contents

Identity: Your Passport to Success

Foreword by John C. Maxwell

Introduction

The connection between knowing who you are and success • How to think of your identity as your personal brand • The greatest gift somebody can get as a human being • If you don’t have a strong identity, you don’t have a choice

Chapter 1: You Have a Choice

Living with a race-based consciousness • The first step to freedom • Why you need a process for becoming successful • Getting the gift of choice • Taking a deep, hard look at yourself

Chapter 2: Knowing Yourself Should Be Easy. It Isn’t. Why Is That?

Are you letting everybody but you decide who you are or should be? • Who do you see when you look in the mirror? • Write a ten-word want ad for yourself • How to become more attractive to others

Chapter 3: What Do Your Personal Values Have to Do with Your Identity?

The correlation between your identity and how people relate to you • Why growing up disadvantaged can give you strength • Being different can make you more interesting • How a willingness to change makes you gifted and successful

Chapter 4: Can Your Attitude Affect Identity?

Why it’s your decision to be who you are • From college drop-out to #1 entrepreneur under 30 • mophie, kluster, and quirky—Profile in Success

Chapter 5: Can People’s Identity Change?

To be successful in any of the roles you take on in your life, you have to fill the role with the spirit of your real self, your passion, and your values • Steve Jobs—Profile in Success • Don’t let the noise of others’ opinions drown out your own inner voice

Chapter 6: Do You Transform Your Own Identity? Or Is It Owning Your Identity That Transforms Your Life?

How you always have options and sometimes don’t know it • What matters to you can change over time • How your identity evolves • Why when you bring value to the world around you, you feel good about yourself—you feel successful

Chapter 7: When Identity Must Deal with a Life Crisis

Whether change is planned or unplanned, there’s always opportunity for you to prepare for it • How to identify the values that bring out the best in you and live by them • Why, when you are not moving forward, you’re not even standing still; you’re really going backward

Chapter 8: Friendship, Teamwork, and Your Identity

Why you will find it’s good for you to be around people who have the same values as you • If you have a dream, you need a team • How the people with whom you connect as you strive toward your success can help you, or can get in your way

Chapter 9: Persistence and Your Identity

Come to think of yourself as a work of art in progress • Body by Jake—Profile in Success of a fitness guru • Why you’ve got to have mentors to hang out with who are winners • What to do when people bet against you • How it’s about being loyal to your values and your vision

Chapter 10: Adjustments and Tune-ups for Your Identity

The Wizard of Oz and You • Why the successful person makes a habit of doing what the failing person doesn’t like to do • How it happens that as you become clear about who you are and show it to the world, opportunities for success will start to find you

Chapter 11: Bringing It All Together—Committing to Your Vision

The irony of commitment is that it’s deeply liberating—in work, in play, in love • Lessons in success and transformation from a North Vietnam prisoner-of-war camp • Your Nine-Step Success Process

Afterword by Stephen R. Covey

Leading at a Higher Level: Revised and Expanded Edition Blanchard on Leadership and Creating High Performing Organizations

Introduction: Leading at a Higher Level by Ken Blanchard

SECTION I: SET YOUR SIGHTS ON THE RIGHT TARGET AND VISION

CHAPTER 1 IS YOUR ORGANIZATION HIGH PERFORMING?

Don Carew, Fay Kandarian, Eunice Parisi-Carew, Jesse Stoner, and Ken Blanchard

The Right Target: The Triple Bottom Line

A High Performing Organization SCORES Every Time

The HPO SCORES Model

The HPO SCORES Quiz

CHAPTER 2 THE POWER OF VISION

Jesse Stoner, Ken Blanchard, and Drea Zigarmi

The Importance of Vision

Effective Versus Ineffective Vision Statements

Creating a Vision That Really Works

A Compelling Vision Creates a Culture of Greatness

Vision Is the Place to Start

Make Your Vision a Reality

Vision and Leadership

SECTION II: TREAT YOUR CUSTOMERS RIGHT

CHAPTER 3 SERVING CUSTOMERS AT A HIGHER LEVEL

Ken Blanchard, Kathy Cuff, Vicki Halsey, and Jesse Stoner

Getting Legendary SCORES from Your Customers

Creating Legendary Service

Serving Customers at a Higher Level

Deliver Your Ideal Customer Service Experience

Permitting People to Soar

Wallowing in a Duck Pond

Give Your People Wings

Creating Legendary Service Requires Gung Ho People

SECTION III: TREAT YOUR PEOPLE RIGHT

CHAPTER 4 EMPOWERMENT IS THE KEY

Alan Randolph and Ken Blanchard

What Is Empowerment?

The Power of Empowerment

How Past History Blocks Change to Empowerment

Tapping People’s Potential: A Real-World Example

Learning the Language of Empowerment

The Three Keys to Empowerment

CHAPTER 5 SITUATIONAL LEADERSHIP® II: THE INTEGRATING CONCEPT

The Founding Associates

Matching Leadership Style to Development Level

Development Level Varies from Goal to Goal and Task to Task

The Importance of Meeting People Where They Are

The Three Skills of a Situational Leader

Effective Leadership Is a Transformational Journey

CHAPTER 6 SELF LEADERSHIP: THE POWER BEHIND EMPOWERMENT

Susan Fowler, Ken Blanchard and Laurence Hawkins

Creating an Empowered Workforce

Creating Self Leaders Through Individual Learning

The Three Skills of a Self Leader

CHAPTER 7 PARTNERING FOR PERFORMANCE

Fred Finch and Ken Blanchard

Establishing an Effective Performance Management System

Partnering and the Performance Management System

Partnering as an Informal Performance Management System

CHAPTER 8 ESSENTIAL SKILLS FOR PARTNERING FOR PERFORMANCE: THE ONE MINUTE MANAGER®

Ken Blanchard and Fred Finch

One Minute Goal Setting

One Minute Praisings

Reprimanding Versus Redirection

The Fourth Secret of the One Minute Manager

CHAPTER 9 COACHING: A KEY COMPETENCY FOR LEADERSHIP DEVELOPMENT

Linda Miller and Madeleine Homan Blanchard

Definition of Coaching

Five Applications of Coaching

CHAPTER 10 SITUATIONAL TEAM LEADERSHIP

Don Carew, Eunice Parisi-Carew, Lael Good, and Ken Blanchard

Why Teams?

Why Teams Fail

Five Steps to High Performing Teams

The Miracle of Teamwork

CHAPTER 11 ORGANIZATIONAL LEADERSHIP

Pat Zigarmi, Judd Hoekstra, Ken Blanchard, and Drea Zigarmi

The Importance of Managing Change

Why Is Organizational Change So Complicated?

When Is Change Necessary?

Change Gets Derailed or Fails for Predictable Reasons

Focus on Managing the Journey

Surfacing and Addressing People’s Concerns

Organizational Leadership Behaviors

Involvement and Influence in Planning the Change

CHAPTER 12 STRATEGIES FOR LEADING A CHANGE

Pat Zigarmi and Judd Hoekstra

Nine Change Leadership Strategies

CHAPTER 13 MANAGING A SUCCESSFUL CULTURE TRANSFORMATION

Garry Demarest, Chris Edmonds, and Bob Glaser

Gung Ho!: A Starting Point

Culture by Default, Not by Design

Senior Leaders Are Skeptical about Culture

The Importance of a Compelling Vision

From Gung Ho! to a Proven Cultural Transformation

Managing a Successful Cultural Transformation

Critical Success Factors for Cultural Transformation

SECTION IV: HAVE THE RIGHT KIND OF LEADERSHIP

CHAPTER 14 SERVANT LEADERSHIP

Ken Blanchard, Scott Blanchard, and Drea Zigarmi

What Is Servant Leadership?

Applying Servant Leadership

Great Leaders Encourage Their People to Bring Their Brains to Work

What Impacts Performance the Most?

Being a Servant Leader Is a Question of the Heart

Driven Versus Called Leaders

The Plight of the Ego

What Servant Leaders Do

Servant Leadership: A Mandate or a Choice

CHAPTER 15 DETERMINING YOUR LEADERSHIP POINT OF VIEW

Ken Blanchard, Margie Blanchard, and Pat Zigarmi

Elements of a Leadership Point of View

Developing Your Own Leadership Point of View

ENDNOTES

ACKNOWLEDGMENTS

ABOUT THE AUTHORS

SERVICES AVAILABLE

INDEX

Winners Never Cheat: Even In Difficult Times

Foreword by Glenn Beck

Introduction Good Times, Bad Times

Circumstances may change but your values shouldn’t.

Chapter One Lessons from the Sandbox

Everything we need for today’s marketplace we learned as kids.

Chapter Two Check Your Moral Compass

We know darn well what is right and wrong.

Chapter Three Play by the Rules

Compete fiercely and fairly—but no cutting in line.

Chapter Four Setting the Example

Risk, responsibility, reliability—the three Rs of leadership.

Chapter Five Keep Your Word

It’s high time to corral the corporate lawyers.

Chapter Six Why We Cross the Line

There are many temptations, but reminders help.

Chapter Seven Pick Advisors Wisely

Surround yourself with associates who have the courage to say no.

Chapter Eight Get Mad, Not Even

Revenge is unhealthy and unproductive. Learn to move on.

Chapter Nine Graciousness Is Next to Godliness

Treat competitors, colleagues, employees, and customers with respect.

Chapter Ten Your Name Is on the Door

Operate businesses and organizations as if they’re family owned.

Chapter Eleven The Obligation to Give Back

Nobody is completely self-made; return the favors and good fortune.

Chapter Twelve The Bottom Line

Acceptable values are child’s play, not rocket science.

Perspective from Larry King

Perspective from Neil Cavuto

Perspective from Wayne Reaud

Moral Intelligence 2.0: Enhancing Business Performance and Leadership Success in Turbulent Times

Foreword by Richard Leider

Foreword to Previous Edition by Richard E. Boyatzis

Introduction

Leaders Interviewed

Thought Partners

PART ONE • MORAL INTELLIGENCE

1 Good Business

Moral Stupidity Act 1

What Does Moral Leadership Look Like?

Endnotes

2 Born to Be Moral

What the Best Leaders Believe

A Visit to the Nursery

Nature Versus Nurture

Growing Up Moral

Learning to Be Responsible

When Things Go Wrong

Inside Your (Moral) Brain

It’s All in Your Head

The Moral Map of Your Brain

Why We’re Good and Why We’re Bad

So What Goes Wrong?

The Neuroscience of Moral Decision Making

Can We Actually Change Our Brain?

Moral Software

Endnotes

3 Your Moral Compass

The Morality of Values

Put It in Writing

Frame 3: Behavior

Endnotes

4 Staying True to YourMoral Compass

Endnote

PART TWO • DEVELOPING MORAL SKILLS

5 Integrity

Acting Consistently with Principles, Values, and Beliefs

Telling the Truth

Standing Up for What Is Right

Keeping Promises

6 Responsibility

Taking Responsibility for Personal Choices

Admitting Mistakes and Failures

Embracing Responsibility for Serving Others

Endnotes

7 Compassion and Forgiveness

Actively Caring About Others

Letting Go of Your Own Mistakes

Letting Go of Others’ Mistakes

8 Emotions

Self-Awareness

Understanding Your Thoughts

Personal Effectiveness

Deciding What to Think

Self-Control

Nurturing Emotional Health

Interpersonal Effectiveness

Empathy

Misplaced Compassion

Respecting Others

Getting Along with Others

Endnote

9 Making Moral Decisions

How Roger Used the 4 Rs

Endnotes

PART THREE • MORAL LEADERSHIP

10 The Moral Leader

Performance Problems

Endnote

11 Leading Large Organizations

The Fabric of Values

Is There Such a Thing as a Morally Intelligent Organization?

The Morally Intelligent Organization—An Aerial View

Morally Intelligent Policies

The Principles That Matter Most

Cultivating Organizational Integrity

The Responsible Organization

The Compassionate Organization

The Forgiving Organization

Recruiting for Values

Reinforcing Values Starts at the Top

The Power of Formal Rewards

Success Stories

Ideal Versus Real

Values and the Global Organization

Endnotes

12 Moral Intelligence for the Entrepreneur

Moral Values in Small Organizations

Last Words About Business Start-Ups

Endnotes

Epilogue Becoming a Global Moral Leader

Raising the Stakes

Watch Your Wake

Give Back

Create the Future

A Global Business Opportunity

Conclusion

Endnotes

A Strengthening Your Moral Skills

A Look in the Mirror

Using the MCI

The Right Frame of Mind for Completing the MCI

Scoring and Interpreting Your MCI

Prioritizing Your Moral Development Efforts

The Road Less Traveled

The 80/20 Rule

Your Moral Development Plan

Putting Your Moral Development Plan into Practice

Breaking Bad Habits

Reward Yourself for Positive Change

Surround Yourself with Positive People

Do I Really Need to Change?

Books, Audio, and Video Media

Workshops

Personal Counseling

Executive Coaching

Endnote

B Moral Competency Inventory (MCI)

C Scoring the MCI

Moral Competencies Worksheet

What Your Total MCI Score Means

D Interpreting Your MCI Scores

Total MCI Score (Alignment Score)

Highest and Lowest Competency Scores

Individual Item Scores

Reality Testing

Do Your Scores Matter?

Now What?

Index


Identity

Your Passport to Success

Stedman Graham
with
Stewart Emery and Russ Hall


Vice President, Publisher: Tim Moore
Associate Publisher and Director of Marketing: Amy Neidlinger
Editorial Assistant: Pamela Boland
Development Editor: Russ Hall Operations Specialist: Jodi Kemper
Senior Marketing Manager: Julie Phifer
Assistant Marketing Manager: Megan Graue
Cover Designer: Chuti Prasertsith
Managing Editor: Kristy Hart
Senior Project Editor: Lori Lyons
Copy Editor: Krista Hansing Editorial Services
Proofreaders: Apostrophe Editing Services, Gill Editorial Services
Senior Compositor: Gloria Schurick
Manufacturing Buyer: Dan Uhrig

© 2012 by Stedman Graham
Pearson Education, Inc.
Publishing as FT Press
Upper Saddle River, New Jersey 07458

FT Press offers excellent discounts on this book when ordered in quantity for bulk purchases or special sales. For more information, please contact U.S. Corporate and Government Sales, 1-800-382-3419, corpsales@pearsontechgroup.com. For sales outside the U.S., please contact International Sales at international@pearson.com.

Company and product names mentioned herein are the trademarks or registered trademarks of their respective owners.

All rights reserved. No part of this book may be reproduced, in any form or by any means, without permission in writing from the publisher.

Printed in the United States of America

First Printing March 2012

ISBN-10: 0-13-287659-0
ISBN-13: 978-0-13-287659-9

Pearson Education LTD.
Pearson Education Australia PTY, Limited.
Pearson Education Singapore, Pte. Ltd.
Pearson Education Asia, Ltd.
Pearson Education Canada, Ltd.
Pearson Educación de Mexico, S.A. de C.V.
Pearson Education—Japan
Pearson Education Malaysia, Pte. Ltd.

Library of Congress Cataloging-in-Publication Data
Graham, Stedman.
  Identity : your passport to success / Stedman Graham.
        p. cm.
  Includes index.
  ISBN 978-0-13-287659-9 (hardcover : alk. paper)
 1. Identity (Philosophical concept) 2. Success. I. Title.
  BD236.G72 2012
  158.1--dc23
                                                           2011050616


Praise for Identity: Your Passport to Success

“I wish someone like him [Stedman Graham] had been around to enlighten me at an age when finding myself and a career change or decision was within easy reach...all I needed, as he formulated, was a ‘process.’”

—Janice Jones, Junior Achievement of Chicago

“Stedman Graham learned years ago that the secret to a successful life was to not let other people define him, but rather to define himself. As his thought-provoking book shows, finding your true identity is not as easy as it seems. Filled with inspiring real-life stories and life-changing insights, this page-turner of a book will snap you out of your complacency and make you think: Who are you, deep-down? What do you value, seriously? And what do you really want to do with your life? Don’t miss this outstanding book.”

—Ken Blanchard, coauthor of The One Minute Manager® and Leading at a Higher Level

“Get clear on who you are and live according to your own definition of success. Stedman Graham’s Identity offers thought-provoking questions, strategies, and stories to expedite your journey to success. This is a must-read!”

—Stuart Johnson, Founder & CEO, VideoPlus and SUCCESS Partners

“Stedman Graham is a man who stands tall and speaks from the heart. His insights and advice have provided a road map for success, which I have found invaluable.”

—Chas Edelstein, Co-CEO, Apollo Group, Inc. (owner of University of Phoenix)

“Identity is an inspirational, honest, and clearly written book about how you can understand and make choices in your life where you matter and fit in a world full of personal challenges. It is a book of illuminating stories—Stedman’s practical wisdom and process for personal success to get you to make your own way. This is a book everyone can use.”

—Elliott Washor, Cofounder, Codirector, Big Picture Learning

“Stedman’s book is once again delightful and insightful. The personal stories that are shared are so impactful. This kind of book takes us by the hand and brings to light the importance of knowing who we are and how our identity influences our lives and those around us. An insightful, inspirational, and much-needed book.”

—Laura Stansberry, Senior VP, Wells Fargo Wealth Management Group

“In Identity, Stedman Graham skillfully walks you through a journey of self-discovery, at the end of which your purpose, path, and genius will be brilliantly obvious to you. In fact, this book could change your life. Descartes said: ‘Know thyself.’ I believe the best investment you can make is in growing and evolving your inner world; your outer world then becomes a perfect reflection of that evolved inner world. If you’re ready to step up into a whole new level of your life’s genius, Identity is an absolute must-read. Stedman’s writing style is captivating; the personal stories and thoughtful questions and exercises in each chapter make this a book you’ll go back to time and again!”

—Mari Smith, social media thought leader, author of The New Relationship Marketing

“It is often assumed, by ourselves and others, that we will just know what to do in life and how to do it, and that we have a clear picture of who we are. In Identity, Stedman Graham gives us a well-defined process for discovering the most important thing to know and understand about ourselves—our authentic identity. Even if we think we know a lot about ourselves, this book has the power to bring our knowledge to a level that will significantly shift our lives. Stedman includes engaging stories and thought-provoking questions that bring clarity and understanding to his transformational process.”

—Bobbi DePorter, President, Quantum Learning Network / SuperCamp; author of Quantum Success, Quantum Teaching, and 8 Keys of Excellence

“Stedman put into words what we have long held true at Gulfstream: There is no such thing as the status quo. To be successful, you need to have a vision and a road map to get you there. This book can serve as a blueprint for anyone looking to gain control of their life, both personally and professionally.”

—Larry Flynn, President, Gulfstream Aerospace Corporation

“Most people acquiesce to mediocrity—not for the lack of God-given potential, but primarily because they value the camaraderie of the average beyond the uniqueness of excellence! Stedman Graham’s Identity breaks rank and liberates us to set sail beyond our borders. All aboard!”

—Bishop T.D. Jakes, Senior Pastor, The Potter’s House of Dallas, Inc.

“Stedman has nailed it! Your potential as a human being is based not on how the world defines you, but on how you define yourself. If you want your life to lead to true success, you first must find your true identity. This book will do exactly that. It will provide you with the tools, steps, and vision you need to impact your life and the lives around you. It’s never too late to discover who you are!”

—Randy Garn, Chief Relations Officer, Prosper

“Stedman Graham shows us the importance of self identity and how living an authentic life gives you freedom. His process will guide you every step of the way.”

—Judge Greg Mathis

“Stedman Graham teaches that you can transform your life through having a clear and defined understanding of who you are. When your identity is crystallized, so is your vision for the life you choose to lead, and that vision becomes your future. Identity is truly your passport to success—and significance! Thank you, Stedman, for being such a profound pathfinder.”

—Kevin Hall, bestselling author of Aspire (the highest reader-rated book in personal development in 30 years)


I dedicate this book to Oprah, who is where she is because she’s
always known who she was. Thank you for being a teacher in my
life. You have made it possible for me to transform and to make a
difference in other people’s lives throughout the world.

To my daughter Wendy—I appreciate your insights, personal
feedback, and support of your dad.

To my sister Anita, the Grahams, the Jacobs, and to the Spaulding
Family descendants—Your leadership and support have given me
the strength to keep on keeping on.

I dedicate this book to the people who are too many to name, who
have impacted my life, and who I have learned from. I am grateful
and thankful. This book on identity is the cornerstone and
foundation of my potential. It is my vision to share this message
and philosophy with people all over the world.
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Foreword by John C. Maxwell

I have been a student of personal growth, leadership, and success for more than forty years. I believe that having a learner’s mindset is very important to that process. You’re never too old or too experienced to learn something new. And one of the most important truths about personal growth and success is that you must change yourself first if you want to change your world.

When I met Stedman Graham, I could tell he had a similar outlook. He is a learner. Over the course of time, he has developed a way of approaching life and profession that he has distilled into his Nine-Step Success Process™. It has helped him, and now he is sharing it because he believes it can also help you.

Stedman and I share many of the same approaches to growth and success. You must know yourself to get on the right track. You need strong values, such as integrity, a positive attitude, and a strong work ethic. You must build a team. And you must be willing to keep changing and growing.

In this book, Stedman includes many wonderful stories and insights gained from talking to successful people. These will help you greatly. But what I like most is Stedman’s desire to encourage you and to tell you that you can do this! It doesn’t matter what your background was. It doesn’t matter what your circumstances are. You can do things to positively influence what your future will be.

So enjoy this book. And may it be a passport for your continuing journey of success.

John C. Maxwell,
New York Times Bestselling Author and Leadership Expert


Introduction



“Your time is limited, so don’t waste it living someone else’s life.”

—Steve Jobs




Have you ever thought about the connection between knowing who you are and achieving success? Have you ever felt unsure of where you fit in the world? Or maybe you were never sure to begin with.

You might think you have a pretty good handle on who you are, your identity. But here’s the thing: Most people really don’t. And even if you do, your identity can change, evolve, and transform. It’s up to you to fully grasp your identity and use it to your advantage to succeed.

If you ask a lot of people who they are, you’ll get a host of answers: “I’m a student.” “I’m a future CEO in the making.” “I’m a single mom.” “I’m a Chicago Bulls fan.” Others might say, “I like the Yankees.” “I’m a Pisces.” “I’m a caring, giving person.” Some might even admit, “I’m a taker.” Whatever the snapshot, it’s not a fully developed picture for most people, so you and I are going to take a journey to find out more about identity, and why knowing yours better can be a huge asset.

Although the pages that follow include stories about other people’s journeys to success and offer different points of view on how to go about it, this book is really all about you.

As you read, I ask that you think about how what you read applies to you and the life you are creating. Consider how you can put what you read to work for you. Putting the principles you learn into practice will help you build a wonderful life for yourself. As you get further along in this book, you will deeply examine what being successful means, especially for you. For the moment, think of success as the end result of becoming clear about your identity, discovering what you love to do, and learning how to do it really well so you create value in the world.

The core idea of the book is this: Your happiness and success in life flow from becoming clear about who you are and establishing your authentic identity—first inside yourself and then externally in the world.

There is a distinction between the reality of knowing yourself and that of having created a fully functional identity. Knowing yourself is the foundation for building identity. Knowing yourself—being comfortable in your own skin—is an inner process that’s not readily observable by others. Interestingly, however, other people often experience the process because they feel more at ease in the company of a person who is comfortable in his or her own skin. As you become comfortable with who you are, other people will be drawn to you and bring you great opportunity.

You can also think of identity as your personal brand. When painters sign paintings, they are establishing their personal brand; it’s their way of saying that what they’ve done matters. The same goes for authors. My name is on this book. It’s there not as a boast—lots of people have written books—but as a sign that part of my identity includes the willingness to reach out and help others. That’s something about which I can feel a healthy pride.



You can also think of identity as your personal brand.




In this sense, being clear about your identity is a significant next step beyond knowing who you are and being comfortable in your own skin. Building your identity is about knowing what your calling is, learning how to do it well, and creating value in the world. I’ve learned that, for the most part, extraordinary people are simply ordinary people doing extraordinary things that matter to them. They relentlessly align all the elements of their life to support their pursuit of what has deep meaning to them. The message here is that you have the ability within you to live an extraordinary life. You have the choice to embrace a personally meaningful journey, integrating your personal and professional life in ways that make a lasting difference to you and the people around you.



Building your identity is about knowing what your calling is, learning how to do it well, and creating value in the world.




I started to make real progress in my own life when I realized that the American free enterprise system was relevant to every single person. I was five years into my own change process when I realized, “Wow, this is the greatest gift somebody can get as a human being—it doesn’t get any better.” I said, “Oh, my goodness, that’s the freedom.” I realized that, everywhere in the world, there are 24 hours in the day, and the process for becoming successful is the same for everybody. It doesn’t make any difference what your race is, what your family circumstances are, where you came from, what you look like, what your religion is, what your gender is—the process works the same way. And then I started to buy into the process. I said, “There is a process I can learn and use to build my identity and become successful!” And you can learn it, too. Use your 24 hours wisely. I’ll show you how.

In my years of supporting people in their quest for success and freedom, I’ve also learned that relying on information can be a trap. In a totally connected world, there’s no shortage of information. Anyone with an Internet-enabled device has universal access to information overload. But do you feel any clearer about your identity as a result? Most of the people I ask answer, “Not so much.” When you’ve established your identity, you’ll be able to sift through information to select the golden nuggets that support you in the pursuit of your dream.

If you don’t have an identity, you don’t have a choice. You’re like a jukebox in the corner. Somebody strolls over, drops in a few quarters, presses a button, and you play their tune. You have no choice. But it doesn’t have to be that way. I offer you a gift: the freedom of choice.

Personal growth requires inspirational experiences that move your heart. Way, way back before the Internet began—before there were books, even—the kind of experiences I am talking about began at the feet of the storyteller. With this in mind as I prepared to write this book, I talked to people and collected true stories about them and their journeys to know themselves, to sort out their values, define their identity, and express their voice in the world. Some of them struggled—sometimes a lot.

A number of folks I talked with asked that I not use their names or the names of the people they mentioned, out of respect for other people’s privacy. My publisher, Tim Moore, suggested that we engage a writer he knew to turn these particular conversations into short stories, and that is what we have done.

In the following chapters, you will meet a man named Rob and a collection of his friends who all live in a Midwestern town we called Blakenfield. The stories are true. Only the names and location have been changed to protect people’s privacy.


Chapter 1. You Have a Choice

When I was growing up as one of six children (two of whom were disabled) in Whitesboro, New Jersey, a small black community surrounded by a predominately white community, the catch-phrase was, “Nothing good ever comes out of Whitesboro.”

My childhood was tough at times. My two disabled brothers seemed to get all the attention, and as a kid, I didn’t know how to deal with that. I was also teased, and my family was called names. I felt a lot of shame through all of this. People put labels on me and called me by those labels—some linked to my disabled brothers, some race-based. So, I had this internal fight going on as I resisted labeling myself, but still wondered, “What if I am?” That led to negative feelings, and I found myself struggling with another fight as I wrestled with my negativity and my anger. That’s how my low self-esteem and lack of self-confidence kicked in: I was trying to deal with my feelings but I didn’t know how. Thinking about race started to take up a lot of space in my head and left me trying to function with a race-based consciousness, which is what I had.

With a race-based consciousness, every day I woke up thinking I couldn’t make it because of the color of my skin. This was tied directly to my self-esteem, my belief systems, my habits, my vision, and my hopes and dreams. It was also directly linked to what I thought my talent was and what skills I thought I could develop. I had a totally self-limiting consciousness.

Picture this: I was a young 6-foot-6 black guy. What did everyone say I was? A basketball player. Label. So I was that. I lived the label. I went on to Abilene, Texas, where I played basketball for Hardin-Simmons University, and then to Ball State University in Muncie, Indiana, for grad school. There I was exposed to many good people, but I also bought into what others said and how others acted instead of getting better in-tune with my own soul. My self-esteem was too low for me to appreciate life. As I once told Mike Kiley of the Chicago Tribune, “I was an angry person. I was angry at the system, and I felt a victim in my own right. It was almost as if I had a hole in my heart.”



I was a young 6-foot-6 black guy. What did everyone say I was? A basketball player. So I was that. I lived the label.




Then one day, it hit me. It wasn’t about race; it was about me not knowing who I was and not having a process for becoming successful. I didn’t know how successful people think and act. I’d been told it was about race. I suddenly realized that somebody had fed me a bill of goods, and I had bought into it. And if I’d bought into the notion that it was about race, there was no way out—I would be trying to solve what the problem wasn’t.

Later in life, I faced the issue of being Oprah Winfrey’s partner. I heard myself referred to as “Oprah’s boyfriend” and saw the handiwork of the tabloid media on display at the newsstands. It would have been easy for me to feel like I was really a nobody by having to live in the shadow of the lies they printed. I don’t like being in that kind of limelight.

I didn’t know how to deal with all of this. And I would never have known how to deal with it had I not learned something else that could replace it—a knowledge of how the free enterprise system worked and a process for becoming successful. I realized that other people had become successful in the system, that they were making money and creating opportunities and making things happen. I knew I didn’t know how to do this. I didn’t even know how to define it, or what it looked like, or what it consisted of, or how much work was involved. So I had to learn to cope, and I studied and I discussed; I watched and I learned. Now I know how much work is involved, because after my time in the U.S. Army and work in the prison system, I’ve been in business or running a business. Working in the prison system, I saw what happens to people who don’t have a healthy identity or a process for success.

What I came up with is something that has helped me a great deal—and it can help you, too. It’s a process for developing your identity, improving your life, and becoming successful.

The usual case is that you’re not in a position to be able to improve your life because you haven’t been taught a process for doing this. You don’t know what to build or don’t even realize that you have to build a foundation for your life. You don’t have a starting process for living and improving and developing your life because you were taught to go to school, memorize, take tests, repeat the information, and forget it. Then you were stuck in a box doing the same thing over and over every single day. So you had no identity workshop development opportunities. Nobody came to you and said, “Let’s work on your identity today.” Instead, the external world just kind of took over and said, “Well, if you’re not going to spend time on yourself and invest in yourself to develop some self-awareness about your own identity, I’ll just take over. I’m going to supply you with music, games, food, chores, a job, and all the other things that take up your life—especially labels for pigeon-holing you.” You felt that life was acting upon you instead of feeling like you were in control. You became a worker instead of a thinker. You became a follower instead of a leader—a slave, actually.

If you look at the seven billion people in the world, just 1% understand that they are the thinkers—and therefore, they run everything. This is the problem with our society and our country. We have too many people who are not innovative, too many people who are dropping out of school, too many people who have given up their lives, too many people who don’t have the skills to reinvent themselves, too many people looking for jobs who aren’t able to control their own destinies. They feel that life is controlling them and that they have no control over it.

You may feel the same. Look, it’s not just you. When I started to figure out that a key piece was missing in my own life, I was about 32 or 33. That’s when I realized that I didn’t know who I was, and I didn’t understand the value of an education. I thought, “Man, you need a new education—and you need to wake up!”



I didn’t know who I was, and I didn’t understand the value of an education.




Just as you may be, I got very frustrated and built up a lot of anger—a lot of rage. The thing that saved me in high school was basketball. Being a 1,000-point scorer on the high school team was a boost. Basketball helped me develop enough confidence in myself not to destroy myself with all of the negative energy I had built up inside. You’ve got two sides of the equation: assets and liabilities. Your success is based on your assets versus your liabilities. Now, how many liabilities do you have standing in the way of assets that you can create in your life? Positive versus negative, good versus bad, love versus hate. It’s all the same stuff.

What tipped the switch for me was the fact that, by my early thirties, I had a pretty good base. I’d played basketball in Europe and I’d traveled around. I’d been in the U.S. Army, which helped me create some structure. I was building strength. I was looking for the structure because it was structure I needed. Then I worked in the prison system for five years, and that also provided structure. Some of us rebel against any form of structure, but that doesn’t mean we don’t need it. It was my good fortune to understand that I needed it.

As I think back to my time in high school again, I realize I was pretty active. I was a drum major in the band, I played basketball, and I was active in a lot of clubs. I had a great support system in church and little league baseball—all that kind of stuff. So to be fair, I had a lot of strength coming in, despite the fact that I was dealing with a lot of other stuff I felt to be negative. It was like an internal contest of good thinking versus bad thinking. I had to weigh all of that. I didn’t have a process for doing this—to get out of my own bad dream.

If you feel you have no control over your life, you need to come to the same epiphany I did, that, “Oh, I’m not alone.” Millions of women buy into the belief that they can’t make it because they’re a woman. Where I came from, people of color buy into the belief that they can’t make it because of the color of their skin. That’s their label. I’m not alone. Folks who think that they’re entitled because they’re a certain race, that because they’re white they’re better than somebody else, they are labeled. They buy into that. Or maybe you think that you can’t succeed because your mother or father told you that you’re nothing and that you’re never going to be anything. So you’ve got all these labels. I realized that I’m not the only person around here with a label. And I realized that the secret to unlabeling yourself is not to let other people define you. You need to define yourself—and you can, if you know how.



And I realized that the secret to unlabeling yourself is not to let other people define you. You need to define yourself—and you can, if you know how.




That’s why I created the Nine-Step Success Process, a structure that you can follow in everything you do. It will get you results and performance in business as well as personal life. But you’ve got to be clear—you’ve got to have clarity, you’ve got to have focus, you’ve got to have alignment, you’ve got to have repetition, you’ve got to have skills, you’ve got to have information, and you’ve got to have improvement in your own internal life so that you can build your foundation. Then you’ll able to expand that into the larger world and pull out what you need in order to succeed on a larger scale.

Traditional learning in this world works the opposite of how you actually should learn. You’ve basically learned to be a worker. The world wants workers. So the educational system teaches you how to be a worker, how to get a job, and how to prepare yourself so you can go out and do the work. You’re programmed to basically do the same thing over and over every day. If you buy into this, you get trapped because you get comfortable with the status quo. Without intervention or without some consciousness telling you that you need to do more than what you’re doing, you’re not going to do it. It’s impossible. You’re certainly not going to do it if you’re trained not to do it—or if you don’t train yourself.

You need intervention, and that’s what I’m providing through this book. I’m coming into your life and saying, “You need to wake up. You’ve been sleeping.” The majority of people in many communities just loll along and act as if they’ve been hypnotized. They don’t have any kind of goals; they don’t have a vision. They may have a daily goal that they want to achieve today, but it’s the same goal they had yesterday. Same thing, same thing, same thing. There’s no process for continuous improvement. There’s no journey. Where are you going? Where are you going to be in five years? Where are you going to be in ten years? What are you going to create in your life?

Most people don’t know they can do that. They don’t even know they can create a vision. They don’t even know what a vision is. Why? Because schools don’t teach vision. So I created a process that I could follow to reinvent myself, brand myself, and rebrand myself consistently. I needed a structure because I work best through structure, and I work through processes. When I discovered the benefit of process, I realized, “Oh, we have all of these things we don’t do because there’s no process for getting them done.” So I started to organize every part of my life and put that into a process, to build value. I realized, “This is about talent and skills. This is about performance. It’s about creating value.” And that’s way beyond the entitlement mentality of, “What is the world going to do for me?” The structure I’m talking about is, “How can I go out there and create value?”

You want value. That’s the key. It doesn’t matter whether you’re living in an affluent section of Chicago or you’re living in poverty in a Chicago housing project. The question is, how do you get beyond where you are? How do you do something more than what you’re doing? What kind of process can you develop? What can you do to enhance your value as a human being?

You have the potential to find value if you understand the process. I had to figure it out. I watched Oprah and what she’s accomplished and realized that what she has comes from an internal base. She had a different kind of thinking. We were searching for the same thing, but she found it early. She knew there was a difference. She was also smarter, brighter. She was able to process. I didn’t have the process. I probably could have gotten it earlier if I’d been a different kind of a thinker, but I didn’t understand the value of process and good thinking. I just wasn’t as good a thinker.

So, what’s a thinker? A thinker is someone who is conscious. A thinker is someone who has intent—someone who has a methodology to put things together. A thinker has been taught to think and also has self-awareness. A thinker is inquisitive, thinks in detail, and can actually put things together based on how things work. Who’s taught that—who’s trained to think? We don’t teach people to think. But I’m going to try to help you do just that.

One of the key points I stress in this book is your understanding of the difference between the internal world and the external one. As I’ve said, this book is all about you. You’re going to make your own discoveries, aided by your observations from the stories I present. I use stories because people are moved by other people’s experiences. There’s no transformation in mere information, though.

You have to focus if you are to get sustainable benefits from this. Focus is huge. Once you lose your focus, it’s tough. You’re all over the place. You have no focus? You’d better get some focus, and then figure out what you’re going to do repeatedly over a period of time. That’s the only way you can create excellence. You can’t create excellence any other way—and if you don’t create excellence, how are you going to be an independent learner or thinker? How are you going to get beyond the system if you don’t have some brand, if you don’t have some base, if you don’t have some foundation that separates you from everybody else? It all goes back to what I was talking about, which is value. How in the world is somebody going to give you value or respect if you don’t stand for something? The most important point is that you have a choice. You can decide to be a leader or be a victim. It’s all up to you.

Think you’re not worthy? That’s the biggest bunch of hogwash in the world. You’ve got the same opportunity I have. You just don’t believe that you have it. You just don’t believe enough in yourself to be able to take advantage of it. You’re afraid you might succeed, and then you can’t live with that because you’ve been beating yourself up all your life. You may be conditioned based on that mindset, but you can break free from it.



The most important point is that you have a choice. You can decide to be a leader or be a victim. It’s all up to you.




I want you to understand that this is an internal journey. Once you go external, you’d better know what you’re doing. Once you get out in the world, the world will hurt you if you’re not prepared. So I’m trying to help you transform your thinking from weakness to strength. You’ve got to become strong. You’ve got to believe in yourself, to be motivated about you. You’ve got to focus on you. Without you, nothing works. Don’t worry about whether or not somebody cares about you. Instead, say, “I’m going to take charge of my own life, because if I wait on the world to do it for me, I’m in trouble.”

The first step in the journey to freedom and success is to check your ID. That’s not as easy as it sounds, but it’s doable. If I defined it formally, I would say your identity is based on your passions, on what you love. It includes being clear about your values and how you personally define success for yourself. It’s worthwhile to ask about your personal definition of identity. It’s different for everyone, but you may already have some idea about what it is. You may not know how to make the most of it or how to use it in a way that empowers you. Or you may feel that you have a weak or not fully formed identity. Or maybe you’d like to trade in the identity you have for a different one. Even when you’ve established your understanding of your identity, your job isn’t done. You have to redefine yourself constantly. It’s the constant reinvention of yourself that determines how you begin to create your image or brand. It’s about constant improvement, constant revision, constant learning.

I’ve been teaching and writing about a Nine-Step Success Process for a long time. Along the way, I’ve come to see that, unless the person taking these nine steps is well on the way to knowing who he or she is and possesses an identity driven by vision and defined by values, the journey to success usually doesn’t end well. Nonetheless, these steps are important, and you can follow them with confidence as you start doing the work to know yourself and define your identity.

I refer back to these steps throughout the book.

Nine-Step Success Process

Step 1. Check Your ID—Explore your identity. Find out who you really are. Success depends upon self-awareness.

Step 2. Create Your Vision—A well-defined vision enables you to make meaningful, realistic goals for your business or personal life.

Step 3. Develop Your Travel Plan—Create a plan of action that allows you to work toward your goals.

Step 4. Master the Rules of the Road—You need guidelines to keep you on track, such characteristics as honesty, trust, hard work, determination, and a positive attitude.

Step 5. Step into the Outer Limits—Make the leap. To grow, you have to leave your comfort zone. Remember, risk is a natural part of life; staying the same is standing still, and change (growth) means risk.

Step 6. Pilot the Seasons of Change—If you keep doing what you’ve always done, you’ll get the same results.

Step 7. Build Your Dream Team—Build supportive relationships with mentors and peers who can help you toward your goals.

Step 8. Win by a Decision—What you are in this world is the result of the decisions you’ve made so far in your life. The choices you make now will be one of your greatest challenges. Consider carefully how they will impact your personal life, family, profession and career, and, of course, your long-term vision.

Step 9. Commit to Your Vision—Put all your energy and effort into achieving your goals. Enthusiasm and commitment generate excellence, and that leads to success. The challenge is to develop the ability to coexist with the world as it changes, never giving in and never giving up.

Questions to Consider

You might ask how it can be possible to know more about yourself than you already do, but in truth very few people know themselves as they might. This probably includes you. When Socrates said, “The unexamined life isn’t worth living,” this is what he was talking about. Take a deep, hard look at fascinating you. Examine your life. So, where to start?

1. You can often learn a lot about a character in a book or movie by what he or she wants. What do you want, desire, or crave in your life? Do you have a passion that drives you? Are you a fan? Do you have hobbies? What’s on your bucket list? What dream makes you, well, you?

___________________________________________________

___________________________________________________

___________________________________________________

2. Consider where you are on any number of sliding scales—at the left, at the right, or somewhere in the middle. Are you an introvert or extrovert, quiet or loud, humorous or humorless, class clown or A student, a dog person or a cat person, a giver or a taker, honest or devious, a self-starter or someone who needs direction, a listener or a talker, a leader or a follower, a spiritual person or a secular one, and on and on.

___________________________________________________

___________________________________________________

___________________________________________________

3. Take a hard look at your personal values. Write them down. How do they look on paper? Do you value honesty, reliability, patience, or something else?

___________________________________________________

___________________________________________________

___________________________________________________

4. Get close but candid friends to give you an honest assessment. How do they picture your identity? What do they perceive your values to be? Is there a difference between the way you perceive yourself and the way others perceive you?

___________________________________________________

___________________________________________________

___________________________________________________

5. Consider your history and setting. Where did you grow up? How are your family members and friends part of your identity? Are you content with the way you are and where you’re headed, or is this a starting place toward somewhere else?

___________________________________________________

___________________________________________________

___________________________________________________

6. Think about whether knowing more about your identity helps you focus on the people you want to be around, where you want to go in your life, what you desire, and what you value most. Has this process changed any of your goals or modified your understanding of what success and a richer life means for you?

___________________________________________________

___________________________________________________

___________________________________________________

7. Are there any labels you have for yourself? Do others know you by certain labels? Are they fair, proper, and do you deserve them, or are they like shackles from which you should shake free?

___________________________________________________

___________________________________________________

___________________________________________________


Chapter 2. Knowing Yourself Should Be Easy. It Isn’t. Why Is That?



This is the first of our stories set in Blakenfield, a fictitious town in the Midwest. All the people in this book are real, as are their stories. As I mentioned in the Introduction, the people in these stories asked that we change their names and locations, to respect their privacy.




Carol was the hardest-working person Rob had ever seen at the Blakenfield Gym. She was there every day, sometimes twice a day. Her tanned skin glistened with a sheen of sweat as she attacked the elliptical machine, the ponytail of her long blond hair flying from side to side as steady as a metronome, except for the stray lock stuck to her moist forehead. As soon as she toweled off from that, she was on to free weights with her personal trainer, Matt, who happened to be the gym owner and manager. After that, she might take an aerobics class or a 5-mile jog. But when she really kicked into high gear, she worked out alone in the aerobics room when it was empty. Definitely driven by something, mused Rob.

When he’d first seen her, Rob hadn’t immediately thought her to be beautiful. Up close, though, he’d been struck by her generous lips and her eyes that threw sparkling spears, along with a grace that hinted of jaguar. He’d seen a jaguar at a zoo, restless and pacing in its too-small a cage. There was some of that to Carol, too—the grace, the pride, the dignity, and the constrained energy of someone who was ready to run full out across the savannah. Definitely beautiful, he decided, in a classic kind of way. She could stand there radiating warmth while showing almost no expression at all, as if she’d taught herself not to frown or even smile too much in order to prevent wrinkles from forming on her smooth, perfect skin. But then there was that cage. He sensed a hunger, or at least some yearning, within her. It was as if she was longing for something more.



He sensed a hunger, or at least some yearning, within her. It was as if she was longing for something more.




Rob knew that Carol’s husband, Bane Richards, the biggest contractor in their hometown of Blakenfield, Illinois, had put up dozens of developments and strip malls. He drove a big black pickup truck, smoked cigars, and spoke of his wife as “the little lady.” Rob had heard Carol describe trips where Bane took groups of people on shindigs to Las Vegas or New Orleans, riding in limos and drinking the best champagne. But when Carol talked about her husband, her stories had a noticeable lack of bubbles. She’d had enough of that life and spoke with neither passion nor joy. She had always lived in his shadow. The wives of Bane’s golfing buddies weren’t that friendly to Carol, either, Rob knew. She was just the younger wife—a bit of a trophy, but not for first place, as far as they were concerned. Her only time in the spotlight came in her visits to the gym, where her intensity both amused and intimidated everyone around her.

Rob watched Carol on the stationary bike once, pumping faster and faster, setting the controls for hills until she was on a course that could have prepped her for Le Tour de France. He asked her once if she’d ridden far enough to cross the state line. She said, “At least.” As she pumped at the pedals, he wouldn’t have been surprised to see the bike pop off its stand and shoot out the gym door. Again he wondered what drove her.

“What in the world motivates you, Carol?” Rob asked.

“Oh, I just like to be fit.” She shared a Mona Lisa smile—her signature one, with a wry twist to the corner of her mouth—that was in stark contrast to the grimace she often wore as she hoisted dumbbells and did countless crunches.

This was the only gym in Blakenfield, and Carol stood out as the hardest working of its patrons. Blakenfield was the kind of Midwestern town where people knew each other, or thought they did. Some grew up and moved away, only to come back later. Some lived there all their lives. It was a goldfish bowl, or narrow cage, and everyone could both look in and look out. Carol had grown up in the weave of that fabric and played by its rules. If she was frustrated by life, she kept it mostly to herself and spun any dreams she might have by pounding her hard body into perfect form with one exercise after another. This home-away-from-home could be the only place she was happy. The one time she’d brought her teenage son to the gym—he’d been grounded, something about a wreck and not having a license—the boy sprawled in an awkward, sullen slump in the corner, like a load of wet clothes waiting to go into the dryer. He merely stared at his black fingernails in pouty boredom as he waited on one of her usual long and intensive workouts to end.

Rob suspected there was more to what drove her than just being fit. That proved to be the case when he heard Carol had separated from her husband—and all the financial security that went with that arrangement. Her son had stayed with his father. Carol had moved into a small apartment and taken a job at the gym. She made just enough to get by—and her workouts became more intense than ever.

In her one-on-one workouts with Matt, her personal trainer, it was hard to miss the way she looked at him, or that she sometimes went to watch when Matt played tennis or basketball at the park. Carol was enough older than Matt that his sports buddies sometimes kidded him about having his mom watch his games. Matt shrugged it off, but Rob saw something in Carol’s eyes that hinted she had grown a strong emotional attachment to Matt. Was she acting out transference and hunger?

One day Carol wasn’t at the gym. That was odd. Rob asked around and got the story. She’d been in a traffic accident. She’d been driving and was on the side of the car that got hit. She was in critical condition. Her best friend, Lisbeth, had escaped with shock and noncritical injuries.

A group of gym members chipped in for a fruit basket, and Rob went along when they visited the hospital. They were let into a room where Lisbeth was still under observation. She had a nondisplaced fracture of the collarbone—caused by the seat belt, she said—and she’d been banged up a bit. A bruise on her forehead was dark purple. Rob could only imagine how Carol looked.

“We tried to see Carol, too,” Rob said, “but the nurse says she doesn’t want to see anyone.”

“She’s working through some things,” Lisbeth said, her lips pressed into a tight line.

“What happened?” Rob asked.

“It was strange.” Lisbeth tilted her head and looked up at the corner or the room, as if seeing everything again on a screen there. “We were sitting at a light on our way to grab dinner. Carol was driving. She wanted to talk about how attracted she was to Matt. She’d told him, but he’d made it clear he didn’t want to play that game. I had my head down, typing a text message. I heard her touch the gas, felt the car start to accelerate forward. I looked up and could see the lights were still red. My head snapped toward her. It wasn’t like she looked mad and was doing something on purpose. Not suicidal—just not there. Her face was calm, perfect as a picture—no expression at all, no eagerness, no fear, but kind of spaced out. Just past her, I could see a pickup coming as fast as it could to make it through the yellow light. I felt and heard the crash, felt us being crunched and spun and toppled clear over. Then I was out of it until I came to at the hospital.”

“And Carol? Is she...okay? Did you get to see her?” Rob wished he hadn’t spoken almost as soon as the words were out.

Lisbeth turned her head. Her lips quivered. “Yes, I saw her.”

Rob and his friends looked at each other, but none of them thought of anything more to say or ask. Soon they were heading out of the antiseptic-smelling hallways and out into the fresh air, and Rob realized they didn’t know very much about what had happened to Carol.

A couple weeks later, Lisbeth showed up at the gym. She was pumping away on a stationary bicycle without moving her shoulders much. Rob went over to her. “Have you gotten to see Carol lately?”

“Yep.” She frowned as she looked over the handlebars at him. “Not pretty.”

“Will she be...all right?”

“Depends on what you mean by that. One foot was crushed beyond saving and had to be amputated above the ankle. Her chest had caved in. She’s endured three operations so far, and the plastic surgeon hasn’t even started on her face.”

“Her face?” Rob could see that clear, shining skin, so devoid of anything even close to a wrinkle.

“Yeah.” Lisbeth shook her head. “Not good. Not good at all.”

Rob thought of Carol often after that. He could still see her healthy and complete body spinning in cartwheels across that aerobics mat. No one talked in detail about the extent of her injuries, but Rob recalled the words amputation and plastic surgeon and face. Not good.

Whenever he saw Lisbeth after that and asked about Carol, for a long time she just shook her head. Rob couldn’t imagine that what Carol was going through could be pleasant, and he was feeling bad about not reaching out to her directly. He simply had no idea how to be with someone in Carol’s situation. He wasn’t sure he could handle it.

Then one day when Rob asked Lisbeth about Carol again, she smiled and shared a warm glow of inner happiness. “You know, Carol has finally started to go at her rehab with the same intensity she used to show at the gym. She’s coming along better than expected, and even though the plastic surgeries haven’t done all she’d hoped, she’s starting to show signs of life again. In fact, in some ways, she seems more alive than I’ve ever seen her.”

“Really?”

“You just wait and see,” Lisbeth said. “She’s going to start back to work again, right here at this gym.”

“She’s not too embarrassed about the thing with Matt?”

“If it bothered her before, it doesn’t seem to now.”

A few weeks after he’d spoken with Lisbeth, Rob came to the gym and saw Carol back at work. She was behind the desk when he came in, but when she came out around the desk to escort a prospective patron, Rob saw that she wore shorts, with her prosthetic lower leg there for everyone to see. The plastic surgeries hadn’t entirely fixed her face. One corner of her mouth twisted up into a puckered cheek that reminded Rob distantly of the Joker in the Batman movie. But if looking in the many mirrors at the gym bothered Carol at all, she sure didn’t show it. That amazed Rob. What a lot of spunk that took! She smiled more, too—she seemed more alive somehow and didn’t seem to care now whether she got smile wrinkles.

For a while, Rob still walked on eggshells around Carol, careful of what he said and asked. But there was that persistent smile, more genuine than ever. The spunky, wry twist to her mouth was more pronounced than ever, and her eyes still glittered. So one day, he approached her at the gym’s juice bar, where she was cleaning and cutting up pomegranates and bananas. She had washed a batch of blueberries and squeezed fresh oranges and limes.

“How are you doing, Carol?”

“Ah.” She looked up with a laughing smile. “What you’re really wondering is how I can come back and work in the same place as Matt. Isn’t that right?”

Rob started to frown but instead gave her a slow nod.

“Well, have you ever heard of people who have to rush out of their homes in the face of fires, hurricanes, or floods? They grab only what matters to them. It’s a real cold-water splash in the face about what you value—and what you don’t. I’ve gotten clear about what really matters to me. I’ve had a lot of time to reflect on who I was. Starting out, I didn’t think I was anybody who mattered. I didn’t matter to my father, as far as I could tell. He’d wanted a son. When I was a little girl, if I made mistakes reading, he would push me off his lap and tell me I was stupid and would never amount to anything on my own. He’d say it was a good thing I was pretty and that I’d better find a successful man to take care of me. I remember all the times he would turn away from me and leave the room when I came home from school—even after I found out I was dyslexic, not stupid. It hurt. And you know, I went and did what he told me: I used my looks and my body to catch a successful man to take care of me. But then I found out I was caught, too, and it felt like I was paying a terrible price. I thought I would feel good if I left my husband and went out on my own. It only worked for a little while. Then I just felt all alone and empty inside, almost like I was disappearing.

“After the accident, I was blessed with a wonderful social worker as part of my rehab. She helped me understand what it meant to become my own person, to stop trying to be what I thought other people wanted me to be. She’d look at me and gently laugh, and tell me now would be a good time to find out there was more to me than my looks.

“I didn’t bounce back right away. I seemed to go down and down a dark hole for quite a while there. I’d never been depressed in my life, especially for so long. I tried to tell myself there were people worse off in the world, who were starving, or having their families wiped out by wars, or being hurt in far worse ways than me. I’d get mad at myself for being so sad, and then I’d yell at myself and scream. ‘Are you crying?’ I’d yell. ‘What’s wrong with you?’ I’d try to shame myself out of my blue funk. Of course, this didn’t work, either. I’d look at the bottle of pain pills and a bottle of tequila and think about overdosing. Can’t tell you why I didn’t—but I didn’t.

“I felt myself stewing in this pool of, well, anger. This just made me feel more frustrated. I was being abused, but by myself! Then I got to a really quiet place, the land of apathy. Nothing mattered anymore. I didn’t matter to the world, and the world didn’t matter to me. I couldn’t feel anything. On the other hand, nothing could hurt me here. And you know, that was kind of liberating. I’d ask, ‘What do you want?’ and I had no answer. I’d ask it again and again and again. Then one rainy day, when I should have been as low as the old socks in the bottom of my sock drawer, I suddenly could answer the question. ‘I want to matter,’ I said. ‘I want to be able to do something the way all the people did who helped me when I was drifting away from life. They knew I could come around, and eventually, with their respect and love, I did. I want to make a difference like that,’ I said. ‘I want to matter like that.’ From that point on, it was only upward.”



Nothing mattered anymore. I didn’t matter to the world, and the world didn’t matter to me. I couldn’t feel anything.




“Wow,” was all Rob could say.

She said, “You know something, Rob? I feel more alive and full of purpose than I ever have been. All I’ve been through has opened my eyes to what’s important. I was living the unexamined life, addicted to appearances. But sooner or later, age was going to kick my butt on that ride. I was sure on a slippery slope. But now I’m finding myself much more connected to others, and I’m starting to really care about what matters to them. I’m learning about values and what it means to lead a life filled with purpose. I find myself drawn to people who share my values. For the first time in my life, I feel real—and that I matter.

“The main thing is,” she said, “I feel I’m really starting to know who I am. I thought I knew before, but I was wrong. I’d let everybody but me decide who I was or should be. Now I’m working this out for myself, and I’m getting closer. And I kind of like what I’ve discovered so far. Some mornings I look in the mirror and feel that I really like the person I see there, slightly broken face and all.”

“And what’s this new you going to do with her life?” Rob asked.

“My social worker has enrolled me in a career college and has become my mentor,” she said. “I’m going to go to school to be a child and family counselor. Who knows? I may even come to understand my own teenage son! As part of the program, I’ll be counseling other people who need someone to be there for them and care about them just the way they are, while helping them do better in life. I’m excited about all of this. I want to help people the way people helped me and saved my life. I wouldn’t wish what I went through on anyone, but if that’s what it takes for me to learn to admire what others do, what purpose drives them, then so be it. I’m going to succeed on my own terms and do some good at the same time.”



I’d let everybody but me decide who I was or should be. Now I’m working this out for myself, and I’m getting closer.




Rob took a good look at her. In a way, that almost perfect Barbie-like appearance she’d once had wasn’t half as beautiful as how she looked now, even with an artificial leg and that unusual twist to her smile. Everything about her now was deeper, more real, and more full of purpose. He saw new dimensions in her—something he’d never seen before—a confidence, he realized, that hadn’t been there previously.

Step #1—Check Your ID

Becoming self-aware of who you really are is a vital step in achieving dreams and goals. You need to know what you value, what you want, and the driving principles that make you who you are. When you know who you truly are, to the very last value, you will feel secure enough to accept the influence of others on your life, and you will be open to love, caring, and helping those around you.

Discussion

When you look in the mirror, you see an individual you should know quite well. Yet most of us don’t know that person grinning or smirking back at us as well as we think we do—as well as we should, as well as we could. For Carol, getting to know herself involved a painful and difficult journey to a place in her life where she could look in the mirror and like the person she saw, slightly crooked smile and all.

Try to write a ten-word want ad for yourself—and be honest. (That’s the hard part!) Do you end up with an accurate portrait? Or do you end up with something that sounds like someone else, or someone you’d like to be?

Is yours like this:

Loyal, compassionate, hard-working, spiritual person who enjoys invigorating exercise outdoors.

Or is it like this:

Introverted stay-at-home who prefers listening to drain-pipe moanings to conversation, and watching TV to exercise.

Note how the first one focuses on values, and the second one not so much. Or do you even know that much about yourself?

In his Poor Richard’s Almanac, Ben Franklin wrote, “There are three things extremely hard: steel, a diamond, and to know one’s self.”

In job interviews, you are asked, “What are your strengths? What are your weaknesses?”

The people you date ask, “What do you like? What don’t you like?”

People you meet may ask, “What’s the best thing you’ve ever done?

What’s the best thing you’ve never done, but wish you had?”

All your life you compare and contrast, explore and search. But knowing yourself well is, well, elusive.

When people steal your identity, as we say, they get only numbers—your Social Security number, your home and phone numbers, and (gasp) your bank account number. But you can fix all that, however painful. The thieves may have stolen money, but they haven’t touched the real thing of value.

That’s because your value is slippery, elusive, and stuck deep inside you, where you have to grapple hard to know what exactly makes you unique—successful...or not, attractive to others...or not.



It may seem an easy task for you to know exactly who you are, to know your identity. But it isn’t.




It may seem an easy task for you to know exactly who you are, to know your identity. But it isn’t. The biggest reason is people often confuse surface appearances with what really matters—your values, why you do the things you do, what motivates you, and why.

If someone you know at school starts to wear a beret, you know they’re seeking to project a new identity. The same goes for someone you always knew as Rob but who suddenly wants everyone to call him Robert. And think about tattoos and piercings—do they really change or add to identity? They’re merely surface changes, superficial adjustments. They’re simply reflections of identity and an attempt to shape individuality. They are not the real thing.

What are the real properties of identity, and how can we recognize them? Some people may say they know perfectly well who they are, but they could be fooled, the way Carol was. What’s more, people can change, and then what? Some people spend all their lives trying to pin down their identities, to find out who they truly are, but they can’t seem to grasp their identity with both hands. Why is this all so hard, and what can you do about it?

This is not a new issue. In ancient times, Socrates said the first step to everything was to “Know thyself.” He went so far as to say that the unexamined life is not worth living. So how do you go about examining yourself, to really get to know yourself? That’s what you’ll be exploring in the rest of this book.

Questions to Consider

1. Are you happy with who you are—with who you think you are? Some people call this being comfortable in your skin.

___________________________________________________

___________________________________________________

___________________________________________________

2. Do you think you project a clear identity to others, either those you know well or those you first meet? Is it a good identity?

___________________________________________________

___________________________________________________

___________________________________________________

3. Are there things you would change about your identity, or wish you could change, or would even have someone else change for you?

___________________________________________________

___________________________________________________

___________________________________________________

Don’t worry if you don’t have clear answers to everything at this point. And be a little suspicious if you do. It’s the nature of identity to be a little elusive. When we dig deep, we often find that the elusive core of identity—who we are and what we can become—depends a lot more on our personal values than we think. So let’s discuss, in the next chapter, how values are the real core of our identities.


Chapter 3. What Do Your Personal Values Have to Do with Your Identity?



An old Cherokee told his grandson, “My son, there is a battle between two wolves inside us all. One is anger, jealousy, greed, resentment, inferiority, lies, and ego. The other is good. It is joy, peace, love, hope, humility, kindness, empathy, and truth.” The boy thought about it and asked, “Grandfather, which wolf wins?” The old man quietly replied, “The one you feed.”




Rob parked his car in the municipal lot and sighed as he looked at the red-and-brown brick building that contained Blakenfield’s city jail. His best friend was in there. Inside. Locked up. Again.

His steps sounded in hollow clicks as he followed the guard down a row of cells. Allen had been moved from the bullpen to a smaller holding area for their chat. The guard stopped outside a cell and said, “You can talk from here.” He took a few steps down the hall and waited, leaning back against a solid-looking wall.

Inside, a lanky body bent forward, forearms on knees, like some vulture hovering over a body, until he heard their steps and the guard’s voice. The head that snapped up was the sort Rob might expect to see in a dark night alley: someone caught in the middle of making a crack deal, or a vagrant lifting his head from a dumpster where he’d been digging for food. It showed an odd mix of shame and anger, of confidence and self-pity, and of relief tangled with fear.

Rob could hardly believe this was the bright star of their high school class, the drum major of the band, the valedictorian, the person he’d shared his summers with, and the only alumni of their school ever to attend Harvard on a scholarship.

What squeezed Rob’s heart the most was how they’d both grown up believing they’d had such promise, such possibilities. Through Boy Scouts and summer camps together, shooting hoops on weekends, double-dating at prom, and even Rob being best man at Allen’s first wedding, they had seen the world as their oyster, there for easy picking, especially when Allen had headed off for the Ivy League.

Allen rose and came closer to the iron bars, moving slowly, as if his bones were fragile. They probably were. He’d been in a car wreck that had broken several bones and, more recently, had fallen out of bed, far from sober, and had shattered a shoulder. That had cost him the last job he’d had—and that had been quite a while ago. He had battled malnutrition by ignoring the need for food. He believed he could find everything he needed in a bottle, and he’d been looking there for it the hard way. Rob had been part of two interventions, but that hadn’t kept two marriages from failing. Allen had three children by the two wives, and, he’d almost proudly said to Rob, he’d never paid a penny of child support. He was in jail this time for contempt of court, for failing to get a job.



He believed he could find everything he needed in a bottle, and he’d been looking there for it the hard way.




His longish hair was a tangle of silver unplanned macramé. The matching stubble on his checks, and the rumpled, long-sleeved shirt with a knobby elbow showing through painted a picture that matched the passive outrage, glowering naiveté, and overconfidence rooted in despair. Allen’s big Adam’s apple bobbed in the stretched, ropey sinews of his forward-thrust neck as he said, “These people have it in for me. No one wants me to succeed.”

That wasn’t true. Rob had given Allen several thousand dollars to ostensibly save the financial wreck that was Allen’s first marriage, but the money had been frittered away, and so had the marriage.

After two bouts of rehab, Rob had helped the second wife track him down to one of a half-dozen favorite haunts where Allen could sit at the bar and regale some stranger with “the time he had gone to Harvard.” Nothing Rob had ever said had gotten through. Allen denied he had a problem, and denied it with a drunken slur. It pained Rob to the corners of his own complicated soul to see Allen refuse to seek work, to stumble again and again, and to wave fierce, useless arms at the sky blaming others for the harm he was really doing to himself.

Here was a friend, a pal of his youth, who had held the greatest promise of them all, but he’d squandered it. Worse, Allan could no longer look forward to something he could strive for, to seek to achieve. He could only look back at something that had happened long ago and now had come to matter very little. Rob couldn’t figure it out. It made no sense to him, and he had tried everything. Nothing had worked. It was as if Allen’s gearshift had gotten stuck at some point, and he couldn’t go forward to grow, adapt, change, or even survive on his own. Allen had become someone who hadn’t lived up to the responsibility of the commitments to two wives and three children, who hadn’t had the honor and dignity to be part of their lives the way a parent should.

“My last ex, well, she’s just plain vindictive,” Allen said, heating up to the subject.

“Don’t you think there are things you could do to learn?” Rob asked. “Places you could work and matter?”

“That’s all past me now.”

So Rob told Allen about a friend of his who had weathered something worse than Allen was facing. When he got done, he said, “You could do something like that.”

The guard tapped his nightstick on the block wall and then tapped the face of his watch. Time was up.

“I don’t see it,” Allen said. “Not likely.”

“There in a nutshell,” Rob sighed, “is the problem.”



Allen’s story is a cautionary tale of what can happen to you when you don’t know who you are and don’t have a good set of values to live by. This next story is about someone who took a different path, the kind of path that was open to Rob’s friend Allen. But of course, Allen just couldn’t see it. Here’s the story of Jim Keyes.






Profile in Success: Jim Keyes, CEO of Blockbuster

When Netflix rolled into the movie-renting world, with additional competition from Apple, Amazon, and Redbox, a lot of people figured that was it for Blockbuster. But they didn’t account for the resilience of Jim Keyes, the scrappy CEO of Blockbuster. Jim says his ability to deal with adversity and to stay the course has a lot to do with his identity.

Far from being born with a silver spoon in his mouth, Jim had a humble beginning. “I was born into a very challenged economic environment,” he says. “We lived in a three-room house with no running water; a wood-burning stove in the cold winters of central Massachusetts; and an outdoor pump for access to fresh water.” He didn’t think of that environment as challenging, though. “I never even thought about being poor, because we were actually, I thought, quite happy, until that came apart when I was five years old.” His parents split because his mother had been seeing someone else, and she ended up leaving. “So, I found myself in a situation where, with my mother gone, my father wasn’t in any position to take care of me because he was working, trying to make ends meet.” Jim ended up staying with his siblings, first with one who had recently married, and then bouncing from family to family, all the while hoping that his parents would get back together or that he could live with his father. Instead, he says, “I had to pretty much take care of myself because he was at work all day. When entering the first grade, I was very much on my own as an independent six-year-old having to fend for myself. I realized at that point that no one was going to be there to take care of me, and if I wasn’t able to find out how to get the support from the outside world that I needed, I probably wasn’t going to have a very easy time of it.”

His life was at a crossroads. One experiment with a homemade rocket had set a field on fire and nearly burned down their small house. The incident could have led him to life as a troublemaker, as some people saw him after the incident. But successes at school taught him the positive power of getting an education. As Jim puts it, “I remember seeing that education was something for which people praised me when I did well. I recognized that there was a correlation between my identity and the way people treated me and my success in school.”



I recognized that there was a correlation between my identity and the way people treated me and my success in the school.




That path could have ended when high school did. He admits, “No one in my immediate family had attended college.... Neither of my parents graduated from high school. My brothers and sisters had not gone beyond a high school or trade school education, so there was no expectation that I would go any further.”

But one role model did make a difference for him. His Uncle Lenny had taken advantage of the G.I. Bill to get a college degree and had become a teacher in North Adams, Massachusetts. Jim’s family visited him every once in a while. “It was an amazing experience, because my other aunts and uncles grew up pretty much the way I did, in very, very poor surroundings. But this uncle actually had a beautiful home. I thought it was a huge house and remember his library, full of books. It inspired me because I equated books with education. I attributed his success, his personal identity, and the dignities that he carried to the education that set him apart from his siblings. I clearly remember the respect that I felt for him as a very young child.”

Getting more education and being around people who could help and support him while doing so began to loom as a desirable path. Jim says, “I instinctively recognized as a child that the only way I was going to survive being thrust into the world, pretty much on my own, was to have the support of the greater world outside of my immediate family. Therefore, I took very seriously, early on, the importance of gaining the respect and support of those in the outside world. As early as six or seven years old, I saw that an important step was building a support system around me. The only way I was going to accomplish that was to develop a personal identity in terms of the way people interacted with me. I came to realize that a big piece of the success that I had later in life was the ability to develop my own identity at a very early age.”



The only way I was going to survive being thrust into the world pretty much on my own was to have the support of the greater world outside of my immediate family.




Getting more schooling wasn’t easy for someone from a poor family. He admits, “I didn’t believe I could afford to go to college. I applied to The College of the Holy Cross, which was close to home, thinking that if I could get in there, I could do it less expensively. I could live at home. It was the best school I could afford to go to without having to pay for room and board.” Jim gained early admission and a small baseball scholarship. He worked three different jobs to try to pay for the rest of the expenses his first year.

Once in college, his identity became an issue again. He says, “I was shocked how similar everybody was. They all came from similar backgrounds, with two parents and...money. Most of the other students knew they would be going to college from the time they were born. And here I was very, very different,” Jim says. “But I drew from that strength of my identity as a child and thought, you know, my difference is going to make me more interesting. I was never shy about mixing with the rich kids or the few other poor kids who were there. I felt that I had an advantage in my ability to move freely from circle to circle. I felt that the kids who grew up privileged didn’t have the same kind of confidence, socially, in mixing with others who didn’t have the same advantages that they had.”

That led to a key insight for Jim: “People tend to think that growing up underprivileged or in a minority environment is a weakness, a handicap. Ironically, in my case, it was the very thing that gave me strength. I would not, I don’t believe, have been as successful. I define success as freedom. I don’t define it as wealth or status and a collection of expensive toys.”



People tend to think that growing up underprivileged or in a minority environment is a weakness, a handicap. In my case, it was the very thing that gave me strength.




His world broadened with an opportunity to go to Europe through a program that provided students a chance to study abroad. He says, “I ended up getting a full scholarship for a year at the University of London. I was a kid from a mostly white, very homogeneous society, living in a town of about 3,000 people called Millbury, Massachusetts.” Jim says. “I didn’t have exposure to other cultures. In London I encountered for the first time diversity of thought and diversity of culture. For example, my best friend in the school ended up being a Pakistani kid named Mushtaq Malik. I really didn’t understand the cultural differences that set him apart from the Anglo students, but I shared a common bond. I, too, felt that I was being treated differently because I was a “Yankee” from America. I sounded funny. I was different from the rest of the kids. I didn’t dress well. In many was, I, too, was a minority in that environment. I drew from my strength and experiences as a kid to say, ‘You know, I’ve been different before and it wasn’t that bad. In fact, I’m proud to be different.’ I began to be proud of the fact that I was American and that I was different from the rest. You know what? It makes me more interesting.”

This was the tipping point for his identity. As he puts it, “That sense of confidence turned me around. In the first six months,...I went around with my head down, feeling that I was being treated poorly. I realized that it was all in my head, and I picked that head up proudly and with confidence I created my own identity in this foreign country. All of a sudden, I became one of the more popular kids on campus and I ended up being elected to the position of ‘head resident’ of the student housing where I was living. My Pakistani roommate and I ended up being two of the more popular kids in the student community. It proved to me that I could handle any environment.”

That experience helped him as he went on to become the president and CEO of 7-Eleven, Inc., the world’s largest chain of convenience stores, where he worked for 21 years. As he says, “If I could go from being least popular to most popular in an environment that was truly diverse, with all kinds of cultures coming together, then I realized people are people anywhere in the world. That experience, ironically, gave me a tremendous amount of strength in going to Asia and dealing with yet another foreign environment that some people would have found intimidating or threatening. I embraced the cultural differences in Asia, which I believe contributed to the success that I was able to enjoy at 7-Eleven while managing a worldwide operation where we had franchisees from 120 different countries. That experience as a college student I think helped to contribute to success I enjoyed later in life,” he says.

Amid his challenges as CEO of both 7-Eleven and Blockbuster, Jim had his “aha” moments in dealing with some of his transformational experiences. He says, “Once again, this is where identity is so important. When you become a public figure and you’re attacked in the press, you realize this is just part of the territory. You must be able to say, with confidence, ‘It’s not about me.’ The identity and the strength of character that you develop gives you the strength to be able to recognize that it really isn’t personal. It’s the nature of your role in certain organizations that you are going to draw fire, that you are going to draw criticism. You have to have the strength of conviction to know that it isn’t personal. You must have confidence to know that if you are doing the right thing and staying true to your course, it will work itself out. The noise will diminish over time, and that negative momentum can turn into positive momentum just as quickly. The good thing about momentum is that it can go either way. If it seems like everything is going against you today, it can just as quickly turn the other direction with just as much strength and create positive momentum. A headwind can become a tailwind almost overnight. These are the things I learned in that senior role.”

The lesson was that you’ve got to hang in there and be true to yourself. You’ve got to be authentic as possible based on what you know is right, and it’s kind of stay the course. Shortly after Jim was first named CEO of 7-Eleven and took over in 2000, he had a powerful dream in which he was given three gifts that would change the course of his leadership.

The first gift was a willingness to change. The willingness to change is needed because “so often we [get] locked on a path, and yet the world changes every single day,” Jim says. ”Particularly in a leadership role, you must be able to use information to change course, if necessary, because the circumstances or the environment has changed. Most people and certainly most organizations have a fear of change and develop an institutional inertia that keeps them from being able to adapt to the changing world around them.



The willingness to change is needed because “so often we [get] locked on a path, and yet the world changes every single day.”




The second gift was confidence. “It’s one thing to change, but then do you have the confidence to stay that course? If you are in an airplane and find yourself in a storm looking at that radar screen saying, ‘I’ve got to find a hole between these two thunderstorms,’ do you have the confidence to stay that course and to fly safely through the storm? In the business world, it’s the same kind of thing. Do you have the strength of conviction to stay the course or modify that course based on the best information you have?”

The third gift was the gift of simplicity. “We all encounter complications in everything we do,” Jim says. “In the business world especially, you can’t accomplish anything unless you are able to communicate and possess the ability to break very complex problems into simple solutions that are easy for everyone to understand and to follow. Simplicity in communications is a fundamental criterion for success in business or in life. I like to think of these three things as a roadmap for success in any leadership position, because the same gifts will work for other people.”



There may be some storms along the way...but if they see those...as opportunities to grow and to learn, then their futures will be incredibly bright.




Asked what he would say to young people today, based on what he has learned and experienced, Jim has this advice: “I believe that opportunity today has never been greater, but only for those who reach out and embrace it. That’s the key. If young people today recognize that their identity is in their hands to create, to build, and that they can accomplish anything they want, then they have an incredibly exciting path in front of them. There may be storms or adversity along the way, but if they see those bumps in the road as opportunities to grow and to learn, then their futures will be incredibly bright. My most important message to young people, of any age, is that education is freedom.




I like this story a lot. Jim is a good friend, and I deeply admire the way he saw, at an early age, opportunity in his circumstances rather than defeat. In Uncle Lenny, Jim had one role model who made a difference for him. Uncle Lenny was the catalyst for Jim to make valuing a good education a part of his identity. To this day, Jim remembers Uncle Lenny’s library, full of books. This inspired Jim because he equated books with education and his personal identity—and with his future success.

The difference between Allen and Jim isn’t in their circumstances. It’s in the way each of them viewed their circumstances. Allen just couldn’t see opportunity. Jim could pretty much see nothing else. That led to a key insight for Jim. To quote from his story again, “People tend to think that growing up underprivileged or in a minority environment is a weakness, a handicap. Ironically, in my case, it was the very thing that gave me strength. I would not, I don’t believe, have been as successful. I define success as freedom. I don’t define it as wealth or status and a collection of expensive toys.”

Jim had another very powerful insight: “I’m different. You know what? It makes me more interesting.” These insights and the choices they offered up shaped Jim’s set of core values in a profound way. And Jim lives his values. He walks his talk. Take some quiet time to complete the following values assessment process. Review the journey of your life. And in the spirit of the old Cherokee grandfather, consider which wolf will be the one you feed.



Values Assessment

How do you come up with your values? Look at the people you love in your life, think about what they value, and examine the times when you were successful in life and what made you happy. You’ll find a common set of values.

The next page lists 75 values. What I’d like you to do, right now, is close your eyes and recall the people in your life you love to hang out with. List the top five (seven max). Write down their names, if this makes keeping track of them easier in the next steps. Now pick one of these people and ask yourself, “What are this person’s values?” Look at the things this person likes to do, the things he or she likes to talk about, the kinds of television programs he or she watches, or the movies he or she sees. Is this person open minded? Does this person love to learn? Is this person committed to being good at doing something that matters to him or her? You get the idea here. Still thinking of this person, circle on the page or write on a piece of paper the seven values this person represents to you. (Feel free to add other values that aren’t on the list.)

Now repeat the process for another person and do the same thing on your list. Keep going until you’ve completed the exercise for the top five people on your list.

Look at the page when you’re done. You’ll likely find the same values keep showing up. When we have people do this in a workshop setting, they usually end up with no more than ten values across their five people because of all the overlaps. Now ask yourself, “Whose values are these, really?” These are your values. It’s that simple! Your values aren’t your values unless you live them. These are the value you’re living right now. And, yes, you can make changes. You can choose to keep different company to support all that is authentically you.

List of Possible Values

Achievement

Advancement

Adventure

Affection

Arts

Challenging problems

Change and variety

Close relationships

Community

Competence

Competition

Cooperation

Country

Creativity

Decisiveness

Democracy

Ecological awareness

Economic security

Effectiveness

Ethical practice

Excellence

Excitement

Expertise

Fame

Fast living

Fast-paced work

Financial gain

Freedom

Friendships

Growth

Family

Helping other people

Honesty

Independence

Influencing others

Inner harmony

Integrity

Intellectual status

Involvement

Job tranquility

Knowledge

Leadership

Location

Loving what you do

Loyalty

Meaningful work

Making money

Nature

Being with open and honest people

Order (stability, conformity)

Personal development

Physical challenge

Pleasure

Power and authority

Privacy

Public service

Purity

Quality

Quality relationships

Recognition and respect

Reputation

Responsibility/accountability

Security

Self-respect

Serenity

Sophistication

Stability

Status

Supervising others

Time freedom

Truth

Wealth

Wisdom

Working with others

Working alone




Step #2—Create Your Vision

You need to have dreams and aspirations that drive you, that follow the path of your values. You build your short-term and long-term goals from these. These encourage you to learn what you need to know, to acquire the tools for continual growth. They become the path to success and achievement. Without a vision and the goals and effort that drive you toward it, you are liable to flounder.

Questions to Consider

1. How is knowing and living your values essential to personal and professional success?

___________________________________________________

___________________________________________________

___________________________________________________

2. From our earliest moments, most of us are told to make something of ourselves. But chances are, the people who tell you what you should make of yourself have no good idea what to make of themselves. It’s a mistake to make major choices about your career and your life based entirely on chasing a dream promoted by other people. Can you tell what’s directing your life? Is it your values or those of others?

___________________________________________________

___________________________________________________

___________________________________________________

3. To be free, you have to listen to what matters to you, not what is blaring from the mouths of friends, foes, and family. What matters most to you?

___________________________________________________

___________________________________________________

___________________________________________________

4. How do you live your values in business and in the rest of your life?

___________________________________________________

___________________________________________________

___________________________________________________

5. Would you be willing to seek out new friends in business and in the rest of your life who talk and walk the values you aspire to?

___________________________________________________

___________________________________________________

___________________________________________________

6. Challenge your own vision and idea of success. Have you defined success for yourself, or are you blindly chasing some definition that’s not really you? The enduringly successful people I know are all doing something they’re passionate about.

___________________________________________________

___________________________________________________

___________________________________________________

7. Do you actually know how to get really good at doing something you love? Where could you find a coach or a mentor? Notice how folks on American Idol show dramatic growth with intense coaching and mentoring.

___________________________________________________

___________________________________________________

___________________________________________________


Chapter 4. Can Your Attitude Affect Identity?



I am a great believer in luck, and I find the harder I work, the more I have of it.

—Thomas Jefferson




When Rob knew Malika Sue Emerson in high school, she was always the person with ink smudges on her fingers and a notepad within easy reach. In English classes, she made the other students crazy by pleading for extra essay assignments. She wrote poetry and short stories, and she hinted to Rob that she’d started a novel but was a little young yet to have enough experience for the “big picture,” whatever that was.

While the other kids were focused on football games, proms, and who was seen making eyes at whom, she strode the hallways loaded down with a backpack stuffed with books. For a while, she wore a beret, before being teased out of that. But she did grab at the opportunity on a nippy patch of winter to sport a long scarf that screamed artsy-fartsy.

It became the universal sport of her peers to pick on Malika, to mock her with bad limericks, and to avoid her company. None of that seemed to bother her. At the senior assembly, she read a poem that was so good, most of her peers thought she must have copied it from somewhere. But Rob had seen it slowly evolve during study halls and library visits.

One summer, Rob saw Malika at the Blakenfield town library. She had her backpack open on the table, and books spilled out of it. She tapped feverishly away at a laptop, her eyes fixed lasers.

Rob eased up to the table and let her see him before moving closer.

“How goes it in the literary world?” he asked. “Any successes?”

She slid a scrapbook out of her back and pushed it across the table toward him. Each page was filled with rejection slips. They covered a range of publications, from literary journals to The New Yorker.

“Why keep these? Doesn’t this just discourage you?” Rob asked.

“Nope. It pushes me harder.” She pointed to a pile of books about writing. Some were about sentences, others about syntax. She tapped a writing memoir written by Stephen King. “This mildly successful fellow says that if you want to write, you should read a lot and write a lot. I do that.”

“Do all your friends and family support you in that?” Rob asked.



It’s my decision to be who I am. If that’s a wrinkle for them, they’re the ones who need to adjust.




She shrugged. “Some do. Some don’t. The thing is, it’s my decision to be who I am. If that’s a wrinkle for them, they’re the ones who need to adjust. One of the first things I learned is that to define characters well, I needed to show what each wants. What I want isn’t big bucks or a name in lights, but to write as very well as I can and to keep improving on that. When I do that, long enough and well enough, the rest will all sort itself out until I have what I consider to be success.”

Rob shook his head. “Well, good luck with that.” He stood, and the tapping began again before he’d gone a couple steps.

“Now, that is one driven soul,” he muttered to himself.

Five years later, he was reading the Blakenfield Blast online when he saw an article that Malika Sue Emerson would be signing books at the library for a charity event. Her second novel had been a breakaway bestselling success, and there was already talk of movie rights.

There was quite a crowd at the library, and Rob could barely make it to the table where a stack of her books was piled high and she was signing away. Many of the people buying the books were those who had once openly mocked Malika. One of them was the person in line just ahead of Rob. As Malika signed her copy, the young woman said, “Writing must just come easy to some people.”

Malika’s head snapped up, but she saw Rob standing there and lifting a hand to his face to suppress a laugh. Malika touched a finger to the side of her nose and winked at Rob. To the former classmate clutching the signed book, she said, “Yep, you betcha!”

Step #3—Develop Your Travel Plan

Whether you are starting out in the world or dusting yourself off after one of life’s spills, you need a plan of action—clear steps you can take to achieve new goals. A clear plan allows you to focus on what’s important to you, to stay focused, and to build or regain your confidence.

Discussion



“The longer I live, the more I realize the impact of attitude on life. Attitude to me is more important than facts....We cannot change our past...we cannot change the fact that people will act in a certain way. We cannot change the inevitable. The only thing we can do is play on the string we have, and that is our attitude. I am convinced that life is 10 percent what happens to me and 90 percent how I react to it. And so it is with you...we are in charge of our attitudes.”

—Charles R. Swindoll




The big difference between Malika and some of her peers is that she made a clear decision of where she wanted to go and what it was going to take to get there. She had a vision, and a plan.



Malika...made a clear decision of where she wanted to go and what it was going to take to get there. She had a vision, and a plan.




What I like, too, is that she “got it” early and was able to sort through what mattered and identify who and what to ignore. She worked hard in repetitive exercises of her skill and made it work for her. Not everyone figures out their identity so early. Some are late bloomers. I’d put myself in that group—and there’s no shame in it, as long as you eventually catch on and do something about it.



This is a true story. Only the names and locations have been changed to protect people’s privacy. For a little comparison and contrast, let’s take a look at another early starter, Ben Kaufman, who got his first self-starting business push when, at 14, he sat bored in a math class.






Profile in Success: Ben Kaufman, CEO of Quirky

Ben Kaufman went to Portledge High School in Long Island, New York. He learned in his own way, which didn’t involve the completion of much assigned work. Ben had an idea for lanyard headphones, which he went on to pursue during his senior year. As he put it, while in a boring math class, “I was trying to listen to my iPod Shuffle without my teacher realizing that I wasn’t listening to her. That was my first problem. The solution was a lanyard headphone that concealed the wires associated with the iPod Shuffle.”

Those headphones, known as the Song Sling, became the initial product of Ben’s first company, mophie (named after his two dogs, Molly and Sophie). The same day he graduated from high school, he officially launched mophie. He then attended Champlain College in Burlington, Vermont—but he lasted only a single semester. So Ben is a college drop-out, right? Well, that’s one way to look at it, but it’s not Ben’s way. Nor is it the way of Inc. Magazine, which selected him as the #1 entrepreneur in the “30 under 30” category in 2007.

Ben, whose typical fashion statement is a black T-shirt, faded jeans, and Converse sneakers, seems pretty comfortable in his skin for someone his age—born in 1987, about the same time as the Internet. His parents believed in him, too—enough to mortgage their home to help him get his start. He started his first company at 14 years old. BKMEDIA was a web design/video production company with clients such as Maybelline, L’Oreal, Footlocker, and many more.

At Macworld in January 2006, he won the Best of Show honor for a modular case accessory system that he created for the iPod Nano. This allowed him to raise $1.5 million in venture money from Village Ventures to help push mophie forward.

Now, as far as identity goes, what kind of individual follows up on that by showing up at the next Macworld with nothing? At Macworld 2007, while all the other accessory companies were revealing their latest product lines, Ben and the mophie team had a booth made out of two-by-fours and unveiled no new product. Instead, they handed out scratch pads to 30,000 people at the trade show and asked the Macworld community to design the 2007 mophie product line themselves. Talk about confidence! On that day in January 2007, Ben committed to taking a product from sketch to ready-for-delivery in 72 hours.

Ben’s “Aha” moment into his own identity came when he realized he wasn’t so much interested in the end result as in the process. That was a key insight for him. He sold mophie and rolled all the assets into his next company, kluster, a powerful platform that allows its community to apply the collaborative brainpower of tens of thousands of people to collaborate on any problem and make a decision. Widely used by many major ad agencies, kluster is also used by various consumer product companies.



Ben’s “Aha” moment into his own identity came when he realized he wasn’t so much interested in the end result as in the process.




The company was a success, but Ben wanted to transition back into product development. This time, he reached far beyond the iPod case. He formed his third company, quirky, a social product-development site built on kluster’s collaborative decision-making platform. It brings the world in and lets product ideas become a reality, thus distributing the power of influence to tens of thousands of people. For centuries, it’s been really, really hard for people who have great ideas to execute those ideas. They need access to capital. They need to know the right people. The people who are inherently designers usually find a way to get things made, but the people who are just great problem solvers are usually left by the wayside, and their ideas never get further than their own drawing boards.

Such ideas get submitted to the quirky web site at the rate of 100 ideas a day. The ideas come into quirky’s product evaluation process, where the community scores and votes for them at the same time expert product designers and marketers consider the ideas. The resulting data is brought to Friday afternoon product-evaluation meetings, when Ben and his crew pick two they want to move forward with. From there, they go into a rapid collaboration process that includes everything from research, industrial design, and mechanical engineering to naming the product and picking colors, materials, and finishes—the things that move the idea into reality. It’s the community’s job to submit as many ideas and get as much data on the plate as possible, and help quirky sift though it all. When quirky puts a product on the web site, it basically says, “Here’s the product. Here’s how much it’s going to cost. But we need to sell X number of these before we actually push it into manufacturing.” In the case of a bendable power strip, Pivot Power, the brainchild of Jake Zien, the company had to sell 960 units before it could move on into production. Within a few hours of Jake’s product launch, all the tech blogs were tweeting and retweeting about it. Jake was starting to sell several Pivot Powers per minute. The product made its numbers within a few hours, so quirky went ahead and moved it into manufacturing. Now, that’s seeing the world of marketing and manufacturing with new and fresh eyes!

When asked by Inc. Magazine whether mophie will still be making iPod accessories a year from now, Ben answered, “God, I hope not!” And that’s after quite a few successes with such products as headphone splitters, FM transmitters, and remote controls.

For Ben, the real key to his company’s distinctive brand identity is the product development process, which can be summed up in three words: open source innovation. That’s a popular way to go these days. Ben’s the first to point out that the best products in the world are the result of problems people are experiencing. Jake’s pivotable power strip represents that sort of product. Jake was annoyed that he couldn’t fit all the power bricks into his power strip. His product and all the other quirky products so far represent simple problems that have resulted in brilliant solutions. As Ben admits, “Our products, at the end of the day, aren’t all that quirky. They’re real, good solutions to everyday problems. But the process is very quirky and unconventional. It’s not what people would expect.”



Open source innovation. That’s a popular way to go these days...the best products in the world are the result of problems people are experiencing.




So as long as there are problems, Ben and the quirky staff and its wide community will be there to address them. But knowing what I do about Ben, I imagine that his visionary identity will soon have him off on yet another successful quest.




Questions to Consider

1. What’s your plan? Do you have an objective you’d like to achieve, a vision of your own sense of success?

___________________________________________________

___________________________________________________

___________________________________________________

2. Do you have a passion, a restless itch, or an insight for an opportunity that could be the mission or game changer in your life?

___________________________________________________

___________________________________________________

___________________________________________________

3. If you took a notepad and started to sketch out the action steps you need to take to achieve your dream, does it seem doable? Do you have the support of friends and faith in yourself to achieve your vision?

___________________________________________________

___________________________________________________

___________________________________________________

4. What training, practice, and effort will it take to get you where you want to go?

___________________________________________________

___________________________________________________

___________________________________________________


Chapter 5. Can People’s Identity Change?



“The greatest mistake you can make in life is to be continually fearing you will make one.”

—Elbert Hubbard




Rob started his first job as a clerk in a bookstore when he was still in high school. The thing Rob liked most about his job was his boss, Dutch Sullivan, a middle-aged family man in reasonable shape who was just beginning to lose his hair, which was turning gray anyway. Rob didn’t know what to expect in his first job—maybe to get yelled at a lot and have to do all the hard work. But he quickly realized that Dutch was more like a father to him. Dutch read a lot, and he and the customers had many lively discussions about new voices and which books inspired, entertained, and enlightened them. Rob was always included in the talks, and that motivated him to broaden his own reading list. The exchanges also opened his mind to listening to different opinions and points of view. He and Dutch often stayed and talked long after the store closed. Rob found he could even confide the things that troubled him in his chats with Dutch, who never gave directives, but offered options to consider.

Tucked into a corner of the town square in Blakenfield, Dutch made sure the store acted as a virtual literary cornerstone of the community. He was a member of the library board, was active in a number of other improvement activities, and let groups meet in the store. The PTA mothers always had their bake sale by the front door, and Dutch never turned away anyone who had a reasonable request. Once when a young girl came in and looked at the same book three times in one week, Dutch realized she couldn’t afford the book. Rob told him the girl, Kathleen, came from a poor family and had been ostracized by most of her classmates. That may have been because she hadn’t been able or encouraged to bathe as often as the others when she was younger. But the stigma had stuck even though she had, all on her own, become the most fastidious student in their high school. Still, she remained an outcast, and poor, in a small town—never a good combination. The next time Kathleen came to the store, Dutch took the book off the shelf and handed it to her. “You can have this. A gift,” he said. “If that makes you feel awkward, you can come sweep the front sidewalk some morning.”

Kathleen clutched the book to her chest and hurried out the door. Rob watched her go and hoped that at some point in his life he would want something as much as that girl had wanted that book.

In the days ahead, Rob noticed when he came to the store early that the sidewalk in front was always swept immaculately clean. Neither he nor Dutch saw Kathleen doing it, but they had a pretty good idea who the elf was doing the chore, and it always made both of them smile.

Rob saw Dutch at the park, too, often playing tennis with his wife, Betsy, or playing doubles with their kids. When Rob told him how he admired Dutch’s skill on the courts, Dutch gave him one of his old rackets and taught him the game. He worked with him until Rob became a formidable player in his own right.

Dutch was also a good mentor to Rob at the store. He encouraged Rob to read The New York Times Book Review and search the new titles for a fresh voice or an engaging read. He taught Rob the importance of knowing the tastes and interests of the people who shopped at the store. When Rob graduated and had the opportunity to head off to Champaign–Urbana for college, Dutch surprised him with a scholarship that he and several other neighboring merchants had put together for him. And Dutch said he was sorry he didn’t have the money to provide all of the support on his own.

On every trip home from college, Rob would drop by the store and Dutch would pump him about all he’d learned and challenge him to defend his ideas in spirited chats. Each time, though, Rob noticed there were fewer books on the shelves. Where books had been crammed together, spines out, they were face out now and stretched across the shelves to give the illusion of stock.

“What’s that about?” Rob asked.

“Times are tougher,” Dutch said, sharing a forced grin. “But I’m still getting by.”

Then one Christmas break, Rob came home to Blakenfield, and when he went to the store he found it locked. Brown paper lined the display windows, and a sign on the door said the space was available for rent.

Rob asked around and learned how the store had begun to falter, then failed, and finally gone under. Folks said Dutch could have blamed a number of things—the changing times, or a community that no longer shopped locally, or customers who shifted their loyalties to big-box chains. But he hadn’t complained. He’d just quietly closed the door one day and sold the stock to a remainder company. Shortly after that, his wife, Betsy, had left him. His family had fallen apart. He’d dropped out of all the organizations and activities that had been part of his life. He was now alone.

Rob asked around, and his friends said if he wanted to find Dutch, all he had to do was watch the streets. They said all Dutch did these days was walk, haunting the sidewalks as he paced from one end of town to the other. They said he walked, and walked, and walked. Rob kept his eyes open and eventually saw Dutch’s bent-over form taking long strides, his frowning face fixed on the snow-dusted sidewalk ahead of him. Rob hurried and stopped Dutch and almost reeled back at the weathered face that looked back at him. Dutch tried to smile, but couldn’t quite manage it.

“Is there anything I can do?” Rob asked.

“Can you bring my wife back to me?” Dutch snapped.

Rob didn’t know what to say to that, and while he was pondering, Dutch spun and was off at his brisk pace again, his shoulders bent like a brooding bird. Soon he was out of sight.

Rob wished he could have taken some action, but he’d been so stunned by the change in Dutch that he’d been speechless. He tried to track Dutch down, but his house had been sold and Rob didn’t know where to look. He had to go back to school before he could do anything. While there, he gave Dutch’s situation a lot of thought and resolved that he would do what he could when he was back in Blakenfield next. If he and the old gang didn’t do something, Rob feared Dutch would be lost for good.

It was spring before Rob got back to town. The first thing he did was ask if anyone had seen Dutch.

“You’ll find him at the tennis courts,” said Sylvie Murphy, the owner of the appliance store that did business in the space next to what had been the bookstore.

That was a head-scratcher. But that’s where Rob headed. He found Dutch, tennis racket in hand, and at least 15 children gathered around him. He was giving lessons. He was standing slightly straighter and, more important, he was smiling.

A cluster of parents sat in the bleachers watching, so Rob sat with them until the lesson was over. As he sat down, he could make out a new sign proudly displayed on the nearest fence that lined the courts: “The Dutch Sullivan Tennis Courts.”

When the kids came screaming over to their parents, all excited and glowing with new budding skills, Rob went onto the courts where Dutch was gathering up loose tennis balls with a large square basket. He looked up at Rob and smiled. “You look surprised.”

“I am.”

“I’ll bet you expected the worst.”

“Well....” Rob hesitated. “What happened?”

“You’re not going to believe it, but I was walking along one day—I’d been in a bit of a funk for a while there—and this young lady came up to me and said, ‘Mr. Sullivan, can I get you to kick yourself in the butt, or do you want me to do it for you?’”

“How dare she?” Rob’s face flushed and his fingers began to curl. “Who was it?”

“There, there,” Dutch said. “Turns out that was just what I needed to hear. And you’ll never guess from whom. It was that girl Kathleen who used to sweep the sidewalk for us. Turns out she’s just wrapping up pre-med school, on a scholarship she earned with her grades, and is heading toward what I suspect is going to be a mighty fine doctor someday.”

“What did she do that I couldn’t have done?” Rob said.

“I appreciate your intentions, but I wasn’t ready then.” Dutch put the basket down and rested on the handles. His grin stayed in place, relaxing Rob. “I guess I still had a bit of moping to do. My back was up, and I was angry at the world right then. She talked me around that.”

“What’d she say?” Rob asked.

“She asked me about the last time I’d been happiest in life, truly happy. I said it had been when playing tennis as a carefree young lad learning the game, excited about gaining a skill and feeling the zest of competition. She pumped me about my identity, too. She said I was a giver, a part of the community, involved, so what should I be doing about that?”

“And that led to this?” Rob asked.



She asked me about the last time I’d been happiest in life, truly happy.




“Well, I had to practice, and people I knew saw me, and word got out. Someone hinted to the city council that teaching tennis to kids from all parts of town would be a good idea. Next thing I knew, the manager of city parks was twisting my arm and bending my ear. So here I am. Those kids who are just leaving are all from the poorer side of town, where Kathleen used to live herself.”

“I like the sign.” Rob nodded toward the one that now bore Dutch’s name.

“Bunch of silliness, really. Damn thing embarrasses me.” But when Dutch glanced toward it, a lot of pride showed past the grin, and he didn’t look embarrassed at all.

Step #4—Master the Rules of the Road

You need guidelines to keep you on track—such characteristics as honesty, trust, hard work, determination, and a positive attitude.

Discussion



Who we are never changes. Who we think we are does.

—Mary S. Almanac




In the true story of Dutch Sullivan, we can contemplate whether his identity changed. Did it evolve, or did it return to an earlier version? I think there are a couple of ways to look at this. One theory of identity holds that your identity is determined by the roles that you play out in your life. There is a whole body of writing that describes how social roles define your identity. At any moment in time in this model, your identity is a function of the role you are playing at that moment in time. Often you’re likely to be playing multiple roles of varying degrees of importance to you. For example, you might be a parent, a teacher, a social worker, an executive, a friend, and so on. You probably find yourself changing focus and priorities as time goes by.

If we subscribe to a role-based model of identity, we could argue that Dutch Sullivan’s identity did indeed change over the years; although at the end of the story, we find him playing out an identity rooted back to when he’d been “playing tennis as a carefree young lad learning the game, excited about gaining a skill and feeling the zest of competition.” When I talk with enduringly successful people, they sometimes take on seemingly quite different roles throughout their lives. However, when I dig a little deeper, I find that changing roles are pretty much deepening expressions of a successful person’s true identity.

This is probably a good time to revisit this idea of success. A lot of the time, the external world wants us to believe that success is all about impressive achievement, especially the attainment of fame, wealth, and power. Well, I’ve met more than my fair share of people who have fame, wealth, and power who are mostly miserable. Right now, you might be saying that you’re good with the fame, wealth, and power thing—that you’ll take your chances on being miserable. But it’s not an either/or situation. The mainstream media stories about successful people, along with wishful thinking about instant gratification or a magic pill for success, may make it seem as if they were overnight successes, but it rarely happens that way.



People who enjoy lasting success mostly toil with every ounce of their energy and persistence, with heart and soul, for their whole lives.




People who enjoy lasting success mostly toil with every ounce of their energy and persistence, with heart and soul, for their whole lives. They become lovers of an idea they’ve been passionate about for years, creating an obsession with every detail, losing track of time. In a real sense, it’s something that they’d be willing to do for free, for its own sake. Quincy Jones wouldn’t give up his music if it wasn’t popular, nor would Nelson Mandela rest until apartheid was crushed. It’s hard to retire from an obsession. Jack Welch is no more likely to stop teaching his brand of business than Oprah is likely to stop inspiring the human spirit. These people do something because it matters to them.

If your life becomes about building an authentic identity you express by becoming really good at doing something you love, and that something is highly rewarded by society, then you’ll probably end up with fame, wealth, and power. But if you just go for the fame, wealth, and power, you’ll likely end up being unsatisfied and miserable—and maybe prematurely dead.

In life, you’re going to face changes. Sometimes you’ll get the best of them, and other times, they may seem to get the best of you. How you deal with change in the long run depends on how anchored you are in the positives of your identity.

Remember, I said that your perceptions are often a battle between positives and negatives, and which side wins depends on you—on which wolf you feed.



How you deal with change in the long run depends on how anchored you are in the positives of your identity.




Let’s pause to recall the first three steps of the process:

Step 1. Check your ID. Find out who you really are. Success depends on self-awareness.

Step 2. Create your vision. A well-defined vision allows you to make meaningful, realistic goals for your business or personal life.

Step 3. Develop a travel plan. Create a plan of action that allows you to work toward your goals.

Now, you can extend from that by developing rules that keep you on track, focused on a purpose that promises you your version of success. Change may cause you to feel confused, out of sorts, and you need to focus on what makes you, well, you—your identity. You need to have rules in place. What positive qualities will help you? Such characteristics as honesty, trust, hard work, determination, and a positive attitude.

So when you have to stop and reboot, these rules kick in—maybe not at first, but when you need them most, if you do this right. They’ll help you stabilize, adapt, and, if necessary, find the new you—or, at least, what you perceive is your identity.

You’re going to make mistakes, and you’re going to make choices—some bad. You’re going to be handed the short end of the stick sometimes, even when you did nothing wrong. Dust yourself off. Get over it. And revisit your rules.

Your rules should be building around the core of your values and the aspects of you that aren’t likely to change. If you’re an introvert, it isn’t likely that you can suddenly become an extrovert. Some things you can adjust. Earlier, I admitted I wasn’t the thinker that Oprah is. But I did improve on that. There are things you can do in dealing with change. And if you’ve followed the process, you’ll find a wholesome, healthy, ongoing you—rich in the identity of values—to help you reboot and get started again.

In the next section, you meet Steve Jobs, who embraced a number of roles and faced extraordinary challenges in his all-too-short lifetime. Ask yourself whether his identity changed or whether he took on a portfolio of roles in which he practiced the intense expression of his core values and identity. To be successful in any of the roles you take on in your life, you have to fill the role with the spirit of your real self, your passion, and your values. This is your true identity. It can become stronger over time as you learn and grow and stop attempting or pretending to be what you think the external world wants you to be. You might just find yourself saying to folks, “You know, I used to be different, but now I’m the same.” They probably won’t know what on earth you’re talking about. But you will. You will know that you’ve stopped letting the world drop in the quarters and press your buttons so that you play their tune. You’ll be playing your own tune, stepping into your greatness. You’ll be comfortable in your own skin because the internal you and the external you will match. In spirit, they will be very much the same—not different anymore.



To be successful in any of the roles you take on in your life, you have to fill the role with the spirit of your real self, your passion, and your values.






Profile in Success: Steve Jobs, late CEO of Apple Computer

Steve Jobs gave the following commencement address at Stanford University on June 12, 2005. Jobs died of pancreatic cancer in October 2011. There’s no need for me to elaborate on his life and iconic legacy; his eloquent stories do that for me.

I am honored to be with you today at your commencement from one of the finest universities in the world. I never graduated from college. Truth be told, this is the closest I’ve ever gotten to a college graduation. Today I want to tell you three stories from my life. That’s it. No big deal. Just three stories.

The first story is about connecting the dots.

I dropped out of Reed College after the first 6 months, but then stayed around as a drop-in for another 18 months or so before I really quit. So why did I drop out?

It started before I was born. My biological mother was a young, unwed college graduate student, and she decided to put me up for adoption. She felt very strongly that I should be adopted by college graduates, so everything was all set for me to be adopted at birth by a lawyer and his wife. Except that when I popped out, they decided at the last minute that they really wanted a girl. So my parents, who were on a waiting list, got a call in the middle of the night asking, “We have an unexpected baby boy; do you want him?” They said, “Of course.” My biological mother later found out that my mother had never graduated from college and that my father had never graduated from high school. She refused to sign the final adoption papers. She only relented a few months later when my parents promised that I would someday go to college.

And 17 years later, I did go to college. But I naively chose a college that was almost as expensive as Stanford, and all of my working-class parents’ savings were being spent on my college tuition. After six months, I couldn’t see the value in it. I had no idea what I wanted to do with my life and no idea how college was going to help me figure it out. And here I was spending all of the money my parents had saved their entire life. So I decided to drop out and trust that it would all work out okay. It was pretty scary at the time, but looking back, it was one of the best decisions I ever made. The minute I dropped out, I could stop taking the required classes that didn’t interest me and begin dropping in on the ones that looked interesting.



Much of what I stumbled into by following my curiosity and intuition turned out to be priceless later on.




It wasn’t all romantic. I didn’t have a dorm room, so I slept on the floor in friends’ rooms, I returned Coke bottles for the 5¢ deposits to buy food with, and I would walk the seven miles across town every Sunday night to get one good meal a week at the Hare Krishna temple. I loved it. And much of what I stumbled into by following my curiosity and intuition turned out to be priceless later on. Let me give you one example:

Reed College at that time offered perhaps the best calligraphy instruction in the country. Throughout the campus, every poster, every label on every drawer, was beautifully hand calligraphed. Because I had dropped out and didn’t have to take the normal classes, I decided to take a calligraphy class to learn how to do this. I learned about serif and san serif typefaces, about varying the amount of space between different letter combinations, about what makes great typography great. It was beautiful, historical, artistically subtle in a way that science can’t capture, and I found it fascinating.

None of this had even a hope of any practical application in my life. But ten years later, when we were designing the first Macintosh computer, it all came back to me. And we designed it all into the Mac. It was the first computer with beautiful typography. If I had never dropped in on that single course in college, the Mac would have never had multiple typefaces or proportionally spaced fonts. And since Windows just copied the Mac, it’s likely that no personal computer would have them. If I had never dropped out, I would have never dropped in on this calligraphy class, and personal computers might not have the wonderful typography that they do. Of course, it was impossible to connect the dots looking forward when I was in college. But it was very, very clear looking backward ten years later.

Again, you can’t connect the dots looking forward; you can only connect them looking backward. So you have to trust that the dots will somehow connect in your future. You have to trust in something—your gut, destiny, life, karma, whatever. This approach has never let me down, and it has made all the difference in my life.



You have to trust in something—your gut, destiny, life, karma, whatever.




My second story is about love and loss.

I was lucky—I found what I loved to do early in life. Woz and I started Apple in my parents’ garage when I was 20. We worked hard, and in ten years, Apple had grown from just the two of us in a garage into a $2 billion company with over 4,000 employees. We had just released our finest creation—the Macintosh—a year earlier, and I had just turned 30. And then I got fired. How can you get fired from a company you started? Well, as Apple grew, we hired someone who I thought was very talented to run the company with me, and for the first year or so, things went well. But then our visions of the future began to diverge, and eventually we had a falling-out. When we did, our Board of Directors sided with him. So at 30, I was out. And very publicly out. What had been the focus of my entire adult life was gone, and it was devastating.

I really didn’t know what to do for a few months. I felt that I had let the previous generation of entrepreneurs down—that I had dropped the baton as it was being passed to me. I met with David Packard and Bob Noyce and tried to apologize for screwing up so badly. I was a very public failure, and I even thought about running away from the Valley. But something slowly began to dawn on me—I still loved what I did. The turn of events at Apple had not changed that one bit. I had been rejected, but I was still in love. And so I decided to start over.

I didn’t see it then, but it turned out that getting fired from Apple was the best thing that could have ever happened to me. The heaviness of being successful was replaced by the lightness of being a beginner again, less sure about everything. It freed me to enter one of the most creative periods of my life.

During the next five years, I started a company named NeXT, another company named Pixar, and fell in love with an amazing woman who would become my wife. Pixar went on to create the world’s first computer-animated feature film, Toy Story, and is now the most successful animation studio in the world. In a remarkable turn of events, Apple bought NeXT, I returned to Apple, and the technology we developed at NeXT is at the heart of Apple’s current renaissance. And Laurene and I have a wonderful family together.

I’m pretty sure none of this would have happened if I hadn’t been fired from Apple. It was awful-tasting medicine, but I guess the patient needed it. Sometimes life hits you in the head with a brick. Don’t lose faith. I’m convinced that the only thing that kept me going was that I loved what I did. You’ve got to find what you love. And that is as true for your work as it is for your lovers. Your work is going to fill a large part of your life, and the only way to be truly satisfied is to do what you believe is great work. And the only way to do great work is to love what you do. If you haven’t found it yet, keep looking. Don’t settle. As with all matters of the heart, you’ll know when you find it. And like any great relationship, it just gets better and better as the years roll on. So keep looking until you find it. Don’t settle.



Sometimes life hits you in the head with a brick. Don’t lose faith...the only thing that kept me going was that I loved what I did.




My third story is about death.

When I was 17, I read a quote that went something like, “If you live each day as if it was your last, someday you’ll most certainly be right.” It made an impression on me, and since then, for the past 33 years, I have looked in the mirror every morning and asked myself, “If today were the last day of my life, would I want to do what I am about to do today?” And whenever the answer has been “No” for too many days in a row, I know I need to change something.

Remembering that I’ll be dead soon is the most important tool I’ve ever encountered to help me make the big choices in life. Because almost everything—all external expectations, all pride, all fear of embarrassment or failure—these things just fall away in the face of death, leaving only what is truly important. Remembering that you are going to die is the best way I know to avoid the trap of thinking you have something to lose. You are already naked. There is no reason not to follow your heart.

About a year ago, I was diagnosed with cancer. I had a scan at 7:30 in the morning, and it clearly showed a tumor on my pancreas. I didn’t even know what a pancreas was. The doctors told me this was almost certainly a type of cancer that is incurable, and that I should expect to live no longer than three to six months. My doctor advised me to go home and get my affairs in order, which is doctor’s code for “Prepare to die.” It means to try to tell your kids everything you thought you’d have the next ten years to tell them in just a few months. It means to make sure everything is buttoned up so that it will be as easy as possible for your family. It means to say your goodbyes.

I lived with that diagnosis all day. Later that evening, I had a biopsy, where they stuck an endoscope down my throat, through my stomach, and into my intestines; put a needle into my pancreas; and got a few cells from the tumor. I was sedated, but my wife, who was there, told me that when they viewed the cells under a microscope, the doctors started crying because it turned out to be a very rare form of pancreatic cancer that is curable with surgery. I had the surgery, and I’m fine now.

This was the closest I’ve been to facing death, and I hope it’s the closest I get for a few more decades. Having lived through it, I can now say this to you with a bit more certainty than when death was a useful but purely intellectual concept:

No one wants to die. Even people who want to go to heaven don’t want to die to get there. And yet death is the destination we all share. No one has ever escaped it. And that is as it should be, because Death is very likely the single best invention of Life. It is Life’s change agent. It clears out the old to make way for the new. Right now the new is you, but someday not too long from now, you will gradually become the old and be cleared away. Sorry to be so dramatic, but it is quite true.

Your time is limited, so don’t waste it living someone else’s life. Don’t be trapped by dogma—which is living with the results of other people’s thinking. Don’t let the noise of others’ opinions drown out your own inner voice. And most important, have the courage to follow your heart and intuition. They somehow already know what you truly want to become. Everything else is secondary.



Don’t let the noise of others’ opinions drown out your own inner voice...have the courage to follow your heart and intuition.




When I was young, there was an amazing publication called The Whole Earth Catalog, which was one of the bibles of my generation. It was created by a fellow named Stewart Brand not far from here in Menlo Park, and he brought it to life with his poetic touch. This was in the late 1960s, before personal computers and desktop publishing, so it was all made with typewriters, scissors, and Polaroid cameras. It was sort of like Google in paperback form, 35 years before Google came along: It was idealistic and overflowing with neat tools and great notions.

Stewart and his team put out several issues of The Whole Earth Catalog, and then when it had run its course, they put out a final issue. It was the mid-1970s, and I was your age. On the back cover of their final issue was a photograph of an early morning country road, the kind you might find yourself hitchhiking on if you were so adventurous. Beneath it were the words “Stay Hungry. Stay Foolish.” It was their farewell message as they signed off. Stay hungry. Stay foolish. And I have always wished that for myself. And now, as you graduate to begin anew, I wish that for you.

Stay hungry. Stay foolish.

Thank you all very much.




Every time I read this, I am deeply moved. In so may ways, it is an impossible story, starting with the fact that his biological mother did not have an abortion when she found herself pregnant with Steve. If you wrote this story as a work of fiction, critics would complain that it was too far removed from reality to be taken seriously. Yet true it is, and people who knew him will tell you there was no ambiguity about the identity called Steve Jobs. Here is a man whose passion for great design and exceptional user experiences has changed the way most of us interact with our world. I think Steve would be happy if we think of him as a champion of real identity because he invented so many ways for us to express ourselves as passionate and authentic individuals.

As he came to terms with his death arriving sooner than he hoped, he also came to terms with the idea that no one is indispensable. And then he worked until the day before his death, making Apple indispensable in our lives.

Questions to Consider

1. What are your core positive values that you think you can most rely upon when the going gets tough or the ground shifts out from under you?

___________________________________________________

___________________________________________________

___________________________________________________

2. What rules can you make for yourself? Would “Stay hungry” and “Stay foolish” be among them?

___________________________________________________

___________________________________________________

___________________________________________________

3. Who can you turn to for support? What relationships, affiliations, friends, and acquaintances can you count on when the going gets rough?

___________________________________________________

___________________________________________________

___________________________________________________


Chapter 6. Do You Transform Your Own Identity? Or Is It Owning Your Identity That Transforms Your Life?



Not everything that is faced can be changed. But nothing can be changed until it is faced.

—James Baldwin




One of the things Rob liked most about his almost daily visits to Blakenfield’s biggest city park wasn’t just the chance to shoot hoops or play tennis with his friends, but to see people from all walks of the community coming together to enjoy the sun and the outdoors. Perhaps the most interesting person of all was a young woman named Tomika who often brought an easel and set it up by the swings and slides so she could paint while her two small kids, Sue Beth and Tomas, played.

The first time or two Rob saw her with her easel, he thought she must be a dabbler, a hobbiest who got a kick out of messing with paint. But when he got a good look at one of her works-in-progress, he could tell even then that her work was good—punch-you-in-the-stomach good. She had caught the sway of trees above the Frisbee golf course as the tops breathed and embraced the sky. Her painting came to life on the canvas, enough to move the viewer emotionally. Rob couldn’t believe her skill and thought at first she must just be someone gifted. Then he watched her work and realized it was more like that old joke, “How do you get to Carnegie Hall? Practice.”

Rob could imagine that Tomika had spent quite a few hours getting to her level of accomplishment.

One summer afternoon, though, she seemed to be in a more thoughtful state. Tomas screamed as he rocketed down the slide, and Sue Beth giggled from a swing, but Tomika held her palette and merely stared at the blank canvas on her easel. Her mind seemed far, far away.

Rob had finished up his basketball game with the guys and sat resting by the court. He thought he might go and ask her how she was doing, but her still, thoughtful intensity made him stay seated, drinking his Gatorade.

She suddenly exploded, kicking over the easel and knocking the canvas to the ground. Tomika tugged the palette off her hand and threw it down on top of the canvas. Then she screamed and kicked it again.

Rob jumped to his feet and rushed over, looking to see that the kids were still playing and hadn’t seen their mother lose her cool. When Rob got close to Tomika, she spun. Her fists were clenched, and tears streamed down both cheeks. He thought for a second she was going to punch him. Instead, she stood there, with great wracking sobs shaking her whole body.

“What in the world is wrong?” Rob said. He knew she was a single mother. But that didn’t seem likely to be what had made her snap. Her two kids still played happily.

“Oh, it’s just work,” she said. “It’s stealing from me what I want to do: Create. That’s what I’m really passionate about.”

“Well,” Rob said. “I guess anger is one passion.”

When that just darkened her frown, he said, “How are they stealing from you?’

“I work for a printer. I was only supposed to be doing routine touch-up work, fixing things. When my boss found out I paint, he kind of loaned me out to a friend to work on a project that is going to be very profitable. But I’m doing the core of the work, the part that’s going to make it work, and I’m getting paid squat. Worse, when I come home, I have nothing creative left in me. They’re stealing my best juice. There’s nothing for me, and I can’t do anything about it. I need the job. I’ve got two kids, and they have no father. I’m 26. I’m half Asian and half Hispanic, with no real advanced education. Minimum-wage material. At least, that’s how my boss sees me. It makes me so angry, but I can do so little about it. I feel trapped, like I’m a slave.”

“Hmm, I don’t know,” Rob responded. “Aren’t you always practicing at your painting, and isn’t this just one more opportunity to hone your skills?”

“You don’t understand,” she replied. “This isn’t what I was hired for. They’re taking something from me—my creative juice. And the compensation isn’t right or fair. It feels abusive to me.”

The kids, Sue Beth and Tomas, had turned and were looking toward their mother. She waved to them. “It’s okay. Go ahead and play. We’re just talking.”

“Maybe we’d better sit down,” Rob said. “I want to talk to you about this.”

“Okay.” She lowered herself beside her toppled easel and started gathering up the palette and her brushes. “I come home, and I have nothing,” she said. “I just wish I had options. But I don’t.”

“I don’t know,” Rob said. “Everyone has options. Sometimes the person doesn’t know it. For instance, I heard you using a lot of labels, like you’re pigeonholed into being just what your perception is of you now. There’s a way around that, you know.”



Everyone has options. Sometimes the person doesn’t know it.




“Really?” She looked up, rubbing at one wet cheek. But for the first time, faint hope glittered in those dark eyes.

“The first thing you probably need to do is reject the labels others have pinned on you,” Rob said. “You can come up with a whole lot more positive ways of looking at yourself than that. Aspiring artist, for instance—and a darned good one, I suspect.”

“But how? It’s useless to dream when it can never happen,” Tomika said. “I’m trapped.”

“That’s one of the labels, Tomika, one of the negative ones. I think if you talk to the right people, you’ll find you can shake those mental shackles as if they were cheap plastic.”

“Really?”

“Look, I’ll set up a meeting at Starbucks,” Rob offered. “Let me know when you can make it, and I’ll have some people you can talk to, who might show you that you really do have options. Okay?”

“Are you sure? You know what part of town I live in, don’t you?”

“Another label, Tomika. One of the people I’m going to try to round up grew up within a block or two of where you live.”

A week later, Rob looked up from his coffee to see Tomika come in the front door of the shop. Her hopeful smile was a good sign that she’d gotten some of the more positive parts of her passion back. Good for her, he thought. Good for her.

“I got my Mom to watch the kids. My, you’ve got quite a gang with you. Who are these people?” she asked Rob.

“This is my former boss, Dutch, who teaches tennis at the park. Sylvie runs a store here in town. Kathleen is a pre-med student who grew up right where you did. And this guy in the spiffy suit is Steve, from the bank.”

“The bank?”

“I’ll get her a coffee while you explain,” Dutch said.

“I’m going to let Kathleen tell you,” Rob said. “Because she fought her way past quite a few labels herself to head for her success. Take it away, Kathleen.”

Kathleen leaned forward, her elbows and forearms on the table. “Let me ask you first of all if you still feel you’re being ripped off. That you want to do something about giving all of what’s most important to you to someone else who doesn’t fully appreciate it.”

“Yes,” Tomika said. The word quivered and seemed to hang in the air. “My boss is nice enough, and so is his friend. But they don’t get me, know how I feel, and I certainly don’t think I’m getting paid what I deserve. I instead feel like a slave, one who’s been sold down the river.”

“And how would you define success?” Kathleen asked. “Is it just freedom from that, or more?”

“I’d just like to be able to make enough to be in control of my own life,” Tomika said. “Then I could do what I want, paint in free time I’ve earned.”

“Labels, labels, labels,” Kathleen muttered. “Wrong side of town is one I battled, among others. You seem to know in pretty clear detail who and what you are. But you’re going to have to work past the perception that other people are the ones holding you back, that they’re in control of your life. You’re in control—or, at least, can be. I think you and I are going to have to have a long talk about your vision, how to plan toward it. But first, you have to decide whether to leap or not to leap. There’s risk in everything. But if you’re focused on the reward, that you’ll get to live your life on your terms, with all the creative time you want, and can claim your efforts for your own and be rewarded for them in the way you should be, then you’re going to have to take a deep breath and say, ‘Let’s do this thing.’ Are you ready for that?”



Work past the perception that other people are the ones holding you back, that they’re in control of your life. You’re in control—or, at least, can be.




Tomika nodded, slowly at first, then with more vigor.

Sylvie brushed back a loose lock of curly red hair. Rob knew she probably dyed it, since she was in her seventies. She leaned closer. “Let me explain the role of this nicely dressed young man, Steve. He took time off from the bank with the promise of free coffee and a bear claw. Right, Steve?”

Steve was dabbing a crumb away from the corner of his mouth. He grinned and nodded.

“He’s going to explain to you how a student loan works, honey.” Sylvie patted Tomika’s hand.

Tomika’s eyes were wide, but in an eager way now. Her face swung to fix on Steve.

“It’s just what it says it is,” Steve said. “A loan so you can not only pay for tuition, books, and materials, but also have enough to take care of your family and get by while you get your schooling. The bank I work at believes that education for local people is the best investment in the future the community can make. You have to pay back the loan. But when you’re making more money because of an education that opens that door to you, that’s often easier than you think. When Kathleen here is a doctor, how hard do you think it’s going to be for her to pay back the loan she took to supplement her scholarship?”

“I was just like you back then,” Kathleen said. “I just wanted to get out of this town and start life over again, get a whole new identity. The thing is, I found that the things that matter in my identity were there all the time. My values. What I want. I just have to follow those like lights through the jungle. I’ve got to tell you, I’m feeling a whole lot better about myself these days.”



I found that the things that matter in my identity were there all the time. My values. What I want.




“You see,” Rob said, “your perception is that you’re being taken advantage of and are powerless to do anything about it. I don’t know enough about your work situation to know whether that situation is really the case, but the silver lining is that it has motivated you to take action, if there is an action to take. You didn’t think you had a choice. But you do.”

“Look,” Dutch chimed in, “this isn’t a magic wand. It’s not ‘Pop,’ now you’re changed. This is something you have to want and something you have to do. People usually have to do this all on their own. But now you have an option, a place to start, and you know you have friends behind you who believe in you and support you. It’s really all up to you now.”

“I want to do this,” Tomika said, her voice growing more confident. “I really, really do.”

Step #5—Step into the Outer Limits

To grow you have to leave your comfort zone. Remember: Risk is a natural part of life; staying the same is standing still, and change (growth) means risk.

Discussion



First comes thought; then organization of that thought, into ideas and plans; then transformation of those plans into reality. The beginning, as you will observe, is in your imagination.

—Napoleon Hill




When you see people adjusting their images, their exteriors, by costume, ink, or name change, you can bet they’re seeking to alter their identity. But that’s all superficial. Until they change what they value, they’re just moving the furniture in their lives without making a real identity change. That leads to a more engaging question: Can you really transform your life? And if so, how?

The hardest part of any process for change is getting started, taking that leap of faith. Tomika, like most people, didn’t realize she even had an option, a choice. But she still has to get started. With friends behind her and supporting her, that should be easier. But the final decision to leap is hers. In Tomika’s case, it was a big leap. It could look like she transformed her identity, but to my way of thinking, she took a leap to claim her identity and take responsibility for her life. She resolved to stop casting herself in the role of a choiceless victim. And this is transformational in life terms. You may not be ready for a big leap, but that doesn’t mean you can’t take a step or two. What’s important is starting out on the journey.

In physics, you learn that inertia is your enemy. If you don’t know physics, you at least know it’s hard to get up off the couch and jog, even when you know that’s good for you. Same thing.

Transforming your life isn’t easy. That’s why having a support group of friends and family behind you can matter a great deal. And as Kathleen pointed out, when you change, you don’t really have a different core identity. Your values are still there; you’re just more aware of them and are acting on them. You feel in control of your life instead of feeling that others control it. It’s certainly true that what matters to you can change over time—sometimes dramatically. As a result, you will seem to have acquired a number of new values, and if you live these new values and keep your existing core values, your identity will also have evolved. The operative word here is evolved rather than transformed. What looks like new values may be the recovery of values that were hidden away somewhere deep inside you, waiting to be owned. As I reflect on my own life and look at the lives of other people, I see that as you become clearer about who you are and become grounded in your values and an identity that is authentically your own, your life will in fact transform (in a good way). The way I see it, identity evolves and then lives transform.



What matters to you can change over time...if you live these new values and keep your existing core values, your identity will also have evolved.




To get started and to stay in the groove, you’ll probably need the help and support of family members and friends. Talk with them. Share your vision. Get them as excited about your success as you are. You might not even realize that there are other people who care about you and your success. As Tomika discovered, other people often do care more than you know. But whether you make any change or not is ultimately up to you. The ball is in your court. You have to make that leap first in your mind, and then you have to get started by taking action.



Once again, don’t just take my word for it. Take a look at the life of someone who made something of her life and is keenly aware that understanding your identity is crucial to getting where you want to go. As you read Rosita’s story, look for the themes of choice, evolution of identity, creation of value, and transformation of a life.






Profile in Success: Dr. Rosita Lopez, Associate Professor of Leadership and Educational Policy Studies at Northern Illinois State University

As a young Latina growing up in one of Chicago’s poorest neighborhoods during the 1960s, my experiences with schools and teachers left me wondering whether anyone could succeed in this place of learning called elementary school. I grew up in a neighborhood where most of my friends spoke Polish, Ukrainian, or Spanish; an unusual few spoke only English. Initially, it felt like neither a rich nor a poor neighborhood—that is, until city street workers brought to my attention that it was just a poor and filthy slum. The news shocked me. It was an abrupt transition from a great feeling of being privileged to, for the first time, being “labeled.” Until then, all I knew and cared about was that it was my home, with all the delight and innocence that only children can enjoy—blissfully playing games in multiple languages, trying each other’s foods, and entering each other’s homes with their distinct aromas and flavors.

Our parents interacted at the Spanish bodegas, fruit markets, Polish delis, and bakeries. Most of their interactions were gestures combined with the few badly pronounced words they knew in English; somehow, they managed to understand each other. For my parents, it was a triumph to converse with other ethnic groups in the community. They were proud of these interactions, and it seemed their survival away from their homeland depended on these brief collaborations. Eventually, with a smile and a handshake, they sealed their chats. Regardless of the language or culture, the adults looked out for us and were quick to reprimand us, followed by a report to our parents. They were also quick to pick us up if we fell and to keep us safe. The adults shared their specialties, be it roofing, auto repair, childcare, or other labor. It took years for me to understand that the sense of peace, comfort, and security was not in spite of our differences, but because of our mixture; we somehow fit in and felt cared for by this emerging and culturally diverse community.

Although my father worked in a factory, he was an avid reader and spoke seven languages. As a family, we believed that education was really important. I remember walking to the library and having my father ask me what I was reading. As the oldest of three sisters, my excitement about going to school for the first time was all I could talk about. My sisters couldn’t wait for their turn to go to school. One of my favorite games was to role-play teacher with my sisters, who, without being aware of it, were also learning to read and write. I could already read many words in English, but the teachers didn’t know that I could do the same in Spanish. They placed me in first grade instead of kindergarten.

That morning on the first day of school, my mother had fixed my long black hair into braids, tied with strips of colorful cloth at the ends, and had dressed me in one of her “native Puerto Rican” hand-sewn dresses. She was so proud. I tried not to let her down, but my tears flowed as she left the classroom. At the age of six, I was desperately trying to preserve my dignity by holding back the desire to scream, “Please come back...por favor, please...don’t leave me here!” For days, I tried very hard to figure out elementary school, but I was determined to learn. When I wasn’t sure about something, I remained quiet, observed, and studied the situation until I figured it out. Having been taught by my parents to be respectful, I spent too many days being quiet.

The majority of the people in the school, including the teachers, were Anglo-Saxon or Euro-American. I recognized a few friends from the neighborhood who had come from Poland and Ukraine, and, to my surprise, a few compatriots (a.k.a. Puerto Ricans). I knew this because we always stood out from the group—and still do. I sat near a fellow student who looked like one of my sisters and noticed that my friends who were not Latino started to shun me while at school. It soon became evident that certain taboo behaviors were not to be tolerated at school, such as chewing gum and intermingling with the darker-skinned students. At least we could still play after school and during the weekends, but to me, it never felt the same.

My parents had already taught me most of what I was being taught at school. Because of their involvement, I was regularly on the honor roll. It was apparent, however, that the teachers didn’t have very high expectations for the darker students, those who sounded or spoke like me. They made it unequivocally clear that we were not their choice of students. (“Are you dumb? You must spic [speak] English!”) A consistent message was repeated at every grade by enough teachers that it became intellectually dishonest to not get it. In the meantime, we learned other things, among them, the cruelty shown to those who were not like the majority, those considered the outsiders. We learned our place quickly or risked ridicule—or, worse, being sent to the principal’s office to do nothing until it was time to go home.

Once I started to translate the teacher’s instructions to a classmate who could not understand English, but midsentence, I was sent to the office for talking. It was hard to reconcile the rudeness of being interrupted midsentence. Upon these visits to the office bench, I don’t remember ever seeing the principal. Occasionally, the school clerks assigned us small tasks while we waited, like filing and organizing or sending messages to classrooms. I became so good at it that the office clerks sent for me even when I wasn’t in trouble. Sometimes I came home with numb fingertips from so much filing. I could spend hours away from the classroom in the office running errands or filing. No teacher ever sent for me to come back and learn the lesson of the day. It was disconcerting, even then, to realize that teachers, who appeared to be good people, could let this happen to their students.

I’m not quite sure at what point I decided I really wanted to do something different. At an early age, I knew that I wanted to be respected. I knew that I wasn’t going to take this rejection thing, because I could feel people’s rejection without knowing exactly why they were rejecting me. I developed this idea of real love to bring things back to the way they should be.

I remember developing a hobby of picking up little injured animals from the alleys and side streets of Chicago. Maybe a cat or dog that had been hit by a car and had a broken leg, or maybe a bird that had flown into a window. I had this thing about bringing these animals home, and I would take care of them until they got better, and then I would always let them go free. I’ve always understood that they never belonged to me and that when they were well again, they needed their freedom. My behavior puzzled my mother, although she embraced it without trying to figure it out. Later on, she told me that she figured out that caring for the animals saved me from being lost to the streets.

Looking around me, I saw that women had a different role than men. In the Latino community, this was very pronounced. The man was the head of the home, and the woman was supposed to be submissive to her husband. I understood this biblically because we grew up in a Baptist household, which is unusual for a Latino family. My father, all my father’s brothers, and my grandfather grew up as Baptists. This also made us a little different.

Nevertheless, the message from society was, “You are a woman, and you are kind of lanky and brown, and you are poor, so you don’t really matter all that much.” I would look in the mirror and say to myself, “Oh, no, you are such a beautiful girl.” I realize this was an unusual response, because I know so many beautiful women who look in the mirror and don’t see their beauty at all. Perhaps it was because I was the eldest and I took care of my sisters when my mother wasn’t around. I felt I had a job to do, and that was a beautiful thing. I took care of my sisters, and I also took care of the animals, so you can see that taking care of things is a core part of who I am and certainly a foundation of my identity.

My mother and my father were very positive with us. They never put us down. We were never told we were dumb, or anything like that. They felt that there was a beauty deep within each child of theirs. It was never about a physical beauty, the kind we could go out and flaunt. I always felt loved and respected by my mother and father, and I think that when you feel loved, you also feel beautiful. At least, I did. I also felt surrounded by love when we went to church. When I was outside this circle, I could see all the negativity, but while in my circle of my family, I was not subjected to the negativity.

Although my father spoke seven languages, including English, we always spoke Spanish at home. At school, of course, I spoke English. When I got home from school, if I continued to speak English, my parents wouldn’t respond to me until I switched to Spanish. I realized later on that this was their way of letting us know that tradition matters. My parents never preached to us, but the lessons were always implied. In my case, this worked very well as I started to assemble my own set of values and my own sense of identity.

Later, in the area where we lived, there were riots and killings. A strong sense that had developed within me from working with the animals moved me to protect myself and my sisters and the things that were important to us as a family. I remember having conversations with myself, telling myself that I could go this way or I could go that way, that it was always a choice and that choices have consequences. It got to the point in our neighborhood that if you made the wrong decision, you ended up dead. By this time, I knew that if you let anybody take advantage of you, which included introducing you to anything that was bad for you, then you ended up going down a path that could easily destroy you. I watched many people go down a path toward a darkness from which they could never turn back, because they got trapped. For me, it was about never getting trapped. Even today, I am very careful to make sure there is space around me so that I will not get trapped in a bad situation. I do this all the time when I’m driving. I make sure there’s enough space around me so that I do not get caught in a trap that becomes an accident.



I talk to [students] about the dilemmas with which they struggle as they forge their own identity and work to establish their own qualities of leadership.




When I talk with my students about identity, I often ask them to tell me about the parts of themselves that they reject. Of course, I also talk with them about parts of themselves they respect, what they’re passionate about, and what inspires them. I talk to them about the dilemmas with which they struggle as they forge their own identity and work to establish their own qualities of leadership. I often find that people who come from poverty, who come from minorities, who wrestle with being different have developed the habit of rejecting themselves instead of rejecting the rejection that is coming toward them.

I caught myself doing that as a professor at the university in the presence of faculty members who were very uncomfortable with the idea of being a colleague of a Latino woman, who in their mind could have nothing to offer, based on gender and ethnicity. I remember that one of them said to me that I was there only because of affirmative action. My first thought was that he was just joking around, just kidding. Then I realized he wasn’t. He actually meant it. I realized I had a choice. I could help him out of his bias and ignorance, or I could just get mad. I decided not to be mad. I chose to help him understand more about me and my background, what I had to offer the university, and the value I could bring to the students.



When you bring value to the world around you, you feel good about yourself—you feel successful.




Today our students must consider what they should reject and what value they can bring to the world. To my way of thinking, and certainly in my experience, when you bring value to the world around you, you feel good about yourself—you feel successful. I ask students, “What can you do that no one else can do quite the way you can?” We have open discussions, and I often ask them to write about this. I feel that when we privately write things down, we are more honest with ourselves, and what we value in ourselves develops a depth within us as a foundation of our greatness.

Too many of us tend to lose ourselves in our jobs and in how those in our environment treat us. If other people are telling us that we’re really not important, that we’re really not all that valuable, sooner or later, we inevitably start to believe it. I tell my students to choose carefully the environment in which they place themselves, because the choice has powerful consequences, for better or for worse.

This idea of finding your voice, of forming your identity, is really, really important. I remember that when I was around 15, I would offer my bilingual services to free clinics in the neighborhood. I would help doctors and nurses talk to patients who could not speak English, and this helped me recognize that I have something to offer—that I have value. So you can see that, for me, this commitment to providing value is, in itself, one of my core values and a key component of my identity.

I also love this idea of how important it is to love what you do and to do it really well. It seems to me, it’s really important in life to learn how to get good at things. I went to work at a hospital. I started out by doing a lot of volunteer work, and then I eventually got a job in the hospital. I ended up working in the morgue, assisting in autopsies, and I became the best person at sewing up corpses, preparing them to go off to the funeral home. Can you imagine becoming really, really good at doing something like that? Anyhow, somewhere along the way, doing whatever was in front of me really well became a core value, and it has served me well.

My original classroom fear of becoming crushed and invisible drove me to the realization that I had to become recognized as a student of substance and potential. I had too much to lose and, for me, failure was not an option! Students should never be ignored as they sit quietly in the back of the room trying to figure this out on their own. Too many students spend too many days being quiet. Seeking tutoring, counselors, and extra-credit opportunities became my lifeline. It was here where I learned not to be quiet anymore.




Questions to Consider

1. Let’s revisit the labels in your life. Which do you think are holding you back? How can you act on them, setting them to the side to head toward what you view as success?

___________________________________________________

___________________________________________________

___________________________________________________

2. Which of your friends and family do you think can and will support you as you seek to transform yourself? Have you left out anyone, like the people who surprised Tomika?

___________________________________________________

___________________________________________________

___________________________________________________

3. Challenge your own vision and idea of what success is to you. If it holds up to close scrutiny and is what you really, really want, what steps do you need to take to make this happen?

___________________________________________________

___________________________________________________

___________________________________________________

4. Are you ready to start?

___________________________________________________

___________________________________________________

___________________________________________________


Chapter 7. When Identity Must Deal with a Life Crisis



As human beings, our greatness lies not so much in being able to remake the world—that is the myth of the atomic age—as in being able to remake ourselves.

—Mohandas K. Gandhi




When someone knocked on his door, Rob answered, though he still wore his robe. There stood Dutch Sullivan.

“Come on in, Dutch. I was out playing basketball until they turned the park lights off on us at midnight. Sorry.” He swept a hand across himself to apologize for being found in a robe at 9:30 a.m. on a Saturday.

“No worries,” Dutch said. “I just stopped by to see if I could ask for your help.”

“Sure. Help doing what?”

“You see, that’s the kind of person you are,” Dutch said. “You say ‘sure’ first and then ask what I need.”

“Okay, what do you need?”

“I want you to help talk a friend down off a ledge,” Dutch said.

“Really?” Rob asked “Is your friend suicidal?”

“He’s at a low ebb in his life,” Dutch said. “I know all the signs. I need to talk with him about pretty personal stuff, and that’s never fun. It’d comfort me to have you along. Want to go?

“Sure. Let me get dressed.”

They walked together down the sidewalk.

“Is it that close? I could have driven,” Rob said.

“Walk won’t hurt us,” Dutch said. Rob recalled when Dutch had put in quite a few miles wearing out his shoes on these sidewalks.

“Where are we going?” Rob asked.

“Circus Bar.”

“Really?” Rob glanced at his watch and shook his head. “I’m surprised it’s not called the Dew Drop Inn. I thought there was some kind of law that every small to midsize town in America had to have one of those.”

“There you go,” Dutch said. “You have a good sense of humor. That’s going to prove invaluable to you in life. Sometimes when you can laugh when you’re tempted to cry, you end up feeling a whole lot better about everything.”

They walked in silence for another block. Dutch finally said, “I’m glad you came back to Blakenfield to work a while before getting out to the rest of the world like so many of the kids from here do. Do you think you’re a different person than the one who left here to go to college?”

“Well, the ones like Kathleen who leave to get a chance to be themselves somewhere else, I quite understand.” he responded. “As for me, I think I’m more or less the same. But I understand myself better. I know more about what I can and can’t do. I know more about what I want to do, what I consider success. I also know what I value. My friends and family are important to me. So I guess I’m the same guy, but with a richer, deeper understanding.”

“It shows,” Dutch said.

They came to the neon sign for the Circus Bar, turned off at this hour of the day, but with the front door wide open for business. Rob had never been inside and couldn’t imagine doing so himself on his own, especially at this hour.

Inside, stale smoke hung in the air like bad dreams. A fake moose head with one antler missing stared at nothing from high on one wall. Most of the lighting came from signs advertising all the mainstream brands of beer—the kind that advertise at the Super Bowl—but this was sure no Super Bowl. It was no Ringling Brothers sort of circus, either, and no Cirque du Soleil. Far cry from that.

The bartender looked up like Captain Ahab spotting Moby Dick, then frowned and lowered his head back to the newspaper crossword when Dutch pointed down to the end of the bar where one man sat with hunched shoulders over a half-empty long-neck beer bottle, with a smoldering cigarette in one hand. He looked up at their steps. His eyes were hollow burned holes in a blanket, with no recognition or enthusiasm at seeing them.

“I thought you gave up smoking, Clay,” Dutch said.

“I gave up a lot of things,” Clay rasped, his voice sounding like he was on his second pack of the day, early as it was.

“Let’s move to one of the tables,” Dutch suggested. Clay shrugged and brought his ashtray and beer.

When the bartender came over, Dutch ordered a Diet Coke and mineral water. He tipped more than he should have, and that only softened the bartender’s frown. When they were alone again, Dutch leaned closer and said, “Clay, you told me earlier that the place where you work is downsizing, that you’re likely to be unemployed soon. On top of that, your wife has filed for divorce. Have you done anything about that?”

“Done anything?” Clay’s voice rose and showed the first spark of animation Rob had seen in him yet. “What the hell am I supposed to do? Life is dealing me the double-whammy. Am I supposed to just sit back and enjoy that?”

“Well, you know, Clay, there actually are some things you can do,” Dutch said.

“I just wished I’d filed first,” Clay said. “That’s something I could have done. What are you talking about, Dutch?”

“There are two kinds of change, Clay. There are those forced upon you by changing circumstances, and those that you bring about yourself in order to create opportunities.”

“What can I do? This crap has already happened to me. I don’t understand even how or why. I can still remember when Clarissa meant everything to me. I knew I’d grown stale, tired of it, but I hadn’t realized it was the same for her.” Clay started to reach for his beer but changed his mind. He snuffed out his cigarette and leaned back in his chair. “Is there anything you can tell me to do that will make me feel better? I’m at the end of my rope here, I really am.”

Rob was thinking that Dutch had been right. Here was a man who thought he was standing on a ledge in his life and looked just about ready to jump.



Whether change is planned or unplanned, there’s always the opportunity for you to prepare for it.




“Well, whether change is planned or unplanned, Clay, there’s always the opportunity for you to prepare for it,” Dutch said. “Now, I’ve been through a lot myself, so I’m not going to lie to you and say it’s easy at this stage. But think of people in traffic accidents or natural disasters, or those who lose a son or daughter in war, or those who are crippled by war. Almost all of them didn’t spend time preparing for the change that blindsided them. You’re in a better position than some of them. You still have your health, if you quit this path.” Dutch swept a hand past the beer and ashtray. “And you have friends, your values, maybe even some wants that could be rekindled.”

“But what do I do?” Clay asked.

“Look, everyone has seasons of change in their life. They grow up. They get into relationships. They get out of relationships. They get jobs. Sometimes they get out of jobs. There are good times and some not so good.”

Clay nodded. He couldn’t manage a smile yet, but he and Dutch were sure on the same page.

“And we all get older,” Dutch continued. “That’s one we all know about and gradually prepare for. It’s not like we look in the mirror one day and say, ‘My gosh, where did my life go?’”

“I say that,” Clay said. He lowered his head, rubbed his temples, and finally looked up.

“Look,” he said, “you talk about planning for a change. That’s all good and fine. But I’m already in one—make that two. I’ve been blindsided. What can I do?”

“If you’re willing to work with me, I think I can help you build a new toolkit to help you through the process of change,” Dutch said. “It contains some of the things everyone should have so they’re better prepared for changes in their lives—and, believe you me, there will be changes. Some of the tools in this process kit are learning to control your anger, shifting your perspective so your focus is on the positives of any change, examining yourself to rediscover your inner good and your values, and developing your own rules that keep you on track as you face change. Look, I know you. Heck, I’m a lot like you, and I was sure knocked for a pretty good loop. I brought Rob along because he needs to know changes are going to come rolling toward him like some gripping scene from an Indiana Jones movie. There are seasons of change all through our lives. We all need to be better prepared for change. In your case, it’s not too late. You’ve still got the rest of your life. You may not feel like elastic, but I’m betting you can bounce. Are you willing to work on this together, with your friends?”

Clay nodded. He blinked, as if waking from a long nap, a bad one.

“Well, what do you want to do first?” Dutch said.

“I think for one,” Clay said, “we ought to get out of this place. It’s starting to make me sick about myself.”

“You’ve got it,” Dutch said. “Come on, Rob. Let’s go somewhere we can get a real breakfast.”

Step #6—Pilot the Seasons of Change

If you keep doing what you have always done, you will get the same results. Learn how to create change and manage your response. Dealing with changing circumstances is important, but creating and managing your response is even more important. You can feel stress when the pace of change exceeds your ability to change and events move faster than your understanding. However, with change comes opportunity and growth. So you need to prepare yourself better for change.

Discussion

Einstein defined insanity as doing the same thing over and over and expecting different results. Everything I’ve been talking about so far represents a process intended to help you do things differently, to be ready to deal with change, no matter what. If you’re alive, you’re going to face change—and whether that’s a death in the family or the loss of a favorite hair stylist or barber, you have to adjust.

The most important aspect of everything I’ve been sharing so far is that it is sustainable. It is like those natural resources that replenish themselves. So let’s see how you can take all you’ve absorbed so far and use it to better prepare yourself either before or after a change. You need to

• Check your ID. Find out who you really are. Success depends on self-awareness.

• Create your vision. A well-defined vision allows you to make meaningful, realistic goals for your business or personal life.

• Develop your travel plan. Create a plan of action that allows you to work toward your goals.

• Master the rules of the road. These rules should embrace the people you care about and the principles that keep you on track.

• Step into the outer limits. Take the risks necessary to move forward in a positive way.

If you’ve been fortunate to have worked your way through at least these steps, you’ll be better prepared for sudden change. But that’s not to say a traumatic moment won’t blindside you now and again. It’s life, after all, and it doesn’t always come with safety airbags and a roll bar.

What you most need is to be better prepared to pilot the seasons of change in your life—the sudden shifting gear ones as well as the dealing with a move, a relationship change, growing older, or anything that can rock your emotional boat.

The important point to remember—and it can be difficult to do so in trying times—is that life isn’t always outside forces controlling you. At some point, you can get back in control of your life—and the sooner you do so, the better. That means not doing what you’ve always done and expecting different results.



Life isn’t always outside forces controlling you. At some point, you can get back in control of your life—and the sooner you do so, the better.




One of the really handy tools in getting your life back on track when it’s been knocked off its rails is your ability to deal with anger. This has been one of the particular crosses I’ve had to bear, so I know everyone can get angry. Hopefully your anger is fleeting. But you don’t want your anger to affect your judgment, your career, or your relationships. The effects can last forever.

Here are a few of the things you can do to deal with anger:

• Step back and look at the big picture. Think of long-term consequences. Can you get along without that job or without that person in your life?

• Step away. Go somewhere quiet to think. In a calmer environment, consider the effects of any actions. This could take a few minutes, or a few days.

• Turn to positive action. Direct that energy to active steps you can take. As in Tomika’s story, you may find that you can leave a dysfunctional job for education that can better you. That’s putting the “fun” in dysfunctional. Or you might write resumes and search the marketplace. You may want to round up new friends and build different relationships. You want to shake the negative and be positive.

• Talk it out. You have friends or family you can be open with about the way you feel. You may be surprised by how just sharing with someone else offers relief—and it also means that you aren’t lashing out at the source of your anger until you’re calmer and can speak reasonably.

• Consider your options. Dynamite is powerful because it’s wrapped tight. Don’t you be that way, too. The things that make you feel trapped and out of control may be getting in the way of seeing opportunities. Maybe this is a good time in your life to take that leap to a path that better moves you toward your success.

Life is also about seasons of change. Life has many. They’re natural enough—like getting older, going out on your own for the first time, or being on your own again after a relationship crumbles. You can feel pretty much out of sorts, disoriented, sad, or lost if you aren’t prepared.

These changes are as natural as the seasons in nature. Many you can plan for in advance, just as you know that, in fall, the leaves will change color. When you’re prepared for planned changes, there’s no reason for you not to flow better with the unplanned changes. Taking the steps to know yourself and the rules that reel you back to where you want to be can make all the difference in the world.



So far, we’ve looked at the stories of a few people who had to deal with some kind of life crisis. However, the intensity of a crisis is relative to the person who is living through it. And we cannot predict how we will act in a time of crisis until we actually experience one. Coming up next is a remarkable story of crisis, loss, and grace.






Profile in Success: Mariane Pearl

In February 2002, Daniel Pearl, the kidnapped South Asia Bureau Chief of the Wall Street Journal, was beheaded by his Al-Qaeda captors. His widow, Mariane, wrote a memoir about his life, A Mighty Heart, that was adapted into a film. Here she talks about how her experience affected her own sense of identity.

My identity was strange from the start. My mother is Cuban, my father is Dutch, and I grew up in France in an area that was very, very mixed. Mostly Arabic people lived there. Part of my family is white and part of my family is black. When I was little, in my family, the black people were poor and the white people were rich. And when I was very little, I also thought that everybody had the same circumstances—poor and rich relatives. When I met my first white poor person, I was very confused. I think my interest in this matter of identity started there, because I saw how subjective an identity really is. I also saw that people mostly inherit their identity. France is quite a racist country. A lot of my friends and the people I grew up with were from Arabic origins, and they went through a lot of acts of racism. Not necessarily overt, often hidden, but they were all obvious. I somehow escaped that, because I was from different origins, deemed exotic in France.

I am aware that I was lucky, for the ways in which my identity was different from others was not a source of pain for me, as it can often be for others. I also watched people around me suffer as they were torn between two or three cultures, and I escaped that, I think mostly because of my mother, who was a very inclusive person. In a way, I feel that the battle of race belongs to the past. Other people have sacrificed their lives to that. I felt I should move on. We are global already. Many of us today are a product of global citizenship. I am an American, and this was a choice I made. I think of myself as a global citizen, which is, ultimately, a state of mind.

I am always very uncomfortable with the public aspect of my life after Danny died. I am a journalist, and I told the story because it needed to be told. I did not do it because I was seeking fame. I am very shy about this whole social network thing. I have a Facebook account, but I never go in there. Real friendship takes so much to build. And I don’t use Twitter. I just don’t exist in this space because I don’t like it and I don’t feel I need to be there. It does not improve my identity; it does not make me feel stronger in my identity. I think I have remained unswayed by being exposed to the public eye.

The ground you stand on—all of your values and all your beliefs—well, that’s your identity. For me, the way I dealt with all the anger, all of the frustration and the sadness, was by considering my values and discovering how strong they were. This was a very extreme case, when you have people in front of you who are determined, who are very clear in their message and very determined to carry on their war no matter what it takes and no matter how many people are hurt. When you are faced with people who have such a strong identity invested in their war, we all need a very strong identity to stand up to them. If you don’t have a very strong identity, you get completely overwhelmed with fear and anger.



The way I dealt with all the anger, all of the frustration and the sadness, was by considering my values and discovering how strong they were.




The way I dealt with all of this was by assessing just how strong my values were. As I looked at my origins, at my choices in life, everything I experienced brought me to believe very, very strongly in human beings—well, perhaps not so much in human beings as in humanism. Humanism for me is a very difficult goal. It is a very courageous goal to be a humanist today. It accepts the idea that any change that is worthy today is going to have to come from inside of you, collectively from us. I found the determination to live that way even after what happened. And if I compare this to the terrorist’s determination to destroy, mine is probably stronger.

My father was an intellectual. He was a very clever man, and I guess like so many people, he was looking for a way, a system that he could believe in. My father had a loss-of-identity problem. He was Jewish, although he didn’t know that until later in life. It’s a long and complicated story, and also a very painful story that I think is speaking through my identity. He explored various political systems, including communism, which is how we ended up in Cuba and how he got to marry my mother.

By the time I arrived in the world, people had fought a lot of these battles of the systems, and I didn’t think it was worth it to fight them all over again. The battle my father led in trying to find a way to exist and find an identity to live within a structure, within a system, to me, had failed already. So for me, self-awareness and counting on myself was key. I realized if I was going to count on some system, on some government, for my success, it wasn’t going to work. This was a big asset, because I didn’t get lost.

I think the quest for identity never really stops. You have to accept this from the outset, because identity is always changing, always developing. For a child, no matter what the circumstances, the most important work is to identify the values that are the strongest for you. And you have to be very, very honest. Consider whether you are taking on that value because it’s a good thing to do or because it awakens a passion within you. As a journalist, particularly among women, I have seen people do absolutely incredible things because they have been faced with injustice. Injustice very often brings forth from within us a strength that we didn’t think we had. But because the greater good is somehow involved, it becomes fundamental to reach out to protect someone, to take that extra step to use all your energy and emotion. So identify the values that bring out the best in you and live by them. There are all kinds of lies and all kinds of difficulties, but the really sad thing is to leave this world without feeling that you have done your best to live up to your own expectations.



Identify the values that bring out the best in you and live by them.




I don’t know that there is one way to do this. In my case, my way seemed so chaotic. It has been an incredible journey that took me physically all places, emotionally all places, and it certainly has not been easy. What I can say is that there are a number of values. One of them is freedom, and if you ask me how I resisted hatred, my answer is that I loved freedom more than I did hatred. And this is the kind of choice you have to make, and it is going to be difficult to make the right choices—I’m convinced about that. The thing I would say to a child or young person is that this is a long journey to the achievement of an identity. Identity cannot be arrived at superficially, because it is never going to work. Finding your heart and who you are is going to be quite a journey.

I find a lot of things by reading. When I read—and sometimes I read very dramatic works—I find deep emotions aroused, and this helps me. I encounter ideas, and I notice whether they resonate deeply within me. I was on my own very early, and I was lacking direction. I wasn’t being brought up in an environment that seemed obvious, because we were living in France but we were not French. So the way forward was not obvious. But on the other hand, what kind of person would I have become if my parents knew what I was going to do, what university I was going to attend, and on and on? I don’t know, of course. In reality, I was left to find out all of this on my own. I accept that as part of my wealth today, actually. It is so important to be open and remain open, because the journey will take you all kinds of places and [give you] changes you never expect. We are much more complicated than we think we are, and the human soul is a very subtle mix of things.

You need a strong ground. You have to develop willpower, which is a limited resource, and you have to identify those stronger emotions that connect you with the rest of the world. To do this is a conscious decision, I think. This is the most important thing, because no matter what happens, when everything else has disappeared and gone, then you will know if your values are strong enough. That’s when the trappings of success and all things that people run after are revealed to have no value whatsoever.

By keeping an open mind along the way, I have found out what really matters to me, and this defines my identity. What I thought I should be doing five years ago is very different from what I think I should be doing now or tomorrow. There is nothing rigid in the human life. You are always moving forward; when you’re not, you’re not even standing still—you’re really going backward. This is what being alive is all about. New elements are always arising, and your ability to integrate them, think differently about yourself, and never let go of the vision and the values that you want to uphold is the most important part of being a human.



You are always moving forward; when you’re not, you’re not even standing still—you’re really going backward.




Throughout the darkest periods of the journey, I have managed to be loyal to life. In the presence of death, I’ve managed to choose life, and for this I am grateful. I think after Danny’s death, in a strange sort of way, I chose life as a sort of revenge because I was very, very angry, and my first incentive was to oppose these people who had destroyed someone I loved deeply. I found in this the strength I needed to survive and defeat the anger and have the commitment to remain strong. I realized I was alone in this battle, and I could’ve succumbed to hatred—but then they would have won, and I couldn’t allow that. It turns out that this aloneness is very precious, because it is here that you can find strength. Then you can go on and help other people find this.




Questions to Consider

1. Have you ever experienced a life crisis? How did you handle it? Is there anything you would do differently in hindsight?

___________________________________________________

___________________________________________________

___________________________________________________

2. How would you help someone else deal with the trauma of an accident, a death, a divorce, or a broken relationship? Does anything you’ve learned about identity so far come to mind as something that might help?

___________________________________________________

___________________________________________________

___________________________________________________

3. Do you handle anger well? What is the first thing you should do when you realize you are nearly “out of control” angry? What next?

___________________________________________________

___________________________________________________

___________________________________________________

4. How do you think you have weathered the seasons of change in your life? What changes do you see looming ahead?

___________________________________________________

___________________________________________________

___________________________________________________


Chapter 8. Friendship, Teamwork, and Your Identity



Lots of people want to ride with you in the limo, but what you want is someone who will take the bus with you when the limo breaks down.

—Oprah Winfrey




Rob heard the clatter of boards and metal tubing, followed by a yell. It was the yell that made him drop his hammer and go running around to the back of the house.

As he turned the corner, he saw a pile of 2×6 boards and metal tubes. Tangled in the middle of the mess, he saw Clay—or at least part of him. His head stuck out of the middle of the mess, and a bruise on his forehead was already starting to show.

Rob rushed to him and started to pull the boards away and toss them to one side.

“Are you hurt bad?”

“Well, I’m not hurt good,” Clay said. He tried to grin but winced instead.

Rob was throwing pipes and boards to the side as fast as he could and had Clay just about uncovered when two women came out the back door from inside the charred house. He glanced up and saw Kathleen and Carol. “Just what I need,” he said, “people with medical experience.”

“I’m not hurt that bad,” Clay said.

“He just doesn’t want us to apply a tourniquet around his neck,” Carol said.

She and Kathleen squatted and started to examine Clay. Two men came running around from one side, and one from the other.

“We’ve got him,” Kathleen said. “You might try getting this scaffold back together.”

Carol glanced toward Rob. “I thought you were studying engineering. Why didn’t you help put this scaffold together?”

“I’m studying computer engineering,” Rob said. “Kinda different.”

Sylvia Murphy, their appliance store pal, stuck her head out the back door. “My two guys are just bringing in the new stove. They know how to put up scaffolding. I’ll send them out here next. You gals did a good job with the painting. You could never tell the fire started in the kitchen.”

“Who are you here with?” Kathleen asked Rob.

“These guys,” Rob waved to the other guys who had gotten the rest of the wood and piping off Clay. “They’re from the Kiwanis Club and said I could pitch in, too. Dutch was here as well, but he had to head off to give tennis lessons. How about you?”

“I came with some of the Junior Achievement gang,” Kathleen said. “Carol came with me.”

“Junior Achievement? I thought they were all about getting starts in business experience,” Rob said.

“Putting a house back together where a family has been displaced by a fire is an achievement,” Kathleen said. “What’s wrong with your thumb?”

“I’m about as good with a hammer as Clay was in putting together scaffolding,” Rob responded.

“Oh, my Lord.” Melba Johnson stuck her head out the back door. “I hope no one was hurt.”

“I’m fine,” Clay said. “Well, not fine. But I’ll be back to work in a minute. We’re gonna have your house back together before your kids are even home from school.”

“I can’t tell you how much I appreciate all this,” Melba said. “I had no insurance. Nothin.’”

“It’s what communities do,” Kathleen said. “Just like back in the day when a barn needed to be raised. We don’t have any barns, so we’re glad to help you fix your house. That fire was a sudden thing. But it looks like you have a new stove now, too.”

Kathleen came out the front door later that afternoon as Rob came around from the back of the house. Rob held up his taped thumb. “Thanks for the first aid. Glad to give you and Carol a chance to practice craft.”

Kathleen had a smear of paint on one ear and another patch on the back of one elbow. Rob thought she’d never looked prettier.

“House looks good, though. You have to admit.” She glanced back and took in the result of everyone’s effort.

“We may not be perfect,” Rob said, “but we all got there in the end. The power’s in numbers. Did you see Melba? She tried to thank us, but the tears of joy got in the way. I thought she was going to break one of my ribs hugging me, and Clay actually squealed before she remembered he’d been in a tumble earlier.”

“I like it when things come together.” Kathleen started to walk away.

Rob walked beside her.

“Where are you going?” she said.

“To the park. I promised Dutch I’d watch a bit of the afternoon lessons group and help him tidy up when the kids take off like so many speckled birds.”

“Well, one of the speckled birds is my niece,” Kathleen said. “I’m headed that way, too. I guess we can walk together.”

Rob waited until she looked away before he let his grin show.

“I’m surprised you came back to town,” she said after a few more steps.



I find it’s good for me to be around people who have the same values as me. We feed on each other.




“I’m working on the people I want to be around,” he said. “I met some nice friends at school. But I find it’s good for me to be around people who have the same values as me. We feed on each other.”

“How so?” She looked up at him with one eye narrowed.

“Well, it’s like when I play basketball in the park,” he answered. “Sometimes my pals and I aren’t really as good as the other team, but we win. You know how?”

“I sense I’m supposed to say ‘How?’” she said.

“We know each other well enough to flow. We give up the rock. We back each other up, offer a pick or way out, if needed. It’s just like knowing someone’s values. Trust is what oils the machine.”

“I see. I didn’t know machines bang themselves on the thumb,” she teased.

When they got to the tennis courts, the lights were just staring to flicker on. The kids were running and squealing with all the hysteria and joy of youth. Dutch stood in the middle, directing and coaching. He’d sure found his niche.

The sky was just beginning to mottle purple and pink on the far horizon. Birds spoke with the softening clamor of settling into evening. Leaves rustled, as they are prone to do.

Kathleen and Rob stood just up the hill under a huge beech tree Rob figured had to have been there before the Pilgrims landed. A slight breeze came up the hill. It was a good time of day. They both seemed to be content to stand there and watch the children play while their parents chattered together on the bleachers.

“Why’d you come back to town for the summer?” Rob asked.

“You think that would be hard for me?” When he didn’t answer, she said, “I had a lot to prove to myself and to others, but mostly to myself. I honor the things in me I think I see in you, Rob. They’re good things—loyalty, generosity, compassion, and genuine love for your fellow beings.”

“Um...well...um....”

“Yes?”

“Do you think if I asked you out, you’d have dinner with me?”

She looked up at him. “What do you think we’ve been talking about? Of course I would.”

He looked down at her, at the paint on her ear and her bright, sparkling eyes. He leaned closer.

And they kissed.

Step # 7—Build Your Dream Team

Build supportive relationships with mentors and peers who can help you toward your goals.

Discussion

This story is clearly about people coming together as an informal team to help a friend in need. Our protagonist, Rob, is very consistent about being a good friend, which is clearly a core value and a foundational character trait embodied in his identity. Rob also has a knack for assembling small informal “teams” to bring out the best in people. This is a core trait of enduringly successful people. They believe that very little that matters can be accomplished alone. If you have a dream, you need a team.



They believe that very little that matters can be accomplished alone. If you have a dream, you need a team.




I’ve learned over the years that people who create success that lasts have this idea that many of the people they meet are a potential member of their community or team—a recruit, a customer, a vendor, a volunteer, a friend, you name it. Here’s where I’m going with this: Would your behavior in working with others change if you knew in advance that your relationships would last for the rest of your life, for better or for worse? How would you build relationships if everyone you worked with, bought from, or served would always be your neighbor—or, at least, the smart, talented people you wanted to keep around?

You can’t hide in this global virtual world we all live in. You’ll likely run into the same folks, whether you’ve intended for the relationship to be short or lasting, good or bad. Embracing this reality can be life changing, as you think about everyone as a potential long-term member of your dream team.

If you want a life filled with lasting success, you’re better off thinking about your relationships as being built to last with people whose role in your life will probably change—sometimes they’ll work for you; sometimes you’ll work for them; and still other times they’ll leave your organization and become your customers, your vendors, your regulators, or your competitors—and some of them will be your lifelong friends. But if you consider them all members of your virtual “team,” the only thing that changes over time is their role in your life. You still have the relationship. And when you get to the place where you view your relationships as lasting, you’ll behave in ways that respect and honor your relationships. You will be loyal to the best in yourself and others.

In your personal life, the difference between family and friends is that you can pick your friends. Some people act like their lives are a matter of circumstance and serendipity—whoever they meet has a good chance of being a part of the rest of their lives. Not so. At least that’s not always the best idea if you want to be in control of your identity and life. There are fools and scumbags out there, and the only thing worse than making a mistake is sticking with it because you felt it was fated.

Now, I’m not saying that you need to take the romance out of love. I believe that the spirituality of love is one of the strongest and best forces in the world. Nor am I saying you should look for a companion by using a slide rule or questionnaire. What I am saying is that if the values of another person are what attract you to that person, you both stand a much better chance of helping each other achieve success in life. And I think you stand a better chance of having a longer-lasting, healthier relationship.

So it was with Rob and Kathleen, two thinking young people who may not land on immediate answers, but who carefully consider and ask, which gives them a much better chance of getting along than people who just fall together, as if life is a game of chance. That doesn’t make them plotting, manipulative people. It just means they have examined themselves carefully and now examine those around them on the same terms.

Imagine that you walk into a room and are attracted to someone. Well, right away, attraction isn’t understanding. You’ve had to take a while to get to know yourself, if you’ve been following along, and it will take you a while to understand someone else’s identity.

Just consider those you know—yourself included, perhaps—who were swept away by a momentary attraction to someone based on how they looked, or their mood, or one beverage too many. I mean, if you’re in the mood to tick off your parents by seeking out a “bad boy” or “bad girl,” you may be the one paying for it down the road with quite a bit of sadness, in addition to being sidetracked from heading toward personal success.

That’s also why staying fixed on your own vision or dream and, of course, your values matters. You need people around you to whom those values also matter.

That leads us to the number one myth about how to have a successful life: Just to have a dream is enough. It will happen. Really?

You’re going to have to work and plan, and you’re almost certainly going to need some help along the way. Success isn’t a lottery, a matter of luck, something that lands on some people and not others. Success is a product of effort. The people with whom you connect as you strive toward your success can help you, or they can get in your way.



Success is a product of effort. The people with whom you connect as you strive toward your success can help you, or they can get in your way.




Now, think about this: What is the one thing you wish someone had told you about yourself, about how to know yourself and your identity, when you were, say, 15? Do you wish they’d said to be more careful in picking your friends and your significant other? Would you have listened? You’ll face adjustments down the road. Consider Rob’s friend Allen, who might have had admirable values and principles once but is now locked up for not paying child support and seems to be able to focus only on self-pity and a somewhat tangled view that the world has it in for him. Remember, you don’t have to see the world as having control over you. You don’t have to be a victim. And close friends who think that way aren’t really going to be there to help you toward your dream, because they’re stuck floundering in the puddle that their life has become in their eyes.

Let’s look at some of the traits you might look for in friends, either the ones you haven’t met or the ones you think you already have.

The Qualities of a Good Friend or Companion

• Are they trustworthy? Do they do what they say they’re going to do? Are they honest? Open?

• Are they nonjudgmental? Do they listen without interruption and wait until they have all the details of a situation before they respond?

• Are they there when you need them? Think of all the people who responded when Melba Johnson’s home burned. They did one of the most important acts of real friendship: They showed up.

• Are they honest and responsible? Do they pay their bills? Meet their responsibilities? Think again of Rob’s friend Allen. No poster boy for doing things with integrity.

• Are they honorable, even in the face of criticism, temptation, or challenges?

• Do they tell the truth about themselves and others? Could you believe a resume they crafted?

• Can you trust them to keep your secrets? This isn’t what happens in Vegas, stays in Vegas. It’s the basic confidence that they’re always considering what’s best for you.

• Does their strength add to yours? Are you a stronger and more capable team member because of them?

• Do they acknowledge their own weaknesses and mistakes?

• Do they put the welfare of others before their own? Love, honor, compassion, and sacrifice are among the noblest traits you’ll find in mankind. Seek them out among those around you.

Questions to Consider

1. Have you always made wise decisions when making friends, when dating, or with the people you most associate with? Do you wish you could do anything differently, or do over?

___________________________________________________

___________________________________________________

___________________________________________________

2. How have shared values played a part with you and your best friends?

___________________________________________________

___________________________________________________

___________________________________________________

3. Can you think of organizations in which many of the people share the same values as you?

___________________________________________________

___________________________________________________

___________________________________________________

4. If you had to start from scratch in finding someone for a friendship or relationship, where would you start? Why?

___________________________________________________

___________________________________________________

___________________________________________________


Chapter 9. Persistence and Your Identity



Nothing in this world can take the place of persistence. Talent will not; nothing is more common than unsuccessful people with talent. Genius will not; unrewarded genius is almost a proverb. Education will not; the world is full of educated failures. Persistence and determination alone are omnipotent.

—Calvin Coolidge




As I look back over my own life, and as I think about the great lives of the remarkable men and woman I have been blessed to know, I’ve come to think of all of us as works of art in progress. And the thing I’ve learned about great artists is that they hang in there through thick and thin. They don’t give up. They’re loyal to their values and their vision. Persistence has gotten to be a habit with them.

As you read Jake’s story, consider an upgrade to your PQ (persistence quotient).



Profile in Success: Jake Steinfeld

Heard of “Body by Jake”? That’s the tagline of fitness guru Jake Steinfeld, who has whipped many a body into shape, including that of Harrison Ford. Jake has also acted on the large and small screen and been the voice of animated characters. Now in his 50s and still one of the fittest people in America, here’s what he has to say.

I was a fat kid with a stutter when I started growing up. My response to confidence and self-esteem issues was to eat lots of Twinkies. Also, I was brought up in a Jewish home where I had to finish everything on my plate, because if I didn’t, Mom would look at me like, “What? It wasn’t good?” So I got heavy.

Stuttering was a bigger problem. I was such a terrible stutterer that I was lucky I wasn’t put into Room 222, which was for the kids who were called “special” because they had learning problems. Still, it was very challenging for me as a kid growing up. I could not get up in front of the class and speak. I couldn’t even order a pizza, if you can believe that.

I tried the most desperate things while growing up. In class, when the teacher said, “Okay, everybody, we’re going to read out loud. We’re going to take a paragraph. Everyone take a paragraph, and we’ll start.” I would try to count the paragraphs leading up to when I had to read. So, I would try to memorize them. Now, it wasn’t like I couldn’t read. I wasn’t a moron, right? But my stutter was debilitating.

All through my life, the stutter was tough. People made fun of me. Do people really understand? I mean, look, you don’t make fun of cancer. But people laugh at a guy with the stutter. It can be a real stumbling block when you can’t communicate. It was very challenging. But I’m talking now, right? My life is about communicating. The kids I grew up with look at me now and say, “Man, we never thought that you’d amount to anything.”

What started to turn my life around was when my dad bought me a set of weights when I was 14 years old. It changed my life. Not only did the weights build my body, but more importantly, working out built my confidence and self-esteem, which I think everyone can understand. If you believe in yourself, it’s amazing what you can accomplish.

My parents believed in me, too, and supported me, encouraged me. Most importantly, it was my grandma who really believed in me. She was the coolest. She took me to places I would have never seen. She took me to a racetrack. She took me to the old Madison Square Garden, where I saw Joe Frazier fight. As a little kid, she exposed me to Broadway, helped me see and understand plays. She did all these different things and always told me, “Hey, you can be whatever you want in your life.” I’m a big believer that you’ve got to have people. You’ve got to have mentors you hang out with who are winners, and someone who buys into your plan so you can be a winner. She was the one who mentally pushed me, but she talked straight to me, too, since I am the oldest of four.



You’ve got to have mentors you hang out with who are winners, and someone who buys into your plan so you can be a winner.




I’m a big believer that life is about moments. My mom always said that I was the greatest. She’d say, “My oldest son, you can do whatever you want.” So I decided in eighth grade that I was going to try out for the basketball team. I didn’t practice much, but I loved basketball. I was a big fan of the Knicks, and I tried out for the school basketball team with a bunch of my buddies. After tryouts that Friday, the coach put a list on the gym wall of the names of the guys who made the team. I went with a couple of pals. I looked down the list, and my name wasn’t there. I thought, “Oh, no. This coach is kidding me. Come on.” I even looked behind the list, thinking someone was pulling a prank. But the fact was, I got cut. It was the first time in my life for that.

Then I thought, “Wait a second. I put myself out there. I’m not in my backyard. I’m not out with my cousins. I put myself out there to be with a real team, and I got cut.” I’m telling you, it was a devastating moment. But I had a poem given to me by a girl in eighth grade called “Don’t Quit,” and she signed it on the back. It’s an anonymous poem, but it inspired me and inspires me today every day:

When things go wrong, as they sometimes will,
When the road you’re trudging seems all uphill,
When the funds are low and the debts are high,
And you want to smile, but you have to sigh,
When care is pressing you down a bit,
Rest, if you must, but don’t you quit.
Life is queer with its twists and turns,
As every one of us sometimes learns,
And many a failure turns about,
When he might have won had he stuck it out;
Don’t give up though the pace seems slow—
You may succeed with another blow.
Often the goal is nearer than
It seems to a faint and faltering man;
Often the struggler has given up,
When he might have captured the victor’s cup,
And he learned too late when the night slipped down
How close he was to the golden crown.
Success is failure turned inside out—
The silver tint of the clouds of doubt,
And you never can tell how close you are,
It may be near when it seems so far.
So stick to the fight when you’re hardest hit—
It’s when things seem worst that you must not quit.

What motivated me was that poem and my dad taking the trains off my train set so we could use the cardboard bottom as a backboard. We had a little backyard. We got a hoop and put it in the backyard, and I shot all summer. I’m a lefty, but on the left side of the hoop, we had an overhang from the house, so I couldn’t shoot from the left side. I had to practice my corner shot from the right side. In ninth grade, I made the team. Our first game was against Shreveport, our archrivals. You’ve got to picture me, okay? In ninth grade. I was 14, with an afro and braces. It was a great look. I was at the far edge of the bench, the 11th man. Our two starters, true story, collided with each other with about 17 seconds left in the game. They literally smashed into each other and got taken out of the game. We were down by one point. My coach, Mr. Cohen, looked down the bench and said, “Steinfeld, get over here.” He told me, “All right, get in the game. Don’t touch the ball. Don’t touch the ball.” I said, “Okay, coach.” He was petrified. We had taken the ball out at the opposite end. I stood at midcourt, figuring that no one was going to pass me the ball, that they would go to Mike Miller, who was the star of our team, right? But everyone else was covered. They threw the ball to me. The clock was ticking down. I dribbled. They fouled me, with no time on the clock. It was a one-on-one situation—against Shreveport, our archrivals. Here I was, the 11th man, who hadn’t even made the team the year before.

Shreveport was tough. They were all tough guys, right? They were all ninth graders, and I went to the foul line. I used to shoot a foul shot the way Rick Barry did in the old ABA, as an underhand foul shot. The ref blew the whistle and passed the ball to me, and I flipped it up—swish. I’d tied the game at 36–36. The other team called a timeout. I went to the sideline, and Mr. Cohen practically slapped me in the face. But I went back out there, swished the second shot, and I won the game. That was the kind of moment when I said to myself, “Man, I can do this. I can compete.” I became the captain of the team all through high school, because Mr. Cohen went from the junior high coach to the high school coach.

I got my work ethic from my grandma, who worked every day. She worked at a hotel called Manhattan Beach Hotel in Brighton Beach in Brooklyn. And I got it from my dad, who worked seven days a week. My dad got up in the morning, put on a suit and tie, and went to work every day, Saturday through sometimes Sunday, selling. We were a middle-class family. That’s what they do to get by.

I really woke up when I got to college, Courtland State University. I got into college because I played lacrosse. I wasn’t that great, but they took me. School was not my deal. I just got into bodybuilding. I really loved working out. When my dad got me the set of weights at 14, things started to come together. Girls started to recognize me. I was no longer the fat funny guy, Jake. Now the girls would say, “Ooh, can I feel your muscles?” I was starting to feel good about myself. I was in college. I was doing it for my mom, right? I thought I had to be in college because that’s what you’re supposed to do. We lived in a neighborhood, Baldwin, made up of Italians, Jews, Catholics—it was all one. There were a lot of black kids in the neighborhood, but it was predominantly white. In our neighborhood, it was, “Yo, where is your son going to college?” “Oh, he’s going to Harvard. He’s going to Yale. He’s going to West Point.” But I wasn’t at any of those places. I was at Courtland State.

I was there three months, playing with the lacrosse team. We were scrimmaging at Syracuse in 1977. I played on the fourth midfield, and these days my pro lacrosse players tell me, “Gee, Jake, I thought there were only three midfields at Courtland.” So you can see where I stood. I was a face-off guy. I’d come on the field, face off, and then get off the field. Well, that one day in Syracuse in November, it was frigid. There was a freezing rain, and I was standing on the sideline becoming this lacrosse ice sculpture, when I said to myself, “This is it. I’ve got to call my mother. I’ve got to tell her I’m going to go to California to become a bodybuilder, because that’s my dream.” In my dorm room, I had pictures on the wall of all the big, muscled monsters. I knew, “This is what I want to be. I want to be a bodybuilder.” You may think, “A Jew and a bodybuilder? That doesn’t match. It’s like milk and meat, socks and sandals. Jewish and bodybuilder don’t go together.”

Bodybuilding made me feel great, and I stood up straighter. People recognized me. I was training every day. I saw myself as big and strong. I’d look in that mirror, posing like I saw in the magazines, and I wasn’t a skinny kid becoming muscular—I was a fat kid becoming a muscular one. When I went home to tell my parents, my dad said, “Look, you have a dream? Then you go do it.”

Before I left, all of my friends, the gang of guys I used to hang with, said things like, “What are you doing, man?” I said, “I’m going to go to California; I’m going to become Mr. America.” One said, “You’re a fat joke. You’re never going to make it to California.” They all said stuff like that. “There’s no way, man.” “You’ll never make it. You’ll be home by summer.” I hear those voices sometimes still today. It gets me. I love when people bet against me.



I love when people bet against me.




My passion has always been bodybuilding. But I never became Mr. America. I came in second place in Mr. Southern California. The guy who beat me was on steroids. I’d made a very conscious decision that this was not a good thing. I was 19. So I wasn’t Mr. America. But I said to myself, “I just can’t go back. I love training. I love working out. I will do something with this. I don’t know what it is, but I’m not going back to New York.” So I became the first guy to do personal fitness training. It happened by accident. A girl asked me to help her at my apartment complex. She was getting ready to do a Club Med commercial, and I got her in shape. She was connected to other people in town. One person led to the second, and the third person was Steven Spielberg. He and I became like brothers. To have someone like that and Harrison Ford and Bette Midler and Priscilla Presley and Steve Royce and Warren Beatty all meant a lot. Here I was going through these people’s homes. I knew this was the moment.

Still, you have to keep following through with yourself. You look at yourself in the mirror sometimes and know you have a great idea. You write it down at night, and you wake up the next morning with all the excitement and enthusiasm to pull off this idea, this dream, and all of a sudden you start thinking of the reasons why you can’t. By the time you’ve had coffee and gotten into your car, you stop thinking about succeeding because you start toying with the notion that you can’t do this.

What helped me get past that was being around the kind of people I was with every day. I learned the greatest lesson of all. I realized, wait a second, they’re no different from me. The only difference is they had a dream, they never quit on their dream, and they never took no for an answer. And that said to me, “You know what? I might never direct E.T., but I’m going to have my own success.” That was the moment. I became famous by association. I was the first guy to do personal fitness training, make it into an occupation, and parley that into videos and books. Ted Turner gave me my start doing the “Fitness Break” on Cable News Network in 1982. Ted became a friend and a mentor.

The thing is, never quit. Because you never know when the coach is going to look down the bench and say, “Stedman, there’s nobody else in here. You’ve been sitting here staring at me for a long enough time—get in there already.” And now you’re up. You’ve got to be ready.

Here’s my legacy, what they can put on my tombstone: Take a shot. Be passionate. And don’t quit. The last thing you want to have happen in your life is to look in that mirror when you’re 30 or 40 or 50 or 60, and say, “You know, I had this chance. I should have taken a try at this thing. I was going to do this. But I didn’t.” That’s what drives people crazy. The worst thing that can happen to you is that you fail. Everybody fails at something. It happens. I did. We all do. Try to learn from your failure. You also can tell the kind of person you are, and the kind of people you are around, by how you handle yourself not just when you’re at the mountain, but when you’re in the deepest, darkest ditch. Never quit! Never!



Take a shot. Be passionate. And don’t quit.







Questions To Consider

1. Have you figured out what you love to do? If not, find out. Becoming great at something takes a lot of persistence. You’ve got to love what you do, or it’ll just be too hard. Look at a list of your passions and choose wisely.

___________________________________________________

___________________________________________________

___________________________________________________

2. How will you express your core values as you pursue your chosen passion?

___________________________________________________

___________________________________________________

___________________________________________________

3. How will you measure your progress to know that you’re getting really good at it? You need measurable incremental goals to provide constant real-time feedback. That’s the thing about ballgames—you get feedback every swing.

___________________________________________________

___________________________________________________

___________________________________________________


Chapter 10. Adjustments and Tune-ups for Your Identity



It’s like the Wizard of Oz. We’re looking for a wizard, seeking a heart, a brain, courage, and the wizard says you already have these things. All you need to do is use them. When you believe in your great indomitable self, then all things are possible.

—Marva Collins




Rob turned on his television and was flipping through the channels when an episode of the reality show X-Factor caught his eye. Though he didn’t usually watch such shows, one contestant kept him from flipping to the next channel. He watched 17-year-old Emmanuel Kelly tell how he and his brother had been found as severely injured infants in war-torn Iraq, with no way to know how old they were because they had no birth certificates. Kelly said of his adoptive Australian mother, “I was born in the middle of a war zone. My brother and I were found by nuns in a box in a park, in a shoebox.... It was like looking at an angel when my mum walked through the orphanage door. She brought us both to Australia for surgery originally and then, sort of, Mum fell in love with both of us. My hero would have to be my mother.”

With no left hand, and holding to the microphone stand with part of a right hand, the young man sang Lennon’s song Imagine. “Imagine there’s no countries, it isn’t hard to do, nothing to kill or die for....” Rob was struck by how comfortable Kelly seemed in his own skin. When Kelly rushed into the arms of his mother and brother after his performance, the love that had generated this confident identity glowed from the group hug. Growing up as he had, nurtured in such raw affection after a rocky start, made all the difference for Kelly.

Rob turned off the TV and began mulling over how some quite healthy and whole people seem filled with doom and gloom, whereas this singer had just bubbled with a healthy and whole identity. The confidence and exuberance of the young singer compared to all those with doubts who have so much more than the Iraqi orphan was a punch to the stomach for Rob—and should have been a wake-up call for more appreciation and zest in life by quite a few viewers.

The phone rang. Rob answered and heard Dutch’s voice. “Could you stand a cup of coffee? Hop over to our usual spot. There’s something I’d like you to hear.”

Rob entered the coffee shop barely ten minutes later, and there sat Dutch with Stella “Best Deal” Sturgis. You couldn’t drive anywhere in Blakenfield without seeing a colossal image of her on a billboard or on the side a truck she’d loaned out to those who bought homes through her agency. She was a regular commercial star, too, and her ever-present claim for always having “the best deal around” was her catch phrase.

Rob got a cup of coffee and was lowering himself into a chair at their table as he joined them when Dutch said, “Stella is having an identity crisis.”

“Well, I wouldn’t call it a crisis,” she said. “I’d say an epiphany.” Stella had smoked in her younger years and now had a voice like gravel being poured out of a bucket. That, coupled with the kind of stern face you might find on a school librarian at a military school, should have made her an imposing figure. But Rob had known her for years, both from seeing her at public events where she’d been a prominent community leader, and from mowing lawns for her real estate agency. She might sound like a Marine drill sergeant, but she was as sweet as anyone’s favorite aunt.

Stella turned to Rob. “I recently got the listing for the storefront where Dutch used to have his book shop. Dutch told me you worked there for him, so he thought you’d enjoy hearing this. I was going through the empty store, looking around, and it started me thinking. You may not know this, because I certainly don’t advertise it, but one of my secret little deals with the world is always to leave things better than I found them.”

“When she sold all that acreage for that development in the south end of town, she wrangled to set aside enough land for a ball field and talked them into adding hiking and biking trails around the development,” Dutch said. “A lot of people don’t know that.”

“I shoot for little things, too,” she said. “I’ve helped wrangle financing from banks for young couples getting started. I always make sure there are no unpleasant surprises for homebuyers who go through me. I’ve had foundations firmed up and new roofs put on. But I don’t say that to brag—I tell you this to illustrate something I’ve learned about myself.”

Rob lowered his cup and leaned closer. “Do tell.” It seemed everyone had more dimensions since he’d been paying attention to identity, and that made them more interesting.

“The thing is,” Stella said, “I used to thrill in the chase, in besting competing agencies and closing a deal while they were still getting into gear. I was a Vince Lombardi kind of gal. For me, winning wasn’t everything—it was the only thing. I used to need to be that bigger-than-life character radiating in-your-face success. I was winning, all right, but I didn’t always enjoy those glances in the mirror. Maybe trying to always do something extra good for my clients was compensation. At any rate, I sat down with myself and said it was decision time. I’ve had a long and successful career, although I might have been a bit misguided about what ‘success’ was really all about, and I’m old enough to retire. I also asked myself what I really liked about what I did. My answer was, I really got the most kick out of making my clients’ lives a little better, by going the extra mile for them. And I finally figured out that the little things in life wear people down or lift them up. So I asked myself, why don’t I try to provide a little lift here and there on a full-time basis?”



I really got the most kick out of making my clients’ lives a little better, by going the extra mile for them.




Rob’s coffee had cooled enough for him to take a sip. He did so and waited.

Stella rubbed her hands together, and a glimmer showed in her eyes. “Here’s my plan. I’m going to leave my business to my two nieces, and I’m going to open a thrift shop in the storefront where Dutch used to have his bookstore. This town doesn’t have one, so it meets a need. Plus, I’ll be retired and in better shape than most, so I don’t even need a salary. Everything I clear can go to charities. If I get too much stock, I can get folks to haul some of it to the nearest Goodwill. And not only will the store do some good, but it can be a community spot again, with bake sales out front and clubs meeting there, just like when Dutch had his store. What do you think?”

Rob glanced toward Dutch, who was beaming. Rob said, “I think it’s a great idea. But what made you decide to take this particular leap?”

“Ah, good question, my young man. Sometimes people, well-intentioned or otherwise, get off track, particularly about what really matters. They may even need to reinvent themselves. Sometimes they can fix things themselves; other times, they need the help of friends and family. When I realized what really makes me happy, I redefined success for myself and decided to do something about it,” Stella said. “I want to like the person I see in the mirror a little more each day, and I plan to do that by spending each day helping people make their lives a little better. I think a community thrift shop will be a perfect place to do just that.”

A couple months later, Rob drove by and saw Girl Scouts selling cookies outside the old store. He found a parking place and went over to the store where he’d once sold quite a few books. Inside, Stella looked up from unpacking a box and waved to him. The shelves were filled and clothes hung from racks. “Who’d ever have thought that a person could end up with so much from other people’s used stuff?” she said. The town had sure rallied around the shop (with a little of Dutch’s influence) and the goods had come pouring in, from churches, clubs, individuals, and just about everywhere. Stella looked around at all the merchandise, as if a little amazed herself at how her little miracle was coming along. She pointed toward an oak dresser with a beveled-glass mirror. “Now I can look in there and feel pretty good about what I see.”



She took a hard, clear look at her identity and redefined what success meant.




Stella did something not everyone does. She took a hard, clear look at her identity and redefined what success meant. To her, the refreshing feel of honest, helpful toil was freedom.

Step # 8—Win by a Decision

What you are in this world is the result of the decisions you have made so far in your life. The choices you make now will be one of your greatest challenges. Consider carefully how they will have an impact on your personal life, family, profession and career, and, of course, your long-term vision.

Discussion



The successful person makes a habit of doing what the failing person doesn’t like to do.

—Thomas Edison




If you’ve been on the Internet, you’re no stranger to people who add comments to news stories. They may use aliases that seem to free them to say some nasty things. That’s what identity is not. That’s a masked mob feeding the mean wolf inside. If those same people were constrained to be transparent, to use a real name, like Ralph B. Jackson instead of ScooterPie7, would they say some of the same things? I doubt it. Yet some people aren’t kind and value-driven when hiding behind the mask of a fake name. Some are mean. Is that where you want to be? Hopefully you can be you—and openly you!

Aside from the transparency issue, life can dish up a lot of curves in the path to your identity. You may stumble and face obstacles, even personal disasters. You need to be prepared to pick yourself up, dust yourself off, and start all over again. You might even look up, as Stella did, and not like everything you see about yourself. Sometimes you can be your own worst enemy. You need to learn how to avoid that—or, at least, how to recover if you find yourself headed in that direction.



We keep bumping up against seemingly different concepts of identity. As you read the story of Syd Field, you might see it the way Syd tells it—that he progressed through a sequence of extreme identity makeovers. Or you might conclude that the emergence of his true identity just took a little while. See what you think.






Profile in Success: Syd Field

Syd Field is acclaimed as the “guru of all screenwriters” by CNN and “the most sought-after screenwriting teacher in the world” by the Hollywood Reporter. The internationally celebrated author of eight books on screenwriting, his book Screenplay is considered “the Bible” of the film industry, published in some 28 languages and used in more than 450 major colleges and universities around the country. He has conducted screenwriting workshops all over the world and has been a special script consultant to the governments of Argentina, Australia, Austria, Brazil, Germany, Israel, Mexico, and more. He has been commissioned to conduct special executive workshops by the Disney Studios, 20th Century Fox, Universal Studios, the Nike Corporation, and others. Field was inducted into the prestigious Final Draft Hall of Fame in 2006 and is currently on faculty in the celebrated Masters of Professional Writing Program at USC. Much of Hollywood uses his screenplay paradigm, or rebels against it, so Syd has made his mark. Still, he has learned that even though he has a firm handle on his own identity, he has to stay light on his feet and be able to reinvent himself. Here is his story, in his own words.

When I was growing up, I had to cope with having an older brother—four years older, to be exact—who was the apple of my parents’ eye. They named my father’s furniture company, Morton’s Furniture, after him. He was always such a “good” boy that he never did anything wrong in their eyes and was held up to me as a shining example of how I was supposed to be. I rebelled and decided that if he was the “good one,” I was going to get even by being the “bad one” and getting in trouble a lot of the time.

This was just my stubbornness at work. So growing up, I, along with all my friends, were more into rebellion than anything else. In high school, we were the guys endlessly in some kind of trouble. We were also the star athletes on the track team, so we got away with it most of the time. My family still remembers what a concern I became to my mother after my father died when I was 12. She feared that I wasn’t going to make it in life because I was always getting into trouble and I showed no apparent aptitude for anything other than athletics. By the time we graduated high school, Jimmy Dean was a rising star. My friend Frank met Dean by accident, and Jimmy started hanging out with us as we strolled down Hollywood Boulevard looking for trouble—and find it we would. We got in a lot of fights and ended up in juvenile hall. We were everything being a rebel was about.

Jimmy Dean somehow found in us a freedom and another way to look at his life. Instead of living the structured life of an actor, for him it became the unstructured life of freedom, of which acting was a part. About a year after Jimmy made Rebel Without a Cause, we realized that our group of guys were the “bad guys” model for the movie. So we started to play that role full on. And then my mother died. My aunt accused me of murdering my mother. She didn’t really mean it. She was sick with loss and grief. Of course, it took years for me to understand that she didn’t mean it. But when my mother died on my birthday, I started to turn my personality around. Out of choice, I didn’t continue as the overt, getting-in-trouble, loud-mouthed attention getter. I became the quiet and introverted one. I said, “I’m not going to be an athlete. I’m not going to run track anymore.” (I was a member of the track team at USC the year we became national champions.)

Instead, I went to U.C. Berkeley and morphed from being a loudmouth attention getter to a quiet, introverted person who focused on being “good.” I attempted to fulfill the promise I had made my mother just before she died, that I was at heart a good boy. This meant I would become a professional person: doctor, lawyer, Indian chief—whatever she wanted, that’s what I was going to be.

At Berkeley, I was drifting, not knowing where I was going and still searching for what I wanted. I started acting and had good success. Then I met my mentor, Jean Renoir, the French film director, screenwriter, actor, producer, and author. As a film director and actor, he made more than 40 films, from the silent era through the end of the 1960s. As an author, he wrote the definitive biography of his father, the painter Pierre-Auguste Renoir, and as a man, he changed the direction of my life. Renoir said to me, “The future is film—don’t waste your time with English literature, don’t waste your time trying to be a professional person, the future is film!” He wrote me a letter saying to the UCLA film department, “Let this kid in.”

And so they did. I went to UCLA for a year. I was there with Ray Manzarek and Jim Morrison. They were punk rockers at the time, and they created a garage band called the Doors. We all made films together and hung out together, and then they went into music, and my uncle got me a job as a gofer in the film business. I worked in shipping at Wolper, a studio praised for Roots, Willy Wonka, and Thorn Birds. First and foremost, Wolper was a documentary film producer. This was really the period that defined my life, because it gave me a direction. In retrospect, that’s when I found out I had choices to make in my life. Film was a big arena. If I wanted to be in film, what did I want to do in film? And the answer was, well, go into production in some way. But serendipitous circumstances drove me to look for a writer’s job. Because I was the only one at Wolper who really figured out how the library worked, I volunteered to do research.

When I was at Wolper doing research for five years, I was still a young kid, and I learned that I could find stuff. That was my gift—I could find stuff. I found the actual Bay of Pigs footage that was shot on the boat as they were going to invade Cuba. I found Grace Kelly’s first modeling spread, shot when she was 17 years old in high school. I found the first film Marilyn Monroe ever made—a Union 76 commercial. She went by her maiden name of Norma Jean Baker at that time.

I was learning that I could find things if I set my mind to it. I became aware that, with this change in mental strategy and energy, I could put that energy out into the world and opportunities would start to find me. I could then make different choices about who I wanted to be as a person and what I wanted to do. I remember the “aha!” moment when I recognized that I could make the choice to be a success or a nonsuccess. That literally changed my life. In that moment, I realized that I could choose the life I wanted.



With this change in mental strategy and energy, I could put that energy out into the world and opportunities would start to find me.




This was also when I had the opportunity to write my first book and to start teaching. This was back in the ’70s. These were times of great exploration and great experimentation. I was fortunate to be within the crucible of that change in the film industry. We were all setting out along this unknown path of experimentation in making television the way we wanted to see television. You can’t do that now, of course—but that’s how we started, going around to show what could be done and creating what we called entertainment documentaries, the forerunner of shows like Law and Order.

When I started out teaching, I was terrible. I was the worst you can imagine, because I had this position that, if I’m hired to be the teacher and you guys are the students, I have to know something that you don’t. It made me just the worst teacher. Students were leaving in droves every night. I could figure out it wasn’t working; so, I thought, “Why don’t I be a student and they be the teacher?” I opened up class to answer questions from the students. I answered from my own experience as a reader, a writer, and now a teacher. I began to realize that everybody has the same questions regarding how to write a screenplay.

How do you tell your story? How do you structure a story? How do you create the characters, write more effective dialogue, and shape strong and complex characters? This became the structure for the book. I read a lot of screenplays along the way—at least 10,000 to 15,000, and probably 20,000 by now. I’ve sold screenplays, had a few produced, and had quite a few optioned. As I’m looking back, I see that there were certain signposts that directed me as I was moving along this path. I didn’t even know that teaching was one of them until I found out that I could take questions from people and not be an ass in front of the class or assume I knew something they didn’t know. I went back to writing and finally sat down to pull chapter outlines together for a book. I wrote an introduction and then two chapters, and got it sold within two weeks. I’ve been writing and teaching all over the world ever since.

Now the whole business of film is being reinvented. The power of the big studios and the mainstream media is vanishing, just like the world changed in the music industry. All of us in the business have to reinvent our identities and roles in the business of film and television.

What’s interesting to me is the growth I’m going through right now. At this moment in time, and after all these years, I’m still not clear about understanding who I am in terms of identity, because I’m changing now with the current of the times, reinventing my identity as I am carried along by the current. Identity to me is a conscious thing, and any conscious thing lives and grows and changes and adapts to the times. If you don’t adapt, it’s over. You see that all the time. People who can’t adapt get locked in nonsuccess until they perish.

People who cannot adapt to the present time is what Sam Peckinpah, one of my mentors, used to write about. He believed that there were unchanged men in changing times, so he made The Wild Bunch, in which you have four outlaws who are out of time. In a similar vein, you have Butch Cassidy and the Sundance Kid. The characters go to Bolivia because they can’t adapt to the times of the railroad, to the telephone, to the check; they’re out of business because all they know how to do is rob banks. In The Wild Bunch, it’s the same way—all they know how to do is rob banks. Their trade, their identity, is of a bank robber. However, at that time, in 1907, things had changed, and they didn’t know how to adapt to the change. So this idea about unchanged men in changing times is really important, and that’s exactly what I’m beginning to understand.



People who can’t adapt get locked in nonsuccess until they perish.




I either have to adapt or it’s over. Period.




Questions to Consider

1. Do you tend to be your own worst enemy? List a few of your favorite ways.

___________________________________________________

___________________________________________________

___________________________________________________

2. Are things you rebel against controlling you?

___________________________________________________

___________________________________________________

___________________________________________________

3. Syd Field talked about some of the important mentors in his life. Who could you ask to become your mentor?

___________________________________________________

___________________________________________________

___________________________________________________


Chapter 11. Bringing It All Together—Committing to Your Vision



Where there is no vision, the people perish.

—Proverbs 29:18




Rob made his way down the long empty hallway, listening to the noise of his sneakers squeaking on the polished flooring. Not sneaking, he thought, as he stopped in front of the door he wanted and knocked.

“Come in.”

Professor Draper turned from his credenza holding a bone-white cup and saucer. The tag of a tea bag hung from one side of the cup. He wore a tweed jacket, but at least one without leather elbow patches.

“Do you want a cup?”

Rob shook his head.

His advisor nodded toward one of the two guest chairs near his desk. He eased himself down into his chair.

“You’re back a touch early. Was it an eventful summer back in Blakenfield, or were you run out of town?”

“Eventful. I see now why you suggested spending my time there might be productive. I also see why you suggested those two business courses I took earlier, along with all the units in Computer Engineering.”

“I’m your advisor, but also a touch unorthodox. I believe a lot happens outside the classroom that is also part of learning. Most people need to explore their important life insights on their own—with the right guidance, of course.” Professor Draper’s eye twinkled the way it did when he was enthused. “I’m anxious to hear all, and especially how the business courses helped.”

“Well, they helped in a way I hadn’t expected. I ended up thinking a lot about identity this summer, mine as well as the identities of others. I found it a deeper subject than I expected, and also that I didn’t know nearly as much as I thought I did.”

“It is ever thus when learning the really good stuff.”

“One of the really odd insights, and I attribute this to the business courses, was that I got to thinking about identity the way you’d think about a brand. On the way home I read Do You Matter?—How Great Design Will Make People Love Your Company, from the suggested reading list you gave us. The authors say that a useful way to look at brand is that it is like an individual’s character or identity. ‘What matters is what people think and feel about your brand. And you don’t control that. While you cannot control what people feel, what you must do is provide influence and make sure that how you’re doing this authentically represents who you are and what you offer.’ The real zinger for me was the line, ‘Your brand lives in your customer’s gut—it’s not what you say it is, it’s what they say it is.’ Successful companies pride themselves on having core values and want those reflected in their products. They seek out customers who share those values and are committed to offering them great experiences and making their lives a little better—sometimes a lot better. The amazing thing, at least to me, is that each of us can follow that same path—have a vision, the way companies have a mission statement, keep our actions in line with our values—and that should almost always lead to success.”



Your brand lives in your customer’s gut—it’s not what you say it is, it’s what they say it is.




“Hmm...I believe you really have had a productive summer.”

“That’s not all. One of the things we can learn from companies is that they are in danger when their products become commodities. When they don’t generate goods and services based on emotional consumer needs, then they have a fragile bond. They start not to matter anymore. Take Starbucks. If it’s only about price and product, they can get hammered when McDonald’s starts competing with cappuccinos.

Companies that matter do so because they have formed a genuine emotional bond with consumers and are dedicated to the quality of their customer’s experience. I’m not saying people should think of themselves as selling a product. But I do think you should take a look at your life in that light—your values and the experience people have when they are with you. So I arrived home with the question in mind: ‘How can I make people’s lives a little better?’”

“Sounds like you had a pretty insightful time of it. Now, tell me about the people. I always like to hear about people.”

Step #9—Commit to Your Vision

Put all your energy and effort toward achieving your goals. Enthusiasm and commitment generate excellence, and that leads to success. The challenge is to develop the ability to coexist with the world as it changes, never giving in and never giving up.



Profile in Success: Eleanor Josaitis



The irony of commitment is that it’s deeply liberating—in work, in play, in love.

—Anne Morriss




The 1967 riots left metropolitan Detroit, like many urban American cities, sharply divided along racial lines. Watching the violence on TV in the comfort of her suburban home, a young white homemaker became so outraged, she abandoned her middle-class white neighborhood and moved with her husband and her five kids to the demographically black downtown shortly after the riots ended. Her sudden change of lifestyle was unwelcome in her family. Eleanor Josaitis was disowned by her father-in-law and was asked to change her name by her brother-in-law. When word got out that she was bent on bringing blacks and whites together, she endured hate mail and firebombs.

“There were moments when we were terrified,” she sighed. “But that didn’t change what we had to do.” Josaitis recruited the people who showed up as volunteers for Focus: HOPE, which today provides food to 43,000 seniors, mothers, and children each month; career training programs in machining, engineering, and information technologies; child care; business conference facilities; community arts projects; and other outreach initiatives. Focus: HOPE has 500 team members and 51,000 supporters. That’s what is possible when you align a whole community—young, old, black, and white.

“Anything worth doing can’t be done alone,” Josaitis said. “There’s been too much hero worship about how just one person does it all. At one point, we craved charismatic leaders, but that has been pretty well discredited, as we’ve seen smooth operators go to jail or fall way short of over-hyped expectations. Well, you can make a difference in a business or your community, but not if it’s just about you. It’s about finding other people who get inspired by their own belief that they can make a difference in a similar way—you’ve got to find other leaders who can make it happen with you!”



You can make a difference in a business or your community, but not if it’s just about you. It’s about finding other people who get inspired by their own belief that they can make a difference in a similar way.




“It is all about alignment between what you are and what you do—about making that fit together,” Josaitis said, pounding her fist into her hand. There’s always a little righteousness seeping from every one of her sentences. “You’ve got to recruit yourself to something you believe in, and then you have to recruit yourself to the right job—then go out there and seize the opportunity. And if you need a leader, you’ve got to recruit that person, too. It’s about lining yourself up with a role where you feel as connected with the other people as you feel with the cause. When you feel that way, you’ve got a team.”

Recruiting people to her team, she said, is about discovering “people whose dreams are like yours—and then not letting a single one of those folks get out of your sight or off the hook without doing something about it!”




Enduringly successful people are people who, at some point in their life, got over the syndrome of thinking, “We’re all in this alone!”

Senator John McCain learned this lesson the hard way.



Profile in Success: Senator John McCain

“Well, when I was a young pilot, I believed that all glory was self-glory. I believed that I needed no one—that I was perfectly capable of doing whatever I needed to do by myself. And I learned as a prisoner of war in Hanoi that I was reliant and dependent on others, both for my physical well-being and then for my mental well-being. When I failed, they would pick me up and encourage me, and help me to go back into the fray again.”

“The great privilege of my life was to serve in the company of heroes, a place where I observed a thousand acts of courage, compassion, and love.”

Amazingly, McCain, who survived five and a half years as a prisoner of war, described his brutal experience as transforming. He said he was grateful to Vietnam for strengthening his self-confidence and teaching him that he could trust his own judgment and that he didn’t have to give up his sense of self to feel connected to other people.

“There is no greater feeling in life—no greater freedom—than to know you can be yourself and part of a group that is engaged in a cause that is greater than you are,” said McCain.



“There is no greater feeling in life—no greater freedom—than to know you can be yourself and part of a group that is engaged in a cause that is greater than you are.”







I like this quote from Senator McCain because it speaks to the heart of knowing who you are—being clear about your identity, your values, and what matters to you—along with making a commitment to a vision of creating value in the world. This is your passport to success.

Now it’s up to you. I thought it would be helpful for you to have the Nine-Step Success Process all in one place to guide you in your work. You do have to do the work. You don’t have to do it alone. Follow the process, and a great life of lasting success will be yours.

Nine-Step Success Process

Step 1: Check Your ID

Before you decide what you want for your life, you first must understand who you are, what the influences are on your life, and why you think and act the way you do. Self-awareness is where success begins. It is difficult to understand the world and how you respond to it until you first know yourself. What are your strengths? What moves you forward? What are your weaknesses? What holds you back? What are your patterns of behavior? What are your passions? Sometimes the biggest obstacles to success are those that we unconsciously put in our own paths. Past hurts, business or career downfalls, and negative attitudes hold you back. Learn from the bad experiences and failures, and let them go. Focus your life on what you love and care about, and you will never work a day in your life.

Step 2: Create Your Vision

Your vision is your life’s destination. It helps you realize and explore your dreams and aspirations. It keeps you focused and helps minimize distractions. It can determine your greatness.

A well-defined vision enables you to set meaningful goals for your business or personal life. How do you envision your future and what is possible for you? Describe the short- and long-term goals that you have for your life personally and professionally.

Step 3: Develop Your Travel Plan

Prepare for the future. If you are to fulfill your vision for a better life, you must create a plan of action. When you begin to work toward your goals through a plan of action, you assert power over your life. You know who you are, where you’re going, and how you’re going to get there. Planning saves time, keeps you focused, and builds confidence.

Someone said that the purpose of goals is to focus our attention. The mind will not reach toward achievement until it has clear objectives. The magic begins when we set goals. It is then that the switch is turned on, the current begins to flow, and the power to accomplish becomes a reality. Whatever you focus on expands.

Step 4: Master the Rules of the Road

You need guidelines to keep you on track in pursuit of a better life. The rules are constant and enduring; they do not change. Characteristics to guide your life:

• Honesty

• Trust

• Hard work

• Determination

• Positive attitude

Step 5: Step into the Outer Limits

To grow, you have to leave your comfort zone, confront fears, and take risks. Fear of the unknown is one of the greatest obstacles you will face when you’re traveling the journey of the Success Process. To be successful, you must learn to overcome that natural fear and step outside what has become comfortable and familiar. Key points to remember:

• Risk is a natural part of life.

• Staying the same is standing still.

• Change (growth) means risk.

Step 6: Pilot the Seasons of Change

If you keep doing what you have always done, you will get the same results. Learn how to create change and manage your response. Dealing with changing circumstances is important, but creating and managing your response to change in your life is probably an even greater part of the Success Process. Challenges happen when the pace of change exceeds our ability to change, and events move faster than our understanding. But with change comes opportunity and growth.

Step 7: Build Your Dream Team

No one makes it alone. Build supportive relationships, perhaps with mentors who will help you work toward your goals. Learn to trust and be trustworthy. You’ll need the help and encouragement of others. With a great team helping you, you can do more than you ever could alone. Include people who care about you and believe in your goals. Trust is critical to building a strong support team. Credibility comes with a pattern of behavior. Trust is not easily earned; real trust is established over time.

Remember: Mentors pick you; you do not pick them.

Step 8: Win by a Decision

What you are in this world is largely the result of the decisions you have made so far in your life. The choices that you make will be one of your greatest challenges. How can you tell the difference between a good and a bad decision? Good decisions have desirable consequences: They help you grow and reach your goal. Bad decisions have undesirable consequences. Continue to maximize your decision-making ability by considering the impact it will have in these areas:

• Personal impact

• Family impact

• Profession and career impact

• Job impact

• Long-term vision

Step 9: Commit to Your Vision

Devote your time and energy on a consistent basis to pursue your goals and vision.

Enthusiasm and commitment generate excellence, and that leads to success. A commitment is something you live and something you renew and fulfill every day. It is doing rather than saying.

Your success is based on your commitment to discovery:

1. Discover who you are.

2. Discover how to apply this knowledge to the world you live in.

3. Make the discovery process part of your daily routine to sustain success over a lifetime.

The challenge is the ability to coexist and grow with the world as it changes, never giving in and never giving up.

Summary

During these very difficult times in our world economy, I hope you understand that you have the potential to create your life and be whomever you decide to be. You must realize that your potential as a human being is based not on how the world defines you, but on how you define yourself. Through education, hard work, and purpose, you can start to develop, evolve, and create the opportunities that define and determine your identity and your future.

When you take ownership of this, you celebrate your life every day, along with the rights and freedom to which all humans are entitled.

Enjoy the journey.


Afterword By Stephen R. Covey

I have tremendous admiration for Stedman Graham and for the mission he has chosen. He personifies the message he has presented in this book and is a powerful example of someone who has actually defined his identity and created an enduringly successful life that is a gift to the world. I also know how genuine, deeply genuine, Stedman is about helping people discover who they are and achieve their highest potential for success.

Stedman Graham cares about the individual. He understands how someone’s vision can have greater impact than their baggage, for Stedman has not allowed the challenges of his past circumstances to dictate his future. This book’s important message is to live out of your imagination and not your history—to hold a vision of the possibility of a better life for you and the people you care about—and to exercise the faith and power you have within you to create that better life. Stedman is an important spokesperson for this message because, in addition to the traditional credentials of advanced educational degrees and significant national leadership positions, he brings the “street” credibility of having faced and conquered the challenges of which he speaks firsthand. Men and women, boys and girls, of all cultures and circumstances throughout the world can take heart in his example. He is a rare mentor who walks his talk.

Stedman, like many, was born into a host of troubling circumstances and emotional hardships that could have easily left him a bitter and resentful victim. How many of us would be able to sing a similar tune when uncontrollable conditions threaten to kill our hopes and dreams? It becomes easy to excuse our failures and get into a blaming mode, using our past as a hitching post, and condemning most everything around us. We may seek out friends, or even “experts,” who would agree and give us more ammunition to justify our plight as we proceed to attribute every mistake and misfortune in our lives to poor environment, disturbed upbringing, or genetics. We then sink deeper and deeper into the quicksand of self-pity and victimization. Some of us might have had a father who deserted us when we were young, or an uncle who viciously abused us. Perhaps we continually had to scratch and scrape together whatever we could to survive in the face of grinding poverty. Each one of us has a story to tell—a story that is very real. In fact, such injustices and dehumanizing experiences do take their toll, sometimes a tremendous toll, in our lives. Yet, the difference between being influenced by and determined by is 180 degrees. The point becomes whether or not you will allow yourself to remain victimized for the rest of your life. As Stedman so eloquently teaches, “It matters not how other people define you, it matters how you define yourself.”

By doing the work that only you can do for you, learning who you really are and following Stedman’s “Nine-Step Success Process” for a better life, you will learn how to create a vision for your future that will, in return, produce the needed antidote for conquering the difficulties of life.

The best way to predict your future is to create it. As you apply the powerful principles Stedman has shared in this insightful book, you will create the future of your dreams. May we each follow Stedman’s lead and define our identity, and in so doing create a personal passport to success.

Stephen R. Covey
Author of The 7 Habits of Highly Effective People
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Introduction

Several years ago, my wife Margie and I went on a safari in South Africa with some family and friends. We had been on a number of safaris over the past 20 years, but this time I saw some things differently. The jungle appeared more vicious, competitive, and territorial than ever before. If you’ve ever heard a lion roar, it sends chills up your back. When our long-time guide, Gary Clarke from Topeka, Kansas, imitates the lion’s roar, he shouts, “It’s mine, mine, mine, mine!” That’s because when the lion roars, what he’s really saying is, “This is my territory. Don’t mess with me.” In fact, lions will kill their sons if the sons challenge their fathers’ control over their territory.

The reason I saw this more vividly than ever before is that I had decided on this trip that I was going to find out as much as I possibly could about Nelson Mandela. We had been at a dinner party where people around the table were asked to share what person—of anyone in the world—they would love to have dinner with. It was a quick decision for me. I said, “Nelson Mandela. I would love to have dinner with a man who was in prison for 28 years and treated cruelly, yet came out of that experience full of love, compassion, and reconciliation.” On the trip, I began to read Mandela’s autobiography, Long Walk to Freedom.

When I compared what I saw in the jungle with how Mandela had reacted to his treatment, I realized that in many ways we as human beings are just intelligent animals. And being intelligent animals, we can choose every day whether to be self-serving or serving. Jungle animals, like the lion, can’t make that choice. They have to protect their territory. It’s not in their nature to share with other species. And yet, just as Mandela did, we as human beings can make choices to live and lead at a higher level, to be serving rather than self-serving. But when you look at the leaders around the world—whether they’re running countries, businesses, churches, educational institutions, or what have you—too many people are choosing to be self-serving rather than serving. Why is that? Because they don’t have a different leadership role model. They have been conditioned to think about leadership only in terms of power and control. That’s what this book is all about—a different leadership paradigm. We want to help individuals and organizations lead at a higher level.

Leading at a Higher Level

What is leadership? For years we defined leadership as an influence process. We believed that anytime you tried to influence the thoughts and actions of others toward goal accomplishment in either your personal or professional life, you were engaging in leadership. In recent years, we have taken the emphasis away from goal accomplishment and have defined leadership as the capacity to influence others by unleashing their power and potential to impact the greater good. Why did we do that? Because when the definition of leadership focuses on goal accomplishment, one can think that leadership is only about results. Yet when we talk about leading at a higher level, just focusing on goal accomplishment is not enough. The key phrase in our new definition is “the greater good”—what is best for all involved. We think leadership is a high calling. Leadership should not be done purely for personal gain or goal accomplishment; it should have a much higher purpose than that.

What is a higher purpose? It is not something as internally focused and self-centered as making money. As Matt Hayes and Jeff Stevens contend in The Heart of Business, when it becomes obvious that profit, which is a legitimate goal, is the driving reason for being in business, everyone—stockholders, top managers, employees, customers, suppliers, and the community—quickly becomes self-serving. They focus on their own agenda and personal enrichment. Employee loyalty and passion often go out the window as the point of work becomes simply to get as much as you can for as little effort as possible.1

What is the answer to this dilemma? A higher purpose—a key element of what we will refer to throughout this book as a compelling vision. In Hayes and Stevens’ terms, it is something outwardly focused, it requires sacrifice—in other words, it takes precedence over any short-term goal like profit—and it is intrinsically honorable.

Leaders can be successful in the short run if they emphasize only goal accomplishment. What tends to fall by the wayside is the condition of the human organization. Leaders don’t always take morale and job satisfaction into consideration—only results count. They forget what the point is. They don’t have a higher purpose. In business, with that kind of leadership, it is a short leap to thinking that the only reason to be in business is to make money. An either/or is added to people and results. Leaders falsely believe that they can’t focus on both at the same time.

When you are leading at a higher level, you have a both/and philosophy. The development of people—both customers and employees—is of equal importance to performance. As a result, the focus in leading at a higher level is on long-term results and human satisfaction. Leading at a higher level, therefore, is a process. We define it as the process of achieving worthwhile results while acting with respect, care, and fairness for the well-being of all involved. When that occurs, self-serving leadership is not possible. Why?

Self-serving leaders think that leadership is all about them and not about the best interests of those they serve. They forget about acting with respect, care, and fairness toward all involved. Everything is about their own self interest. It’s only when you realize that it’s not about you that you begin to lead at a higher level.

Why Did We Write This Book?

In 2006 we wrote the original edition of this book for several reasons. First, our dream was that someday everyone will know someone who is leading at a higher level. Self-serving leaders will be a thing of the past, and leadership throughout the world will be composed of people who, as Robert Greenleaf said, “serve first and lead second.”2 We wrote this book to help make our dream a reality.

Second, the vision of The Ken Blanchard Companies is focused on leading at a higher level. This kind of leadership begins with a vision. Jesse Stoner and I wrote a book called Full Steam Ahead! about the power of visioning. To us, a compelling vision tells you who you are (your purpose), where you’re going (your preferred picture of the future), and what will drive your journey (your values).

The purpose of The Ken Blanchard Companies is to help individuals and organizations lead at a higher level. Our mission statement reflects our new definition of leadership:



Unleash the power and potential of people and organizations for the greater good.




Our picture of the future is

• Everyone is trained to lead at a higher level.

• Every organization is led by people leading at a higher level.

• People are motivated to lead at a higher level by observing people who lead at a higher level.

Our operating values are

• Ethical Behavior: Doing the right thing

• Relationships: Developing mutual trust and respect

• Success: Operating a profitable and well-run organization

• Learning: Always growing, inquiring, and developing

These values are ordered by rank. In other words, we won’t do anything to improve the company’s profitability that is unethical or that doesn’t honor the relationships we have with our customers, our people, our suppliers, and our community. We realize that making money is not the higher purpose of our business.

You might say that this all sounds like Pollyanna—overly optimistic. That may be, but these are the standards we have set for ourselves. And these are the same high standards we want to help you and the people in your organization reach through this book. Helping individuals and organizations lead at a higher level is our passion, both for your organization and our own.

Finally, in many ways this book spells out our leadership point of view. Extensive research shows that effective leaders have a clear leadership point of view and are willing to share with others these beliefs about leading and motivating people. We hope reading this book will impact your leadership point of view.

How This Book Is Organized

Over the years, I have found that in organizations where leading at a higher level is the rule rather than the exception, people do four things well:

• They set their sights on the right target and vision.

• They treat their customers right.

• They treat their people right.

• They have the right kind of leadership.

This book is organized into four sections. Section I focuses on the right target and vision and integrates our work on the triple bottom line, the characteristics of a high performing organization, and the creation of a compelling vision.

Section II highlights treating the customer right and integrates our work on legendary service, raving fans, and customer mania. Today, everybody should realize that their customers are the reason that their organization exists.

Section III focuses on treating your people right. This is where the rubber meets the road. If you don’t empower your people and treat them right, they won’t take care of your customers, and in the long run, you won’t get your desired results. This is the longest section of the book, because your treatment of people is leadership in action. This is what The Ken Blanchard Companies has been focusing on for more than 30 years. In this section, we start with empowerment and then examine four leadership domains: self leadership, one-on-one leadership, team leadership, and organizational leadership.

Section IV zeros in on the right kind of leadership. Here we’re not talking about leadership style; we’re talking about character and intentionality. My travels over the years through organizations of all shapes and sizes have convinced me of two things: Effective leadership starts on the inside, and the right kind of leadership is servant leadership. This is a leadership not based on false pride or fear, but one that’s grounded in humility and focused on the greater good. With the right kind of leadership, leading at a higher level can become a reality.

This section also includes our thoughts on determining your leadership point of view. This turns the focus to you. Here we assist you in pulling together many of the concepts you have learned and help you integrate and apply that knowledge to your own leadership situation.

Writing this book has been a labor of love. Pulling together our best thinking from more than 30 years of working together, it truly is Blanchard on Leadership. With new chapters on culture and coaching, this second edition includes not only Margie’s and my thinking, but also all the wonderful contributions of our founding associates—Don Carew, Eunice Parisi-Carew, Fred Finch, Laurie Hawkins, Drea Zigarmi, and Pat Zigarmi—and other fabulous consulting partners who have really made Blanchard “the home of the authors,” including Scott Blanchard, Madeleine Homan Blanchard, Kathy Cuff, Garry Demarest, Chris Edmonds, Susan Fowler, Bob Glaser, Lael Good, Vicki Halsey, Judd Hoekstra, Fay Kandarian, Linda Miller, Alan Randolph, and Jesse Stoner.

We think everyone can lead at a higher level, whether at work, at home, or in the community. We hope that regardless of your position, the size or type of your organization, or the kind of customers or people you serve, you will learn some important information in this book. We also hope this book will help you lead at a higher level and create a high-performing organization that not only accomplishes your desired results but is a welcome harbor for the people you touch. May good come out of your reading of this book.

Ken Blanchard
San Diego, California
Spring 2009




Section I
Set Your Sights on the Right Target and Vision


Chapter 1
Is Your Organization High Performing?

Don Carew, Fay Kandarian,
Eunice Parisi-Carew, Jesse Stoner,
and Ken Blanchard

Marksmen will tell you that when you aim at a target, you should go for the bull’s-eye. The reason is that if you miss the bull’s-eye, you’re still on the target. But if all you do is aim for the target and you miss, you’re nowhere. Don Shula, who coauthored Everyone’s a Coach1 with Ken Blanchard, always told his Miami Dolphins football team that the target they were aiming at was to win every game. Was that possible? Obviously not, but if you don’t shoot for excellence, you never have a chance of getting there. That’s probably why Shula’s teams won more football games than teams of any other coach in the history of the NFL. His 1972 Dolphins is still the only team in history to go undefeated for an entire season. So the target you aim for has a lot to do with your performance.

Wall Street and the pressures of business today make many people think that the only target that counts is financial success. Yet few, if any, businesspeople would want their epitaph to include their company’s bottom line—their stock price or profit margin. They might, however, want people to remember their contribution to the creation of a high performing organization.

Those who want to lead at a higher level need to understand that to create a high performing organization, they need to aim for the right target.

The Right Target: The Triple Bottom Line

In high performing organizations, everyone’s energy is focused on not just one bottom line, but three bottom lines—being the provider of choice, the employer of choice, and the investment of choice. This triple bottom line is the right target and can make the difference between mediocrity and greatness.2 The leaders in high performing organizations know that their bottom line depends on their customers, their people, and their investors. These leaders realize the following:



Profit is the applause you get for taking care of your customers and creating a motivating environment for your people.




Provider of Choice

Being the provider of choice is increasingly challenging. Competition is fierce as new competitors emerge unexpectedly. Customers are more demanding, with many more options at their fingertips. The world has changed in such a way that today the buyer, not the seller, is sitting in the driver’s seat. These days, nobody has to convince anybody that the customer reigns. In fact, companies are motivated to change when they discover the new rule:



If you don’t take care of your customers, somebody else will.




In Raving Fans®: Satisfied Customers Are Not Enough,3 Sheldon Bowles and Ken Blanchard argue that to keep your customers today, you can’t be content just to satisfy them. You have to create raving fans—customers who are so excited about how you treat them that they want to tell everyone about you. They become part of your sales force. Let’s look at a simple yet powerful example.

What’s the most common wake-up call that you get in a hotel in America today? The phone rings at the allotted hour, but when you pick it up, no one is there. At least they got the machine to call your room at the designated hour. The second most common wake-up call greets you with a recording. But again, no one’s there. Today if you pick up the phone on a wake-up call and a human being is on the other end—someone you can actually talk to—you hardly know what to say. A while back, one of our colleagues was staying at the Marriott Convention Hotel in Orlando. He asked for a 7:00 wake-up call. When the phone rang and he picked it up, a woman said, “Good morning; this is Teresa. It’s 7 o’clock. It’s going to be 75 and beautiful in Orlando today, but your ticket says you’re leaving. Where are you going?”

Taken aback, our colleague stammered, “New York City.”

Teresa said, “Let me look at the USA Today weather map. Oh, no! It’s supposed to be 40 degrees and rainy in New York today. Can’t you stay another day?”

Now where do you think our colleague wants to stay when he gets to Orlando? He wants to stay at the Marriott so that he can talk to Teresa in the morning! Raving fans are created by companies whose service far exceeds that of the competition and even exceeds customer expectations. These companies routinely do the unexpected and then enjoy the growth generated by customers who have spontaneously joined their sales force.

Employer of Choice

Being the employer of choice is equally challenging. With highly mobile, competent workers in demand, employers must find ways to attract and keep their best people. Good pay is no longer the only answer. It is true that some competent workers will go elsewhere for a higher wage; however, today’s workers generally want more. They seek opportunities where they feel like their contributions are valued and rewarded—where they are involved and empowered, can develop skills, can see advancement opportunities, and can believe they are making a difference.

You will get little argument today if you tell managers that people are their most important resource. Some even argue that the customer should come second, because without committed and empowered employees, a company can never provide good service. You can’t treat your people poorly and expect them to treat your customers well.

Several years ago, a friend of ours had an experience in a department store that illustrates this point well. He normally shops at Nordstrom but found himself in a competitor’s store. Realizing that he needed to talk to his wife, he asked a salesperson in the men’s department if he could use their telephone. “No!” the salesperson said.

He replied, “You have to be kidding me. You can always use the phone at Nordstrom.”

The salesperson said, “Look, buddy! They don’t let me use the phone here. Why should I let you?”



People who are treated poorly tend to pass that attitude on to their customers.




Another reason that your people are so important today is because these days your organization is evaluated on how quickly it can respond to customer needs and problems. “I’ll have to talk to my boss” doesn’t cut it anymore. Nobody cares who the boss is. The only people customers care about are the ones who answer the phone, greet them, write up their order, make their delivery, or respond to their complaints. They want top service, and they want it fast. This means that you need to create a motivating environment for your people and an organizational structure that is flexible enough to permit them to be the best they can be.

Investment of Choice

Growing or expanding requires investment, regardless of whether the company is publicly owned, privately held, government, or nonprofit. All organizations require funding sources, through stock purchases, loans, grants, or contracts. To be willing to invest, people must believe in the organization’s viability and performance over time. They need to have faith in the leadership, the quality of the people, the product and services, the management practices, and the organization’s resilience.

If an organization’s financial success is a function of revenue minus expenses, you can become more sound financially either by reducing costs or increasing revenues. Let’s look at costs first, because in today’s competitive environment, the prize goes to those who can do more with less. More organizations today are deciding that the only way to be financially effective is to downsize. There’s no doubt that some personnel reduction is necessary in large bureaucracies where everyone just has to have an assistant, and the assistant must have an assistant. Yet downsizing is an energy drain, and it’s by no means the only way to manage costs.

There’s a growing realization that another effective way to manage cost is to make all your people your business partners. For instance, in some companies, new people can’t get a raise until they can read their company’s balance sheet and understand where and how their individual efforts are impacting the company’s profit-and-loss statement. When people understand the business realities of how their organization makes and spends money, they are much more apt to roll up their sleeves and help out.

Traditionally, managers have been reluctant to share financial information. Yet these days, many organizations are responding with open-book management. That’s because they realize the financial benefits of sharing previously sensitive data. For example, in working with a restaurant company, one of our consulting partners was having a hard time convincing the president of the merits of sharing important financial data with employees. To unfreeze the president’s thinking, the consulting partner went to the firm’s largest restaurant one night at closing time. Dividing all the employees—cooks, dishwashers, waitstaff, bus people, receptionists—into groups of five or six, he asked them to come to an agreement about the answer to a question: “Of every sales dollar that comes into this restaurant, how many cents do you think fall to the bottom line—money that can be returned to investors as profit or reinvested in the business?”

The least amount any group guessed was 40 cents. Several groups guessed 70 cents. In a restaurant, the reality is that if you can keep 5 cents on the dollar, you get excited—10 cents, and you’re ecstatic! Can you imagine the attitude among employees toward such things as food costs, labor costs, and breakage when they thought their company was a money machine? After sharing the actual figures, the president was impressed when a chef asked, “You mean, if I burn a steak that costs us $6 and we sell it for $20, at a 5 percent profit margin, we have to sell six steaks for essentially no profit to make up for my mistake?” He already had things figured out.



If you keep your people well informed and let them use their brains, you’ll be amazed at how they can help manage costs.




This is particularly important in uncertain times. If you develop committed and empowered people, not only will they help manage costs, but they’ll also increase your revenues. How? By providing legendary service that creates raving fan customers who will want to brag about you. These customers become part of your unofficial sales force or PR department, which increases your sales and/or visibility and makes your organization more attractive as an investment. Now you are a leader of a high performing organization.

A High Performing Organization Scores Every Time

Provider of choice, employer of choice, and investment of choice—the three elements of the triple bottom line—form the right target. If you aim for only one of the three elements, you won’t hit the target, and your organization won’t be able to sustain high performance. Once leaders understand the importance of the target, questions naturally arise, such as “What is a high performing organization?” and “What does a high performing organization that hits the target look like?”

To answer these questions, Don Carew, Fay Kandarian, Eunice Parisi-Carew, and Jesse Stoner conducted an extensive research project to define and identify the characteristics of a high performing organization.4 Their first step was to define a “high performing organization.” While many organizations rise quickly and then plateau or topple, some continue to thrive, somehow reinventing themselves as needed. The researchers focused on these kinds of organizations, creating the following definition:



High performing organizations are enterprises that over time continue to produce outstanding results with the highest level of human satisfaction and commitment to success.




Because of their flexibility, nimbleness, and responsive systems, high performing organizations (HPOs) remain not only successful and respected today but also are poised to succeed in the future. HPOs demonstrate results consistently over time.

The HPO SCORES™ Model

As a result of their research, Drs. Carew, Kandarian, Parisi-Carew, and Stoner created the HPO SCORES model. SCORES is an acronym that represents the six elements evident in every high performing organization. A high performing organization scores—hits the target consistently—because it demonstrates strength in each of these six elements. The following pages give an overview of these elements.

S = Shared Information and Open Communication

In high performing organizations, information needed to make informed decisions is readily available to people and is openly communicated. Sharing information and facilitating open communication builds trust and encourages people to act like owners of the organization. Encouraging dialogue lessens the danger of territoriality and keeps the organization healthy, agile, flexible, and fluid.

C = Compelling Vision

A compelling vision is the hallmark of a high performing organization. When everyone supports such an organizational vision—including purpose, a picture of the future, and values—it creates a deliberate, highly focused culture that drives the desired business results toward a greater good. In these organizations, people are energized by, excited about, and dedicated to such a vision. They have a noble sense of purpose that creates and focuses energy. Their personal values are aligned with the values of the organization. They can describe a clear picture of what they intend to create. Everyone is aligned and going in the same direction.

O = Ongoing Learning

High performing organizations are constantly focusing on improving their capabilities through learning systems, building knowledge capital, and transferring learning throughout the organization. Organizational learning is different from individual learning. High performing organizations engage in both. Everyone is always striving to get better, both individually and as an organization.

R = Relentless Focus on Customer Results

No matter what industry they are in, high performing organizations understand who their customer is and measure their results accordingly. They produce outstanding results, in part because of an almost obsessive focus on results. However, what is unique is the way in which they focus on those results: from the customer’s viewpoint.

E = Energizing Systems and Structures

The systems, structures, processes, and practices in high performing organizations are aligned to support the organization’s vision, strategic direction, and goals. This makes it easier for people to get their jobs done. Energizing systems and structures provide the platform for rapid response to obstacles and opportunities. The bottom-line test of whether the systems and structures are energizing is to look at whether they help people accomplish their jobs more easily or make them more difficult.

S = Shared Power and High Involvement

In high performing organizations, power and decision making are shared and distributed throughout the organization, not guarded at the top of the hierarchy. Participation, collaboration, and teamwork are a way of life. When people feel valued and respected for their contributions, are allowed to make decisions that impact their lives, and have access to information to make good decisions, they can and will function as valuable contributors to the organization’s purpose and vision. In high performing organizations, a sense of personal and collective power exists.
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Figure 1.1 The HPO SCORES™ Model

Leadership Is the Engine

If becoming a high performing organization is the destination, leadership is the engine. While the HPO SCORES model describes the characteristics of a high performing organization, leadership is what moves the organization in that direction.

In high performing organizations, the role of formal leadership is radically different from traditional organizations. High performing organizations rely not on cultivating a great, charismatic leader, but on building a visionary organization that endures beyond the leader. The role of leadership shifts from privileged status and power for its own sake toward a more complex, participative, long-term process. As this book will continually emphasize, once leaders establish the vision, they assume the attitude and behavior of a servant leader.

In high performing organizations, leadership practices support collaboration and involvement. Leadership is assumed at every level of the organization. Top leaders live the organization’s values. They embody and encourage a spirit of inquiry and discovery. They help others think systematically. They act as teachers and lifelong learners. They are visible in their leadership and have the strength to stand firm on strategic business decisions and values. They keep everyone’s energy focused on the bull’s-eye of excellence.

In high performing organizations, leadership is not the province of formal leaders or a few peak performers alone; leadership emerges everywhere. Individuals with expertise come forward as needed throughout the organization.

The HPO SCORES Quiz: How Does Your Organization Score?

To begin to see how your organization scores, take a few moments to complete the following quiz. It is based on a few of the questions from the HPO SCORES Profile, an organizational assessment that was developed as part of a research project.5 We’ve also included some supplemental questions on leadership.



HPO SCORES Quiz

On a scale of 1 to 7, to what extent do you disagree or agree with the following statements?

1 = Strongly disagree

2 = Disagree

3 = Slightly disagree

4 = Neutral

5 = Slightly agree

6 = Agree

7 = Strongly agree

Shared Information and Open Communication

___ 1. People have easy access to the information they need to do their job effectively.

___ 2. Plans and decisions are communicated so that they are clearly understood.

Compelling Vision: Purpose and Values

___ 1. Leadership in your organization is aligned around a shared vision and values.

___ 2. The people in your organization have passion around a shared purpose and values.

Ongoing Learning

___ 1. People in your organization are actively supported in the development of new skills and competencies.

___ 2. Your organization continually incorporates new learning into standard ways of doing business.

Relentless Focus on Customer Results

___ 1. Everyone in your organization maintains the highest standards of quality and service.

___ 2. All work processes are designed to make it easier for your customers to do business with you.

Energizing Systems and Structures

___ 1. Systems, structures, and formal and informal practices are integrated and aligned.

___ 2. Systems, structures, and formal and informal practices make it easy for people in your organization to get their jobs done.

Shared Power and High Involvement

___ 1. People have an opportunity to influence decisions that affect them.

___ 2. Teams are used as a vehicle for accomplishing work and influencing decisions.

Leadership6

___ 1. Leaders think that leading is about serving, not being served.

___ 2. Leaders remove barriers to help people focus on their work and their customers.






How Does Your Organization Score?

It is possible to receive a total of 14 points for each of the elements and for the supplemental questions on leadership.

Add the scores for each element to determine how strong your organization is in that element:

Score 12 to 14 = High performing

Score 9 to 11 = Average

Score 8 or below = Opportunity for improvement

How Should I Use My Quiz Results?

Although this quiz may help you begin to determine if your organization is high performing, it should not be used as an organizational analysis. The main purpose of the quiz is to guide your reading. While the sections and chapters of this book are sequenced for good reason, they may not be laid out in the order that most matters to you and your organization today. If you scored 8 or below on any element of the HPO SCORES quiz, you might want to begin by focusing specifically on that area.

While it makes perfect sense to us to focus first on setting your sights on the right target and vision, it may make more sense for you to start with having the right kind of leadership. For example, some of our clients have a long history of having the right target and vision, but in recent years, some self-serving leaders have risen to the top and have been causing a gap between the espoused vision and values and the vision and values in action. Other clients have a real sense of the right target and vision, but a culture has emerged that is not treating their customers right. If that sounds familiar to you, you might want to start with Section II, “Treat Your Customers Right.”

If you have no particular problem areas, we recommend that you start at the beginning and move through the planned sequence of sections as you learn how to create a high performing organization.





Chapter 2
The Power of Vision

Jesse Stoner, Ken Blanchard,
and Drea Zigarmi

When leaders who are leading at a higher level understand the role of the triple bottom line as the right target—to be the provider of choice, employer of choice, and investment of choice—they are ready to focus everyone’s energy on a compelling vision.

The Importance of Vision

Why is it so important for leaders to have clear vision? Because



Leadership is about going somewhere. If you and your people don’t know where you are going, your leadership doesn’t matter.




Alice learned this lesson in Alice in Wonderland when she was searching for a way out of Wonderland and came to a fork in the road. “Would you tell me, please, which way I ought to go from here?” she asked the Cheshire Cat. “That depends a good deal on where you want to go,” the cat responded. Alice replied that she really did not much care. The smiling cat told her in no uncertain terms: “Then it doesn’t matter which way you go.”

Jesse Stoner conducted an extensive study that demonstrated the powerful impact of vision and leadership on organizational performance.1 She collected information from the team members of more than 500 leaders. The results were striking. Leaders who demonstrated strong visionary leadership had the highest-performing teams. Leaders with good management skills but without vision had average team performance. Leaders who were identified as weak in vision and management skills had poor-performing teams.

The biggest impediment blocking most managers from being great leaders is the lack of a clear vision for them to serve. In fewer than 10 percent of the organizations we have visited were members clear about the vision. This lack of shared vision causes people to become inundated with multiple priorities, duplication of efforts, false starts, and wasted energy—none of which supports the triple bottom line.

A vision builds trust, collaboration, interdependence, motivation, and mutual responsibility for success. Vision helps people make smart choices, because their decisions are being made with the end result in mind. As goals are accomplished, the answer to “What next?” becomes clear. Vision allows us to act from a proactive stance, moving toward what we want rather than reactively away from what we don’t want. Vision empowers and excites us to reach for what we truly desire. As the late management guru Peter Drucker said, “The best way to predict your future is to create it.”

Effective Versus Ineffective Vision Statements

A lot of organizations already have vision statements, but most of them seem irrelevant when you look at the organization and where it’s going. The purpose of a vision statement is to create an aligned organization where everyone is working together toward the same desired ends.



The vision provides guidance for daily decisions so that people are aiming at the right target, not working at cross-purposes.




How do you know if your vision statement works? Here’s the test: Is it hidden in a forgotten file or framed on a wall solely for decoration? If so, it’s not working. Is it actively used to guide everyday decision making? If the answer is yes, your vision statement is working.

Creating a Vision That Really Works

Why don’t more leaders have a vision? We believe it’s a lack of knowledge. Many leaders—such as former president George H. W. Bush—say they just don’t get the “vision thing.” They acknowledge that vision is desirable, but they’re unsure how to create it. To these leaders, vision seems elusive—something that is magically bestowed only on the fortunate few. Intrigued by the possibility of making vision accessible for all leaders, Jesse Stoner teamed up with Drea Zigarmi to identify the key elements of a compelling vision—one that would inspire people and provide direction. In “From Vision to Reality,” Jesse and Drea identified three key elements of a compelling vision:2

• Significant purpose: What business are you in?

• A picture of the future: What will the future look like if you are successful?

• Clear values: What guides your behavior and decisions on a daily basis?

A vision must include all three elements to be inspiring and enduring. Let’s explore these elements with some real-world examples.

Significant Purpose

The first element of a compelling vision is a significant purpose. This higher purpose is your organization’s reason for existence. It answers the question “Why?” rather than just explaining what you do. It clarifies, from your customers’ viewpoint, what business you are really in.

CNN is in the “hard spot news-breaking business.” Their customers are busy people who need breaking news on demand. Their business is to provide hard news as it unfolds—not to provide entertainment. According to CNN, the typical family today is too busy to sit in front of the television at 7 p.m. Dad has a second job, Mom is working late, and the kids are involved in activities. Therefore, CNN’s purpose is to provide news 24 hours a day. This helps CNN employees answer the questions “What are my priorities?” and “Where should I focus my energy?”

Walt Disney started his theme parks with a clear purpose. He said, “We’re in the happiness business.” That is very different from being in the theme park business. Clear purpose drives everything the cast members (employees) do with their guests (customers). Being in the happiness business helps cast members understand their primary role in the company.

A wonderful organization in Orlando, Florida, called Give Kids the World, is an implementation operation for the Make-A-Wish Foundation. Dying children who always wanted to go to Disney World, SeaWorld, or other attractions in Orlando can get a chance through Give Kids the World. Over the years, the organization has brought more than 50,000 families to Orlando for a week at no cost to them. The organization thinks having a sick child is a family issue; therefore, the whole family goes to Orlando. When you ask the employees what business they are in, they tell you they’re in the memory business—they want to create memories for these kids and their families.

On a visit to Give Kids the World, one of our colleagues passed a man who was cutting the grass. Curious about how widely understood the organization’s mission was, our colleague asked the man, “What business are you in here at Give Kids the World?”

The man smiled and said, “We make memories.”

“How do you make memories?” our associate asked. “You just cut the grass.”

The man said, “I certainly don’t make memories by continuing to cut the grass if a family comes by. You can always tell who the sick kid is, so I ask that youngster whether he or she or a brother or sister wants to help me with my chores.”

Isn’t that a wonderful attitude? It keeps him focused on servicing the folks who come to Give Kids the World.



Great organizations have a deep and noble sense of purpose—a significant purpose—that inspires excitement and commitment.




When work is meaningful and connected to what we truly desire, we can unleash a productive and creative power we never imagined. But purpose alone is not enough, because it does not tell you where you’re going.

A Picture of the Future

The second element of a compelling vision is a picture of the future. This picture of the end result should not be abstract. It should be a mental image you can actually see. The power of imagery has been described by many sports psychologists, including Charles Garfield in Peak Performance: Mental Training Techniques of the World’s Greatest Athletes. Numerous studies have demonstrated that not only does mental imagery enhance performance, but it enhances intrinsic motivation as well.3

CNN’s picture of the future is not something vague like being the premier network news station or being “number one.” It’s a picture you can actually create a mental image of: “To be viewed in every nation on the planet in English and in the language of that region.”

Walt Disney’s picture of the future was expressed in the charge he gave every cast member: “Keep the same smile on people’s faces when they leave the park as when they entered.” Disney didn’t care whether a guest was in the park two hours or ten hours. He just wanted to keep them smiling. After all, they were in the happiness business. Your picture should focus on the end result, not the process of getting there.

At Give Kids the World, their picture of the future is that in the last week of the lives of youngsters who have been there, they will still be laughing and talking to their families about their time in Orlando.

Some people mistakenly use the Apollo Moon Project as an example of a vision. It is a wonderful example of the power of creating a picture of the future, but it’s not an example of a vision. In 1961, when President John F. Kennedy articulated a picture of the future—to place a man on the moon by the end of the 1960s and bring him home safely—the United States had not even invented the technology to accomplish it. To achieve that goal, NASA overcame seemingly insurmountable obstacles, demonstrating the power of articulating a picture of the future. However, once the goal was achieved, NASA never re-created its spectacular achievement, because it was not linked to a significant purpose. There was nothing to answer the question “Why?” Was the purpose to “beat the Russians” or to “begin the Space Defense Initiative” or—in the spirit of Star Trek—“to boldly go where no one has gone before”? Because there was no clear purpose, there was no way to guide decision making going forward and answer the question “What next?” The second element—a picture of the future—is powerful, but it alone does not create an enduring vision.

Clear Values

The third element of a compelling vision is having clear values. High performing organizations have clear values. Values define leadership and how employees act on a day-to-day basis while doing their work.

Values provide guidelines for how you should proceed as you pursue your purpose and picture of the future. They answer the questions “What do I want to live by?” and “How?” They need to be clearly described so that you know exactly what behaviors demonstrate that the value is being lived. Values need to be consistently acted on, or they are only good intentions. They need to resonate with the personal values of the members of the organization so that people truly choose to live by them.

The values need to support the organization’s purpose. Because CNN is in the journalism business, not the entertainment business, its values are “to provide accurate, responsible journalism and to be responsive to the news needs of people around the world.” These values help reporters and producers make on-the-spot decisions about news coverage and would be quite different if CNN were in the entertainment business.

Robert Johnson founded Johnson & Johnson for the purpose of alleviating pain and disease. The company’s purpose and values, reflected in its credo, continue to guide the company. Using its values to guide its decision making, Johnson & Johnson quickly recalled all Tylenol capsules throughout the United States during a 1982 tampering incident that was localized in the Chicago area. The immediate cost was substantial, but not knowing the extent of the tampering, the company didn’t want to risk anyone’s safety. In the end, Johnson & Johnson’s triple bottom line was served, demonstrated by the company’s long-term gains in reputation and profitability.

Most organizations that do have values either have too many values or have not rank-ordered them.4 Research done by Ken Blanchard and Michael O’Connor shows that people can’t focus on more than three or four values that really impact behavior. They also found that values must be rank-ordered to be effective. Why? Because life is about value conflicts. When these conflicts arise, people need to know which value they should focus on.

The Disney theme parks have four rank-ordered values: safety, courtesy, the show, and efficiency. Why is safety the highest-ranked value? Walt Disney knew that if guests were carried out of one of his parks on a stretcher, they would not have the same smiles on their faces leaving the park as they had when they entered.

The second-ranked value, courtesy, is all about the friendly attitude you expect at a Disney park. Why is it important to know that it’s the number-two value? Suppose one of the Disney cast members is answering a guest question in a friendly, courteous manner, and he hears a scream that’s not coming from a roller coaster. If that cast member wants to act according to the park’s rank-ordered values, he will excuse himself as quickly and politely as possible and race toward the scream. Why? Because the number-one value just called. If the values were not rank-ordered and the cast member was enjoying the interaction with the guest, he might say, “They’re always yelling in the park,” and not move in the direction of the scream. Later somebody could come to that cast member and say, “You were the closest to the scream. Why didn’t you move?” The response could be, “I was dealing with our courtesy value.” Life is a series of value conflicts. There will be times when you can’t act on two values at the same time.

For a vision to endure, you need all three elements—a significant purpose, a picture of the future, and clear values—to guide behavior on a day-by-day basis. Martin Luther King, Jr. outlined his vision in his “I Have a Dream” speech. By describing a world where his children “will not be judged by the color of their skin but by the content of their character,” he created powerful and specific images arising from the values of brotherhood, respect, and freedom for all—values that resonate with the founding values of the United States. King’s vision continues to mobilize and guide people beyond his lifetime because it illuminates a significant purpose, provides a picture of the future, and describes values that resonate with people’s hopes and dreams.

A Compelling Vision Creates a Culture of Greatness

A compelling vision creates a strong culture in which the energy of everyone in the organization is aligned. This results in trust, customer satisfaction, an energized and committed workforce, and profitability. Conversely, when an organization does not live up to its stated values, employee and customer trust and commitment erode, negatively impacting all aspects of the bottom line. For example, Ford lost credibility and market share when its stated value—“Quality Is Job One”—was tested by its hesitation to take responsibility in the recall of the defective Firestone tires on its Explorer sport utility vehicle in 2000.5

Vision Is the Place to Start

Research clearly demonstrates the extraordinary impact of a shared vision, or core ideology, on long-term financial performance. The cumulative stock returns of the HPOs researched by Collins and Porras were six times greater than the “successful” companies they examined and 15 times greater than the general market over a 50-year period of time!6 For this reason, vision is the place to start if you want to improve your organization’s HPO SCORES and hit the target.

Research has demonstrated time and again that an essential characteristic of great leaders is their ability to mobilize people around a shared vision.7

If it’s not in service of a shared vision, leadership can become self-serving. Leaders begin to think their people are there to serve them, instead of the customer. Organizations can become self-serving bureaucracies where leaders focus their energies on recognition, power, and status, rather than the organization’s larger purpose and goals. The results of this type of behavior have been all too evident recently at Enron, WorldCom, and others.

Once the leader has clarified and shared the vision, he can focus on serving and being responsive to the needs of the people, understanding that the role of leadership is to remove barriers and help people achieve the vision. The greatest leaders mobilize others by coalescing people around a shared vision. Sometimes leaders don’t get it at first, but the great ones eventually do.

Louis Gerstner, Jr. is a perfect example. When Gerstner took the helm of IBM in 1993—amidst turmoil and instability as the company’s annual net losses reached a record $8 billion—he was quoted as saying, “The last thing IBM needs is a vision.” A lot of people asked us what we thought about that statement. Our reply was, “It depends on how he defines vision. If he means a ‘pie-in-the-sky’ dream, he’s absolutely right. The ship is sinking. But if all he’s doing is plugging the holes, the ship isn’t going anywhere.” We were amused to read an article in The New York Times8 two years later. In that article, Gerstner conceded that IBM had lost the war for the desktop operating system, acknowledging that the acquisition of Lotus signified that the company had failed to plan properly for its future. He admitted that he and his management team now “spent a lot of time thinking ahead.” Once Gerstner understood the importance of vision, an incredible turnaround occurred. It became clear that the company’s source of strength would be in integrated solutions and resisted pressures to split the company. In 1995, delivering the keynote address at the computer industry trade show, Gerstner articulated IBM’s new vision—that network computing would drive the next phase of industry growth and would be the company’s overarching strategy. That year, IBM began a series of acquisitions that positioned services to become the company’s fastest-growing segment, with growth at more than 20 percent per year. This extraordinary turnaround demonstrated that the most important thing IBM needed was a vision—a shared vision.

If an organization’s vision is compelling, the triple bottom line is served. Success goes way beyond mere financial rewards. Vision generates tremendous energy, excitement, and passion, because people feel they are making a difference. They know what they are doing and why. There is a strong sense of trust and respect. Managers don’t try to control, but rather let others assume responsibility, because people know they are part of an aligned whole. People assume responsibility for their own actions. They take charge of their future, rather than passively waiting for it to happen. There is room for creativity and risk taking. People can make their contributions in their own way, and those differences are respected, because people know they are in the same boat—all part of a larger whole going “full steam ahead!”

Vision Can Exist Anywhere in an Organization

You don’t have to wait for an organizational vision to begin. Vision is the responsibility of every leader at every level of the organization. It’s possible for leaders of departments or teams to create shared visions for their departments even when the rest of the organization doesn’t have one. Consider our work helping a tax department in a Fortune 500 company. The leader of the department stated:

“We began to understand our own and each others’ hopes and dreams and discovered how close they were. We found ways to work together more effectively and began to enjoy work a lot more. We discovered what business we were really in: ‘Providing financial information to help leaders make good business decisions.’ As a result, we began to partner more effectively with business leaders. Our department gained more credibility in the company, and other departments began asking us what we had done to make such a turnaround. They became interested in creating a vision for their own department. It was contagious.”

Too often, leaders complain that they can’t have a vision because the larger organization doesn’t have one. Again, it’s not necessary to wait. The power of vision will work for you and your team, regardless of your level in the organization.

Make Your Vision a Reality

In their book Full Steam Ahead! Unleash the Power of Vision in Your Company and Your Life, Ken Blanchard and Jesse Stoner define vision as “knowing who you are, where you’re going, and what will guide your journey.”9 Knowing who you are means having a significant purpose. Where you’re going means having a picture of the future. What will guide your journey are clear values. However, vision alone is not enough. For a leader to ensure that the vision becomes a reality—a shared vision that mobilizes people—Ken and Jesse identify three important guidelines that people must follow: How the vision is created, how it’s communicated, and how it’s lived.

How It’s Created

The process of creating the vision is as important as what the vision says. Instead of simply taking the top management to a retreat to put the vision together and then announcing it to others, encourage dialogue about the vision. While the initial responsibility for drafting an organizational vision rests with the top management, the organization needs to put in place mechanisms to give others an opportunity to help shape the vision—to put their thumbprint on it.

For a departmental or team vision, it’s possible to craft the vision as a team. Although the leader must have a sense of where he’s going, it’s important that he trusts and utilizes the knowledge and skills of the people on the team to get the best vision.

Regardless of how you initially draft the vision, it’s important that you get input from those it affects before you finalize it. Ask people these questions: “Would you like to work for an organization that has this vision? Can you see where you fit in the vision? Does it help you set priorities? Does it provide guidelines for making decisions? Is it exciting and motivating? Have we left anything out? Should we delete anything?” Involving people will deepen their understanding and commitment and create a better vision.

How It’s Communicated

Creating a vision—for your organization or department, for your work, and for your life—is a journey, not a one-time activity.

In some organizations, a vision statement may be found framed on the wall, but it provides no guidance or, worse, has nothing to do with the reality of how things actually are. This turns people off. Visioning is an ongoing process; you need to keep it alive. It’s important to keep talking about the vision and referring to it as much as possible. Max DePree, the legendary former chairman of Herman Miller and author of Leadership Is an Art, said that in his visionary role, he had to be like a third-grade teacher. He had to keep on saying it over and over and over until people got it right, right, right! The more you focus on your vision, the clearer it will become, and the more deeply you will understand it. In fact, aspects of what you thought was the vision may change over time, but its essence will remain.

How It’s Lived

The moment you identify your vision, you need to behave as if it were happening right now. Your actions need to be congruent with your vision. As others see you living the vision, they will believe you are serious, and this will help deepen their understanding and commitment. Two strategies will support your efforts to live your vision:

• Always focus on your vision. Your vision should be the foundation for your organization. If an obstacle or unforeseen event throws you off-course, you may have to change your short-term goals, but your vision should be long-lasting. Change is bound to happen. Unforeseen events are bound to occur. Find a way to reframe what is happening as a challenge or opportunity on the road to living your vision.

• Show the courage of commitment. True commitment begins when you take action. There will be fears; feel them and move ahead. It takes courage to create a vision, and it takes courage to act on it. In the words of Goethe, “Whatever you can do, or dream you can, begin it. Boldness has genius, power, and magic in it.”

Vision and Leadership

Vision always comes back to leadership. People look to their formal leaders for vision and direction. While leaders should involve people in shaping direction, the ultimate responsibility for ensuring and maintaining a vision remains with the leaders and cannot be delegated to others. Creating a vision is not an activity that can be checked off a list. It’s one of the most critical ongoing roles of a successful leader. It means the difference between high and average performance, whether it’s an entire organization, a department, or a team.

Once a vision is agreed upon, it is up to the leader to ensure that people respond to the vision. The leader’s job is to support people in accomplishing the vision by removing barriers; by ensuring that policies, practices, and systems make it easier for them to act on the vision; and by holding themselves, their peers, and their people accountable for acting consistently with the vision. This way people serve the vision, not the leader.

Vision calls an organization to be truly great, not merely to beat the competition and get big numbers. A magnificent vision articulates people’s hopes and dreams, touches their hearts and spirits, and helps them see how they can contribute. It aims everyone in the right direction.
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Section II
Treat Your Customers Right


Chapter 3
Serving Customers at a Higher Level

Ken Blanchard, Kathy Cuff, Vicki Halsey,
and Jesse Stoner

The second step in leading at a higher level is to treat your customers right. While everybody seems to know that, organizations with exceptional service are rare. When an organization delivers with such excellence and consistency that its service reputation becomes a competitive edge, that’s Legendary Service.

Getting Legendary SCORES from Your Customers

In Chapter 1, “Is Your Organization High Performing?,” we discussed HPO SCORES; one of the key elements was relentless focus on customer results. In high performing organizations, everyone passionately holds and maintains the highest standards for quality and service from their customers’ perspective. These organizations use the customer experience to evaluate how well they are doing in every aspect of the organization. Processes are designed with the customer in mind. Those who are in contact with the customer can make decisions. Accountability is to the customer. In high performing organizations, everything starts and ends with the customer. This is a radical shift from organizations whose business design puts the customer as the end receiver of the chain. For example, at the renowned Golden Door Spa, all systems are set up to wow the customer. Employees know that their job is to exceed expectations and to back up the key frontline person at that moment. Customer needs and trends drive innovation, new products, and services. High performing organizations design work processes from the customer backward to ensure a flow that makes sense from a customer’s perspective. Internal cross-functional relationships and structures are organized around customer needs. High performing organizations ensure that they can respond quickly to customer needs and adapt to changes in the marketplace. They anticipate trends and get in front of them. Innovations in processes are developed to make it easier for customers to do business. This creates constant innovation in operating practices, market strategies, products, and services.

In high performing organizations, management has regular face-to-face contact with customers—not only with devoted customers, but also with those who are frustrated, angry, or not using the organization’s products and services. Leaders are passionate about developing sophisticated knowledge of customers and sharing the information broadly throughout the organization. Working with the people they serve and listening intently allows high performing organizations to respond rapidly and flexibly to changing conditions.

Connecticut’s Trader Joe’s Grocery exceeds expectations by making sure the customer gets the best of what he wants. One of the HPO SCORES researchers, Fay Kandarian, had an experience with this when she brought red tulips to the checkout line. The associate checked the tulips before ringing them up and suggested looking for a fresher bunch. Together they went to look at other tulips, and after checking for color preference, the associate picked out the freshest-looking tulips, which were pink and white. After ringing up the new tulips, the associate said, “Since I need to throw away these red tulips, I’ll give them to you to enjoy for the few days they will last.” This is another example of how high performing organizations encourage those who touch the customer to create the best possible customer experience and act on their ideas.

Nordstrom’s core ideology, “service to the customer above all else,” was a way of life for the company long before customer service programs became stylish.1 Planning starts with the customer, and execution focuses on the customer. For example, planning the sale environment exceeds the effort put into planning sale advertising. To ensure customer comfort, sale planning may involve valet parking, extra fitting rooms, and additional sales staff. A key aspect of the orientation of new associates is teaching them how to say “no problem” and mean it. To ensure that their frontline people put all their initiative into serving customers, Nordstrom’s rule of thumb and main guideline for employees is that they should always use their best judgment. In fact, that is the only rule that is really enforced. Combining the service ethic with best judgment has resulted in legendary tales of clothes being pressed, Macy’s packages being wrapped, outfits being personally delivered, and two different-sized shoes being sold as a pair to fit a customer’s different-sized feet. The result? Customers are dedicated to Nordstrom with almost as much passion as Nordstrom’s long-term associates, who also enjoy profit sharing year after year.

Creating Legendary Service

High performing organizations that have relentless focus on customer results deliver Legendary Service. As we discussed, Legendary Service goes beyond merely good customer service—and it doesn’t happen by accident. It begins with leaders who believe that outstanding service is a top priority. We call them service champions—inspirational leaders who create passion and momentum in others to better serve their customers. These leaders follow up their inspiring words with actions, creating systems and processes that support their belief that service is vitally important.

According to Kathy Cuff and Vicki Halsey, the designers of Blanchard’s Legendary Service program, exceptional service starts with leaders serving their people at the highest level, so that people on the front line can in turn serve their customers at the highest level. Creating Legendary Service is everyone’s job—not just the people standing at the cash register or dealing directly with customers.

Legendary Service consists of five basic elements:

I Ideal service: Consistently meeting or exceeding the customers’ needs on a day-to-day basis by acting on the belief that service is important.

C Culture of service: Creating an environment that focuses on serving customers—both internal and external—at the highest level.

A Attentiveness: Listening in a way that allows you to know your customers and their preferences.

R Responsiveness: Demonstrating a genuine willingness to serve others by paying attention to and acting on their needs.

E Empowerment: Sharing information and tools to help people meet customer needs or exceed customer expectations.

Together, these elements spell I CARE, which is fitting, because great customer service hits people at an emotional level and creates a connection. We’ve all experienced the counter clerk who takes our money and bags our goods, but leaves us feeling cold. One of our consulting partners describes it this way:

“I was at this little family-owned pet store, buying a collar for my puppy. You’d never know the lady behind the counter was trying to build business. Her face and mood were as flat as a pancake. I said, ‘I wanted to support my community pet store instead of going to the chain store.’ Instead of smiling, she frowned and said, ‘They’ll reel you in based on cheap food, but they won’t keep you.’ And I thought, Hey, you’re not keeping me either, lady.”

Compare that experience with the Legendary Service received by Milt Garrett, a resource trainer who has worked with us over the years. At the end of a week of training, Milt and his wife, Jane, took a walk on Friday night. Jane said to him, “Milt, you missed my anniversary this week.”

Surprised, Milt said, “What anniversary?”

“Five years cancer-free,” said Jane. Five years ago, Jane had had a mastectomy. She and Milt celebrated every year that she was cancer-free.

Milt felt awful. He couldn’t believe he had forgotten. The week before, when he and Jane had been talking one night, they’d decided that she needed a new car. Since their son was still in college in Australia, they’d decided to wait a year until he graduated. That night, Milt said to himself, “Why am I waiting? I am so lucky that Jane is still in my life.”

The next morning, he called the Saturn dealership in Albuquerque and talked to one of their salespeople, whose name was Billy Graham. (No, we’re not kidding.) Milt explained the situation to Billy, saying that his kids had told him Jane really wanted a white car. “Could you get me a white Saturn by next Saturday when I get back home from training?” Milt asked.

Billy told Milt that white Saturns were hard to get. “But if you’ll come in next Saturday, I’ll have one ready,” he said.

The next Saturday morning Milt told Jane that he was running a bunch of errands, but he invited her to come with him so that they could go out to lunch. During their drive, they passed the Saturn dealership. Milt told Jane he had to stop in for some materials, because he was giving a speech about Saturn to the Chamber of Commerce. When they entered the dealership, they saw only one car: a white Saturn in the center of the showroom.

“Milt, that’s the kind of car I’d love to have!” Jane said. She ran over to the Saturn and, with a big grin on her face, got in. When she got out of the car and walked around to the front of it, she let out a scream and began to cry. Milt had no idea what had happened. When he got to the front of the car, he saw a beautiful sign on the hood of the car that read:



Yes, Jane, this is your car!

Congratulations on five years cancer-free.

Love,

Milt, Billy, and the whole Saturn staff




When Billy saw them coming, he got everyone out of the showroom and into the parking lot so that Milt and Jane could be alone. As they were crying in each other’s arms, all of a sudden they heard applause. They looked up to see everyone giving them a hand.

The people at the Saturn dealership in Albuquerque took Legendary Service seriously and lived it on an ongoing basis. Saturn became known for these kinds of stories. For example, a pregnant woman bought a Saturn from a dealership in San Diego. She loved the car, but three months later, she learned she was expecting twins. The car wasn’t big enough, so she called the dealership and told them about her situation. They told her that they would give her money back and help her find another car that better met her needs.

Legendary Service inspires customers to tell stories about your company. When customers tell positive stories about you and your level of service, you cannot ask for better publicity.

Recovering quickly from your mistakes will also make your customers want to brag about your service. If you make a mistake with a customer, do whatever you need to fix the problem and create or win back a devoted customer. Legendary Service is not about arguing over who is right or finding someone else to blame—it’s about fixing the problem for the customer. Research has shown that 95 percent of the time customers will continue to do business with you if you can solve their concern on the spot.2

For example, a hotel in Southern California had a history of poor guest ratings. When foreign owners took over the hotel, they felt the poor ratings were mainly because of the aging, dilapidated condition of the property. They decided to put millions of dollars into refurbishing the hotel. Management decided not to tell the customers about the renovations, which would take nine months to a year. They felt that if the customers knew the extent of the renovations, they would move their meetings to other locations. Given that strategy, the general manager brought all the hotel workers together and told them this:

“It will be tough sledding around here for the next twelve months or so. The noise and inconvenience may not be popular with our guests. Do whatever it takes to recover from any inconvenience caused by our remodeling. If you want to send someone a bottle of champagne, do so. If you want to hire a babysitter for them, do it. Do whatever it takes to recover from this trying situation.”

With that recovery strategy in place, the hotel entered the remodeling phase. To the amazement of management, during the renovations, their guest ratings were the highest they had ever received. Even though things were bad for the guests, their memories of their experience with the hotel were formed by the customer-oriented staff who recovered quickly when things went wrong for guests. Management had empowered their frontline people to be all-out recovery experts. The results showed in highly satisfied customers.

If you empower people to do what’s necessary to serve the customers’ best interests to begin with, you are more likely to exceed customer expectations and minimize the need to recover. Most businesses believe that only a small percentage of customers are out to take advantage of them, while the vast majority are basically honest and loyal. That’s why Nordstrom decided to train its customer contact people to use the phrase “no problem” as their first response to customer concerns. Yet because many businesses set policies, procedures, and practices to try to catch the small percentage of unethical customers, they miss servicing the honest majority. Have you ever attempted to try on clothes that have so many safety gadgets that it’s almost impossible? There are risks to providing Legendary Service, but the gains can far outweigh the drawbacks, particularly when your customers start acting like part of your sales force. That’s when you know you’re treating your customers right. As Sheldon Bowles and Ken Blanchard contend, your customers are now raving fans.

Serving Customers at a Higher Level

In their book Raving Fans, Sheldon and Ken write that there are three secrets to treating your customers right and turning them into raving fans: Decide, Discover, and Deliver Plus One Percent.3

Decide What You Want Your Customer Experience to Be

If you want Legendary Service, you don’t just announce it. You have to plan for it. You have to decide what you want to do. What kind of experience do you want your customers to have as they interact with every aspect of your organization? Some people would argue that you should ask your customers first. While you do want input from your customers, they often are limited to certain things they like and don’t like. They don’t know what the possibilities are beyond their own experience. They don’t have the big picture. It’s important that you determine from the beginning what you want your customers’ experience to be. This doesn’t mean that customers’ opinions aren’t important. In Full Steam Ahead!, Ken Blanchard and Jesse Stoner describe how the needs of your customers should determine the Law of the Situation—what business you are really in. Understanding what your customers really want when they come to you helps you determine what you should offer them.

A good example of how this works is Domo Gas, a full-service gasoline chain in Western Canada cofounded by Sheldon Bowles. The customer service vision that Sheldon and his cofounders imagined was an Indianapolis 500 pit stop. They dressed all their attendants in red jumpsuits. When a customer drove into one of Sheldon’s stations, two or three people ran out of the hut and raced toward the car. As quickly as possible, they looked under the hood, cleaned the windshield, and pumped the gas. A California station that got excited about the concept gave customers a cup of coffee and a newspaper and asked them to step out of their cars while the interior was vacuumed. As customers pulled away, they were given flyers that said, “P.S. We also sell gas.”

In deciding what experience you want your customers to have, you are creating a picture of what things would look like if everything were running as planned. World-class athletes often picture themselves breaking a world record, pitching a perfect game, or making a 99-yard punt return. They know that power comes from having a clear mental image of their best potential performance. Developing a clear picture of how you want to serve your customers is almost like producing a movie in your mind.

We had a chance to work with the top management and heads of dealerships for Freightliner, a leading manufacturer of large trucks. Jim Hibe, the president at the time, spearheaded the creation of a new picture of service for their dealerships—one that permitted them to go way beyond their competition. In preparation for their key annual conference, Freightliner produced a 30-minute video that illustrated two hypothetical dealerships. The first, called Great Scott Trucking, typified the present mode of operating for many of the dealerships: limited hours (8 to 5 Monday through Friday and 9 to 12 on Saturday); uncommitted employees; few, if any, extras (like donuts and coffee for truckers waiting for their vehicles); and so on. When you entered the dealership, everything seemed to be organized to serve the policies, rules, and regulations and not the customers. For example, suppose the manager comes in about 11:45 on Saturday. Seeing a long line in the parts department, he says, “Make sure you shut her down at 12. The line will make for a good Monday.”

The other hypothetical dealership, called Daley Freightliner, was a customer-centered operation with 24-hour service. Seven days a week, committed and trained employees were willing to go the extra mile and provide all kinds of services for the truckers. They had a lounge with recliners and a huge TV showing movies. There was a quiet, dark room with bunk beds in case the truckers wanted to sleep. Employees drove repaired trucks to the front rather than making the drivers retrieve them from the back lot.

Many of the dealerships were closer to Great Scott Trucking than they were to Daley Freightliner. So when the conference opened with the video, it made some people squirm. But it beautifully depicted the new service vision for all to see and experience. Throughout the conference, dealers who were closest to the positive image shared their success stories. That program was an excellent way to convey a customer service vision.

The Moments of Truth concept that Jan Carlzon used to create a customer-focused culture when he was president of the Scandinavian Airlines System (SAS) is most helpful in deciding what you want your customer experience to be. A Moment of Truth can be described as follows:

Any time a customer comes in contact with anyone in our organization in a way that they can get an impression. How do we answer the phone? How do we check people in? How do we greet them on our planes? How do we interact with them during flights? How do we handle baggage claim? What happens when a problem occurs?

For Carlzon and other great service providers, Moments of Truth could cover every detail, including coffee stains. When he was chairman of People Express Airlines, Donald Burr contended that if the flip-down trays were dirty, customers would assume that the plane’s engines were not well maintained either.4 When looking for a place to stay after a long day’s drive, how many people would choose a motel with a sign that has some burned-out lights?

While most of our examples have focused on external customers, it is important to recognize that everyone has a customer. An external customer is someone outside your organization who you serve or provide with a service. A person who takes orders at a quick-service restaurant is a good example of someone who serves external customers. An internal customer is someone within your organization who may or may not serve external customers.

For example, people who work in the human resources field have mainly internal customers. And some people, like those in the accounting department, have both external and internal customers. They send bills and invoices to external customers, and they provide reports and information to internal customers. The point is, everyone has a customer.

Great customer service organizations analyze every key interaction they have with customers, whether they are external or internal, and they determine how they would like that scenario to play out. One of the ways to think about that is to suppose that word has gotten out about how fabulously you are serving customers. Ecstatic customers are running all over the place, bragging about you. A well-known television station gets word of this and decides to send a crew in to film what is going on in your organization. Who would you want them to talk to? What would your people tell them? What would these folks see?

Creating raving fans starts with a picture—an image of what kind of experience you want your customers to have. Analyzing your Moments of Truth for each department and deciding how you want them played out is a good start. This will serve as your guide as you target new customers and adjust to changing conditions.

Discover What Your Customers Want

After you decide what you want to happen, it’s important to discover any suggestions your customers may have that will improve their experience with your organization. What would make their experience with you better? Ask them! But ask them in a way that stimulates an answer. For example, how many times have you been eating at a restaurant when the restaurant manager comes over and says, “How is everything tonight?” Isn’t your usual response, “Fine”? That gives the restaurant manager no information. A better conversation would be, “Excuse me. I’m the restaurant manager. I wonder if I could ask you a question. Is there anything that we could have done differently tonight that would have made your experience with us better?” That question invites an answer. If the customer says “No,” you can follow it up with a sincere “Are you sure?”



High performing organizations regularly solicit customer and market feedback.




Organizations that provide Legendary Service are masters of listening to their customers. When a customer tells you something, you have to listen without being defensive. One reason people get uptight when they listen to customers is because they think they always have to do what the customer wants them to do. They don’t understand that listening has two parts. As Steve Covey says, “Seek first to understand.” In other words, listen for understanding. Try saying, “That’s interesting. Tell me more. Could you be more specific?”

The second aspect of listening is deciding if you want to do anything about what you heard. You have to separate that from the understanding aspect of listening. And it is important to realize that you don’t have to decide right after you understand what the person is suggesting. You can do it later, when you have some time to think about it or talk it over with others. Realizing that you have time to think something over will make you less defensive and a better listener. First listen to understand, and then decide what you want to do about what you’ve heard.

In the mall, one of our colleagues saw an example of defensive listening. He was walking behind a woman who had an eight- or nine-year-old son. As they walked past the sporting goods store, the kid looked over and saw a beautiful red bicycle outside the store. He stopped in his tracks and said to his mother, “Boy, would I like a bike like that.” His mother nearly went crazy and started screaming: “I can’t believe it! I just got you a new bike for Christmas! Here it is March, and you already want another one! I’m not buying you another $%&*^ thing!” Our colleague thought the mother would nail this kid’s head to the cement. Sadly, she didn’t distinguish the need to separate listening for understanding from deciding. If she had said to the kid, “Honey, what do you like about that bike?” he might have said, “See those streamers coming out of the handlebars? I really like them.” And those streamers could have been a cheap birthday present. After listening to what he liked about the bike, the mother could have said, “Honey, why do you think I can’t get you that bike?” The kid was no fool. He probably would have said, “I just got one for Christmas.”

Listening without being defensive is also helpful if you make a mistake with a customer. Defending what you’ve done will only irritate the customer. When customers are upset, all they want is to be heard. In fact, we have found that if people listen to a complaining customer in a nondefensive, attentive way and then ask, “Is there any way we could win back your loyalty?,” more often than not the customer will say, “You’ve already done it. You listened to me.”

If a customer makes a good suggestion or is upset about something that makes sense to change, you can add that suggestion to your customer service picture. For example, we got a letter from a man who owns three quick-service restaurants in the Midwest. Some of the restaurant’s elderly customers suggested that during certain parts of the day, the restaurant should use tablecloths, have staff take orders at the tables, and deliver the food to the customers at their tables. After thinking about it, the owner realized it was a pretty good idea. Now, between 4 and 5:30 in the afternoon, the tables have tablecloths and candles, and the people behind the counter come out and wait on the customers. The elderly are pouring in to his restaurants during those hours.

When you put together what you want your customers to experience with what they want to have happen, you will have a fairly complete picture of your desired customer service experience.

Deliver Your Ideal Customer Service Experience

You now have a clear picture of the experience you want your customers to have that will satisfy and delight them and put smiles on their faces. Next you must figure out how to get your people excited about delivering this experience, plus a bit more.

As we emphasized in Chapter 2, “The Power of Vision,” the responsibility for establishing a shared vision rests with the senior leadership. And that responsibility includes strong images of what excellent customer service looks like. Once your desired customer experience is set and people are committed to it, the implementation aspect of leadership begins. It is during implementation that most organizations get into trouble. The traditional pyramid is kept alive and well, leaving customers uncared for at the bottom of the hierarchy. All the energy in the organization moves up the hierarchy as people try to please and be responsive to their bosses, instead of focusing their energy on meeting the needs of their customers. Now the bureaucracy rules, and policies and procedures carry the day. This leaves unprepared and uncommitted customer-contact people to quack like ducks.

Wayne Dyer, the great personal-growth teacher, said years ago that there are two kinds of people: ducks and eagles. Ducks act like victims and go “Quack! Quack! Quack!” Eagles, on the other hand, take initiative and soar above the crowd. As a customer, you can always identify a bureaucracy if you have a problem and are confronted by ducks who quack: “It’s our policy. I don’t make the rules; I just work here. Do you want to talk to my supervisor? Quack! Quack! Quack!”

Implementation is all about equipping people throughout the organization to act and feel like owners of the vision. It’s about allowing people to take a proactive role in carrying out the organization’s vision and direction so that they can soar like eagles and deliver great customer service rather than quack like ducks.

Our colleague’s experience trying to rent a car in New York is a perfect example of this phenomenon. He is a trustee emeritus at Cornell University. A while back, he was heading to a meeting in Ithaca, New York, the small upstate town where Cornell is located. He wanted to rent a car that he could drop off at Syracuse, which was about an hour and a half away. Those who travel enough know that if you drop off a car at a different place than where you rented it, the company charges a big drop-off fee. You can avoid that drop-off fee if you rent a car that came from where you are going. Knowing this, our colleague asked the woman behind the counter, “Do you have a Syracuse car?”

She said, “You’re lucky. I do.” Then she went to the computer and prepared his contract.

Our colleague is not a particularly detail-oriented person, but as he was signing his contract, he noticed a $75 drop-off fee. He said, “What’s that $75 drop-off fee?”

She said, “I didn’t do it. Quack! Quack!”

He said, “Who did?”

She said, “The computer. Quack! Quack!”

He said, “How do we tell the computer it was wrong?”

“I don’t know. Quack! Quack!”

He said, “Why don’t you just cross it out?”

She said, “I can’t. My boss will kill me. Quack! Quack!”

“You mean I have to pay a $75 fee because you have a mean boss?” he asked.

“I remember one time—quack! quack!—my boss let me cross it out.”

“When was that?”

“When the customer worked for Cornell. Quack! Quack!”

He said, “That’s great. I’m on the Cornell board of trustees!”

She asked, “What does the board do? Quack! Quack!”

“We can fire the president.”

“What’s your employee number? Quack! Quack!”

“I don’t have one.”

“What should I do? Quack! Quack!”

It took our colleague 20 minutes of psychological counseling to get out of this drop-off fee. He used to get angry at these frontline people but doesn’t anymore because he realizes that it’s not really their fault.

Who do you think this woman worked for, a duck or an eagle? Obviously, a duck. If she worked for an eagle, the eagle would eat the duck. We call the supervisory duck the head mallard, because they just quack higher up the bureaucracy. They tell you all the rules and regulations and laws that apply to your situation. Who do you think the supervisory duck works for? Another duck, who works for whom? Another duck, who works for whom? Another duck. And who sits at the top of the organization? A great big duck. Have you ever been hit by an eagle turd? Obviously not, because eagles soar above the crowd. It’s the ducks that make all the mess.

How do you create an organization where ducks are busted and eagles can soar?



The traditional pyramid hierarchy must be turned upside down so that the frontline people who are closest to the customers are at the top.




Here the frontline people can be responsible—able to respond to their customers. In this scenario, leaders serve and are responsive to people’s needs, training and developing them to soar like eagles so that they can accomplish established goals and live according to the vision you have of the customer experience.
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Figure 3.1 The Implementation Role of Leadership

If the leaders in an organization do not respond to the needs and desires of their people, these folks will not take good care of their customers. But when the frontline customer-contact people are treated as responsible owners of the vision, they can soar like eagles and create raving fans rather than quack like ducks.

Permitting People to Soar

One of our consulting partners experienced an eagle incident when he went to Nordstrom one day to get some perfume for his wife. The woman behind the counter said, “I’m sorry; we don’t sell that perfume in our store. But I know where I can get it in the mall. How long will you be in our store?”

“About 30 minutes,” he said.

“Fine. I’ll go get it, bring it back, gift wrap it, and have it ready for you when you leave.” This woman left Nordstrom, went to another store, got the perfume our colleague wanted, came back to Nordstrom, and gift wrapped it. You know what she charged him? The same price she paid at the other store. So Nordstrom didn’t make any money on the deal, but what did they make? A raving fan.

Ken had a beautiful example of the different experiences you can have with organizations depending on whether they are duck ponds or they permit people to soar like eagles. Several years ago, he was heading to the airport for a trip that would take him to four different cities during the week. As he approached the airport, he realized that he had forgotten his driver’s license and didn’t have a passport with him either. Not having time to go back home to get them and make the flight, he had to be creative.

Only one of Ken’s books, Everyone’s a Coach, which he wrote with Don Shula, has his picture on the cover.5 So when Ken got to the airport, he ran into the bookstore; luckily, it had a copy of that book. Fortunately, his airline was Southwest Airlines. As Ken was checking his bag at the curb, the porter asked to see his identification. He said, “I feel bad. I don’t have a driver’s license or passport. But will this do?” And he showed him the cover of the book.

The man shouted, “The man knows Shula! Put him in first class!” (Of course, Southwest doesn’t have first class.) Everybody out by the curb check-in started to high-five Ken. He was like a hero. Then one of the baggage handlers said, “Why don’t I go in the terminal with you? I know the folks in security. I think I can get you through there, too.”

Why did that happen? Herb Kelleher—who cofounded Southwest—and colleagues Colleen Barrett and Gary Kelly, who followed him in the executive suite, not only want to give customers the lowest possible price, but they also want to give them the best possible service. They set up the whole organization to empower everyone—right down to the frontline baggage check folks—to make decisions, use their brains, and be customer maniacs so that they could create raving fans. These customer-focused leaders feel that policies should be followed but that people can use their brains in interpreting them. Why do they ask for identification at the airport? To make sure that the person getting on the plane is the same person as the name on the ticket. That was an easy decision for the Southwest Airlines frontline person.

Wallowing in a Duck Pond

The next airline Ken had to fly on before his office could overnight his driver’s license was one of the airlines that always seems to be in financial trouble. The baggage handler at the curbside check-in looked at Ken’s picture on the book and said, “You’ve got to be kidding me. You’d better go to the ticket counter.”

When Ken showed the book to the woman at the ticket counter, she said, “You’d better talk to my supervisor.” Ken was moving up the hierarchy fast. He thought maybe pretty soon he would get to the mayor and then finally to the governor. Quack! Quack! Quack! In this troubled airline, the hierarchy was alive and well. All the energy was moving away from pleasing the customers and toward serving the hierarchy—following the policies, procedures, rules, and regulations to the letter.

Giving Your People Wings

Horst Schultze, one of the founders of the Ritz-Carlton Hotels, retired a few years ago as president and CEO. During his reign, after orientation and extensive training, every employee was given a $2,000 discretionary fund that they could use to solve a customer problem without checking with anyone. They didn’t even have to tell their boss. Horst loved to collect stories about people using this empowerment to make a difference. One of our favorites is about a businessman who was staying at one of the Ritz-Carlton properties in Atlanta. That day he had to fly from Atlanta to Los Angeles and then from Los Angeles to Hawaii, because the next day at 1:00, he was making a major speech to his international company. He was a little disorganized as he was leaving. On his way to the airport, he discovered that he’d left behind his laptop computer, which contained all the PowerPoints he needed for his presentation. He tried to change his flights, but he couldn’t. So he called the Ritz-Carlton and said, “This is the room I was in, and this is where my computer was. Have Housekeeping get it and overnight it to me. They have to guarantee delivery by 10 tomorrow morning, because I need it for my one o’clock speech.”

The next day Schultze was wandering around the hotel, as he often did. When he got to Housekeeping he said, “Where’s Mary?” Her coworkers said, “She’s in Hawaii.” He said, “Hawaii? What’s she doing there?”

He was told, “A guest left his computer in his room, and he needs it for a speech today at one o’clock—and Mary doesn’t trust overnight carrier services.” Now you might think that Mary went for a vacation, but she came back on the next plane. And what do you think was waiting for her? A letter of commendation from Horst and high fives around the hotel. That’s really empowering people and giving them wings.

You might wonder if this story is true. The answer is yes. If you create an environment where the customers rule and your people can use their brains to take care of customer needs, stories like this become commonplace, even legendary. People who spread these stories—including your customers—sometimes love to embellish them. For example, a well-known story developed about Nordstrom’s “no questions asked” return policy. It was rumored that somebody returned snow tires to Nordstrom and, even though they didn’t sell them, the store took them back. When cofounder Bruce Nordstrom was asked about this, he laughed, because Nordstrom actually does sell snow tires—in its Alaska store.

Creating Legendary Service Requires Gung Ho People

When Ken Blanchard and Sheldon Bowles published Raving Fans, a lot of excitement was generated around the importance of customer service. The most frequent question leaders asked, though, was “How can you create Legendary Service when you have uncommitted, unmotivated people?” Answering that question led Ken and Sheldon to write Gung Ho!.6 They found that there are three requirements for turning on the people in any organization.

First, people need to have worthwhile work. To make the world a better place, people need a higher purpose and shared values that guide all plans, decisions, and actions. Worthwhile work gets people up in the morning with a spring in their step.

Second, people need to be in control of achieving the goal. When people know why they are working and where they’re going, they want to bring their brains to work. Being responsible demands people’s best and allows them to learn and act like owners.

Third, to continue to generate energy, people need to cheer each other on. Of all the things we’ve taught over the years, we can’t overemphasize the power of catching each other doing things right and accentuating the positive.

In many ways, Chapter 2 was all about worthwhile work. Being in control of achieving the goals and cheering each other on turn our focus to Section III, “Treat Your People Right,” the third practice that is characteristic of organizations where leading at a higher level is alive and well. The next chapter, “Empowerment Is the Key,” zeroes in on being in charge of achieving the goal.
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Section III
Treat Your People Right


Chapter 4
Empowerment Is the Key

Alan Randolph and Ken Blanchard

How do the best-run companies in the world beat the competition day in and day out? They treat their customers right and have a workforce that is excited about their vision and motivated to serve customers at a higher level. So how do you create this motivated workforce? The key is empowerment.

Empowerment means letting people bring their brains to work and allowing them to use their knowledge, experience, and motivation to create a healthy triple bottom line. Leaders of the best-run companies know that empowering people creates positive results that are just not possible when all the authority moves up the hierarchy and managers shoulder all the responsibility for success.



People already have power through their knowledge and motivation.

The key to empowerment is letting this power out.




Ideally, people’s power will be focused not only on organizational outcomes—such as outstanding customer service and financial goals—but also on the greater good.

We believe organizations work best when they can depend on individual contributors who take the initiative to go beyond problem spotting to problem solving. Yet, because most of us have experienced only hierarchical organizations, we all have much to learn about moving to a culture of empowerment.

What Is Empowerment?

Empowerment is the process of unleashing the power in people—their knowledge, experience, and motivation—and focusing that power to achieve positive outcomes for the organization. Creating a culture of empowerment consists of only a few key steps, yet because they challenge most people’s assumptions, these steps are often difficult for managers and direct reports alike.



Empowerment requires a major shift in attitude. The most crucial place that this shift must occur is in the heart of every leader.




For empowerment to succeed, leaders must take a leap of faith and fight the battle against habit and tradition. For example, most managers continue to define empowerment as “giving people the power to make decisions.” Perhaps this misguided definition explains why so many companies have difficulty engaging the minds and hearts of their people. Defining empowerment as “the manager giving power to the people” still regards the manager as controller and misses the essential point: namely, that people already possess a great deal of power—power that resides in their knowledge, experience, and internal motivation. We prefer the following definition:



Empowerment is the creation of an organizational climate that releases the knowledge, experience, and motivation that reside in people.




Unfortunately, this is easier said than done. Other players can block this release of power, and a strong force of past history often inhibits the shift to empowerment.

Direct reports, too, misunderstand empowerment. Many of them feel that if they are empowered, they will be given free rein to do as they please and make all the key decisions about their jobs. Direct reports often fail to grasp that the price of freedom is sharing risks and responsibilities. This is particularly true in a post-Sarbanes-Oxley environment of accounting oversight and corporate responsibility.1 Indeed, an empowerment culture requires much greater accountability from direct reports than a hierarchical culture does. Yet it is precisely this frightening increase in responsibility that engages people and gives them a sense of fulfillment. The opportunities and risks of empowerment invigorate direct reports and managers alike.

The Power of Empowerment

Does empowerment work in the real world? You bet it does! Several researchers have found that when people are empowered, their organizations benefit overall. For example, Edward Lawler found that when people are given more control and responsibility, their companies achieve a greater return on sales (10.3 percent) than companies that do not involve their people (6.3 percent).2 Trader Joe’s is a niche retailer in the food industry well known for pushing decision making to the store level. Over an eight-year period its annual sales growth increased from 15 percent to 26 percent, sales per store increased 10 percent per year, and the number of stores increased by almost 100 percent. In addition, overall sales volume increased in excess of 500 percent. While other factors contributed to these increased sales, empowered employees were deemed a major element of Trader Joe’s success.3

Not only is there clear evidence of a positive relationship between empowerment and performance, but scholars such as Thomas Malone believe that empowerment is essential for companies that hope to succeed in the new knowledge-based economy.4

How Past History Blocks Change to Empowerment

Most people have a history of working under external guidance and control. The following questions are all too familiar to us:

At school: “What does the teacher want me to do to get good grades?”

At work:   “What does my boss want me to do?”

Having spent our lives in a framework of hierarchical thinking, we are far less accustomed to dealing with questions like these:

At school: “What do I want to learn from this class?”
“How will I know I have learned something I can use?”

At work:   “What do I need to do to help my company succeed?”

These are the kinds of questions that arise—and require answers—when an organizational culture begins to support empowerment. President Kennedy made a call for these kinds of questions when he challenged Americans: “Ask not what your country can do for you; ask what you can do for your country.”5

Many of us possess hard-earned parenting, teaching, and managing skills that fulfill role expectations based on an assumption of hierarchical responsibility. Indeed, we feel it is our responsibility as parents, teachers, or managers to tell people what to do, how to do it, and why it needs to be done. We feel it would be avoiding our responsibility to ask children, students, or direct reports such questions as these:

“What do you think needs to be done, and why is it important?”

“What do you think your goals should be?”

“How do you think you should go about achieving your goals?”

Because managers know they will still be held accountable for outcomes, many are reluctant to relinquish control to direct reports. This reluctance points to one of the main sources of resistance to empowerment: managers who feel their control is threatened by empowerment. Ironically, it is through the development of self-directed individuals and teams as a replacement for the hierarchy that managers can most easily assume their new and more empowering roles as coaches, mentors, and team leaders.

Tapping People’s Power and Potential: A Real-World Example

While there is a learning curve from a hierarchical to an empowerment culture, the benefits can be well worth the effort, as the following case study shows.

A management team of a large organization was struggling with a severe traffic problem on the road leading to its location. The road crossed four miles of protected wetlands, so it could not be widened without significantly impacting the environment. Each morning, the traffic leading to the site was backing up the entire four-mile length of the road, adding an hour to commuting time. The resulting delay and aggravation caused a significant drop in productivity.

Three years earlier, the management team had hired traffic consultants to solve the problem. Their work focused on a future widening of the road and looked promising, but their attempts to devise short-term solutions failed miserably. As a last resort, management decided to assemble a team of engineers, clerical personnel, line workers, and union representatives to address short-term solutions. This team met twice a week for a month. At the end of that time, the team provided a series of practical recommendations.

The simplicity of the team’s recommendations surprised management. For example, the team suggested that trucks be prohibited from making deliveries to the site between the hours of 6 a.m. and 9 a.m. Since there were many deliveries to the site at this time, this recommendation immediately removed some of the slowest, most cumbersome traffic clogging the road. Other recommendations also contributed to easing the problem. The result was almost instantaneous improvement in the traffic flow.

At the outset, management had doubted that this team could solve the problem. After all, experts had been studying the dilemma for three years. Yet in turning to their own people, they tapped into a hidden reservoir of knowledge, experience, and motivation—and found a solution.

Learning the Language of Empowerment

Moving to an empowerment culture requires learning a new language. To understand the differences between the command-and-control structure and the culture of empowerment, consider the following words and phrases:

[image: image]

As you compare the words in the two lists, the differences in attitude, expectations, and associated behaviors become clear. For example, planning suggests a step-by-step, controlled process, while visioning suggests a more holistic and inclusive approach. Command and control suggests that the manager tells us what to think and do, while partnering for performance suggests that how we achieve the vision is left open for discussion and input by everyone involved. Monitoring suggests that someone—usually the manager—should check on each individual’s performance and provide performance evaluations and feedback, while self-monitoring suggests that everyone possesses requisite goal clarity and measurement skills, as well as access to relevant data. Thus armed, they can check their own performance and make the behavior adjustments they need to stay on goal. Do as you are told exemplifies the external commitment attitude. Once you are told what to do, you can do it, but please don’t use your intellect or judgment, and don’t be too concerned about results—that’s the manager’s job. On the other hand, own your own job exemplifies the internal commitment attitude: You care about results and use your own intellect and judgment to decide how to achieve individual, team, and company success.

This final example may best clarify the key distinction between a culture of empowerment and a hierarchical culture. In the latter, individuals do what they are told—to a fault. Even when they know a task is not being done in the best way, or that it may be altogether the wrong task, they may continue to do it in a spirit of malicious compliance. Why? Because that is what they are rewarded for and what they are expected to do under hierarchical management.

In a culture of empowerment, individuals respond differently. They take the risk of challenging tasks and procedures that they feel are not in the best interest of the organization. They are driven by a sense of pride in their jobs and a feeling of ownership of the results. People think about what makes sense in the situation and act in ways that both serve the customer and achieve the organization’s goals.

The Three Keys to Empowerment

The journey to empowerment needs strong leadership to support this change. In their book Empowerment Takes More Than a Minute, Ken Blanchard, John Carlos, and Alan Randolph contend that to guide the transition to a culture of empowerment, leaders must use three keys: sharing information, declaring the boundaries, and replacing the old hierarchy with self-directed individuals and teams.6

The First Key to Empowerment: Share Information with Everyone

One of the best ways to build a sense of trust and responsibility in people is by sharing information. Giving team members the information they need enables them to make good business decisions. Sharing information sometimes means disclosing information that is considered privileged, including sensitive and important topics such as future business plans and strategies, financial data, and industry issues or problem areas. Providing people with more complete information communicates trust and a sense of “we’re in this together.” It helps people think more broadly about the organization and the interrelationships of various groups, resources, and goals. By having access to information that helps them understand the big picture, people can better appreciate how their contribution fits in and how their behavior impacts other aspects of the organization. All of this leads to responsible, goal-related use of people’s knowledge, experience, and motivation. While this runs counter to hierarchical management, it is based on the following premise:



People without accurate information cannot act responsibly; people with accurate information feel compelled to act responsibly.




In an example close to home, The Ken Blanchard Companies, like many businesses, was negatively impacted by the events of September 11, 2001. In fact, the company lost $1.5 million in sales that month. To have any chance of ending the fiscal year in the black, the company would have to cut about $350,000 a month in expenses.

The leadership team had some tough decisions to make. One of the leaders suggested that the staffing level be cut by at least 10 percent to stem the losses and help get the company back in the black—a typical response in most companies.

As with any major decision, members of the leadership team checked the decision to cut staff against the rank-ordered organizational values of ethical behavior, relationships, success, and learning. Was the decision to let people go at such a difficult time ethical? To many, the answer was no. There was a general feeling that because the staff had made the company what it was, putting people out on the street at a time like this just was not the right thing to do. Did the decision to let people go honor the high value that the organization placed on relationships? No, it did not. But what could be done? The company could not go on bleeding money and be successful.

Knowing that “no one of us is as smart as all of us,” the leadership team decided to draw on the knowledge and talents of the entire staff. At an all-company meeting, the books were opened to show everyone how much the company was bleeding, and from where. This open-book policy unleashed a torrent of ideas and commitment. Small task forces were organized to look for ways to increase revenues and cut costs. This participation resulted in departments throughout the company finding all kinds of ways to minimize spending and maximize income. As the company’s Chief Spiritual Officer, Ken Blanchard cheered people on by announcing they would all go to Hawaii together when the company got through the crisis. People smiled politely, although many had their doubts.

Over the next two years, the finances gradually turned around. By 2004, the company produced the highest sales in its history, exceeding its annual goal. In March 2005, the entire company—350 people strong—flew to Maui for a four-day celebration.

When important information is shared with people, they soon act like owners. They begin to solve problems creatively, which makes celebrating the wins even more special. On the other hand, leaders who are unwilling to share information will never have their people as partners in running a successful, empowered organization.

Sharing Information Builds Trust

Another powerful benefit of information sharing is raising the level of trust in the organization. Bureaucratic organizations typically are close to bankruptcy in terms of trust—direct reports do not trust managers, and managers do not trust direct reports. As a result, people exert enormous energy trying to protect themselves from each other. It’s important to share information, even if the news is bad. If no decisions have been made, share information about what is being discussed. By sharing information about market share, true costs, potential layoffs, and real company performance—in other words, opening the books for everyone to see—management begins to let people know they are trusted, and people will return that trust to managers.

One top-level manager told us he was initially scared to share such sensitive information, but when he took the risk, people responded with a more mature understanding and a sense of appreciation for being included. “It created such a sense of ownership,” the manager commented, “far more than I could have imagined. People began to come forward with ideas to save money by changing their jobs and by reorganizing departments—ideas that previously had been met with great fear when proposed by management.”

Sharing Information Promotes Organizational Learning

One of the most powerful ways to share information is through organizational learning, one of the key elements of high performing organizations.7 What we’re talking about here goes beyond merely acquiring information; it means actually learning from that information and applying that knowledge to new situations.

High performing organizations seek knowledge by constantly scanning the environment, checking the pulse of their customers, tracking their competition, surveying the marketplace, and following global events. They collect data continuously and use it to make corrections and develop new approaches. High performing organizations also seek knowledge about internal performance. They treat mistakes and failures as important data, recognizing that they often can lead to breakthroughs. This is why Hewlett-Packard’s “H-P Way” includes the statement “We reserve the right to make mistakes.”8

High performing organizations transfer knowledge by encouraging dialogue, questioning, and discussion. This runs counter to traditional organizations, where people hoard information as a way to protect themselves and establish a power base. High performing organizations make information easy to access. They know that when data is unavailable or not easily retrieved, people have a harder time learning and lose opportunities. They create structures such as cross-functional teams that teach people how to transfer the knowledge they’ve gained, because they know that knowledge sharing is critical to success.

New-car developers at Ford Motor Company learned this the hard way when they set out to understand why the original Taurus design team was so successful. Unfortunately, no one could tell them. No one remembered or had recorded what made that effort so special. The knowledge gained in the Taurus project was lost forever.9

High performing organizations continually look for ways to incorporate knowledge into new ways of doing business. When you don’t recognize or share knowledge, you can’t apply it directly to work. In the words of Michael Brown, former chief financial officer of Microsoft:10



The only way to compete today is to make your intellectual capital obsolete before anyone else does.




The Second Key to Empowerment: Create Autonomy Through Boundaries

In a hierarchical culture, boundaries are really like barbed-wire fences. They are designed to control people by keeping them in certain places and out of other places. In an empowered culture, boundaries are more like rubber bands that can expand to allow people to take on more responsibility as they grow and develop.

Unlike the restrictive boundaries of a hierarchical culture, boundaries in an empowerment culture tell people where they can be autonomous and responsible, rather than telling them what they can’t do. Boundaries are based on people’s skill level. For example, people who lack the skills to set budgets are given a boundary—a spending limit—before they are given more responsibility. In an empowerment culture, they also are given the training and skill development needed to enable greater autonomy. One of the most paradoxical aspects of creating a culture of empowerment is that managers must start by creating more rather than less structure.



Like the lines on a tennis court, the boundaries in an empowerment culture help people keep score and improve their game.




A good example of boundary setting came up recently for a supervisor we know who was frustrated by the amount of time he spent performing tasks that, although important from an administrative viewpoint, did not maximize his talents and skills. One of his most frustrating tasks was ordering small tools and materials for the team each time a team member came to him with a request. In a spirit of empowerment, he taught them how to place the orders themselves and allowed them to submit small orders directly without his approval. Initially, he placed a boundary on the purchases—a cost limit of $100—but he later widened the boundary as the team’s (and his) comfort level grew. Because they had the authority to order needed supplies without the delay of their supervisor’s approval, the team members felt great. The cost of supplies decreased by 20 percent as people took more care in ordering only those materials they really needed.

Boundaries help people clarify the big picture as well as the little picture. As we saw in Chapter 2, “The Power of Vision,” organizations need to create a compelling vision that motivates and guides people.



The organizational vision is the big picture. Boundaries help people see how their piece of the puzzle fits into that picture.




Declaring the boundaries translates the big picture into specific actions. It allows people to set goals that help the organization achieve that big picture. These goals are viewed not as ends, but rather as collaboratively set milestones of progress.

Declaring boundaries also requires that managers clarify the new decision-making rules. At first, team members may think that empowerment means, “We get to make all the decisions.” Two reactions often follow. One is that team members are disappointed when managers continue to make strategic decisions and leave only the operational decisions to them. The other is that team members feel the urge to back off from decisions when they realize they will be held accountable for all the decisions they make—both the good and the bad.



Empowerment means that people have the freedom to act. It also means that they are accountable for results.




In a culture of empowerment, managers continue to make strategic decisions. Team members get involved in making operational decisions as they become more comfortable assuming the inherent risks. As people gradually begin to assume responsibility for decisions and their consequences, managers must gradually pull back on their involvement in decision making. The new decision-making guidelines allow managers and team members to operate freely within their newly defined roles.

Declaring boundaries also calls managers to create new performance appraisal processes. The performance appraisal process found in most companies is almost inevitably disempowering in nature and must be restructured. Focus must shift away from the appraisal of the team member by the manager and toward collaboration between the team member and the manager. As a manager once told us, “The best person to assess an employee’s performance and improvement is the employee himself or herself.” Of course, this cultural shift is not easy. In Chapter 7, “Partnering for Performance,” we’ll discuss this transition to a new performance appraisal process in considerable detail.

As we stated earlier, declaring the boundaries requires that leaders provide heavy doses of training. To master the new skills of empowerment—negotiating performance plans, decision making, conflict resolution, leadership, budgeting, and technical expertise—people need regular training. Without this continuous learning, people cannot function in an evolving culture of empowerment. They have to unlearn bureaucratic habits and learn the new skills and attitudes needed in an empowered world. Ongoing learning is an integral part of a high performing organization, not an extra perk or necessary evil.

Moving from a hierarchical culture to a culture of empowerment should be a gradual process. People cannot handle too many changes at once, or large changes in one dose. We will discuss these issues further in Chapter 12, “Strategies for Leading a Change.”

The Third Key to Empowerment: Replace the Old Hierarchy with Self-Directed Individuals and Teams

As people learn to create autonomy by using newly shared information and boundaries, they must move away from dependence on the hierarchy. But what will replace the clarity and support of the hierarchy? The answer is self-directed individuals and teams—highly skilled, interactive groups with strong self-managing skills.11 Continual downsizing, which reduces the number of management layers and increases the spans of control for managers, is forcing companies to empower individuals and teams today. The result has been a decision-making void that must be filled if companies are to be successful.



The perceived division between superior and subordinate is no longer very useful in business organizations. In fact, it works directly counter to success. Success today depends on individual and team effort.




Does success today really depend on empowered individuals and teams? Our work with organizations suggests that the answer to this question is a resounding yes. Here are two examples.

The Power of Self-Directed Individuals

The leaders of Yum! Brands—the world’s largest restaurant company, with 850,000 employees in more than 100 nations—understand the power of self-directed individuals.12 A significant part of training at Yum! now focuses on empowering people to take care of customer problems. If a waitperson has a customer with a problem, the team member is encouraged to solve it immediately rather than talk to the manager. In fact, team members can decide how to take care of customers. That makes it a little crazier, but that’s how Yum! likes it.

When Ken Blanchard spoke at a meeting of KFC (one of the companies that Yum! owns), he told the story of how Ritz Carlton gives their frontline people a $2,000 discretionary fund to solve customer problems without checking with anyone. Yum! chairman and CEO David Novak—who is a great learner—loved the idea of giving people discretionary funds. He later told us, “Our customer mania program now includes empowering team members to solve customer complaints right on the spot. They used to have to get the restaurant general manager to deal with problems. Now they can use up to $10 to respond to a customer issue.

“Some people in our organization said, ‘Hey, if we let our team members do that, we’ll end up going broke, because we’ll be giving away all our profits.’ And yet we have the highest margin we’ve ever had in the company since we launched customer mania. So people aren’t out there ripping us off. The half or 1 percent who were doing it before are probably still doing it. But this policy has had an impact on team members. They feel respected and empowered; consequently, our customers see us as much more responsive.”

A $10 discretionary fund in a quick-service restaurant is a lot of money. In Ritz Carlton, which is a much higher-end operation, $2,000 is a lot of money. The point is, a discretionary fund becomes a competitive advantage when individuals who are closest to the customer are empowered to solve problems.

The Power of Self-Directed Teams

The case of the Allied Signal fibers plant in Moncure, North Carolina illustrates the power of self-directed teams. The shift leaders (formerly called forepersons) were frustrated, angry, and confused about their role. The plant had recently restructured its manufacturing operations to work group teams. The shift leaders were told to back off and let the teams move toward self-management. Not only were the shift leaders frustrated, but morale among team members also was low. There was a decrease in production and an increase in cost per pound of products. Was the solution to go back to the old way of working? Some people wondered why not. The Moncure fibers plant had a history of excellent labor/management relationships. But leadership saw an opportunity for the organization to move to a higher level if they could figure out how to do it right.

One shift leader, Barney, and two master facilitators, Dawn and Gloria, attended a program on building high performing teams facilitated by one of the HPO SCORES researchers, Don Carew. Excited and enthusiastic, Dawn and Gloria returned to Moncure and convinced the plant leaders to implement team skills and team leadership training throughout the plant.

Don worked with the shift leaders and master facilitators to develop a one-day classroom training program to be given to each product team by their respective shift leader. The 24 shift leaders were trained to deliver this program. Over the next two years they provided the one-day initial training program to all 59 of the plant’s teams. The formerly disillusioned shift leaders now had a whole new sense of purpose and a whole new set of skills. Their role had become clear: to focus on developing people and teams, both in a classroom setting and on the shop floor. The atmosphere in the plant changed from frustration to enthusiasm. Furthermore, productivity increased by 5 percent, and costs decreased by 6 percent.13

Dealing with the Leadership Vacuum

As they move toward empowerment, both managers and team members go through a stage of disillusionment and demotivation. During this time, team members often feel they lack competence, and managers are often just as lost as their people about what to do next. Even the top-level managers who initiated the empowerment process are often unclear about what to do. We call this phenomenon the leadership vacuum. Remember that both managers and team members are emerging from the grip of bureaucratic, hierarchical practices and assumptions. Both have been accustomed to operating in a hierarchy where managers make decisions and team members implement them. They have a lot to learn, and this learning is often fraught with periods of frustration.

Once people admit this lack of management knowledge, a dramatic transformation occurs. When managers begin to admit their confusion—but continue to hold on to a clear vision of empowerment and keep communication open and information flowing—things begin to change. Small flashes of empowerment begin to appear among individual performers and teams. One person might offer a suggestion to which others gravitate; then other ideas are expressed. Almost before anyone realizes what is happening, leadership emerges from an unexpected source—team members. Over time, the glimmerings of empowerment become more frequent. The very leadership vacuum that has been so uncomfortable has actually drawn out team member talent and applied it to organizational problems. In the end, the leadership vacuum enhances the empowerment of people and organizations.

The journey to empowerment requires managers and direct reports alike to challenge some of their most basic assumptions about how organizations should operate. Simply announcing the destination is insufficient. People at all levels of the organization must master new skills and learn to trust self-directed individuals and teams as decision-making entities. We discuss in detail the development of self-directed individuals in Chapter 6, “Self Leadership: The Power Behind Empowerment,” and Chapter 8, “Essential Skills for Partnering for Performance: The One Minute Manager®.” Chapter 10, “Situational Team Leadership,” discusses the development of high performing teams. But first let’s turn to Chapter 5, “Situational Leadership® II: The Integrating Concept,” which explores the leader’s role in empowering people.


Chapter 5
Situational Leadership® II: The Integrating Concept

The Founding Associates:
Ken Blanchard, Margie Blanchard,
Don Carew, Eunice Parisi-Carew,
Fred Finch, Laurence Hawkins,
Drea Zigarmi, and Pat Zigarmi

Empowerment is the key to treating people the right way and motivating them to treat your customers right. Therefore, having a strategy to shift the emphasis from leader as boss and evaluator to leader as partner and cheerleader is imperative. But what, exactly, is the right strategy or leadership style?

For a long time, people thought there were only two leadership styles—autocratic and democratic. In fact, people used to shout at each other from these two extremes, insisting that one style was better than the other. Democratic managers were accused of being too soft and easy, while their autocratic counterparts were often called too tough and domineering.

We believe that managers who restrict themselves to either extreme are bound to be ineffective “half managers.” Whole managers are flexible and can adapt their leadership style to the situation. Is the direct report new and inexperienced with the task at hand? Then more guidance and direction are called for. Is the direct report experienced and skilled? That person requires less hands-on supervision. The truth is, all of us are at different levels of development depending on the task we are working on at a particular time.



To bring out the best in others, leadership must match the development level of the person being led.




Oversupervising or undersupervising—that is, giving people too much or too little direction—has a negative impact on people’s development. That’s why it’s so important to match leadership style to development level. This matching strategy is the essence of Situational Leadership®, a leadership model originally created by Ken Blanchard and Paul Hersey at Ohio University in 1968.1 The revised model, Situational Leadership® II, has endured as an effective approach to managing and motivating people. It opens communication and fosters a partnership between the leader and the people the leader supports and depends on. This model can be summed up by a familiar phrase:



Different strokes for different folks.




Situational Leadership® II is based on the beliefs that people can and want to develop and there is no best leadership style to encourage that development. You should tailor leadership style to the situation.

Matching Leadership Style to Development Level

The Situational Leadership® II model (see figure 5.1) has four basic leadership styles: directing (S1), coaching (S2), supporting (S3), and delegating (S4). These correspond to the four basic development levels: enthusiastic beginner (D1: low competence, high commitment), disillusioned learner (D2: low to some competence, low commitment), capable but cautious performer (D3: moderate to high competence, variable commitment), and self-reliant achiever (D4: high competence, high commitment).
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Figure 5.1 The Situational Leadership® II Model

Can you remember when you started learning how to ride a bicycle? Sometimes you were so excited that you couldn’t sleep at night, even though you didn’t know how to ride yet. You were a classic enthusiastic beginner who needed direction.

Remember the first time you fell off your bike? As you were picking yourself up off the pavement, you might have wondered why you wanted to learn to ride in the first place and whether you would ever really master it. You had reached the disillusioned learner stage, and you needed coaching.

Once you could ride your bike with your mom or dad cheering you on, that confidence probably became shaky the first time you decided to take your bike out for a spin without your cheerleader and supporter close at hand. At this point, you were a capable but cautious performer in need of support. Finally, you reached the stage where your bicycle seemed to be a part of you. You could ride it without even thinking about it. You were truly a self-reliant achiever, and your parents could delegate to you the job of having fun on your bike.

Now, let’s see how the development levels and leadership styles apply to the workplace.

Enthusiastic Beginners Need a Directing Style

Suppose you recently hired a 22-year-old salesperson. Three key responsibilities are required of an effective salesperson besides selling: service, administration, and team contribution. Having worked in the hotel industry during the summer, your new salesperson seems to have good experience in service. Since he was the treasurer of his fraternity and captain of his college soccer team, it looks like he also has some experience in administration and team contribution. As a result, your initial training focus with him will be in the sales part of his job, where he is an enthusiastic beginner. In this area, he is excited and ready to learn, despite his lack of skills. Because of his high commitment to becoming a good salesperson, he is curious, hopeful, optimistic, and excited. In this area of his job, a directing leadership style is appropriate. You teach your new hire everything about the sales process, from making a sales call to closing the sale. You take him on sales calls with you so that you can show him how the sales process works and what a good job looks like. Then you lay out a step-by-step plan for his self-development as a salesperson. In other words, you not only pass out the test, but you also are involved in teaching him the answers. You provide specific direction and closely supervise his sales performance, planning and prioritizing what has to be accomplished for him to be successful. Teaching and showing him what experienced salespeople do—and letting him practice in low-risk sales situations—is the appropriate approach for this enthusiastic beginner.

Disillusioned Learners Need a Coaching Style

Now, suppose that your new hire has a few weeks of sales training under his belt. He understands the basics of selling but is finding it harder to master than he expected. You notice that his step has lost a little of its spring, and sometimes he looks a bit discouraged. While he knows more about sales than he did as a beginner and has flashes of real competence, he’s sometimes overwhelmed and frustrated, which has put a damper on his commitment. A person at this stage is a disillusioned learner. What’s needed now is a coaching leadership style, which is high on direction and support. You continue to direct and closely monitor his sales efforts, but you now engage in more two-way conversations, going back and forth between your advice and his questions and suggestions. You also provide a lot of praise and support at this stage, because you want to build his confidence, restore his commitment, and encourage his initiative. While you consider your salesperson’s input, you are the one who makes the final decisions, since he is learning on actual clients.

Capable But Cautious Performers Need a Supporting Style

Fast-forward a couple months. Now the young man you hired knows the day-to-day responsibilities of his sales position and has acquired some good sales skills. Yet he still has some self-doubt and questions whether he can sell well on his own, without your help or the support of other colleagues. While you say he’s competent and knows what he’s doing, he is not so sure. He has a good grasp of the sales process and is working well with clients, but he’s hesitant to be out there completely on his own. He may become self-critical or even reluctant to trust his own instincts. At this stage, he is a capable but cautious performer whose commitment to selling fluctuates from excitement to insecurity. This is when a supporting leadership style is called for. Since your direct report has learned his selling skills well, he needs little direction but lots of support from you to encourage his wavering confidence. Now is the time to stand behind his efforts, listen to his concerns and suggestions, and be there to support his interactions not only with clients, but also with others on your staff. You encourage and praise, but rarely do you direct his efforts. The supporting style is more collaborative; feedback is now a give-and-take process between the two of you. You help him reach his own sales solutions by asking questions that expand his thinking and encourage risk taking.

Self-Reliant Achievers Need a Delegating Style

As time passes, your former new salesperson becomes a key player on your team. Not only has he mastered sales tasks and skills, but he’s also taken on challenging clients and has been successful with them. He anticipates problems and is ready with solutions. He is justifiably confident because of his success in managing his own sales area. Not only can he work on his own, but he also inspires others. At this stage, he is a self-reliant achiever in the sales part of his job. You can count on him to hit his sales goals. For a person at this level of development, a delegating leadership style is best. In this situation, it is appropriate to turn over responsibility for day-to-day decision making and problem solving to him by letting him run his own territory. Your job now is to empower him by allowing and trusting him to act independently. What you need to do is acknowledge his excellent performance and provide the appropriate resources he requires to carry out his sales duties. It’s important at this stage to challenge your high performing salesperson to continue to grow in his sales ability and cheer him on to even higher levels of sales.

Development Level Varies from Goal to Goal and Task to Task

As we implied in the preceding example, development level is not a global concept—it’s task-specific. We could have tracked the salesperson’s progress in service, administration, or team contribution, and it would have been a different journey. It’s important not to pigeonhole people into any particular development level. In reality, development level applies not to the person, but to the person’s competence and commitment to do a specific goal or task. In other words, an individual is not at any one development level overall. Development level varies from goal to goal and task to task. An individual can be at one level of development on one goal or task and be at a different level of development on another goal or task.

For example, Casey works in the consumer products industry. In the marketing part of her job, she is a genius when it comes to rolling out new products and opening new markets. She is clearly a self-reliant achiever, as demonstrated by the success of her past marketing plans. However, when it comes to setting up a database to track demographics and buying patterns, Casey has little experience beyond e-mail and word processing. Depending on her motivation for the task, she could be an enthusiastic beginner or a disillusioned learner.

This example shows that you need to use not only different strokes for different folks, but also different strokes for the same folks, depending on what goal or part of their job you are focused on at any given time.

To determine the appropriate leadership style to use with each of the four development levels, draw a vertical line up from a diagnosed development level to the leadership curve running through the four-quadrant model. As illustrated in Figure 5.2, the appropriate leadership style—the match—is the quadrant where the vertical line intersects the curved line.
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Figure 5.2 Matching Leadership Style to Development Level

Using this approach, the enthusiastic beginner (D1) would get a directing (S1) leadership style. The disillusioned learner (D2) would get a coaching (S2) leadership style. The capable but cautious performer (D3) would get a supporting (S3) leadership style, and the self-reliant achiever (D4) would get a delegating (S4) leadership style. In determining what style to use with what development level, just remember this:



Leaders need to do what the people they supervise currently can’t do for themselves.




The Importance of Meeting People Where They Are

Some people think that it’s inconsistent to manage some people one way and other people in a different way. However, we don’t define consistency as “treating everybody the same way.” We define it as “using the same leadership style in similar situations.” To those who argue that it’s unfair to treat direct reports differently, we agree with U.S. Supreme Court justice Felix Frankfurter:



There is nothing so unequal as the equal treatment of unequals.




Friends of ours experienced the downside of equal treatment for unequals when their son was eight years old and in the third grade. They got word from the school that he was way ahead of his class in reading but far behind in math. Initially, they thought, “How can that be? How could a kid be so good in reading and so bad in math?” But after they thought about it for a while, it made sense. Some kids are great in social studies but poor in science. People are good at some things and not others. When the father of the child in question understood the reality of the situation and how it was possible, he met with one of his son’s teachers. We say “one of his son’s teachers” because their son was in an open-style school with 110 kids in the class and four or five teachers working with them in a large, open space.

“Look, I don’t want to cause any problems,” he said, “but what I’d like to know is, why is our son doing so well in reading and so poorly in math? How do you treat him differently in reading versus math?”

The teacher said, “Over here on this wall we have a group of files. Each kid has his or her own reading file. When it’s time for reading, the kids go get their reading files, come back to their desks, and continue to do their reading where they left off. If they have a question, they raise their hand, and one of us comes over and sees them.”

Our friend asked, “How is that working with our son?”

The teacher said, “Super. He’s one of our best readers.”

Our friend said, “Keep it up. You’re doing a great job teaching him reading.”

What leadership style were they using with this youngster in reading? They were using a delegating leadership style. He picks out his folder; he decides when he needs help. Why was it working? Because the kid was a self-reliant achiever in reading. He loved it, and he had skills.

Our friend said, “Now tell me what you’re doing with our son in math.”

The teacher said, “Over on the other wall we have a group of files for our math program. When it’s time for math, the kids go get their folders, bring them back to their desks, and continue to do their math where they left off. If they have any problems, they raise their hand, and a teacher comes to see them.”

Our friend said, “How is that working with our son?”

The teacher said, “Not very well. He’s falling behind the class.”

What leadership style were they using with the boy in math? They were using a delegating leadership style, the same style they were using to teach him reading. In fact, that was the teaching style generally used in this open school. The problem with using a delegating style with this youngster in math was that the kid was at a much lower development level in math than he was in reading. He was a disillusioned learner. He didn’t have the competency. He didn’t have the interest or the confidence. The teachers were leaving him alone.

Our friend knew all about Situational Leadership® II, so he said to the teacher, “Didn’t they ever teach you in teacher education that with the same kid on a different subject you need to use a different leadership or teaching style?” Then our friend asked all the teachers in this open classroom, “Which one of you has the reputation of being a traditional teacher?” An older woman smiled. She had been a teacher for 35 years in this school system. Our friend had heard about her. Her close supervision of kids had given her a reputation for being too tough. Recognizing that this was just what his kid needed, our friend asked her, “How would you deal with our son’s math problem? He’s not doing very well.” Before we tell you what she said, let us tell you a bit about this teacher. One of our associates had gone to the elementary school where this teacher taught before she moved to the open school. In this school, the teacher had 30 third graders all by herself. The kids had to eat lunch in the classroom, because the school wasn’t big enough to have a lunchroom. Our associate walked by her classroom one day at 12:15. The door was wide open, and 30 third graders were quietly sitting and eating their lunches while our teacher friend was playing Beethoven on the recorder. Our associate smiled when he saw this and said to himself, “That’s what I call control.”

Across the hall was the other third grade teacher. The door to the classroom was shut, but our associate could see in through a window. The place looked like a zoo. Kids were running all over the place, up on the desks, while the teacher was dancing and hugging them. It looked like a fun place to be. Would that teacher be a good reading teacher for our friend’s son? Absolutely, because the boy didn’t need a reading teacher. If you don’t need a manager, you might as well have a nice, warm, supportive one. Would this teacher be any good teaching the youngster math? No, she wouldn’t.

Now, back to the directive teacher’s response to our friend. She said, “It would have been a lot easier if I’d had your son from the beginning. I think he’s discouraged now, because it’s harder than he thought it would be, and he’s not doing well. So when it’s time for math, I would go over to him and say, ‘It’s time for math.’ Then I’d lead him by the hand over to his file. Sometimes I don’t think he even gets his own file—he gets absent kids’ files so he can goof them up. Then I would take him back to his desk, sit him down, and say, ‘Do problems 1 through 3, and I’ll be back in five minutes to check on you. If we work on this together, I know you’ll get better at math.’”

Our friend said, “You’re beautiful. Would you take over his math?” She did. Do you think their son got any better with her coaching style? You’d better believe it. Do you think he liked it? Not particularly. It is much easier to loosen up than tighten up. He had been used to working on his own. Even though working alone was not effective, he didn’t welcome the sudden shift to close supervision. Yet if people don’t know what they’re doing and are discouraged, somebody has to direct and coach them. Notice that our effective math teacher clarified expectations and goals, observed and monitored performance, and gave him feedback.

Luckily, there were only three months left in the school year. Why do we say luckily? Because it was difficult for this teacher to move from a directing/coaching style to a supporting/delegating style. She was great at start-up work, but once the kids got the skills, she had problems letting the students take responsibility for their own learning. After three months, our friend’s son was able to get out from under her. He moved on to a more humanistic, supporting teacher who could work with him now that he had the skills—like the warm, friendly teacher we described earlier. Teachers like these are absolutely super in their particular role, but you have to make sure they are working with the right kid at the right time. Both the directive teacher and the humanistic teacher would have been more effective if they could have used a variety of leadership styles. It’s the same with managers and leaders. You have to be flexible enough to vary your leadership style depending on the skill level of your people; otherwise, your effectiveness will be limited.



All people have peak performance potential—you just need to know where they are coming from and meet them there.




The Three Skills of a Situational Leader

To become effective in using Situational Leadership® II, you must master three skills: diagnosis, flexibility, and partnering for performance. None of these skills is particularly difficult; each simply requires practice.

Diagnosis: The First Skill

As we stated earlier, to be an effective situational leader, you must determine the development level of your direct report. But how, exactly, do you do that? The key is to look at two factors—competence and commitment.

Competence is the sum of knowledge and skills that an individual brings to a goal or task. The best way to determine competence is to look at a person’s performance. How well can your direct reports plan, organize, problem-solve, and communicate about doing a particular task? Can they accomplish the stated goal accurately and on time? Competence can be gained through formal education, on-the-job training, and experience, and it can be developed over time with appropriate direction and support.

The second factor to look for when diagnosing development level is commitment: a person’s motivation and confidence about a goal or task. How interested and enthusiastic are your direct reports about doing a particular job? Are they self-assured? Do they trust their own ability to do the goal or task? If their motivation and confidence are high, your direct reports are committed.

Flexibility: The Second Skill

When you can comfortably use a variety of leadership styles, you have mastered the second skill of a situational leader: flexibility. As your direct reports move from one development level to the next, your style should change accordingly. Yet our research shows that most leaders have a preferred leadership style.2 In fact, 54 percent of leaders tend to use only one style, 35 percent tend to use two styles, 10 percent tend to use three styles, and only 1 percent use four styles. To be effective, leaders must be able to use all four leadership styles.

Partnering for Performance: The Third Skill

The third skill of a situational leader is partnering for performance. Partnering opens communication between you and your direct reports and increases the quality and quantity of your conversations. When we first started to teach Situational Leadership® II, managers would leave our training excited and ready to apply and use the concepts. Yet we found that problems developed, because the people managers were applying the model to didn’t understand what the managers were doing and often misinterpreted their intentions.

For example, suppose that you diagnosed one of your people as predominantly a self-reliant achiever. As a result, you decided basically to leave that person alone, but you didn’t tell her why. After a while—when she hardly ever saw you anymore—she could become confused. “I wonder what I’ve done wrong,” she might think. “I never see my manager anymore.”

Suppose another one of your people is new, and you decide that he needs, at a minimum, a coaching style. As a result, you’re in his office all the time. After a while, he might start to wonder, “Why doesn’t my boss trust me? He’s always looking over my shoulder.”

In both cases, you might have made the right diagnosis, but since your people didn’t understand your rationale, they misinterpreted your intentions. Through these kinds of experiences, we realized this:



Leadership is not something you do to people, but something you do with people.




That’s where partnering for performance comes in. This skill is about gaining your direct reports’ permission to use the leadership style that is a match for their development level. As you will learn in the next chapter, “Self Leadership: The Power Behind Empowerment,” partnering for performance also allows people to ask their manager for the leadership style they need. Since partnering for performance involves this kind of give-and-take between leader and follower, we will wait until you fully understand Situational Self Leadership before going into depth about partnering for performance in Chapter 7, “Partnering for Performance.”

Effective Leadership Is a Transformational Journey

We call Situational Leadership® II the integrating concept because it was on this theory that The Ken Blanchard Companies was built. Over time, we realized that situational leadership applied not only when you were leading an individual, but also when you were leading a team, an organization, and, most importantly, yourself. In fact, we have found that leadership is a four-stage transformational journey that includes self leadership, one-on-one leadership, team leadership, and organizational leadership.3

Self leadership comes first, because effective leadership starts on the inside. Before you can hope to lead anyone else, you have to know yourself and what you need to be successful. Self knowledge gives you perspective.

Only when leaders have had experience in leading themselves are they ready to lead others. The key to one-on-one leadership is being able to develop a trusting relationship with others. If you don’t know who you are—or what your strengths and weaknesses are—and you are unwilling to be vulnerable, you will never develop a trusting relationship. Without trust, it is impossible for an organization to function effectively. Trust between you and the people you lead is essential for working together.

The next step in the transformational journey of a leader is team leadership. As leaders develop a trusting relationship with people in the one-on-one leadership arena, they become trustworthy. This is great preparation for team development and building a community. Effective leaders working at the team level realize that to be good stewards of the energy and efforts of those committed to working with them, they must honor the power of diversity and acknowledge the power of teamwork. This makes the leadership challenge more complicated, yet the results can be especially gratifying.

Organizational leadership is the final stage in the transformational journey. Whether a leader can function well as an organizational leader—someone supervising more than one team—depends on the perspective, trust, and community attained during the first three stages of the leader’s transformational journey. The key to developing an effective organization is creating an environment that values both relationships and results.

One of the primary mistakes that leaders make today is that when they are called to lead, they spend most of their time and energy trying to improve things at the organizational level before ensuring that they have adequately addressed their own credibility at the self, one-on-one, or team leadership levels.

As you take time at each of the leadership stops along your transformational journey, Situational Leadership® II will play a major role. The next chapter examines how the model applies to the first step of the transformational journey: self leadership.


Chapter 6
Self Leadership: The Power Behind Empowerment

Susan Fowler, Ken Blanchard,
and Laurence Hawkins

As we discussed in Chapter 4, “Empowerment Is the Key,” the traditional hierarchy of leadership is evolving into a new order: empowerment of individuals. When self leaders can take the initiative to get what they need to succeed and leaders respond to those needs, the proverbial pyramid turns upside down, and leaders serve those who are being led. This puts the power into empowerment.

Managers must learn to let go of command-and-control leadership styles, because soon they will have no choice. In the 1980s, a manager typically supervised five people; in other words, the span of control was one manager to five direct reports. Today, companies have more lean-and-mean organizational structures, where spans of control have increased considerably. Now, it is common to find one manager for 25 to 75 direct reports. Add to that the emergence of virtual organizations—where managers supervise people they seldom, if ever, meet face to face—and an entirely different work landscape emerges. The truth is that most bosses today can no longer play the traditional role of telling their people everything they need to do, and when and how. Managers just don’t have the time, and in many cases, their people know more about the work than they do. More than ever before, companies today rely on empowered individuals to get the job done.

A number of people are taking to this empowered environment like ducks to water. But some are becoming immobilized, unsure of how to take action without being told directly what to do by their manager. How can you get people to grab hold and run with the ball they’re being handed?

Creating an Empowered Workforce

Just as leaders must move from command and control to partnering for performance, so too must those who are being led move from “waiting to be told” to taking the initiative to lead themselves. If the key role of situational leaders is to become partners with their people, the new role of people is to become partners with their leaders. This is what self leadership is all about.



If empowerment is to be successful, organizations and leaders must develop self leaders in the workforce who have the skills to take initiative.




People need to be trained in self leadership. While many organizations teach managers how to delegate and “let go,” there is less emphasis on developing individuals to solve problems and make decisions. Organizations on the leading edge have learned that developing self leaders is a powerful way to positively impact the triple bottom line.

For example, one of our clients, Bandag Manufacturing, experienced the value of self leadership after a major equipment breakdown. Rather than laying off the affected workforce, the company opted to train them in self leadership. A funny thing happened. Direct reports began holding their managers accountable and asking them to demonstrate their leadership capabilities. They were asking managers for direction and support and urging them to clarify goals and expectations. Suddenly, managers were studying up on rusty skills and working harder.

When the plant’s ramp-up time was compared to the company’s other eight plants that had experienced similar breakdowns in the past, the California plant reached pre-breakdown production levels faster than any other in history. The manufacturer studied other measures, too. It concluded that the determining factor in the plant’s successful rebound was the proactive behavior of the workers, who were fully engaged and armed with the skills of self leadership.



An organization filled with self leaders is an organization with an empowered workforce.




Creating Self Leaders Through Individual Learning

Individual learning—one of the key elements of a high performing organization—is essential to self leadership.1 Organizations that do not encourage people to learn are less likely to be high performing, because the skills of an organization are no greater than the skills of its people. Unless its individuals learn, the organization cannot learn.

In high performing organizations, people are treated as appreciating assets who grow more valuable with experience and knowledge. High performing organizations use formal training, mentoring, and on-the-job support to develop the skills and competencies of their people.

While self leaders should be responsible for their own learning, they shouldn’t bear the burden alone; management should support the development of knowledge and skills. Fortunately, examples of organizations that support individual learning and the development of self leaders are plentiful. Yum! Brands—the parent company of Pizza Hut, Taco Bell, and KFC, among others—supports Yum! University. Here, associates learn the technical, business, and interpersonal skills that are related to creating customer mania.2 Johnsonville Foods promotes continuous learning by encouraging all employees to attend any training class, regardless of its direct applicability to their current jobs.3 GE’s learning initiative broke down barriers to learning through cross-functional work on real applications.4 Other examples abound.



Empowerment is what leaders give to their people. Self leadership is what people do to make empowerment work.




The Three Skills of a Self Leader

You cannot invert the hierarchical pyramid and simply tell self leaders to take responsibility. Self leaders must be actively developed by teaching people skills and mental attitudes that foster empowerment.5 In Self Leadership and The One Minute Manager, Ken Blanchard, Susan Fowler, and Laurence Hawkins teach the three skills of self leadership: challenge assumed constraints, celebrate your points of power, and collaborate for success.6

The First Skill of a Self Leader: Challenge Assumed Constraints

The first skill of a self leader is to challenge assumed constraints. What, exactly, do we mean by an assumed constraint?



An assumed constraint is a belief, based on past experience, that limits current and future experiences.




The classic example of an assumed constraint is illustrated by the training of circus elephants. The trainer takes a baby elephant and ties him to a stake with a big, heavy chain. Although the baby elephant pulls and tugs, he can’t break the chain. Eventually he stops trying. He is now a six-ton elephant with the Barnum & Bailey circus. He could easily pull the entire stake out of the ground—plus the stage—but he doesn’t even try. His inability to move beyond the length of the chain isn’t real; it’s an assumed constraint.

Consider how the elephant’s story relates to your own work experience. Do any of the following statements sound familiar? “Why should I bother? My boss won’t approve anyway. They never listen to anyone’s ideas around here. A woman has never held that position before. I’ve never been any good at that.” These are all examples of assumed constraints that might be true at some level but are not the truth that should define your experience.

Indicators that an assumed constraint may be holding you hostage are negative internal dialogue, excuses, and blaming statements. At one time or another, most of us have assumed that because we did not have direct authority or position power, we could not be leaders or influence outcomes. This is one of the most common assumed constraints in the workplace. People who have become legendary for their effectiveness—from Bill Gates to Mother Teresa—are those who go beyond assumed constraints to reach their goals. For example, Mother Teresa—a minority Albanian who spoke broken English—did not begin her amazing career with a high position and authority. She used her personal power to achieve her goal of bringing dignity to the destitute. Fame and success followed.

This is not to say that all of us aren’t constrained by outside forces, whether it’s a lack of time, money, or position of authority. Yet self leadership teaches that the constraints are not the problem; the problem is that we think these things are the only sources of power that are available to us. Every successful person can almost name the time and date when he or she decided to let go of an assumed constraint.

The Second Skill of a Self Leader: Celebrate Your Points of Power

The second skill of a self leader is to celebrate your points of power. Everyone has points of power, although many are unaware of them.

People of all ages struggle with the mere notion of power. The abuse of power, the use of status and position to coerce others, and the egoism associated with people who have social and political power have turned people off to the acceptance of—let alone use of—power. Situational Self Leadership teaches people that we all have points of power. In helping people recognize and accept their points of power, we suggest that “the sole advantage of power is the ability to do more good.” Self leaders can do more good for themselves, their families, their communities, their organizations, and their coworkers when they accept and tap into their power.

The five sources of power are position power, personal power, task power, relationship power, and knowledge power (see Figure 6.1).
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Figure 6.1 Points of Power

Position power is the most recognized point of power. It is inherent in the authority of one’s position. You have position power when your business card has a title printed on it that indicates you have the power to manage people or command resources.

Personal power comes from personal attributes such as strength of character, passion, inspiration, or wisdom. Personal power is further enhanced by strong interpersonal skills, such as an ability to communicate well and be persuasive. If people like to be around you, you have personal power.

Task power relates to a task or particular job. This is power you have in being able to help others with a process or procedure they need to do or, conversely, to block or delay others from doing a task. For example, an executive secretary for a president or CEO often has the power to influence who gets added to or deleted from the executive’s agenda.

Relationship power comes from the power of association with others—through building a friendship, understanding a colleague, cultivating a relationship, or knowing someone who owes you a favor. If you are somebody who has position power, personal power, task power, or knowledge power, you potentially have relationship power.

Knowledge power comes from having special expertise or skills but is also evidenced by having certain degrees or certifications indicating special training. You can often transfer knowledge power from job to job or from company to company. We’re all good at something, so we all have some form of knowledge power.

Everyone has some degree of each of these forms of power, and typically the distribution is uneven. We find that few people ever think about what points of power they have. Fewer still have asked others for their perceptions on this topic. If they did, they might be surprised at how others view them—their job, position, personality, and abilities.

Getting feedback on your points of power can be an enlightening experience. Chances are good that you’ll be surprised and gratified by the responses you get. With raised awareness of and attention to your own power, you come to realize how to use your points of power to better advantage. You will probably also realize that while you have been taking some points of power for granted, you have been oblivious to others. The best way to increase your power base is to gather people around you who have points of power you don’t have.



Don’t buy into the assumed constraint that position power is the only power that works.




Once you learn what your points of power are, you are ready to expand them. If you are strong in some points of power or weak in others, don’t assume this will be true the rest of your life. For example, it wouldn’t hurt a person with high knowledge power due to computer expertise but low personal power due to weak interpersonal skills to take a Dale Carnegie course on “How to Win Friends and Influence People.” Assuming that people will never want to be around you is a life-limiting assumed constraint. The same can be said of people who have good interpersonal skills but lack technical skills. You’re naïve to think that the computer will go away. So get with the program, and ask someone to help you learn.

Using the Power of “I Need”

You can maximize your points of power when you combine them with two powerful words: “I need.” Instead of directly stating what we need, many of us get trapped in asking dumb questions, like the woman in the subway. Let us explain: A man got on a subway in New York City and discovered there was only one seat left. There was something on the seat he didn’t want on his slacks, so he laid down his newspaper and sat on it. A few minutes later, a woman tapped him on the shoulder and said, “Excuse me, sir. Are you reading your newspaper?” The man thought that was one of the dumbest questions he’d ever heard. He couldn’t help himself. He stood up, turned the page, sat back down on the paper, and replied, “Yes, ma’am, I am.”

While that story is amusing, you might wonder if you ask any dumb questions. We all do. For example, suppose that a coworker is running around like a chicken with her head cut off, but you need some help. So you ask, “Are you busy?” That’s a dumb question. Of course she’s busy! So she says something like, “There just aren’t enough hours in the day.” You feel guilty, so you get flustered and leave her alone, not wanting to add to her burden.

The alternative to dumb questions is to simply state your needs to your coworker truthfully: “I need 15 minutes to discuss this project. If this isn’t a good time, I could come back at 3 o’clock.”

What makes the “I need” phrase so powerful? When you tell somebody you want something, that person’s first thought is usually, “We all want things we can’t have.” However, when you use the “I need” phrase, you’re coming from a position of strength. You’ve thought about what it will take to succeed, and you are requesting someone’s help. Human beings love to feel needed. They love to think they can help you.

Don’t be afraid to ask for what you need from people who have points of power you don’t have. By being assertive in this way, you will eliminate “being a victim” from your vocabulary. Remember, if you ask for what you need, you will either win or break even. How excited would you be about going to Las Vegas if the worst you could do was win or break even? You would catch the next plane. If you ask for what you need and you get it, you win. If you ask and don’t get it, you break even, because you didn’t have it in the first place. Most people are afraid to ask for what they need for fear of rejection. Remember, when people say no to you, they are only turning down your idea. The only person who can turn you down is you.

“I need” is compelling. This is a key phrase when you begin to collaborate for success.

The Third Skill of a Self Leader: Collaborate for Success

The third skill of a self leader is to collaborate for success. This is where self leaders take the initiative to get the direction and support they need to achieve their goals.

In Chapter 5, “Situational Leadership® II: The Integrating Concept,” we introduced the four development levels and the appropriate leadership styles for each. Situational Self Leadership turns the model upside down. Direct reports can now diagnose their own development levels on a particular goal or task and take the initiative to get from their managers the leadership style they need to succeed (see Figure 6.2).
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Figure 6.2 The Needs Model

To illustrate how this works, let’s return to our example in Chapter 5 of the recently hired 22-year-old salesperson. Suppose that the first thing his manager did with him was train him in Situational Self Leadership. Now when he and his manager set goals around his four key areas of responsibility—sales, service, administration, and team contribution—the young salesperson can collaborate for success by playing an active role in diagnosing his own development level. He can determine the leadership style he needs for each, rather than relying on his manager to do all the work. Not only will this increase his self-esteem and speed his journey to empowerment, but by being a good partner, he also will alleviate some of the management load for his boss. In the process, his manager can more easily invert the hierarchal pyramid and become more of a cheerleader and supporter than a director and controller.

Because the salesperson knows Situational Self Leadership, he can diagnose himself as an enthusiastic beginner (D1) in the area of selling to existing clients. He knows that he has not yet demonstrated competence in this area and that he hasn’t gained the knowledge and skills he needs to achieve his sales goals. Yet the thought of providing superior service to existing clients excites him, and his commitment is high. The salesperson should recognize that he needs a directing (S1) style, with high direction and low support. He should collaborate for success by asking his manager to teach him all about this part of the sales process, from making the first contact to completing the job.

In the area of administration—specifically, filing electronic reports—the salesperson realizes that he is a disillusioned learner (D2) in need of coaching (S2). His hotel job during the summer didn’t give him a lot of computer training. After taking some beginning software classes, he thought he was on his way to computer literacy. Yet without the instructor at his side, his confidence is waning. The salesperson should admit to his manager that while he’s fairly comfortable with e-mail, he’s so baffled by the spreadsheet program that he finds himself mumbling to the computer monitor. Recognizing that he needs a lot of direction and support in this area, the salesperson should collaborate for success by asking his manager for more computer training so that he can dialogue with the instructor as he learns. He also should ask his manager for lots of praise and support to build his confidence on the computer and encourage him to keep learning.

In the area of cold calling, the salesperson is having some trouble. He has been well trained in this area and knows the step-by-step process for cold calling. During his training and for the first few weeks afterward, he had several successes. During the past couple of weeks, however, he’s made hardly any sales through cold calls. His self-doubt has come roaring back, and he’s beginning to wonder if he has what it takes to succeed in cold calling on his own. Remembering how excited and competent he felt about cold calling just a few weeks ago, he realizes that he is a capable but cautious performer (D3) who needs a supporting (S3) leadership style. He should collaborate for success by asking his manager to listen to his concerns and questions and encourage his flagging confidence.

In the area of customer service, the salesperson knows full well he’s a self-reliant achiever (D4). Having worked in the hospitality industry, he brings all kinds of customer-pleasing skills to his new position, and delighting customers comes as naturally to him as breathing. He has already won the hearts of some of the company’s biggest clients by anticipating their needs and delivering more than they ever dreamed of receiving. In this area, the salesperson should collaborate for success by letting his manager know that what would work best for him would be a delegating (S4) leadership style. He should ask his manager to let him do the day-to-day decision making in this area. He also should let his manager know that the best way to support him is to trust him to do his job well, provide him with the resources he needs, and challenge him to deliver even higher levels of raving fan service.

It is important to remember that the collaborating for success process doesn’t have to be restricted to your manager. You can diagnose your development level and ask for the appropriate leadership style from any number of leaders. Remember that a leader is anyone who can give you the direction and support you need to achieve your goal. This is the perfect time for you to challenge your assumed constraints. Are you assuming that someone won’t have the time or inclination to help you? Move beyond that constraint and ask the person anyway.

Now that you know about self leadership, the next chapter introduces partnering for performance, the third skill of becoming an effective situational leader.


Chapter 7
Partnering for Performance

Fred Finch and Ken Blanchard

At its best, leadership is a partnership that involves mutual trust between two people who work together to achieve common goals. Both leader and follower influence each other. Leadership shifts between them, depending on the task at hand and who has the competence and commitment to deal with it. Both parties play a role in determining how things get done.

Partnering for performance, the third skill of effective situational leaders, provides a guide for creating such side-by-side leadership relationships. It is a process for increasing the quality and quantity of conversations between managers and direct reports—the people they support and depend on. These conversations not only help people perform better, but they also help everyone involved feel better about themselves and each other.

Establishing an Effective Performance Management System

An effective performance management system has three parts:

• Performance planning. After everyone is clear on the organizational vision and direction, performance planning begins. During this time leaders agree with their direct reports about the goals and objectives they should be focusing on. At this stage it’s okay for the traditional hierarchy to be alive and well, because if there’s a disagreement between a manager and a direct report about goals, who wins? The manager, because that person represents the organization’s goals and objectives.

• Performance coaching. This is where the hierarchy is turned upside down on a day-to-day basis. Now leaders do everything they can to help direct reports be successful. Servant leadership kicks in at this stage. Managers work for their people, praising progress and redirecting inappropriate performance.

• Performance review. This is where a manager and direct report sit down and assess the direct report’s performance over time.

Which of these three—performance planning, performance coaching, or performance review—do most organizations devote the greatest amount of time to? Unfortunately, it’s performance review. We go into organization after organization, and people say to us, “You’ll love our new performance review form.” We always laugh, because we think most of them can be thrown out. Why? Because these forms often measure things nobody knows how to evaluate. For example, “initiative” or “willingness to take responsibility.” Or “promotability”—that’s a good one. When no one knows how to win during a performance review, they focus most of their energy up the hierarchy. After all, if you have a good relationship with your boss, you have a higher probability of getting a good evaluation.

Some organizations do a good job on performance planning and set very clear goals. However, after goal setting, what do you think happens to those goals? Most often they get filed, and no one looks at them until they are told it’s time for performance reviews. Then everybody runs around, bumping into each other, trying to find the goals.

Of the three aspects of an effective performance management system, which one do people spend the least time on? The answer is performance coaching. Yet this is the most important aspect of managing people’s performance, because it’s during performance coaching that feedback—praising progress and redirecting inappropriate behavior—happens on an ongoing basis.

In Helping People Win at Work: A Business Philosophy Called “Don’t Mark My Paper, Help Me Get an A,” Ken Blanchard and WD-40 Company CEO Garry Ridge discuss in detail how an effective performance management system works.1 The book was inspired by Ken’s ten-year experience as a college professor. He sometimes got in trouble when he gave the students the final exam at the beginning of the course. When the faculty found out about that, they asked, “What are you doing?”

Ken said, “I thought we were supposed to teach these students.”

The faculty said, “You are, but don’t give them the final exam ahead of time!”

Ken said, “Not only will I give them the final exam ahead of time, what do you think I’ll do throughout the semester? I’ll teach them the answers so that when they get to the final exam, they’ll get As. You see, life is all about getting As—not some stupid normal distribution curve.”

Do you hire losers? Do you go around saying, “We lost some of our best losers last year, so let’s hire some new ones to fill those low spots.”? No! You hire either winners or potential winners. You don’t hire people to fit a normal distribution curve. You want to hire the best people possible, and you want them to perform at their highest level.

Giving people the final exam ahead of time is equivalent to performance planning. It lets people know exactly what’s expected of them. Teaching direct reports the answers is what performance coaching is all about. If you see people doing something right, you give them an “attaboy” or “attagirl.” If they do something wrong, you don’t beat them up or save your feedback for the performance review. Instead, you say, “Wrong answer. What do you think would be the right answer?” In other words, you redirect them. Finally, giving people the same exam during the performance review that you gave them at the beginning of the year helps them win—get a good evaluation. There should be no surprises in an annual or semiannual performance review. Everyone should know what the test will be and should get help throughout the year to achieve a high score on it. When you have a forced distribution curve—where a certain percentage of your people have to be average or less—you lose everyone’s trust. Now all people are concerned about is looking out for number one.

After learning about this philosophy, Ridge implemented “Don’t Mark My Paper, Help Me Get an A” as a major theme in his company. He is so emphatic about this concept that he would fire a poor performer’s manager rather than the poor performer if he found out that the manager had done nothing to help that person get an A.

Not all managers are like Garry Ridge. Many still believe you need to use a normal distribution curve that grades a few people high, a few people low, and the rest average. The reason these managers and their organizations are often reluctant to discard the normal distribution curve is that they don’t know how they will deal with career planning if some people don’t get sorted out at a lower level. If they rated a high percentage of their people as top performers, they wonder how they can possibly reward them all. As people move up the hierarchy, aren’t there fewer opportunities for promotion? We believe that question is quite naïve. If you treat people well and help them win in their present position, they often will use their creativity to come up with new business ideas that will expand your vision and grow the organization. Protecting the hierarchy doesn’t do your people or your organization any good.

Ralph Stayer, coauthor with Jim Belasco of Flight of the Buffalo, tells a wonderful story that proves this point. Stayer was in the sausage manufacturing business. His secretary came to him one day with a great idea. She suggested that they start a catalog business, because at the time they were direct-selling their sausages to only grocery stores and other distributors. He said, “What a great idea! Why don’t you organize a business plan and run it?” Soon the woman who used to be his secretary was running a major new division of his company and creating all kinds of job opportunities for people, as well as revenue for the company.2

Leadership that emphasizes judgment, criticism, and evaluation is a thing of the past. Leading at a higher level today is about helping people get As by providing the direction, support, and encouragement they need to be their best.

Partnering and the Performance Management System

To give you a better sense of how this works, we want to share with you a game plan that will help you understand how partnering for performance fits into the formal performance management system we just described. While you can put this game plan into action with no prior training, it is much more powerful when everyone involved—both leaders and direct reports—understands Situational Leadership® II or Situational Self Leadership. That ensures that everyone is speaking the same language.

Performance Planning: The First Part of a Performance Management System

As you can see in Figure 7.1, the first three steps in the Partnering for Performance Game Plan—goal setting, diagnosis, and matching—begin the performance process.
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Figure 7.1 The Partnering for Performance Game Plan

The first key element of effective partnering for performance is goal setting. All good performance starts with clear goals. This is such an important concept that we discuss it in detail in Chapter 8, “Essential Skills for Partnering for Performance: The One Minute Manager.” Clarifying goals involves making sure that people understand two things: first, what they are being asked to do—their areas of accountability—and second, what good performance looks like—the performance standards by which they will be evaluated.

Diagnosis is the second element of partnering for performance. It starts with the leader and direct report individually diagnosing the direct report’s development level for each of the goals agreed on. When we say individually, we mean that both leader and direct report go to a quiet place and separately diagnose the development level for each goal area by asking two questions:

• To determine competence, each should ask, “Does this person/do I know how to do this task?”

• To determine commitment, each should ask, “How excited is my direct report/am I about taking this on?”

After both people in the partnering process have done their diagnostic homework, they should come back together and agree on who goes first. If the direct report goes first, the leader’s job is to listen to that person’s diagnosis. Then, before saying anything else, the leader has to tell the direct report what she heard him saying until he agrees that’s what he said. When it’s the leader’s turn, she tells the direct report her diagnosis of his development level on each of his areas of responsibility. His job is now to listen and feed back what he heard until his manager agrees that’s what she said. Why do we suggest this process? Because it guarantees that both people are heard. Without some structure like this, if one of the two people involved is more verbal than the other, that person will dominate the conversation.

After both people have been heard, they should discuss similarities and differences in their diagnoses and attempt to come to some agreement. If there is a disagreement between leader and direct report on development level that cannot be resolved, who should win? The direct report. It is not the manager’s job to fight over development level. However, the manager should make the direct report accountable. This means asking him, “What will you be able to show me in this goal area in a week or two that will demonstrate that your development diagnosis was right and mine was wrong?” You want to help your people win, even if agreement has not been reached. We have found that people will work hard to prove they are right, which is exactly what you want them to do. If performance does not live up to agreed-on expectations, it will be clear to the direct report that the diagnosis should be reconsidered, and more direction and/or support should be given.

Once development level is clear, both parties, if they know Situational Leadership® II, should be ready to discuss which leadership style is needed. This leads to matching, the third step in the partnering for performance game plan. Matching ensures that the leader provides the kind of behaviors—a leadership style—that the direct report needs to perform the task well and, at the same time, enhances his commitment.

While the appropriate leadership style to use should be clear once development level is determined, that’s just the beginning. When you’re partnering for performance, you don’t just leave it at saying you’ll use a delegating or coaching style. You have to be more specific. For the leader, this provides an opportunity for what we call “getting permission to use a leadership style.”

The purpose of getting permission to use a leadership style is twofold. First, checking to make sure that the style proposed is what the direct report agrees he needs creates clarity. Second, getting permission ensures the direct report’s buy-in on the use of that style and increases his commitment. For example, if a direct report is an enthusiastic beginner who does not have much in the way of task knowledge and skill, but is excited about taking on the task, this person obviously needs a directing leadership style. The leader might say, “How would it be if I set a task goal that I believe will stretch you but is attainable, and then develop an action plan for you that will enable you to reach the goal? Then I’d like to meet with you on a regular basis to discuss your progress and provide any help you need as you get started. Does this make sense as a way for you to get up to speed as quickly as possible?” If the direct report agrees, they are off and running.

On the other hand, suppose a direct report is a self-reliant achiever on a particular goal and therefore can handle a delegating leadership style. The leader might say, “Okay. The ball is in your court, but keep me in the loop. If you have any concerns, give me a call. Unless I hear from you, or the information I receive tells me otherwise, I’ll assume everything is fine. If it isn’t, call early. Don’t wait until the monkey is a gorilla. Does that work for you?” If the direct report says yes, he is on his own until his performance or communication suggests differently. If in either of the two examples—the enthusiastic beginner or the self-reliant achiever—the direct report doesn’t agree, what should happen? Further discussion should take place until a leadership approach is agreed on.

As you can tell from the examples, once an appropriate leadership style is agreed on, the leader still needs to provide work direction. Providing work direction might involve establishing clear performance expectations, creating an action plan, putting in place a process for checking progress, and expressing confidence that the person can deliver on the performance plan.

As part of that process, it’s important to establish a monitoring process based on the agreed-on leadership style. This is where the leader and direct report commit to holding scheduled meetings—called progress-check meetings—to discuss how performance is going.

For example, if you agree that your direct report needs a directing style, you would meet quite frequently and maybe have the direct report attend some formal training. If a coaching style is chosen, you might say, “Let’s schedule two meetings a week for at least two hours to work on the goal you need help with. How about Mondays and Wednesdays from 1 to 3 p.m.?” With a supporting leadership style, you might ask, “What’s the best way for me to recognize and praise the progress you are making? At lunch every week or so?” If you agree to have lunch together, your role would be to listen and support her actions. With a delegating style, it would be up to the direct report to request help, since she’s a self-reliant achiever.

Performance Coaching: The Second Part of a Performance Management System

Once it’s determined, the agreed-on leadership style establishes the number, frequency, and kind of progress-check meetings that leaders and their direct reports have with each other. The implementation of these meetings begins performance coaching. That’s where leaders praise progress and/or redirect the efforts of their partners—their direct reports.

Leaders often assume that their work direction conversations are so clear that there is no need for follow-up or that they are so busy that they can’t take the time. If you want to save yourself time and misery, schedule and hold progress-check meetings. You will be able to catch problems before they become major and significantly increase the probability that your direct report’s performance on the goal will meet your expectations. If they didn’t schedule progress-check meetings, leaders could set up their people for failure. That’s why one of our favorite sayings is



You can expect more if you inspect more.




While this might sound intrusive, it really isn’t. As Ken Blanchard, Thad Lacinak, Chuck Tompkins, and Jim Ballard point out in Whale Done!: The Power of Positive Relationships, inspecting should emphasize catching people doing things right, not wrong. Praising progress and/or redirecting efforts begins with accentuating the positive. Redirection follows praising to keep progress going. If no progress is being made—in other words, if performance is not improving—leaders should move straight to redirection to stop any further decline in performance.

When they deliver the appropriate leadership style, managers are taking the fourth step in the partnering for performance game plan. Let’s take a look at the model again and see what happens when performance is improving.

Improving Performance

As you reexamine Figure 7.2, you might be wondering what the curve running through the four styles means. We call it a performance curve, and for good reason.
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Figure 7.2 Situational Leadership® II Leadership Styles



Performance is what triggers a change in leadership style.




As development level moves from enthusiastic beginner (D1) to self-reliant achiever (D4), the curve shows how a manager’s leadership style moves from directing (S1) to delegating (S4), with first an increase in support (S2), and then a decrease in direction (S3), until eventually there’s also a decrease in support (S4). At self-reliant achiever (D4), the person can direct and support more and more of his or her own work. Your goal as a manager, then, should be to help your direct report improve performance by changing your leadership style over time.

To help yourself do that as a leader, imagine the performance curve is a railroad track. Each of the four leadership styles depicts a station along the performance curve. If you start with an enthusiastic beginner (D1) using a directing style (S1), and you want to eventually get to delegating (S4), appropriate for a self-reliant achiever (D4), what two stations do you have to stop at along the way? Coaching (S2) and supporting (S3).

You’ll notice that no railroad tracks go straight from directing (S1) to delegating (S4). What happens to a fast-moving train if it goes off the tracks? People get hurt. It is important for managers not to skip a station as they manage people’s journey to high performance. By staying on track and stopping at all the stations, you will lead your direct reports to perform well on their own, with little or no supervision. Lao Tzu said it well:

When the best leader’s work is done, the people say, “We did it ourselves!”

An experiment we did at the University of Massachusetts illustrates the power of Situational Leadership® II in partnering for performance. We worked with four instructors teaching an eight-week course in management. The first two instructors taught by either lecturing or leading discussions—in other words, they used directing and coaching styles. These two traditional instructors became our control group.

We taught the other two instructors Situational Leadership® II and showed them how to change their teaching style over the course of eight weeks. The first two weeks we asked them to use a directing style: lecturing. The next two weeks we asked the instructors to lead discussions, in essence using a coaching style. During the following two weeks we showed them how to move to a supporting style by restricting their involvement in the class; they sat back and made only process comments like “Has everybody had a chance to speak?” or supportive comments like “This is a really interesting class.” During the last two weeks we showed them how to go to a delegating leadership style: they asked their students to run the class themselves, letting them know that they would be in the classroom next door writing an article for a business journal.

On the last day of class, a secretary came into all four classes and wrote a note on the whiteboard: “The instructor is sick tonight and won’t be here. Carry on as usual.”

What do you think happened to the students in the first two classes, where the control group instructors only lectured or led discussions? Within five minutes, those students were gone. Without the instructor there, they didn’t know what to do.

In the classes with the changing leadership style, nobody left. Students made comments like “The instructor hasn’t been here for the last two weeks. Big deal. What did you think about that case?” One of the two classes even stayed a half hour beyond the scheduled time.

At the end of the semester, the experimental classes with the changing teaching style outperformed the other two classes. The students knew more, they liked the course better, and they weren’t late or absent. How was that possible when their instructors weren’t even there for the last two weeks? Because the instructors stayed on the railroad tracks and gradually changed their teaching style from directing to coaching to supporting to delegating, the students over time moved from dependence to independence, from enthusiastic beginners to self-reliant achievers.

Declining Performance

We rarely find decreases in performance resulting from a decline in competence. Unless you can cite cases of Alzheimer’s at work, people generally don’t lose their competency if they had it in the first place or were trained to have it. Changes in performance occur either because the job and the necessary skills to perform it have changed, or because people have lost their commitment.



Dealing with decommitment—a change in motivation or confidence—is one of the biggest challenges facing managers.




For the most part, leaders avoid dealing with their decommitted people, largely because it is such an emotionally charged issue and they don’t know how. When they do address it, they usually make matters worse: They turn the not-engaged into the actively disengaged. The core perception on the part of these decommitted people is that either their leader or the organization has treated them unfairly.

We believe that the primary reason for loss of commitment is the behavior of the leader and/or the organization. More often than not, something the leader or organization has done or failed to do is the primary cause of the eroded commitment.

Decommitted people are not provided with the kind of leadership that matches their needs—they are under- or oversupervised. Decommitment has numerous other potential causes: lack of feedback, lack of recognition, lack of clear performance expectations, unfair standards, being yelled at or blamed, reneging on commitments, being overworked and stressed out. The loss of commitment can affect most, if not all, of the person’s job functioning.

People often assume that decommitment occurs mainly at the bottom of the organization, with individual contributors. Not so. It occurs at every organizational level.

Current literature and training programs for addressing what is called “handling performance problems” are overwhelmingly focused on frontline leaders. This literature and these programs assume that the frontline employee is the problem. The language itself—“handling performance problems”—implies that the person with the problem is the problem. The literature and training programs emphasize issues such as employees’ unacceptable performance or behavior, documenting performance problems, developing organizational policies to deal with them, employee counseling, removing poor performers, corrective counseling, and discipline.3

In general, these are lose-lose strategies that intensify decommitment and that should be used only as a last resort. This approach is commonly called “blaming the victim.” A process that does not address all the causes of the problem is guaranteed not to work, particularly if the person who is blaming the performer has a hand in causing it. If the leader and/or organization have a role in causing the problem, their role has to be identified and resolved as part of the solution.

Placing Blame: Not a Good Strategy

First, let’s assume that either the leader or the organization has contributed to the cause of an individual’s decommitment. This is not always the case, but the evidence suggests that it is in the substantial majority of instances where decommitment has occurred. Next, let’s assume that the issue has been going on for some time. Again, evidence supports this assumption. When we ask leaders in organizations to identify the people they lead who have “performance problems” and to tell us how long this has been going on, the responses range from six months to ten years. These responses alone identify the leader as part of the problem: the issues are not being addressed.

Dealing with decommitment is a difficult and usually highly emotionally charged undertaking. If the situation has been going on for some time, a high level of emotional tension probably exists in the relationship between the leader and the direct report. The leader blames the direct report, and the direct report blames the leader and/or the organization.

A sophisticated set of interpersonal skills and the ability not to let your ego get in the way are required to effectively address the problem. If you are unwilling to own up to any behavior on your or the organization’s part that has contributed to the cause of the problem, resolution is unlikely.

Dealing with Decommitment

Decommitment occurs when a gap exists between the direct report’s performance and/or behavior and the leader’s expectations. This gap occurs for two primary reasons. First, a gap occurs when the person has demonstrated the ability to perform or behave appropriately, and now his performance has declined or his behavior has changed in a negative way. Second, a gap occurs when the person is unwilling to gain knowledge and/or skills that would lead to improved performance or behavior.

We see three possible strategies for addressing decommitment:

• Keep on doing what you’ve always done.

• Catch it early.

• Go to a supporting leadership style (high supporting/low directing leader behavior).

The first alternative—keep on doing what you’ve always done—will get you what you’ve always gotten: escalating anger, frustration, and no resolution.

The most effective alternative is to catch decommitment early—the first time it is observed, before it gets out of control and festers. Early detection makes it easier for both you and your direct report to identify the causes and resolve them.

Just as improvements in performance prompt forward shifts in style along the curve, decreases in performance require a shift backward in leadership style along the performance curve. If a person you are delegating to starts to decline in performance, you want to find out why. So, you would move from a delegating style to a supporting style, where you listen and gather data. If both of you agree that the direct report is still on top of the situation, can explain the decline in performance, and can get performance back in line, you can return to a delegating leadership style. However, if you both agree that this performance situation needs more attention from you, you now can go to a coaching style where you can provide closer supervision. Seldom, if ever, do you have to go all the way back to a directing style.

The third alternative for addressing decommitment when the problem has been going on for some time is to cautiously go to a supporting leadership style. That may seem inappropriate to impatient managers who would like to get off the railroad tracks and head straight back to a directing leadership style. Let’s explore why and how a supporting leadership style is a better choice.



Step 1: Prepare

Preparation should involve selecting a specific performance or behavior that you believe you have a chance of jointly dealing with. Do not attempt to address everything at once.

After you have pinpointed the performance or behavior you want to focus on, gather all the facts that support the existence of the performance or behavior from your point of view. If it is a performance issue, quantify the decline in performance. If it is a behavior issue, limit your observations to what you have seen. Don’t make assumptions or bring in the perceptions of others. This is a sure way to generate defensiveness. And you probably won’t be able to specifically identify these “others” anyway, because they usually don’t want to be named. Also, use the most recent information possible. Next, identify anything you or the organization might have done to contribute to the decommitment. Be honest. Owning up is the most important part of moving toward resolution.

Ask yourself questions to determine your role in the situation. Were performance expectations clear? Have you ever talked to the person about his or her performance or behavior? Does the person know what a good job looks like? Is anything getting in the way of performance? Have you been using the right leadership style? Are you giving feedback on the performance or behavior? Is the person getting rewarded for inappropriate performance or behavior? (Often people in organizations are rewarded for poor behavior—that is, nobody says anything.) Is the person getting punished for good performance or behavior? (Often people get punished for good performance or behavior—that is, they do well and someone else gets the credit.) Do policies support the desired performance? For example, is training or time made available to learn needed skills?

Once you have done a thorough job of preparing, you’re ready for Step 2.



Step 2: Schedule a Meeting, State the Meeting’s Purpose, and Set Ground Rules

Scheduling a meeting is vital. It is important to begin the meeting by stating the meeting’s purpose and setting ground rules to ensure that both parties will be heard in a way that doesn’t arouse defensiveness. Decommitted people with serious performance or behavior issues are very likely to be argumentative and defensive when confronted. For example, you might open the meeting with something like this:

“Jim, I want to talk about what I see as a serious issue with your responsiveness to information inquiries. I would like to set some ground rules about how this discussion proceeds so that we can both fully share our perspectives on the issue. I want us to work together to identify and agree on the issue and its causes so that we can set a goal and develop an action plan to resolve it.

“First, I would like to share my perceptions of the issue and what I think may have caused it. I want you to listen, but not to respond to what I say, except to ask questions for clarification. Then, I want you to restate what I said, to make sure you understand my perspective and I know you understand it. When I am finished, I would like to hear your side of the story, with the same ground rules. I will restate what you said until you know I understand your point of view. Does this seem like a reasonable way to get started?”

Using the ground rules you have set, you should begin to understand each other’s point of view on the performance issue at hand. Making sure that both of you have been heard is a wonderful way to reduce defensiveness and move toward resolution.

Once you have set ground rules for your meeting, you are ready for Step 3.



Step 3: Work Toward Mutual Agreement on the Performance Issue and Its Causes

The next step is to identify where there is agreement and disagreement on both the issue and its causes. Your job is to see if enough of a mutual understanding can be reached so that joint problem solving can go forward. In most conflict situations, it is unlikely that both parties will agree on everything. Discover if there is sufficient common ground to work toward a resolution. If not, revisit those things that are getting in the way, and restate your positions to see if understanding and agreement can be reached.

When you think it is possible to go forward, ask, “Are you willing to work with me to get this resolved?”

If you still can’t get a commitment to go forward, you need to use a directing leadership style. Set clear performance expectations and a time frame for achieving them; set clear, specific performance standards and a schedule for tracking performance progress; and state consequences for nonperformance. Understand that this is a last-resort strategy that may resolve the performance issue but not the commitment issue.

When you get a commitment to work together to resolve the issue, it is normal to feel great relief and assume that the issue is resolved. Not so fast.

If you or the organization has contributed to the cause of the problem, you need to take steps to correct what has been done. Anything you have done to cause or add to the problem needs to be addressed and resolved. Sometimes, you have no control over what the organization has done, but just acknowledging the organization’s impact often releases the negative energy and regains the other party’s commitment.

If you finally get a commitment to work together to resolve the issue, you can go to Step 4 and partner for performance.



Step 4: Partner for Performance

Now you and the direct report need to have a partnering for performance discussion in which you jointly decide the leadership style you will use to provide work direction or coaching. You should set a goal, establish an action plan, and schedule a progress-check meeting. This step is crucial.

Resolving decommitment issues requires sophisticated interpersonal and performance management skills. Your first try at one of these conversations is not likely to be as productive as you would like. However, if you conduct the conversation in honest good faith, it will reduce the impact of less-than-perfect interpersonal skills and set the foundation for a productive relationship built on commitment and trust.

Performance Review: The Third Part of a Performance Management System

The third part of an effective performance management system is performance review. This is where a person’s performance over the course of a year is summed up. We have not included performance review in the traditional sense in our partnering for performance game plan. Why? Because we think effective performance review is not an annual event, but an ongoing process that takes place throughout the performance period. When progress-check meetings are scheduled according to development level, open, honest discussions about the direct report’s performance take place on an ongoing basis, creating mutual understanding and agreement. If these meetings are done well, the year-end performance review will just be a review of what has already been discussed. There will be no surprises.

Partnering as an Informal Performance Management System

What we have been talking about so far is how partnering for performance could fit in with a formal performance management system. Unfortunately, most organizations don’t have a formal performance management system. Organizational goals are usually set, but often no system is established to accomplish them. As a result, the management of people’s performance is left to the discretion and initiative of individual managers. While annual performance reviews are usually done, they tend to be haphazard at best in most organizations. Managers working in that kind of environment can implement partnering for performance on an informal basis in their own areas, even when it comes to performance review. As we stated earlier, we believe that effective performance review is an ongoing process that should take place throughout the performance period, not just once a year. If managers do a good job with an informal performance review system, perhaps through their good example, a formal performance management system will emerge organization-wide, with partnering for performance as a core element.

One-on-Ones: An Insurance Policy for Making Partnering for Performance Work

How can people close the gap between learning about partnering for performance and really doing it?

Margie Blanchard and Garry Demarest developed a one-on-one process that requires managers to hold 15- to 30-minute meetings a minimum of once every two weeks with each of their direct reports.4 Since managers have more people to worry about than an individual contributor, the onus is on the direct report to schedule these meetings as well as set the agenda. This is when people can talk to their managers about anything on their hearts and minds—it’s their meeting. The purpose of one-on-ones is for managers and direct reports to get to know each other as human beings.

In the old days, most businesspeople had a traditional military attitude that said, “Don’t get close to your direct reports. You can’t make hard decisions if you have an emotional attachment to your people.” Yet rival organizations will come after your best people, so knowing and caring for them is a competitive edge.



Too often, talented people report that their executive recruiter knows and cares more about their hopes and dreams than their manager does.




Don’t let this be said about you. One-on-one meetings not only deepen the power of partnering for performance, they also create genuine relationships and job satisfaction. In the next chapter, we’ll reveal the final secrets of leading people one-on-one.


Chapter 8
Essential Skills for Partnering for Performance: The One Minute Manager®

Ken Blanchard
and Fred Finch

We are firm believers in the 80/20 rule: Eighty percent of the results that leaders need to get in working with their people come from about 20 percent of the leadership activities they could do. The three secrets of The One Minute Manager1 are a perfect example. In this book, Ken Blanchard and Spencer Johnson focus on three basic concepts: one minute goals, one minute praisings, and one minute reprimands or redirection. While these three skills probably represent only 20 percent of the activities that managers engage in, they could provide them with the outcome they desire (the 80 percent). These three skills are core to effective partnering for performance.

One Minute Goal Setting

Without clear goals, Situational Leadership® II doesn’t work. Why not? Because development level is task-specific. As we’ve indicated, people are not globally enthusiastic beginners, disillusioned learners, capable but cautious performers, or self-reliant achievers. It all depends on which goal area of their job you’re talking about.

According to research, goal setting is the single most powerful motivational tool in a leader’s toolkit.2 Why? Because goal setting provides purpose, challenge, and meaning. Goals are the guideposts along the road that make a compelling vision come alive. Goals energize people. Specific, clear, challenging goals lead to greater effort and achievement than easy or vague goals do.

Of course, people must have the knowledge, skills, and commitment necessary for goal achievement. That’s what Situational Leadership® II focuses on. When dealing with enthusiastic beginners and disillusioned learners, it’s probably better to set learning goals than outcome goals. For example, it is better for beginning golfers to hit balls into a net than on a driving range, because if the outcome of their efforts is evident, they could get discouraged after every shot. When they hit into a net, all they are focused on is whether they are learning how to swing properly. When these golfers begin to demonstrate a competent swing, they can go out onto the driving range.

If all good performance starts with a clear goal, how do you know a clear goal when you have one? For a goal to be clear, people need to know what they are being asked to do (their areas of accountability) and what good performance looks like (the performance standards by which they will be evaluated).

Areas of Accountability

One of the biggest obstacles to productivity improvement is the problem of unclear organizational expectations and accountability. For example, when people are asked what they do and their managers are asked what their people do, they both typically give widely divergent answers, particularly if the group is asked to prioritize their list of responsibilities. As a consequence, individuals in organizations often get punished for not doing what they didn’t know they were supposed to do.

At times, the people management deems most responsible for a specific activity may be completely unaware of their role. For example, a group of restaurant managers concerned about sales were asked, “Who is responsible for generating sales in your organization?” They said the waiters and waitresses were. But when the waiters and waitresses were asked what their primary responsibilities were, their reply was consistently “Serving food and taking orders.” They made no reference to selling. So, although it may seem very basic, managers need to make sure their people know what is expected of them.

Performance Standards

People must also know what good performance looks like. Performance standards help managers and direct reports more easily monitor performance, and they serve as a basis for evaluation. Whether an organization has clear performance standards can be determined by asking people, “Are you doing a good job?” Most people will respond by saying either “I don’t know” or “I think so.” If they answer “Yes, I think so,” a revealing follow-up question would be “How do you know?” Typical responses are “I haven’t been chewed out by my boss lately” or “No news is good news.” Such answers imply that people receive little feedback on their performance until they make a mistake. This is a sad state of affairs. That habitual practice by managers leads to the most commonly used management style in the United States: leave-alone-then-zap. This style of management can also be called “seagull management.” When someone makes a mistake, seagull managers fly in, make a lot of noise, dump on everyone, and fly out. Since this is the predominant style of management in organizations, it is no wonder that motivating people is a major organizational problem today.

Scott Meyers, a longtime consultant in the field of motivation, made the same point using a novel analogy.3 Meyers was struck by the number of unmotivated people in organizations. Yet he had never seen an unmotivated person after work. Everyone seemed to be motivated to do something.

One night when Meyers was bowling, he saw some of the “problem” employees from the last organization where he worked. One of the least motivated people—someone he remembered all too well—took the bowling ball, approached the line, and rolled the ball. The employee started to yell and jump around. Why do you think he was so happy? The answer was obvious to Meyers: The employee got a strike. He knew he had performed well—he had knocked down all the pins.

Goals Need to Be Clear

The reason people are not jumping for joy in organizations, Meyers contended, is that, in part, it is not clear what is expected of them. To continue his bowling analogy, when people approach the alley, they notice there are no pins at the end; that is, they don’t know what their goals are. How long would you want to bowl without pins? Yet, every day in the world of work, people are bowling without any pins, and, as a result, they cannot tell how well they are doing. Managers know what they want their people to do; they just don’t bother to tell them. They assume people know. Never assume anything when it comes to goal setting.

Reaching Goals Requires Feedback

When managers assume that their people know what’s expected of them, they are creating a second ineffective form of bowling. They put up the pins, but when the bowler goes to roll the ball, he notices there is a sheet across the alley. When he rolls the ball and it slips under the sheet, he hears a crack, but he doesn’t know how many pins he knocked down. When asked how he did, he says, “I don’t know, but it felt good.”

It’s like playing golf at night. A lot of our friends have given up golf. When we ask them why, they say, “The courses are too crowded.” When we suggest they play at night, they laugh, because who would ever play golf without being able to see the flags? To move toward goals, people need feedback on their performance.



The number one motivator of people is feedback on results.




As former colleague Rick Tate often said, “Feedback is the breakfast of champions.” Can you imagine training for the Olympics with no one telling you how fast you ran or how high you jumped? The idea seems ludicrous, yet many people operate in a vacuum in organizations, not knowing how well they are doing on their jobs.

Money motivates people only if it is feedback on results. Have you ever gotten a raise that you were pleased with, only to find out that somebody else who you don’t think works as hard as you got the same or even a better raise? Not only was that increase in money not motivating, it became demotivating once you knew it had nothing to do with results. Suddenly, it didn’t matter how hard you worked.

Once managers are convinced that the number one motivator of people is feedback on results, they usually set up a third form of bowling. When the bowler goes to the line to roll the ball, the pins are up and the sheet is still in place, but now the game has another ingredient: a supervisor standing behind the sheet. When the bowler rolls the ball, he hears the crash of the falling pins. The supervisor holds up two fingers and says, “You knocked down two.” In fact, most bosses would not phrase the feedback so positively, but would say, “You missed eight.”

Performance Reviews Can Undermine Performance

Why don’t managers lift the sheet so that everyone can see the pins? Because organizations have a strong tradition known as the performance review. We call it NIHYYSOB (“Now I have you, you S.O.B.”). Sadly, many managers use the performance review as a once-a-year opportunity to get even with their people.

As we indicated in the last chapter, the performance review process is often used to spread people over a normal distribution curve, thereby categorizing them and distorting their performance. Having a set budget or percentage for a group’s salary increases often encourages this practice. In most organizations, if six or seven people report to you, the practice of rating them all high—even if they all deserve it—is discouraged. It doesn’t take managers very long to realize that if they rate all their people high, they subsequently get rated low by their managers. The only way they can get rated high is if they rate some of their people low.

One of a manager’s toughest jobs is deciding who gets the low ratings. Most Americans grow up with this win-lose mentality, in which some people in every group must lose. It pervades our educational system. For example, a fifth-grade teacher giving a test on state capitals would never consider making atlases available during the test to allow the students to look up the answers. Why? Because all the children would get 100 percent. Can you imagine what would happen to American education if kids who had to take vocabulary tests were allowed to keep dictionaries on their desks? There would be an uproar!

Limit the Number of Goals

Three to five goals are the ideal number on which peak performers can concentrate, according to most research.4 Once these goals are established, they should be written down so that they can be frequently used to compare actual behavior to targeted behavior.

Often, goal setting is considered a paperwork activity—a necessary evil in getting the job done. When this is the case, goals are filed and people go off and do whatever they want until a performance review draws near. With one minute goal setting, the philosophy is that you should keep your goals close at hand and be able to read each in a minute or less.

Good Goals Are SMART Goals

Although most managers agree with the importance of setting goals, many do not take the time to clearly develop goals with their people and write them down. As a result, people tend to get caught in the “activity trap,” where they become busy doing things, but not necessarily the right things. To focus on what is important, you should set SMART goals with your people. SMART is an acronym for the most important factors in setting quality goals:

Specific and measurable. You have to be specific about the area that needs improvement and what good performance looks like. Being specific reinforces the old saying “If you can’t measure it, you can’t manage it.” Therefore, goals have to be specific, observable, and measurable. If somebody says, “But my job can’t be measured,” offer to eliminate it to see if anything will be missed.

Motivating. Not every job people are asked to do will be super-exciting, but having motivating goals helps. Sometimes all people need to know is why the task is important. People want to know that what they do makes a difference. That’s motivating.

Attainable. What really motivates people is to have moderately difficult but achievable goals. This has been proven time and again by setting up a version of the old ring toss game. People are asked to throw rings at a stake from any distance they choose. Unmotivated people, it has been found, stand either very close to the stake, where the goal is easily accomplished, or far away, where their chances of success are minimal. High achievers, based on classic research on achievement motivation conducted by David McClelland, find the appropriate distance from the stake through experimentation.5 If they throw the rings from a certain spot and make most of their tosses, they move back. Why? It’s too easy a goal. If they miss most of their tosses, they move forward. Why? It’s too difficult a task. McClelland found that high achievers like to set moderately difficult but attainable goals—that is, goals that stretch them but are not impossible. That’s what we mean by attainable.

Relevant. As we stated earlier, we believe in the 80/20 rule. Eighty percent of the performance you want from people comes from the 20 percent of the activities they could get involved in. Therefore, a goal is relevant if it addresses one of the 20-percent activities that make a difference in overall performance.

Trackable and time-bound. To praise progress or redirect inappropriate behavior, managers must be able to measure performance frequently. This means using a record-keeping system and timeline to track performance. If a goal consists of completing a report by June 1, the chances of receiving an acceptable, even outstanding, report will increase if interim reports are required and progress is praised along the way.

One Minute Praisings

Once your people understand what they are being asked to do and what good behavior looks like, you are ready for the second key to obtaining desired performance: the one minute praising. Praising is the most powerful activity a manager can do. In fact, it is the key to training people and making winners of everyone working for you. A praising focuses on reinforcing behavior that moves people closer to their goals.



Of all the keys of the One Minute Manager, one minute praisings are the most powerful.




Look around your organization and see if you can “catch people doing something right.” When you do, give them a one minute praising that is immediate and specific and that states your feelings.

Be Immediate and Specific

For a praising to be effective, it must be immediate and specific. Tell people exactly what they did right as soon as possible. For example, “You submitted your report on time Friday, and it was well written. In fact, I used it in a meeting today, and that report made you and me and our whole department look good.” Comments that are too general, such as “I appreciate your efforts” and “Thank you very much,” are less likely to seem sincere and thus are unlikely to be effective.

State Your Feelings

After you praise people, tell them how you feel about what they did. Don’t intellectualize. State your gut feelings: “I felt so happy and proud after hearing your financial report presentation at the Board of Directors meeting. I’m delighted you’re on our team. Thanks so much.” Although praisings do not take very long, they can have lasting effects.

Praisings Are Universally Powerful

Praisings drive all effective human interaction. These same concepts apply to any relationship, not only making people better managers, but also making them better parents, spouses, friends, and customers. Consider marriage, for example.

When you first fall in love, everything is right. You seldom see the faults or limitations of your loved one. Love is blind—you see only the positive. When you decide to get married or commit to some permanency in your relationship, you often start to see things wrong with each other. You begin to say such things as “I didn’t know you thought that” or “I can’t believe you would do something like that.” Your emphasis shifts to what’s wrong with the other person, rather than what’s right. The ultimate demise of a loving relationship is when you do something right and you get yelled at anyway because you didn’t do it right enough. You hear things like “I shouldn’t have to ask” or “You should have done it earlier.”

How do two people go from being excited about each other to squabbling? It’s really quite simple. Good relationships are all about the frequency with which you catch each other doing something right.

Being Close Counts

This discussion brings up one of the important points to remember about praising: Don’t wait for exactly the right behavior before praising someone. Catch people doing things approximately right. We want exactly right behavior, but if we wait for exactly right behavior before we recognize it, we’ll probably never get it. We have to remember that exactly right behavior is made up of a whole series of approximately right behaviors. We all know that with animals and little people—we just forget it with big people.

For example, suppose you want to teach a child who is learning to speak to say, “Give me a glass of water, please.” If you wait until the child says the whole sentence before you give her any water, the child will die of thirst. So you start off by saying, “Water! Water!” All of a sudden one day the child says “waller.” You jump all over the place, hug and kiss the child, and get Grandmother on the phone so the child can say, “Waller, waller.” It isn’t “water,” but it’s close.

You don’t want a kid going into a restaurant at the age of 21 asking for a glass of waller, so after a while you only accept the word “water,” and then you start on “please.” So in training someone, you should emphasize catching that person doing something right—in the beginning, approximately right—and then gradually moving them toward the desired behavior.

Bob Davis, former president of Chevron Chemical, has as one of his favorite mottos “Praise progress—at least it’s a moving target.” What we need to do in all our interactions at work and at home is accentuate the positive and catch people doing things right, even if it’s only approximately right.

If you are having difficulty with a spouse, child, team member, boss, or friend, you have to first ask yourself, “Do I want this relationship to work?” Examine your gut feelings. If deep down you don’t want to make the relationship work, you won’t. Why? Because you have control of the qualifier—the “Yes, but...” If you want to make the relationship work, you will catch the other person doing things right or approximately right. But if you don’t want to make it work for whatever reason, you can easily undermine another person’s best efforts to please you. No matter what that person does right, you will say, “Yes, but you didn’t do this or that right.”

Make Time for Praisings

We ask people all the time, “How many of you are sick and tired of all the praisings you get at work or at home?” Everybody laughs, because most of us do not naturally think of cheering each other on. Yet we all know people who carry around in their wallet or pocketbook a praising note they got years ago. It seems “gotcha” comes more easily to most of us than “well done.” How do we break this pattern? Maybe we need to be more intentional about it.

You should set aside at least two hours a week for cheering people on. Write it on your calendar, just as you would any other appointment. Then, use the Hewlett-Packard philosophy of Management by Wandering Around.6 Wander around your operation, catch people doing things right or approximately right, and tell them about it. Do the same with your spouse, children, and friends. At home, you may not need two hours a week, but ten minutes surely wouldn’t hurt.

Reprimanding Versus Redirection

If one minute praisings are focused on catching people doing things right and accentuating the positive, the question that inevitably arises is, “That’s all well and good. What do you do if somebody’s performance is not up to snuff?”

Although the label for the third secret of the One Minute Manager is the one minute reprimand, there are actually two strategies for dealing with poor performance: one minute reprimands and redirection. A reprimand works best with people who have “won’t do” or attitudinal problems. These people are winners, and they know how to do what they are being asked to do, but for some reason they’re not doing it. Redirection is appropriate for people with “can’t do” or experience problems. These people are learners and therefore do not yet know how to do what they are being asked to do.

If there are two different strategies for dealing with poor performance, why is the one minute reprimand highlighted in The One Minute Manager? Because people generally are not very good at giving negative feedback to normally good performers. While that is still true, Ken is quick to admit that today he would probably highlight redirection. Why? Because things are changing so fast now in most fields that people’s competency to do a job is often short-lived.

Ongoing learning is necessary for all of us to keep up today. As a result, there are far fewer situations where a one minute reprimand is more appropriate than redirection. That’s one of the main reasons why Ken got excited about writing Whale Done!: The Power of Positive Relationships with one of his old writing buddies, Jim Ballard, and with Thad Lacinak and Chuck Tompkins, who’ve been training killer whales for more than thirty years.7 It doesn’t take much intelligence to realize that it wouldn’t make sense to punish a killer whale and then tell its trainers to get in the water with it. Thad and Chuck point out that there is no negative interaction between killer whales and trainers. When a whale does something right or approximately right, a praising follows. That’s why, when a whale successfully performs a trick and returns to the stage, it is greeted with a bucket of fish, a rub on its tongue, or a big hug. If the trick wasn’t up to standards, when the whale returns to the stage, the trainers don’t yell at it or punish it in any way. They simply give a hand signal that says to the whale, “Let me see that again.” If trainers can’t be positive with a whale, redirection comes into play.

Because there is a distinct difference between redirection and a reprimand, let’s take a look at each separately.

One Minute Reprimands

As we said earlier, a reprimand is appropriate only for someone who has the skills to do the job but for some reason lacks the commitment. Keeping that in mind, consider the four keys to giving a reprimand:

• First, as with one minute praising, reprimand as soon as possible after an incident. Do not save up your feelings. If you “gunnysack” and store up your feelings, when you finally let go of them, they are apt to be out of proportion to the event that triggered your emotional release. The longer you wait to give someone negative feedback, the more emotional it becomes, so give negative feedback as soon as possible. Doing so causes fewer problems.

• Second, be specific. Tell people specifically what they did wrong—for example, “John, you didn’t get your report in on time Friday” or “I notice your sales were down 20 percent this quarter.”

• Third, share your feelings about what was done. “Let me tell you how I feel about the late report, John. I’m angry because everyone else got their reports in on time, and not having your report delayed my analysis of our market position. It really frustrated me.” Don’t intellectualize about what the person did wrong. Focus on your feelings, and describe them sincerely and honestly.

• Fourth—and this is probably the most important step—reaffirm the person. In the case of the late report, you might say: “Let me tell you one other thing. You’re good. You’re one of my best people. That’s why I was angry about your late report. It’s so unlike you. I count on you to set an example for others. That’s why I won’t let you get away with that late report behavior. You’re better than that.”

Reprimand the Behavior, Not the Person

Many people can’t understand why you would praise people after you have reprimanded them. You do it for two very important reasons. First, you want to separate people’s behavior from them as individuals. That is, you want to keep the people but get rid of their poor behavior.



By reaffirming people after you have reprimanded them, you focus on their behavior without attacking them personally.




Second, when you walk away after reprimanding, you want people to think about what they did wrong, not about how you treated them. If no reaffirmation is done, people who are reprimanded tend to redirect their energy to you, the reprimander. Why? Because of how they were treated. For example, many reprimands not only don’t end with a praising, but end with a comment such as “And let me tell you one other thing...” and then the individual is given a parting shot: “If you think you’ll get that promotion, you have another think coming.”

Then, when you walk away, the one who has been reprimanded often turns to a coworker and, instead of discussing his poor performance, talks about the incident and the manager’s poor behavior. That person is psychologically off the hook with his poor performance, and the manager becomes the villain.

However, if you end a reprimand with a praising, you just told the person how good he is. Now that person has to think about what he did wrong, not about your leadership style.



Many problems in life stem not from making mistakes, but from not learning from them.




Whenever we do not learn from our mistakes, it is often because we are attacked for those mistakes. We are called names and generally downgraded by other people who discover our mistakes—good old seagull managers.

When our self-concept is under attack, we feel the need to defend ourselves and our actions, even to the extent of distorting the facts. When people become defensive, they never hear the feedback they are getting. As a result, little learning takes place. The effective use of the one minute reprimand with someone who makes a mistake should eliminate this defensive behavior.



Remember, people are okay. It is just their behavior that is sometimes a problem.




The proper use of the one minute reprimand helps communicate important information necessary to get poor performance back on track.

Redirection

When people’s performance isn’t up to standards and they are still learning, redirection is more appropriate than a reprimand.

An effective redirection response has several key aspects:

• When people who are still learning do something wrong, the first thing you have to do is make sure they know that they have made a mistake or that a problem exists. Be specific. Share what happened clearly and without blame. For example, if a customer did not receive the correct order, the person responsible in the shipping department needs to know that.

• Second, the person being redirected needs to know the negative impact that the error caused. You might say, “One of our best customers was really upset. She needed that order for a sales presentation, and the fact that it didn’t arrive on time resulted in a less-than-stellar presentation.”

• Third, the manager in this situation, if appropriate, should take the blame for not making the task clear. Maybe the order was unclear. “It’s my responsibility that you get the best information possible so that you can do your job right.”

• Fourth, go over the task in detail, and make sure it is clearly understood. “To rally from this mistake, we need to overnight exactly what the customer ordered. If necessary, we might have to get someone to hand-deliver the order. We must do everything we can to make this situation right. Let’s double-check the order so that we’re all on the same page.”

• The final aspect of a redirection response is to express your continuing trust and confidence in the person. “I appreciate your enthusiasm and desire to learn. I still have confidence that you can be a standout in this department.”

As is evident, these steps are similar to the one minute reprimand. The big difference is that redirection focuses on teaching as the person is still learning, while the reprimand is focused on getting people back using the skills they already have. In both cases, the goal is not to tear people down, but to build them up in a way that they will return to top performance with a reprimand or continue to learn with redirection.

Praisings and Redirection Are Key to Partnering for Performance

The fourth step in partnering for performance is delivering the appropriate leadership style. Again, as a leader you are constantly looking for opportunities to move your leadership style forward so that you can eventually get to delegating. As people’s performance increases, praising their progress is key to supporting their efforts. If at any time their performance stalls or moves backward, rather than reprimanding or punishing them, the best strategy is to redirect and get them back on course. As managers manage by wandering around, it behooves them to praise progress and/or redirect. That is how you teach your people the right answers, so that when they get to the final exam—the performance review—they have the best opportunity to get an A.

Where does that leave reprimands? Again, reprimands can be helpful when performance is declining because of an attitude problem, not a skill problem. As we discussed in the last chapter, a reprimand can play a key role when decommitment is detected early.

The follow-up book to The One Minute Manager, Putting the One Minute Manager to Work, by Ken Blanchard and Robert Lorber, shows practicing managers how to apply the three secrets—one minute goals, one minute praisings, and one minute reprimands or redirection—to improve performance on an ongoing basis.8

The Fourth Secret of the One Minute Manager

Shortly after Ken Blanchard and Spencer Johnson’s The One Minute Manager came out, a top manager wrote to Ken and expressed how much he enjoyed the three secrets of the one minute manager. But he suggested that managers aren’t always right. He insisted that managers make mistakes all the time. “I think the fourth secret of the one minute manager should be the one minute apology,” he said.

That resonated with Ken, because his mother always said, “Two phrases that are not used enough in the world that could make it a better place are ‘Thank you’ and ‘I’m sorry.’” One minute praising covered thank you, but the three secrets didn’t cover I’m sorry. That’s when Ken and Margret McBride decided to write The Fourth Secret of the One Minute Manager: A Powerful Way to Make Things Better.9

The One Minute Apology

As with praisings, reprimands, and redirection, the one minute apology has several key aspects:

• A one minute apology begins with honesty. That starts with your being truthful and admitting to yourself that you’ve done something wrong and need to make up for it. The key here is a willingness to take full responsibility for your actions and any harm done to anyone else.

• A one minute apology ends with integrity. This involves recognizing that what you did or failed to do is wrong and inconsistent with who you want to be. It is important that you reaffirm that you are better than your poor behavior and forgive yourself.

• Once these two things are done, your focus has to be on making amends to that person for the harm you caused.

• Finally, commit to yourself and others not to repeat what you did wrong, and keep this commitment by changing your behavior.

What would an apology look like? Suppose at a meeting you kept interrupting a colleague, not permitting her to finish a thought. When another of your associates pointed this out after the meeting, you had a big aha, realizing that what you did was wrong and not beneficial to your team.

As soon as possible, go to the offended person and say something like, “I got some feedback about how I kept interrupting you at the meeting today and not letting you finish. I want to apologize, because I recognize the truth in that feedback, and I feel bad. That’s not who I want to be. In fact, I think I’m better than that. I promise I will never do that again. How can I make amends for what I did today?”

History would have been rewritten if President Nixon had quickly apologized for Watergate when what happened became clear. The same holds true for President Clinton and the Monica Lewinsky incident. When President Kennedy took full responsibility for the Bay of Pigs debacle, even the press didn’t have much more to talk about.

A one minute apology can be an effective way to correct a mistake you have made and restore the trust needed for a good relationship. Adding the one minute apology to goal setting, praising, reprimanding, and redirection makes partnering for performance a real give-and-take process where admitting your vulnerability can be more of a rule than an exception. Effective one-on-one leadership relationships depend on trust, and trust can occur only when we can get out of our own way and be authentic as we work with our people.

Are there other tools that can be applied to one-on-one relationships? Absolutely. In the next chapter, you’ll see how coaching can be used to develop people’s leadership skills.


Chapter 9
Coaching: A Key Competency for Leadership Development

Linda Miller
and Madeleine Homan Blanchard

In companies all over the world, surveys are showing that a leadership shortage is coming soon. Future leaders are needed in all industry sectors and functional areas and at all levels within organizations. The development of new leaders is becoming an important focus for executives and senior managers. More and more, coaching is being recognized as one of the key competencies that effectively develops future leaders.

A 2008 American Management Association study found that coaching is associated with higher performance in organizations, yet it is used by only about half of today’s companies. Coaching continues to gain in popularity, and the field offers great growth opportunities.1 The AMA concluded its report by stating: “We expect that coaching will become one of the keys to developing and retaining scarce talent in the future, and we think companies that learn to leverage it well will have a significant competitive advantage in the global marketplace.”

Definition of Coaching

When we talk about coaching in this context, we are expanding our definition far beyond the coaching leadership style described in Situational Leadership® II. In the narrow definition, a coaching leadership style involves providing the appropriate direction and support needed when disillusionment sets in, either because a task is more complicated than anticipated or circumstances have caused a change in attitude. Coaching as we describe it in this chapter is a broader term that encompasses several applications. We define this broader term as follows:

Coaching is a deliberate process using focused conversations to create an environment that results in individual growth, purposeful action, and sustained improvement.

Regardless of people’s function or position, successful coaching encourages them to be deliberate, purposeful, and fully aligned with team and organizational objectives as they make decisions and take action. Central to coaching is a focus on self responsibility, forward movement, and taking intentional action.

Five Applications of Coaching

Coaching can be provided for leaders in organizations by the use of external coaches or managers and HR professionals trained to provide coaching as one of their job responsibilities. In our discussion, all the examples used focus on internal coaches. Regardless of who performs the coaching, it has five common applications:

• Performance coaching is used when individuals need help returning their performance to acceptable standards.

• Development coaching is used when high performing individuals are ready to become more fully rounded in their current role.

• Career coaching is employed when individuals are ready to plan their next career moves.

• Coaching to support learning occurs when managers or direct reports need support, encouragement, and accountability to sustain recent training and turn insights into action.

• Creating an internal coaching culture is what happens when leaders recognize the value of coaching and use it to develop others.

After working with thousands of people in organizations, we have found that many managers and leaders spend the majority of their time dealing with performance challenges. With the leadership shortage ahead, it is important to shift from managing performance to focusing on development. As shown in Figure 9.1, while coaching sometimes involves discussions or conversations about performance and career, the coaching sweet spot centers on development.
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Figure 9.1 The Coaching Sweet Spot

Let’s take a deeper look at the five applications of coaching.

Application One: Performance Coaching

Performance coaching is needed when individuals have been capable and confident about goals or tasks in the past, but their present performance no longer reflects that. Often they seem to be regressing. This usually results from a change in attitude, not skills.

Let’s take the example of Erin and Max:

For the past two years, Erin knew that Max could deliver on his key responsibility areas without much direction. However, over the past three months Erin has noticed that Max isn’t completing projects the way he used to. Being extremely busy, Erin hadn’t scheduled regular one-on-ones to check in with Max. Finally, she called him into her office.

“You missed that last deadline,” Erin said to Max. “What’s going on?”

With a shrug he said, “What’s the big deal with missing one deadline? We have lots of time to take care of it. I’ll get it by next week.”

Surprised by his comment, Erin asked Max where he was in his development level around the project and what he needed to complete it. Again he just shrugged.

The purpose of performance coaching is to reignite past competence and confidence about the goals or tasks, thus regaining momentum and improving performance. Situational Leadership® II is useful for diagnosing development level and matching the leadership style that’s needed.

Erin was concerned about Max’s response. After observing him for several months, she decided it was time to give him feedback.

“Max, I want to share with you what I’ve noticed the past few months. Prior to January, you seemed to enjoy the team and the work we were doing. On most of the projects and goals, you have been either a capable but cautious performer or a self-reliant achiever. You certainly haven’t needed much direction from me. You’ve been a major contributor to this team’s work for years, but lately you’ve been missing deadlines and keeping your door closed.” Erin paused to look him in the eye. “What’s going on?” she asked.

Max did not respond.

Erin continued, “We have a lot at stake with this project. I’m happy to give you more direction if that’s what you need to continue moving forward. If we don’t get the project done this week, our unit will hold up others who are relying on us for the next step. I need you to step back in, or I will have to get someone else involved.”

Max raised his eyes and looked at Erin. “You don’t have to do that. I admit I’ve gotten a little disillusioned about the project, but now that I hear from you how important it is, I’m ready to roll up my sleeves and tackle it.”

Erin said, “Wonderful. You’ve been a great contributor to our team in the past, and I value your work. Let’s keep in touch with the steps you’re taking this week, because I want both of us to be successful with the deadline. When would be a good time for our next meeting?”

Tips for Performance Coaching

Managers and HR professionals who use coaching when performance is dropping need to be comfortable giving accurate and objective feedback. They need to be clear about what is at stake and who is accountable for what.

It’s important to remain neutral when giving feedback and talking about consequences. It’s also important to be clear that the person has a choice whether to make the changes. Come to an agreement about the changes that are needed. This step may take time and is not always as easy as it sounds.

Beware of being pulled off focus. Stay on track with the points you want to make. Take care not to come across as punishing. As much as possible, be positive and encouraging. Also be certain to clearly state the consequences if the agreed-upon goals are not met. To avoid confusion and misunderstandings, it’s important to be clear in your mind about the consequences before you begin performance coaching conversations.

Application Two: Development Coaching

Most managers are so busy putting out fires that they overlook development conversations. They may forget that team members, like themselves, are energized and encouraged when their development is kept in mind.

Development coaching is useful when direct reports are doing well and are ready for the next steps. They may be functioning at a self-reliant achiever level (D4) on most of their projects and goals. They are ready to be more fully rounded in their current role. The responsibility remains primarily on the direct report for keeping development top of mind. Yet when the manager focuses on it too, it conveys an underlying message of trust and support to the team member.

Becca loved her job. She had been in it for four years, often taking on new responsibilities and projects. She also knew that she needed to be challenged more often so that she wouldn’t get bored. One day she noticed that Aidan, her manager, had requested a meeting on her calendar. Because their company had many locations, she called Aidan at the meeting time.

“Hi, Becca. Thanks for calling and for being so prompt. I’ve always liked that about you. I’ve been thinking of you recently and realized we haven’t talked about your development lately. You consistently are such a self-reliant achiever with your responsibilities and projects that I sometimes forget to talk with you about what’s next for you in this role. Can we talk about that for a few minutes?”

Becca felt a rush of excitement. “That would be great,” she said.

Development coaching is focused on encouraging and increasing opportunities that lead to further development in the same role. To keep people engaged and growing, it’s important for managers to keep expanding people’s capability whenever possible. This helps develop them as future managers or leaders.

When using coaching for development, a supporting style (S3) is useful. Be sure to listen for what’s most important to the person and to ask probing questions. Be sure to ask what the team member thinks is a developmental opportunity and what ideas he has. Think about the conversation as a way of challenging and inspiring the person to think more broadly.

When Aidan heard the enthusiasm in Becca’s voice, he continued. “Becca, what do you see as some development opportunities ahead?”

Becca replied, “You know, I would love to know more about the budgeting process for our team. I’ve always been fascinated by that area.”

Aidan was pleased to hear that Becca had been thinking about her development, even though she hadn’t brought it up before. “Becca, I think it’s very timely that you’re interested in budgeting, especially since we’re about to start our budgeting process for next year. I’ve got a couple of people who might be good for you to connect with.”

Tips for Development Coaching

When thinking about coaching to develop others, remember that either the team member or the manager can begin these conversations. When identifying a person’s strengths and weaknesses, keep the emphasis on maximizing strengths. Focus broadly on developmental opportunities for the person, but beware of making specific promises. Don’t forget that introducing your direct reports to your network of professionals may be as important as finding a new project for them.

Application Three: Career Coaching

Career coaching is taking off in organizations as the need for leaders continues to increase. It’s a strategy that retains talent and increases bench strength over time. Even in flat organizations that don’t have a lot of upward mobility, it’s energizing for people to talk about their future.

When should a manager broach these discussions? When a direct report is consistently functioning at a self-reliant achiever level, it’s time to begin conversations about that person’s career. Coaching at this time can help the direct report look ahead to where he or she wants to be in the next few years, and the leader, as coach, can assist in planning the next career moves.

Several signals can indicate that it’s time to have a career discussion. When direct reports continually exceed expectations, they might be ready to grow. Has one of your direct reports told you he or she wants more responsibility? That can also be a sign. An obvious signal is when a direct report brings up the topic. But just because high performers haven’t asked to talk about their careers doesn’t mean they don’t want to. In the majority of cases, they do.

Leaders and managers might find career coaching conversations threatening, since they could lead to losing an important team member. Be sure to curb your anxiety about losing the person and move bravely into the discussion. Marshall Goldsmith’s research shows that one of the reasons top performers leave a company is because nobody asked them to stay.2 Conversations about career are opportunities to show your direct reports how valued they are. In the end, it’s important to think about what’s best for the direct report as well as for the organization.

Don’t avoid career coaching conversations because you think they take too much time. These are exactly the conversations that high performers want to have to stay in the organization. A gentle transition generally is less time-consuming than having to fill a position that’s been vacated without discussion.

Career conversations are a time to challenge and encourage high-potential employees to keep developing as they look ahead. Focusing on the future creates a win for the organization as well as the direct report. When part of the career strategy includes bringing people into the role that may be vacated, it creates a win for the manager, too.

As the following example shows, most employees look to their leaders for guidance and support in the career area:

Hannah had been with her company for eight years when she started wondering what might be ahead. She knew it was time to talk with Niki, her manager. Niki had also been thinking about Hannah’s development, but she hadn’t said anything yet, except in conversations with colleagues.

Hannah brought it up at their next one-on-one meeting. “Niki, I’d really like to talk with you about what’s next for me. I’ve worked with you for several years, and most of the time I feel like I’m a self-reliant achiever in my tasks and goals. What’s next?”

Niki knew this conversation had been coming. She also knew that she didn’t want to lose Hannah. Yet she knew that keeping her would stunt Hannah’s growth, which ultimately wouldn’t be good for their company.

“Hannah,” Niki said, “I’m glad you’re thinking about this. I’ve thought about it, too, and I apologize for not talking with you sooner. I’d love to hear your thoughts about your goals and how they support our corporate goals. Thanks for starting the conversation.”

Hannah began by telling Niki about the things she was doing, being sure to mention that she was ready for new challenges and opportunities.

Niki listened carefully, thinking about where Hannah’s skills and passion aligned with their organization’s needs. “Hannah, I’m thinking that a cross-functional project would be perfect for you and will expand your skills and network.” Niki went on to describe the project.

“I’d love to get involved in that,” said Hannah.

“Who could you be training to take over your job if this leads to a career change for you?” Niki asked.

Hannah thought for a moment. “I have a couple of people in mind.”

Niki said, “Great. You’ll have to reach out to them and see if they are ready and willing to take on your old role. Let’s keep talking about this, okay?”

“Absolutely,” said Hannah. Both she and Niki were pleased when the meeting ended.

Tips for Career Coaching

Hold career coaching conversations on a regular basis with your high performing direct reports. Again, when a manager brings up the subject of careers, it’s a proactive move that makes direct reports feel cared about. During these conversations, it’s important to explore what the employee is thinking and how his or her ideas align with organizational objectives. Familiarize yourself with the career services your HR department offers and what information is available about job roles and their corresponding competencies. Share this information with your direct report as you talk about all aspects of the next steps: when, where, and how the person’s career will move forward. Finally, be sure to offer resources and make introductions when needed.

Application Four: Coaching to Support Learning

People learn through training, and training is one of the best ways to develop people in your organization. Training can enhance any number of areas: management, leadership, skills, processes, communication, and a host of other job-related areas. A major challenge with training, though, is narrowing the learning-doing gap—getting people to use what they’ve learned after the training. One of the best ways to maximize an organization’s investment in training is to do follow-up coaching.

We have found that coaching to support learning is most effective when the learning process is followed by at least three follow-up coaching conversations. These are conversations that managers, HR professionals, and internal or external coaches can have immediately after the training.

With as few as three coaching sessions during the eight-week period following a training event, participants consistently apply what they’ve learned. Having the first follow-up coaching session within two weeks of the training and continuing with a coaching session once every two to three weeks generates the best results. Each coaching conversation should be focused on how to apply information from the training to the workplace.

Here’s an example of what it might look like to follow up training with coaching:

Morgan loved to learn as part of her new manager training. Her company offered excellent training. She was pleased when her manager told her she could attend an advanced management course that focused on Situational Leadership® II. What she didn’t know was that this course would be different, in that it included six months of follow-up coaching with an external professional coach.

During their first call, her coach, Kyle, asked Morgan what she had learned that would be helpful to implement on the job. This caused her to think about the material and revisit her notes. She realized that some of her interactions with her team members had not been going well. Kyle asked her what she could immediately apply from the training that would help with those conversations. First, Morgan realized that she tended to use the same leadership style with all her people. Diagnosing the specific development levels of her team members and determining the appropriate leadership style for each was eye-opening for her. She learned that having one-on-one meetings with her people would not only help their relationships, but also would help her apply what she had learned.

Kyle asked Morgan what actions she was willing to take between this call and the next to move forward in these areas. Morgan agreed to schedule one-on-one meetings with each of her people before her next call with Kyle.

Tips for Coaching to Support Learning

It’s important to get started with the coaching as soon as possible after the training event. Have a system in place to get people scheduled with their first and subsequent sessions. Focus on how your direct reports can apply their new learning to their jobs. Help them identify action items and obstacles to action.

Don’t fall into the trap of debating the point of the training. The purpose of the coaching is to help your people apply the learning, not to debate the learning itself. Stay focused on action. Coaching to support learning is a time to talk about how to use the material in the real world.

Finally, don’t use the excuse that you don’t have time for coaching to support learning. Remember that time spent coaching maximizes the investment in training, empowers you and your direct reports, and saves time down the road.

Application Five: Creating an Internal Coaching Culture

The best way for coaching to positively impact an organization is to create your own internal coaching culture. This can happen only when leaders and managers recognize the value of coaching and use it to develop people for much-needed future leadership roles.

In Coaching in Organizations, Madeleine Blanchard and Linda Miller contend that creating an internal coaching climate has a number of benefits.3 Not only does coaching emphasize leadership development, but it also fosters a mentality of taking ownership for work that is done. A coaching culture is a culture of self responsibility rather than blaming or pointing to others when things go awry. Even though it takes a while to cultivate, this type of culture creates a wonderful work environment that supports productivity and boosts morale.

It can take twelve to eighteen months to roll out an internal coaching culture. The ramp-up and rollout process may include coach training for managers and leaders, mentor coaching for those who are learning how to coach others, and time to develop the support systems and measurement strategies that ensure success.

The following example shows the extent of thinking that must be done prior to establishing an internal coaching culture:

When Rob realized how much he loved coaching and how important it could be for his manufacturing company, he wasted no time in interviewing coaching companies with which he could partner. The company he hired assigned a team lead, Alec, to work with Rob because Alec knew coaching and had experience setting up coaching systems in other companies. When Rob and Alec first met face to face, Alec began asking questions.

“Rob, we need to address several areas before we go any further with this project. First, what does coaching mean to you, and what do you expect coaching to do for your company?”

Rob responded, “Since I’ve been working with my coach over the past year, I’ve experienced such great growth. My team has become much more productive than it was, and this has gained the attention of senior leadership. They’re asking me what I’m doing differently. The only thing I’m doing differently is coaching my team. I think it’s time for others to get the same experience, and I want to lead the way here in our company.”

“How will you get senior-level sponsorship and clarity on the objectives for the coaching?” Alec asked.

Rob replied, “Our CEO and COO have already bought in. Your question about the objectives is interesting. I think I need to do a bit more work on that. I’m not sure we’re clear enough on the objectives.”

Alec nodded. “While you’re talking about the objectives, be sure to ask how your top managers want the outcomes measured. Many organizations are measuring the success of coaching by thinking about ROE, return on expectations, rather than ROI, return on investment.”

Rob agreed. “Yes, it would be good to figure that out now. We’re a company that’s big on ROI, so I’ll start talking about the difference. I know that measuring this type of thing can be challenging, and we’ll need to talk more about it down the road.”

“That’s for sure,” said Alec. “The clearer you can be on what you want to measure and how you’ll go about measuring it, the better. You’ll also want to agree with senior leaders on what information is shared and what is kept confidential. Keeping confidential the content of the coaching conversations is a critical part of coaching.”

Rob nodded. From his own coaching experience, he knew immediately what Alec was talking about.

Tips for Creating an Internal Coaching Culture

First, define the purpose and objectives of the coaching culture, and make sure they fit with the organization’s purpose and values. Next, find senior leadership advocates who can role-model the coaching culture, and be sure to get administrative help to roll out the initiative. Reward coaching behaviors and activities, and set up an internal communication about the coaching to help cascade it throughout the organization. Depending on who is available, it may be appropriate to provide professional coaches from outside the organization.

As you take steps to create an internal coaching culture, you should watch for several things. First, be sure to define and honor confidentiality. One breach of confidentiality from coaching conversations can severely damage the entire coaching initiative. Second, remember that a coaching culture isn’t established overnight. Allocate plenty of time to get started. Third, remember to stay flexible. If something isn’t working, you can always change it.

The examples of Situational Leadership® II, partnering for performance, and now coaching have focused on one-on-one relationships. The next step in the transformation leadership journey is toward groups. The following chapter focuses on creating high performing teams.


Chapter 10
Situational Team Leadership

Don Carew, Eunice Parisi-Carew,
Lael Good, and Ken Blanchard

Teams have become a major strategy for getting work done. We live in teams. Our organizations are made up of teams. We move from one team to another without giving it a thought. The percentage of time we spend in team settings—project teams, work groups, cross-functional teams, virtual teams, and management teams—is ever-increasing. Managers typically spend between 30 and 99 percent of their time in a meeting or team setting. In High Five: The Magic of Working Together, Ken Blanchard, Sheldon Bowles, Don Carew, and Eunice Parisi-Carew show that being effective in today’s organizations is a team game, and without collaboration and teamwork skills, a leader is unlikely to be successful.1

Why Teams?

Teams can execute better and faster than traditional hierarchies. They have the power to increase productivity and morale or destroy it. Working effectively, a team can make better decisions, solve more complex problems, and do more to enhance creativity and build skills than individuals working alone. The team is the only unit that has the flexibility and resources to respond quickly to changes that have become commonplace in today’s world.

The business environment has become more competitive, and the issues it faces are increasingly complex. As we emphasized in Chapter 4, “Empowerment Is the Key,” this challenging environment has caused organizations to realize that they can no longer depend on hierarchical structures and a few peak performers to maintain a competitive advantage. The demand is for collaboration and teamwork in all parts of the organization. Success today comes from using the collective knowledge and richness of diverse perspectives. There is a conscious movement toward teams as the strategic vehicle for getting work accomplished and moving organizations into the future.

Fast-paced work environments require teams to operate virtually around the world. These geographically dispersed teams face special challenges in building trust, developing effective communication, and managing attentiveness.2 However, with the proper leadership and technology, virtual teams are every bit as productive and rewarding as face-to-face teams.

Teams are not just nice to have. They are hard-core units of production.

It’s a fact that people’s health and well-being are directly affected by the amount of involvement they have in the workplace. Twelve thousand male Swedish workers were studied over a 14-year period. Workers who felt isolated and had little influence over their jobs were 162 percent more likely to have a fatal heart attack than were those who had greater influence in decisions at work and who worked in teams.3 Data like this—combined with the fact that teams can be far more productive than individuals functioning alone—provides a compelling argument for creating high-involvement workplaces and using teams as the central vehicle for getting work done.

Why Teams Fail

Teams are a major investment of time, money, and resources. The cost of allowing them to falter or underproduce is staggering. Even worse, a team meeting that is considered a waste of time has wide-ranging effects. The energy does not dissipate as you leave, but spills into every aspect of organizational life. If people leave a meeting feeling unheard, or if they disagree with a decision made in the team, they leave angry and frustrated. This impacts the next event. The opposite happens when meetings feel productive and empowering—the positive energy spreads.

Teams fail for a number of reasons, from lack of a clear purpose to lack of training. Following are the top ten reasons why a team fails to reach its potential. An awareness of the obstacles to optimal team performance can prepare team members and leaders to proactively address these issues.



Top 10 Reasons Why Teams Fail

  1. Not taking time to clarify purpose and goals

  2. Uncertainty about what requires team effort

  3. Lack of mutual accountability

  4. Lack of resources

  5. Lack of effective leadership and/or shared leadership

  6. Lack of focus on creativity and excellence

  7. Lack of planning

  8. Lack of support for a team culture

  9. Inability to deal with conflict

10. Lack of training




Five Steps to High Performing Teams

Working in a team is both an art and a science, and understanding the dynamics of teamwork has never been easy. However, after decades of research, we have identified five key processes that leaders can use to create high performing teams (see Figure 10.1):

1. Benchmark your team with PERFORM.

2. Create a team charter.

3. Diagnose your team’s development level.

4. Match leadership style to your team’s development level.

5. Develop strategies for higher team performance.
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Figure 10.1 Team Performance Process

This five-step method for increasing team effectiveness can be adapted to any team, regardless of its purpose, pursuit, type, or size.

To help you fully understand how the models interact and become a systematic process, the following overview of each step illustrates our approach.

Step One: Benchmark Your Team with PERFORM

We define a team as two or more persons who come together for a common purpose and who are mutually accountable for results. This is the difference between a team and a group. Often, work groups are called teams without developing a common purpose and shared accountability. This can lead to disappointing results and a belief that teams do not work well. A collection of individuals working on the same task are not necessarily a team. They have the potential to become a high performing team once they clarify their purpose and values, strategies, and accountabilities.

Some teams achieve outstanding results no matter how difficult the objective. They are at the top of their class. What makes these teams different? What sets them apart and makes them capable of outperforming their peers? Although each team is unique, they all have characteristics that are shared by all outstanding teams regardless of their purpose or goals.

Building highly effective teams, like building a great organization, begins with a picture of what you are aiming for—a target. It is imperative to know what a high performing team is. That is why the Team Performance Process begins with PERFORM, an acronym that represents seven key characteristics found in all high performing teams. These represent the gold standard for teams committed to excellence. By benchmarking your team in each of these areas, you can identify the areas where you need to focus team development.

Purpose and values are the glue that holds the team together and form the foundation of a high performing team. Identifying a clear purpose is the first step in getting a team off to a good start. In high performing teams, the team is dedicated to a common purpose and shared values. Team members understand the team’s work and its importance, and strategies for achieving clear goals are agreed on.

Empowerment is what happens when the organization supports the team in doing its work effectively. An empowered team has access to business information and resources. Team members have the authority to act and make decisions with clear boundaries, and they have a clear understanding of who is accountable for what.

Relationships and communication, both internal and external, are the team’s lifeblood. Team members must respect and appreciate each other’s differences and be willing to work toward the common good rather than individual agendas. When relationships and communication are running smoothly, trust, mutual respect, and team unity are high. Team members actively listen to one another for understanding. The team uses effective methods to find common ground and manage conflict.

Flexibility is the ability to adapt to constantly changing conditions and demands, with team members backing up and supporting one another as needed. In a flexible team, roles are shared as team members work together. Team members share in team development and leadership. Team members identify and use their individual strengths. The team anticipates change and readily adapts to it.

Optimal productivity is what’s generated by a high performing team. When operating at optimal productivity, the team consistently produces significant results. Its members are committed to high standards and measures for goal accomplishment. The team uses effective problem solving and decision making to achieve goals.

Recognition and appreciation are ongoing dynamics that build and reinforce productivity and morale by focusing on progress and the accomplishment of major milestones throughout the team’s life. Everyone—including the team members, the team leader, and the larger organization—is responsible for recognition and appreciation. When recognition and appreciation flourish, the team leader and members acknowledge individual and team accomplishments. The organization values and recognizes team contributions. Finally, team members feel highly regarded within the team.

Morale is the sense of pride and satisfaction that comes from belonging to the team and accomplishing its work. High morale is essential for sustaining performance over the long term. When morale is high, team members are confident and enthusiastic about their work. Everyone feels pride and satisfaction in being a part of the team. Team members trust one another.

After reviewing the characteristics of high performing teams through the PERFORM model, most people’s reaction is “Duh.” If a team really had those characteristics, you’d better believe it would be effective.

For example, Ken was invited to a Boston Celtics practice during the heyday of Larry Bird, Robert Parish, and Kevin McHale. Standing on the sidelines with Coach KC Jones, Ken asked, “How do you lead a group of superstars like this?” KC smiled and said, “I throw the ball out and every once in a while shout ‘Shoot!’” In observing Jones as a leader, Ken noticed he didn’t follow any of the stereotypes of a strong leader. During time-outs, the players talked more than KC did. He didn’t run up and down the sidelines yelling things at the players during the game; most of the coaching was done by the team members. They encouraged, supported, and directed each other.

This team really knew how to PERFORM. Everyone knew the team’s purpose and values. They were empowered to get the job done. They had great relationships and communicated well with each other. They were flexible and changed plans as the need arose. They certainly got optimum performance. Recognition and support for each other was a way of life, and high morale was evident to everyone who watched them play.

When this low-key leader, KC Jones, retired, all the players essentially said he was the best coach they’d ever had. Why? Because he permitted everyone to lead, and that’s what a team is all about.

Don Carew observed an extraordinary example of team leadership while working with Caterpillar’s Track Type Tractors (TTT) division in Illinois.4 The TTT division was in deep trouble. The lowest-performing division of the company, it was losing millions of dollars a year and had been involved in a bitter strike. The Blanchard team worked with TTT to implement a new set of values and behaviors based on trust, mutual respect, teamwork, empowerment, risk taking, and a sense of urgency. In less than three years, the company realized a $250 million turnaround. Quality as measured by customers improved by 16 times. Employee satisfaction moved from being the lowest in Caterpillar to being the highest. All of this was achieved by people at all levels working together in teams and by the organization creating the conditions that supported teamwork, mutual respect, and trust.

Step Two: Create a Team Charter

Knowing where you are headed is the first step on the journey to high team performance. But just calling together a team and giving it a clear charge does not mean the team will become high performing. As we’ve said, team leadership is much more complicated than one-on-one leadership. Yet managers typically spend more time preparing for a meeting with one of their people than they do with their team. Often people just don’t get it: Managing a high performing team takes considerable effort. One of the single most important things a team leader can do is set up the environment for and support the team in creating a team charter.

To create a solid foundation for the team’s work, it’s important to complete a team charter at this early point in the team’s life cycle. A charter is a set of agreements that clearly states what the team is to accomplish, why it is important, and how the team will work together to achieve results. The charter documents common agreements, but it is also a dynamic document that can be modified as team needs change. Figure 10.2 shows a model for developing a charter.
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Figure 10.2 The Team Charter

The team charter agreements directly link the team’s purpose to the organizational vision and purpose. Team values and norms should reflect the organization’s values, as well as provide guidelines for appropriate behavior within the team. Identifying team initiatives sets the foundation for determining goals and roles. This is when the team establishes strategies for communication, decision making, and accountability. If the team will need resources, they are identified at this time. Once completed, the charter provides a touchstone for making sure the team is on track. The team is now ready to move from planning to doing, and it will keep the charter visible and available to navigate the stages ahead.

Step Three: Diagnose Your Team’s Development Level

Building a high performing team is a journey—a predictable progression from a collection of individuals to a well-oiled system where all the PERFORM characteristics are evident.

All teams are unique and complex living systems. The whole of a team is different from the sum of its members. Knowing the characteristics and needs of a high performing team is critical. It gives you a target to shoot for. Obviously, teams don’t start with all the PERFORM characteristics in place. Research over the past sixty years has consistently demonstrated that regardless of their purpose, teams, like individuals, go through a series of developmental stages as they grow.

All these comprehensive research efforts were surprisingly consistent in their conclusions.5 They all identified either four or five stages of development and were very similar in their descriptions of the characteristics of each stage. After a comprehensive review of more than 200 studies on group development, Lacoursiere identified five stages of team development (see Figure 10.3), which we will examine in detail in a moment:

1. Orientation

2. Dissatisfaction

3. Integration

4. Production

5. Termination

[image: image]

Figure 10.3 The Stages of Team Development Model6

Understanding these development stages and a team’s characteristics and needs at each stage is essential for team leaders and team members if they will be effective in building successful, productive teams.

That’s what diagnosis is all about. The ability to determine a team’s stage of development and assess its needs requires stepping back and looking at the team as a whole, rather than focusing on individual behaviors and needs.

Productivity and Morale

Two variables determine the team development stage: productivity and morale.

Productivity is the amount and quality of the work accomplished in relation to the team’s purpose and goals. Productivity is dependent on members’ ability to collaborate, their knowledge and skills, clear goals, and access to needed resources. Morale is the sense of pride and satisfaction that comes from belonging to the team and accomplishing its work.

Productivity often starts out low. When a group first comes together, they can’t accomplish very much. They don’t even know each other. Over time, as they learn to work together, their performance should gradually increase. If that is not the case, something is seriously wrong. Either they have a leadership problem, or the skills necessary to perform well are not present in the group.

Morale, on the other hand, starts out high and takes a sudden dip. People are usually enthusiastic about being on a new team, unless they’ve been forced to join. The initial euphoria dissipates quickly when the reality of the difficulty of working on a team comes into play. Now you might hear people say, “Why did I agree to be on that team?” As differences are explored and people begin to break through initial frustrations and working together becomes easier, the team begins to achieve results, and morale begins to rise again. Ultimately, both morale and productivity are high as a group becomes a high performing team.

Why are high morale and high productivity the ultimate goals? High morale with no performance is a party, not a team. On the other hand, a team that is achieving good results yet has low morale will eventually stumble, and its performance will fade. The bottom line is that both productivity and morale are required to produce a high performing team with sustainable results.

Diagnosing the level of productivity and morale is a clear way to determine a team’s development stage and understand team needs at any point in time.

Team Development Stage 1 (TDS1): Orientation

Most team members, unless coerced, are fairly eager to be on the team. However, they often come with high, unrealistic expectations. These expectations are accompanied by some anxiety about how they will fit in, how much they can trust others, and what demands will be placed on them. Team members are also unclear about norms, roles, goals, and timelines.

In this stage, team members depend strongly on the leader for purpose and direction. Some testing of boundaries occurs, and the central leader’s behavior is usually tentative and polite. Morale is moderately high and productivity is low during this stage.

Two of us were asked to serve on a project team to study and modify the compensation system for our consulting partners. At the first meeting, we were excited and eager to see who else was a part of the project team. Many complaints about the system had been registered, and we were eager to make positive changes. We were apprehensive about whether “they” would really listen. We also wondered how much time this would take, who would be in charge of the team, and how we would fit in with the other members. We had no idea how to proceed or even what our goals should be. We looked to the team leader to steer us in the right direction. These feelings of excitement, anxiety, and dependence on the leader are normal for team members at Stage 1.

The challenge at the orientation stage is to get the team off to a good start by developing purpose and structure for the team, as well as building relationships and trust.

The duration of this stage depends on the clarity and difficulty of the task, as well as clarity about how the team will work together. With simple, easily defined tasks, the orientation stage may be relatively short—5 to 10 percent of the team’s life. On the other hand, with complex goals and tasks, the team may spend 30 to 60 percent of its time in this stage.

Team Development Stage 2 (TDS2): Dissatisfaction

As the team gets some experience under its belt, morale dips as team members experience a discrepancy between their initial expectations and reality. Reluctant team members start out in Stage 2. The difficulties in accomplishing the task and in working together lead to confusion and frustration, as well as a growing dissatisfaction with dependence on the leader. Negative reactions to each other develop, and subgroups form that can polarize the team. The breakdown of communication and the inability to solve problems result in lowered trust. Productivity increases somewhat but may be hampered by low morale.

Back to that compensation project team we just mentioned: While we started off with enthusiasm, we quickly realized how much hard work would be involved, the goal’s controversial nature, and the possibility that recommendations we would make might not be accepted. We began to experience some strong negative feelings among members, and subgroups began to form. Frustration with the team leader began to develop. We started to wonder whether this was worth our time. These feelings of questioning, doubt, and frustration are typical of team members during Stage 2.

The challenge in the dissatisfaction stage is helping the team manage issues of power, control, and conflict and to begin to work together effectively.

The amount of time spent in this stage depends on how quickly issues can be resolved. It is possible for the team to get stuck at the dissatisfaction stage and to continue being both demoralized and relatively unproductive.

Team Development Stage 3 (TDS3): Integration

Moderate to high productivity and variable or improving morale characterize a team at the integration stage. As issues encountered in the dissatisfaction stage are addressed and resolved, morale begins to rise. The team develops practices that allow members to work together more easily. Task accomplishment and technical skills increase, which contributes to positive feelings. Increased clarity and commitment to purpose, values, norms, roles, and goals occur. Trust and cohesion grow as communication becomes more open and task-oriented. Team members are willing to share leadership and control.



You will never, never, never have a high performing team unless leadership and control are shared.




Team members learn to appreciate the differences among themselves. The team starts thinking in terms of “we” rather than “I.” Because the newly developed feelings of trust and cohesion are fragile, team members tend to avoid conflict for fear of losing the positive climate. This reluctance to deal with conflict can slow progress and lead to less effective decisions.

Back to our project team: As we began resolving the frustrations we experienced in Stage 2, we began listening more carefully and came to appreciate different points of view. We developed some initial strategies for accomplishing our team purpose and clarified our goal and roles. In spite of the difficulty of achieving our goal, working with the team now became more fun. People were getting along, and at every meeting we were more clearly seeing what needed to be done. We even began to see the possibility of some success down the road. These feelings of increasing satisfaction and commitment and the development of skills and practices to make working together easier are typical of Stage 3.

Learning to share leadership and getting past the tendency to agree in order to avoid conflict are the challenges at the integration stage.

The integration stage can be quite short, depending on the ease of resolving feelings of dissatisfaction and integrating new skills. If members prolong conflict avoidance, there is a possibility that the team could return to the dissatisfaction stage.

Team Development Stage 4 (TDS4): Production

At this stage, both productivity and morale are high and reinforce one another. This is PERFORM in action. There is a sense of pride and excitement in being part of a high performing team. The primary focus is on performance. Purpose, roles, and goals are clear. Standards are high, and team members are committed not only to meeting standards, but also to continuous improvement. Team members are confident in their ability to perform and overcome obstacles. They are proud of their work and enjoy working together. Communication is open, and leadership is shared. Mutual respect and trust are the norm. The team is flexible and handles new challenges as it continues to grow.

Our project team really started to hum, and the completion of the job became a reality in our minds after many meetings and a careful study of alternatives. It finally began to feel as if the effort was worth it, and we were optimistic that the outcomes would be positive for both the company and the consulting partners. We all shared the responsibility for team leadership. We felt this had become a really great team to be on, and we were proud to be part of it. These feelings of accomplishment, pride, confidence, and a sense of unity are typical of teams who have reached Stage 4.

The challenge in the production stage is sustaining the team’s performance through new challenges and continued growth. This stage is likely to continue—with moderate fluctuations in feelings of satisfaction—throughout the team’s life.

Team Development Stage 5 (TDS5): Termination

With ongoing teams, this stage is more often a “mini termination” at different points, such as when a goal is achieved or a milestone is reached. Termination occurs in any team that is time-limited, such as project teams, ad hoc teams, or temporary task forces, so team members need to be prepared for its outcomes. Productivity and morale may increase or decrease as the end of the experience draws near. Team members feel sadness or loss—or, on the other hand, a rush to meet deadlines.

After presenting the findings of our project team, we realized we had some regrets that it was all over. We had shared some tension-filled times and had developed a real appreciation for each other, as well as a sense of bonding. This great group of people we had been meeting with for the last several months would probably never be together in the same way again. So, although we felt proud of what we had accomplished, we also felt a sense of loss as it was coming to an end. The praise and acknowledgment from the company and the consulting partners helped.

The challenge at the termination stage is to maintain necessary productivity and morale while managing closure, recognition, and celebration. This stage may vary in duration from a small part of the last meeting to a significant portion of the last several meetings, depending on the length and quality of the team experience.

* * *

While the five stages are described as separate and distinct, they share considerable overlap. Some elements of each stage can be found in every other stage. For example, just because a team is getting started (orientation stage) and needs to focus on developing a clear purpose and building a strong team charter doesn’t mean that it won’t need to revisit and refine the charter in Stage 2 or 3. The team’s dominant characteristics and needs, however, determine its development stage at any given time. A change in these characteristics and needs signals a change in the team’s development level.

Why is understanding your team’s stage of development and corresponding needs such an important step in the process? Because it allows team leaders or members to accomplish the next key step: providing leadership that responds to those needs.

Step Four: Match Leadership Style to Your Team’s Development Level

As it moves through the different development stages, a team requires leadership that is responsive to its needs at each stage. Situational Leadership® II, used extensively to develop individual performance, works equally well when applied to a team or collaborative group.

As we discussed in Chapter 5, Situational Leadership® II consists of two variables—directing behavior and supporting behavior, which combine to form four leadership styles. This same framework applies to leading teams.

Directing behavior structures and guides team outcomes. Behaviors that provide direction include organizing, structuring, educating, and focusing the team. For example, when you first join the team, you want to know how it will be organized. What do you need to learn to be a good team member? Where will the team focus its efforts? What’s the structure? Does anybody report to anybody? Who does what? When? And how?

Supporting behavior develops mutual trust and respect within the team. Behaviors that provide support include involving, encouraging, listening to, and collaborating with team members. For example, in developing team harmony and cohesion, people want to be involved in decision making, encouraged to participate, acknowledged and praised for their efforts, valued for their differences, and able to share leadership when appropriate.

Without team leadership training, people who are called to lead a team are usually clueless about what to do. They often operate on instinct. For example, suppose an inexperienced team leader thinks that the only way to lead a team is to use a participative leadership style. From Day 1, she asks everybody for suggestions about how the team should operate. The team members think the leader should answer that question. “After all,” they say, “she’s the one who called the meeting.” They begin to question why they joined this team. The leader, getting little response from her team, gets frustrated and wonders why she agreed to lead the team in the first place. Everyone is confused.

Without understanding the framework of team stages of development, it is only by chance that a leader’s behavior matches the team’s needs. Combining the Stages of Team Development Model with the Situational Leadership® II Model will help everything begin to make sense (see Figure 10.4).
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Figure 10.4 Situational Leadership® II Team Leadership Styles

The directing and supporting behaviors of the Situational Leadership® II model provide a framework for meeting team needs. They can be used by any member of the team.

Match Leadership Style to Team Development Stage

When we combine the four leadership styles with the first four stages of team development, as illustrated in Figure 10.5, we have a framework for matching each stage with an appropriate leadership style.
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Figure 10.5 Situational Leadership® II: Matching Leadership Style to the First Four Team Development Stages

For team leaders and members to determine the appropriate leadership style, first diagnose the team’s stage of development in relation to its goal, considering both productivity and morale. Then locate the team’s present stage of development on the Stages of Team Development Model, and follow a vertical line up to the curve on the Situational Leadership® II Model. The point of intersection indicates the appropriate leadership style for the team.

Intervening with the appropriate leadership style at each stage will help the team progress to or maintain high performance. Matching leadership style to stages of team development, similar to partnering for performance with individuals, works best when the team leader(s) and members all know the Team Performance Process and are doing the diagnosis together.

At Stage 1, the orientation stage, a directing style is appropriate. The team is moderately eager but dependent on authority. Leaders need to get the team off to a good start by developing purpose and structure while building relationships and trust. This is the time to create a team charter and link the team’s work to the organization’s purpose and goals. Team leaders should assess training and resource needs and orient team members to one another.

At the beginning of any team, people are relatively eager to be there, and they have high expectations. Morale is high, but productivity is low due to a lack of knowledge about the task and each other. The team members need some support, but this need is much less than their need for goal- and purpose-oriented behavior. People need to clearly understand what kind of participation is expected from them. Norms should be established around communication and accountability. There should be consensus on structure and boundaries: what work will get done and by whom, what the timelines are, what tasks are to be completed, and what skills are needed to complete them.

At Stage 2, the dissatisfaction stage, a coaching leadership style is appropriate. At this point the team is probably experiencing confusion and frustration and needs to learn how to manage conflict and work together more effectively. Now is when the leader should reconfirm or clarify the team’s purpose, norms, goals, and roles; develop both task and team skills; confront difficult issues; and recognize helpful behaviors and small accomplishments.

The dissatisfaction stage is characterized by a gradual increase in task performance and a decrease in morale. Anger, frustration, confusion, and discouragement can arise due to the discrepancy between initial expectations and reality.

The dissatisfaction stage calls for continued high direction and an increase in support. Team members need encouragement and reassurance as well as skill development and strategies for working together and task achievement. At this stage, it is important to clarify the big picture and reconfirm the team’s purpose, values, and goals. It is also important to give the team more input into decision making. Recognizing team members’ accomplishments and giving feedback on progress reassures people, encourages progress, and boosts morale. This is a good time to encourage active listening and reaffirm that the team values differences of opinion. It is also helpful at this stage to have open and honest discussions about issues such as emotional blocks and coalitions, and to resolve any personality conflicts.

At Stage 3, the integration stage, a supporting leadership style is appropriate. The team, now working together more effectively but cautiously, must learn to share leadership and address conflict.

Goals and strategies are becoming clearer or have been redefined. Negative feelings are being resolved. Confidence, cohesion, and trust are increasing but still fragile. People tend to avoid conflict for fear of slipping back into the dissatisfaction of Stage 2. Team members are more willing and able to assume leadership functions.

Support and collaboration are needed in the integration stage to help team members develop confidence in their ability to work together. The team needs less direction around the task and more support focused on building confidence, cohesion, involvement, and shared leadership. This is a time to encourage people to voice different perspectives, share responsibility for leadership, and examine team functioning. Now the focus should be on increasing productivity and developing problem-solving and decision-making skills.

At Stage 4, the production stage, a delegating leadership style is appropriate. Now operating with high productivity and high morale, the team is challenged by the need to sustain its high performance.

At this stage, the team members have positive feelings about each other and their accomplishments. The quality and amount of work produced are high. Teams at this stage often need new challenges to keep morale and task focus high.

The team generally provides its own direction and support at this point and needs to be validated for that accomplishment. People are sharing leadership responsibilities, and team members are fully participating in achieving the team’s goals. Continued recognition and celebration of the team’s accomplishments are needed at this time, as well as the creation of new challenges and higher standards. Because the team is functioning at a high level, at this stage it is appropriate to foster decision-making autonomy within established boundaries.

At Stage 5, the termination stage, a supporting leadership style is appropriate. For teams with a distinct ending point, productivity can continue to increase, or it may go down because of a rush to complete the task. The approaching end of an important experience may also cause morale to increase or to drop from previous high levels.

Accepting and acknowledging the feelings that are present during this stage may be helpful. If a significant downturn in productivity and morale occurs, an increase in support, as well as some direction, is needed to maintain high performance.

Stay on the Railroad Tracks

As we talked about with one-on-one leadership, it is important in developing a team to stay on the railroad tracks—to follow the leadership style curve as the team progresses through the stages of development. After developing a team charter, a team leader can’t go to a delegating leadership style. He or she will go off the tracks, and the team may crash and burn. Building a high performing team requires a leader who can manage the journey from dependence to interdependence. When a great team leader’s job is done, team members will say, “We did it ourselves.”

Step Five: Develop Strategies for Higher Team Performance

Working in teams requires leaders to acquire new knowledge and skills that they may not have developed earlier. Yet, if they hope to build high performing teams, they’d better learn these skills. Just as in working with people one-on-one, it really helps team leaders if their people know what the leaders know. Team members need the same critical knowledge and skills as their team leader. For some people, that’s revolutionary; when they’re part of a team, they expect to be “done to.” Thinking of a team as a partnership between team leader(s) and members is foreign to many.

When you ask most team leaders after a meeting how it went, they want to talk about the number of agenda items they got through and the decisions that were made. They are focused only on content. Very seldom do they comment on or even seem to care about how the team interacted. They are “process clueless.” We have all been part of teams or groups where we dread going to meetings. Sometimes, this is driven by an egotistical leader who loves to hear his or her own voice, is not open to feedback, and wants everyone to endorse his or her agenda for everything. If you really want to find out what’s going on with teams like that, go in the halls or restrooms after a meeting, where everyone is holding “I should have said” meetings.

A conscious awareness of the dynamics occurring within a team is a critical factor in helping the team develop. Observing what is going on in the team while the team goes about its work is an important function of the team leader. This is when leaders can pick up information that will help them diagnose what the team needs to perform at the highest level. Over time, this role will be assumed by all team members.

By observing the team, leaders can develop strategies and skills to address issues confronting the team, such as conflict management, individual differences, problem solving, and decision making. For highest performance, leaders should encourage regularly scheduled team checkups to review the charter, evaluate progress, discuss changes, and incorporate lessons learned.

The Miracle of Teamwork

The Team Performance Process gives you a purposeful way to look at teamwork and provides a framework for team development that helps you stay on track. Pay attention to the dynamics. Pay attention to the mechanics. If you have trouble along the way, chances are you may not have set up something well in the beginning. Developing a team charter is probably the most underappreciated step in the process. Skipping it is a shortcut to problems.

Building and maintaining high performing teams requires two beliefs:



No one of us is as smart as all of us.




and



People have a right to be involved in decisions that affect them.




It is also essential that team members adopt community building attitudes and perspectives.

First, team members must develop a learning attitude. Everything that happens in the team is “grist for the mill.” There are no failures—only learning opportunities.

Second, the team must build a trust-based environment. Trust is built by sharing information, ideas, and skills. Building trust requires that team members cooperate rather than compete, judge, or blame. Trust is also built when team members follow through on their commitments. It is critical that team members communicate openly and honestly and demonstrate respect for others.

Third, the team must value differences. Team members should encourage and honor differences. Different viewpoints are the heart of creativity.

Fourth, people must view the team as a whole. By seeing the team as a living system rather than a collection of individuals, team members begin to think in terms of we rather than I and you.

When teams function well, miracles can happen. A thrilling and inspiring example of a high performing team is the 1980 United States Olympic hockey team.7 Twenty young men—many of whom had never played together before—came from colleges all over the country. Six months later they won the Olympic gold medal, defeating the best teams in the world—including the Soviet Union, a team that had been playing together for years. No one expected this to happen. It is considered one of the greatest upsets in sports history and is labeled a miracle. When team members were interviewed, all without exception attributed their success to teamwork. The drive, commitment, cohesiveness, cooperation, trust, team effort, and a passionate belief in a common goal—“Go for the gold”—were the reason for their success.

A leader who has attained success at the team leadership level may be ready to move on to leading the organization. After all, organizational leaders oversee a number of teams, departments, and/or divisions. The next chapter focuses on organizational leadership.


Chapter 11
Organizational Leadership

Pat Zigarmi, Judd Hoekstra, Ken Blanchard,
and Drea Zigarmi

Just as team leadership is more complicated than one-on-one leadership, leading an entire organization is more complicated than leading a single team. Why? Because organizational leadership is all about leading change, and managing change is chaotic and messy.

Today we live in “permanent whitewater.” What do we know about whitewater? It’s both exhilarating and scary! You often have to go sideways or upside down to go forward. The flow is controlled by the environment. There are unseen obstacles. Occasionally it’s wise to use an eddy to regroup and reflect, but eddies are often missed because whitewater seems to create its own momentum.

The Importance of Managing Change

Once there was a time when you could experience change and then return to a period of relative stability. In that era, as things settled down, you could thoughtfully plan and get ready for another change. Kurt Lewin described these phases as unfreezing, changing, and refreezing. The reality today is that there is no refreezing. There’s no rest and no getting ready.

In the midst of this chaos, it’s hard for people to maintain perspective. The situation reminds us of the story about the little girl who comes home from school one day and asks her mother (although today it certainly could be her father), “Why does Daddy work so late every night?” The mother gives a sympathetic smile and replies, “Well, honey, Daddy just doesn’t have time to finish all his work during the day.” In her infinite wisdom the little girl says, “Then why don’t they put him in a slower group?” Alas, there are no slower groups. Constant change is a way of life in organizations today.

Mark Twain once said, “The only person who likes change is a baby with a wet diaper.” Like it or not, in the dynamic society surrounding today’s organizations, the question of whether change will occur is no longer relevant. Change will occur. That is no longer a probability; it is a certainty.

The issue is, how do managers and leaders cope with the barrage of changes that confront them daily as they attempt to keep their organizations adaptive and viable?

They must develop strategies to listen in on the conversations in the organization so that they can surface and resolve people’s concerns about change. They have to strategize hard to lead change in a way that leverages everyone’s creativity and ultimate commitment to working in an organization that’s resilient in the face of change.

Why Is Organizational Change So Complicated?

Consider what happens when someone takes a golf lesson. The instructor changes the golfer’s swing in an effort to improve his score. However, golfers’ scores typically get worse while they are learning a new swing. It takes time for golfers to master a new swing and for their scores to improve. Now, think about what happens when you ask each member of a team of golfers to change their respective swings at the same time. The cumulative performance drop is larger for the team than it is for any one golfer.

The same performance drop occurs in organizations where large numbers of people are asked to make behavior changes at the same time. When one person on a team is learning a new skill, the rest of the team can often pick up the slack and keep the team on track. However, when everyone is learning new skills, who can pick up the slack?

When a change is introduced in an organization, an initial drop in organizational performance typically occurs before performance rises to a level above the prechange level. Effective change leaders, being aware of this and understanding the process of change, can minimize the drop in performance caused by large numbers of people learning new behaviors at the same time. They can also minimize the amount of time to achieve desired future performance. Furthermore, they can improve an organization’s capacity to initiate, implement, and sustain successful changes. That’s exactly what we hope you will be able to learn from this chapter.

When Is Change Necessary?

Change is necessary when a discrepancy occurs between an actual set of events—something that is happening right now—and a desired set of events—what you would like to happen. To better understand where your organization might be in relation to needed change, consider the following questions:

• Is your organization on track to achieve its vision?

• Are your organization’s initiatives delivering the desired outcomes?

• Is it delivering those outcomes on time?

• Is it delivering those outcomes on budget?

• Is your organization maintaining high levels of productivity and morale?

• Are your customers excited about your organization?

• Are your people energized, committed, and passionate?

If you find it difficult to say yes to these questions, your focus on leading change should be more intense.

Most managers report that managing change is not their forte. In a survey of 350 senior executives across 14 industries, 68 percent confirmed that their companies had experienced unanticipated problems in the change process.1 Furthermore, research indicates that 70 percent of organizational changes fail, and these failures can often be traced to ineffective leadership.

Change Gets Derailed or Fails for Predictable Reasons

Our research and real-world experience have shown that most change efforts get derailed or fail for predictable reasons. Many leaders don’t recognize or account for these reasons. As a result, they make the same mistakes repeatedly. As is often said:



Insanity is doing the same things over and over and expecting different results.




Fortunately, there is hope. If you recognize the reasons change typically gets derailed or fails, leadership can be proactive, thereby increasing the probability of success when initiating, implementing, and sustaining change.



Predictable Reasons Why Change Efforts Typically Fail

 1. People leading the change think that announcing the change is the same as implementing it.

 2. People’s concerns with change are not surfaced or addressed.

 3. Those being asked to change are not involved in planning the change.

 4. There is no compelling reason to change. The business case is not communicated.

 5. A compelling vision that excites people about the future has not been developed and communicated.

 6. The change leadership team does not include early adopters, resisters, or informal leaders.

 7. The change is not piloted, so the organization does not learn what is needed to support the change.

 8. Organizational systems and other initiatives are not aligned with the change.

 9. Leaders lose focus or fail to prioritize, causing “death by 1,000 initiatives.”

10. People are not enabled or encouraged to build new skills.

11. Those leading the change are not credible. They undercommunicate, give mixed messages, and do not model the behaviors the change requires.

12. Progress is not measured, and/or no one recognizes the changes that people have worked hard to make.

13. People are not held accountable for implementing the change.

14. People leading the change fail to respect the power of the culture to kill the change.

15. Possibilities and options are not explored before a specific change is chosen.




When most people see this list, their reaction depends on whether they have usually been the target of change or the change agent. Targets of change frequently feel as though we have been studying their organization for years, because they have seen these reasons why change fails in action, up close and personal. The reality is that while every organization is unique in some ways, they often struggle with change for the same reasons.

When change agents look at this list, they get discouraged, because they realize how complicated implementing change can be and how many different things can go wrong. Where should they start? Which of the fifteen reasons why change fails should they concentrate on?

Over the years it has been our experience that if leaders can understand and overcome the first three reasons why change typically fails, they are on the road to being effective leaders of change.

Focus on Managing the Journey

In working with organizations for more than three decades, we have observed a leadership pattern that sabotages change. Leaders who have been thinking about a change for a while know why the change needs to be implemented. In their minds, the business case and imperative to change are clear. They are so convinced that the change has to occur that, in their minds, no discussion is needed. So they put all their energy into crafting their message and announcing the change and very little effort into involving others and managing the journey of change. They forget that:



Effective organizational leadership is more about managing the journey of change than announcing the destination.




In Situational Leadership® II terms, leaders who announce the change are using a directing style. They tell everybody what they want to have happen, and then disappear. Using an inappropriate delegating style, they expect the change to be automatically implemented. Unfortunately, that never happens. They are not managing the journey. As a result, the change gets derailed. Why?

Change gets derailed because people know they can outlast the announcement, or at least the person making the announcement. Because they haven’t been involved up to this point, they sense that the organization is concerned only with its own self-interests, not with the interests of everyone in the organization. Change that is done to people creates more resistance. The moment vocal resistance occurs, the people leading the change break ranks. The minute they do, their lack of alignment signals that there’s no need for others to align to the change, because it’s going nowhere.

A poor use of directing style, followed by an inappropriate delegating style—announcing the change and then abdicating responsibility for the change—means that the change will never be successfully implemented. Rather, take time to practice partnering for performance and involve those impacted by the change in every phase of the change process.

Surfacing and Addressing People’s Concerns

As we mentioned in Chapter 5, Situational Leadership® II applies whether you are leading yourself, another individual, a team, or an organization. In the self and one-to-one context, the leader diagnoses the competence and commitment of a direct report on a specific task. In the team context, a leader diagnoses the team’s productivity and morale. In the organizational context, the focus is on diagnosing the predictable and sequential stages of concern that people go through during change.

A U.S. Department of Education project originally conducted by Gene Hall and his colleagues at the University of Texas2 suggests that people who are faced with change express six predictable and sequential concerns (see Figure 11.1):

1. Information concerns

2. Personal concerns

3. Implementation concerns

4. Impact concerns

5. Collaboration concerns

6. Refinement concerns
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Figure 11.1 The Stages of Concern Model

People going through a change often ask questions that give leaders clues about which stage of concern they are in. Most of the time, the people managing a change don’t hear these questions because there are no forums for people to express them. Or, if there are forums, the communication is one way. Those impacted by the change have little to no opportunity to question the reasons for the change or what the change will look like when it’s implemented. So, instead of becoming advocates for the change because their concerns are surfaced and addressed, those impacted by the change become resistant to it.

Let’s look at each stage of concern and the questions people are asking themselves and their peers.

Stage 1: Information Concerns

At this stage, people ask questions to get information about the change. For example: What is the change? Why is it needed? What’s wrong with the way things are now? How much and how fast does the organization need to change?

People with information concerns need the same information used by those who decided to move forward with the change. They don’t want to know if the change is good or bad until they understand it. Assuming that the rationale for change is based on solid information, share this information with people, and help them see what you see. Remember, in the absence of clear, factual communication, people tend to create their own information about the change, and rumors become facts.

In a SAP3 implementation where the change leadership team had done a good job explaining the business case, people said: “Fewer errors will occur with a single data entry. It will save money, because we will eliminate double entries. Fewer steps will be needed, and more functionality and collaboration will occur across work groups. It will be ten times easier to access information. In the long run, it will save time, because things will be done in the background. It will eliminate redundancy.”

Their information concerns were largely answered by the data the leadership team provided them through multiple vehicles.

Stage 2: Personal Concerns

At this stage, people ask questions about how the change will affect them personally. For example: What’s in it for me to change? Will I win or lose? Will I look good? How will I find the time to implement this change? Will I have to learn new skills? Can I do it?

People with personal concerns want to know how the change will play out for them. They wonder if they have the skills and resources to implement the change. As the organization changes, existing personal and organizational commitments are threatened. People are focused on what they are going to lose, not gain.

These personal concerns have to be addressed in such a way that people feel they have been heard. As Werner Erhard often said, “What you resist, persists.” If you don’t permit people to deal with their feelings about what’s happening, these feelings stay around. The corollary to this principle is that if you deal with what is bothering you, in the very process of dealing with your feelings, the concerns often go away. Have you ever said to yourself, “I’m glad I got that off my chest”? If so, you know the relief that comes from sharing your feelings with someone. Just having a chance to talk about your concerns during change clears your mind and stimulates creativity that can be used to help rather than hinder change efforts. This is where listening comes in. Leaders and managers must permit people to express their personal concerns openly, without fear of evaluation, judgment, or retribution.



Personal concerns are the most often ignored stage of concern during a change process.




In some cases, personal concerns are not resolved to an individual’s satisfaction, but the act of listening to these concerns typically goes a long way toward reducing resistance to the change effort.

If you don’t take time to address individual needs and fears, you won’t get people beyond this basic level of concern. For that reason, let’s look at some of the key personal concerns people often have with regard to change.

People are at different levels of readiness for change. Although almost everyone experiences some reluctance to change because they are not really sure how the change will impact them personally, some individuals may quickly get excited by an opportunity to implement new ideas. Others need some time to warm up to new challenges. This doesn’t mean there’s any one “right” place to be on the readiness continuum; it just means that people have different outlooks and degrees of flexibility about what they’ve been asked to do. Awareness that people are at different levels of readiness for change can be extremely helpful in effectively implementing any change effort. It helps you identify “early adopters” or change advocates who can be part of your change leadership team. This awareness will help you reach out to those who appear to be resisting the change. Their reasons for resisting may represent caution, or they could be clues to problems that have to be resolved if the change is to be successfully implemented.

People initially focus on what they have to give up. People’s first reaction to a suggested change often tends to be a personal sense of loss. What do we mean by “losses”? These include, among other things, the loss of control, time, order, resources, coworkers, competency, and prestige. To help people move forward, leaders need to assist them in dealing with this sense of loss. It may seem silly, but people need to be given a chance to mourn their feelings of loss, perhaps just by having time to talk with others about how they feel. Remember, what you resist persists. Getting in touch with what you think you will be losing from the change will help you accept some of the benefits.

Ken Blanchard and John Jones, cofounder of University Associates, worked with several divisions of AT&T in the early 1980s during the breakup of the corporation into seven separate companies.4 When they announced it, the leaders of this change started out by talking about the benefits. Ken and John realized that nobody could hear these benefits at that time, because people’s personal concerns had not been dealt with. To resolve this, they set up “mourning sessions” throughout these divisions where people could talk openly about what they thought they would have to give up with this change. The following were the biggest issues that surfaced:

Loss of status. When you asked people at that time who they worked for, their chests would puff out as they said, “AT&T.” It just had a much better ring to it than “Jersey Bell” or “Bell South.”

Loss of lifetime employment. A classmate of Ken’s, after he graduated from Cornell, got a job with AT&T. When he called home to tell his mother, she cried with joy. “You’re set for life,” she said. In those days, if you got a job with AT&T, the expectation was that you would work for them for thirty or thirty-five years, have a wonderful retirement party, and then ride off into the sunset. In these days of constant change, people have personal concerns about long-term employment.

Ken and John found that after people had expressed their feelings about these kinds of losses, they were much more willing and able to hear about the benefits of divestiture.

People feel alone even if everyone else is going through the same change. When change hits, even if everyone around us is facing the same situation, most of us tend to take it personally: “Why me?” The irony is that for the change to be successful, we need the support of others. In fact, we need to ask for such support. People are apt to feel punished when they have to learn new ways of working. If change is to be successful, people need to recruit the help of those around them. We need each other. This is why support groups work when people are facing changes or times of stress in their lives. They need to feel that their leaders, coworkers, and families are on their side in supporting the changes they need to make. Remember, you can’t create a world-class organization by yourself. You need the support of others, and they need your support, too.

People are concerned that they will have insufficient resources. When people are asked to change, they often think they need additional time, money, facilities, and personnel. But the reality today is that they will have to do more with less. Organizations that have downsized have fewer people around, and those that are around are being asked to accept new responsibilities. They need to work smarter, not harder. Rather than providing these resources directly, leaders must help people discover their own ability to generate them.

People can handle only so much change. Beyond a few changes—or even only one, if the change is significant—people tend to get overwhelmed and become immobilized. That’s why it’s probably not best to change everything all at once. Choose the key areas that will make the biggest difference.



Whatever you do, make sure people have some success experiences to build on before implementing more change.




In the SAP implementation mentioned earlier, what personal concerns were expressed, and how were they addressed? In interviews, people said: “I saw the databases yesterday and realize I don’t have to do anything right now. It’s less intimidating now that I’ve been able to play with it a little. I’m worried about the timing—the ‘go live’ date is in the middle of everything else. It will definitely take more time. I’m concerned that it will be hard to learn and use. I don’t think my team leader can speak for us. She doesn’t have a good enough view of our day-to-day work. I hope there will be one-on-one support, because the training won’t create the sense of security I’ll need to be able to use the system confidently. If things run smoother, what will we do with our time? We have to answer the question ‘What does this mean for me?’ now. I can’t do this and my real job at the same time. When this project is over, I’ll have to go back and fix everything else.”

The SAP change leadership team in this company set up forums for people to express their personal concerns, and then systematically worked at providing responses to questions about timing, involvement, support systems, and managing multiple priorities.

Once people feel that their personal concerns have been heard, they tend to turn their attention to how the change will really shake out. These are called implementation concerns.

Stage 3: Implementation Concerns

At this stage, people ask questions about how the change will be implemented. For example: What do I do first, second, third? How do I manage all the details? What happens if it doesn’t work as planned? Where do I go for help? How long will this take? Is what we are experiencing typical? How will the organization’s structure and systems change?

People with implementation concerns are focused on the nitty-gritty—the details involved in implementing the change. They want to know if the change has been tested. They know the change won’t go exactly as planned, so they want to know, “Where do we go for technical assistance and solutions to problems that arise as the change is being implemented?” People with implementation concerns want to know how to make the best use of information and resources. They also want to know how the organization’s infrastructure will support the change effort (the performance management system, recognition and rewards, career development).

In the SAP implementation mentioned earlier, implementation concerns such as these were voiced: “I’m concerned that people will hold onto their pet systems. Some other applications may survive, and we’ll end up with redundant systems. We don’t have the hardware to run the software. I’m concerned that there won’t be enough time to clean up the data or verify the new business processes we’ve designed. I want to touch it now, sooner rather than later. We need more information about what we can expect and when we can give suggestions. I could really use a timeline—what I’ve seen has been too detailed or too sparse. I need to know when I’ll be involved/crunched. Will people really be held accountable for using the new system?”

These implementation concerns were best addressed when the people closest to the challenges of implementing the change were involved in planning the solutions to the problems that were surfaced.

Stage 4: Impact Concerns

Once the first three stages of concern are lowered, people tend to raise impact concerns. For example: Is the effort worth it? Is the change making a difference? Are we making progress? Are things getting better? How?

People with impact concerns are interested in the change’s relevance and payoff. The focus is on evaluation. This is the stage where people sell themselves on the benefits of the change based on the results being achieved. This is also the stage where leaders lose or build credibility for future change initiatives. If the change doesn’t positively impact results—or if people don’t know how to measure success—it will be more difficult to initiate and implement change in the future. Conversely, this is the stage where you can build change leaders for the future if you identify the early adopters and recognize their successes with the change

Stage 5: Collaboration Concerns

People at the fifth stage of concern ask questions about collaboration during the change. For example: Who else should be involved? How can we work with others to get them involved in what we are doing? How do we spread the word?

People with collaboration concerns are focused on coordination and cooperation with others. They want to get everyone on board because they are convinced the change is making a difference. During this stage, get the early adopters to champion the change and influence those who are still on the fence.

Stage 6: Refinement Concerns

People at this stage ask questions about how the change can be refined. For example: How can we improve on our original idea? How can we make the change even better?

People with refinement concerns are focused on continuous improvement. During the course of an organizational change, a number of learnings usually occur. As a result, new opportunities for organizational improvement often come to the surface at this stage.

Impact, collaboration, and refinement concerns were barely audible in our SAP example, since it was still being planned. But we heard the following: “We expect a drop in productivity when we go live. We have to begin to define who owns which work processes and who upstream/downstream needs to change when we go live. SAP isn’t just the implementation of new technology; it’s business process redesign. We have to build the linkages and do the data conversions now. The experienced SAP users in the company haven’t been tapped. I’m concerned we’ll ship late when we make the conversion. Exceptions to usual flows are not being anticipated. Old-timers won’t be able to take the shortcuts they are used to. Real-time processing will help us eventually, but at first it will add time. It’s important to be thinking about integration across all processes now. I’m sure things will get worse in the first few weeks. What will the next phases focus on?”

We’ve learned that when people have refinement concerns with one change, they often are hatching the next change. The more you involve others in looking at options and in suggesting ways to do things differently, the easier it will be to build the business case for the next round of change.

While dealing with people’s concerns about change may seem like a lot of hand-holding, each stage of concern can be a major roadblock to the change’s success. Since the stages of concern are predictable and sequential, it is important to realize that, at any given time, different people are at different stages of concern. For example, before a change is announced, the leaders of the change often have information that others in the organization don’t. In addition, these change leaders typically have figured out how the change will affect them personally and even have gone so far as to formulate an implementation plan before others in the organization are even aware of the proposed change. As a result, the change leaders have often addressed and resolved information, personal, and implementation concerns; now they are ready to address impact concerns by communicating the change’s benefits to the organization. The rest of the organization, however, still has not had a chance to voice their concerns. As a result, they will not be ready to hear about the change’s benefits until their information, personal, and implementation concerns have been addressed.

Organizational Leadership Behaviors

If a leader can diagnose people’s stage of concern, the leader can respond by communicating the right information at the right time to address and decrease or even resolve these concerns. This requires the flexibility to respond differently to the concerns that people have going through change.

Resolving concerns throughout the change process builds trust in the leadership team, puts challenges on the table, gives people an opportunity to influence the change process, and allows people to refocus their energy on the change.

To help people resolve the questions and concerns they have at each stage of the change process, it is most helpful to respond with the right combination of focusing (directive) and inspiring (supportive) behaviors. When you do so, the questions are answered, and people are prepared to move to the next stage of change. Not addressing the questions holds people back and delays, if not stops, the process of moving forward.

Focusing and inspiring behaviors are like directive and supportive behaviors in the Situational Leadership® II model as it’s used with individuals and teams. Initially, leaders provide the focus or direction. They often spot the gaps between what is and what could be. They “direct” the change by creating a change leadership team and by committing resources to the change. They build the business case and set up the right experiments to determine best practices for implementing the change. At each stage of the planning process, though, it’s critically important to involve others. Those impacted by the change, if involved in planning, will have vehicles to express their concerns. They will be able to work with those leading the change to inspire others to change. Let’s look a little more closely at the two behaviors in Blanchard’s organizational change leadership model.

Focusing (Directive) Behavior for Organizational Change

Behaviors that provide direction in leading organizations are primarily related to focusing energy on performance and making the change happen. These directive behaviors, when applied to change leadership, help define and prioritize the changes required of the organization. This includes explaining the business case for the change. In other words, why are we doing this? People also want to know who will be leading the change and whether they will be consulted or involved. Again, a clear vision is important here so that people can see where the organization is headed and can determine whether they fit into this picture of the future. They also want to see the implementation plan. They’ll want direction about test-driving the change. They’ll want to know how resources will be deployed. Leaders providing appropriate direction must see that the organizational structure and systems are aligned to support the desired change.

Finally, direction also involves holding everyone accountable for making the change. In successful change efforts, the responsibility for providing direction or focus is shared by a broad-based change leadership team that includes early adopters and advocates for the change from all levels of the organization.

Inspiring (Supportive) Behavior for Organizational Change

Behaviors that provide support in leading organizations are primarily related to facilitating the change process and inspiring everyone to work together. These inspiring or supportive behaviors, when applied to the organization, help demonstrate that the change leadership team is passionately committed to the change. They also make sure that people’s concerns are surfaced and heard. The key here is involvement, involvement, and more involvement. Buy-in and cooperation are increased when change leaders listen to and involve others at each step of the change process. This means sharing information broadly across the organization, asking for input, celebrating successes, and recognizing people who are changing. The best support and most inspiration are provided when leaders throughout the organization model the behaviors expected of others. When leaders walk the talk, they connect with the experience and concerns of those who are being asked to change. Connection leads to more collaboration and partnering.

Situational Leadership® II and Leading People Through Change

New work by Pat Zigarmi, Judd Hoekstra, and Ken Blanchard on the Situational Leadership® II and Leading People Through Change programs provides guidance for diagnosing concerns and then using the appropriate change leadership strategy to address those concerns. That’s where flexibility comes in, the second skill of a situational change leader. Remember, stages of concern are like stages of development at the individual and team levels.

For Information Concerns, Use a More Focusing or Directing Leadership Style

When a change is introduced, people often lack knowledge about it. They wonder what it’s all about. They have information needs: “What will we be doing differently?” People need direction and focus much more than support or inspiration. To guide the process, the change leadership team should use focusing behaviors to explain the business case for the change. It’s important to bring people face to face with data about the need to change and allow them to reach their own conclusions.

For Personal Concerns, Use a Focusing and Inspiring Leadership Style

As information is shared and knowledge increases, people realize they need to develop new skills. Anxiety increases. They want to know, “How will the change affect me personally? Will I be successful?” People still need direction and focus, but there is a growing need for support and engagement.

Leaders can help people with personal concerns about the change by providing forums for team members to say what’s on their minds. It is important at this stage to provide encouragement and reassurance. Leaders should continue to explain to team members why the change is important and provide consistent messages about the organization’s vision, goals, and expectations. They should ask people what it would take for them to see themselves as part of the future. They should create vehicles for early adopters in the organization and users of the change outside the organization to influence peer to peer. They should also provide resources that help resolve personal concerns—clear goals, time, management support, and coaching.

The outcome of the strategies that are high on focusing and inspiring behaviors is a compelling vision of the post-change future—a picture where people can see themselves succeeding.

For Implementation Concerns, Use a Focusing and Inspiring Leadership Style

After personal concerns have been dealt with, people begin to question whether enough planning has been done. They can often see what hasn’t been done quicker than the people leading the change can, because they are closer to day-to-day reality. This is the time to set up small experiments, tests, or pilots to learn what still needs to be done. This is the time to broadly involve others—asking them to flesh out a robust implementation plan with you. This is the time to go forward with resisters to learn why they are resisting (beyond personal concerns). This is the time to increase the frequency of contact between change advocates and early adopters and people who are neutral. People still need both direction/focus and support/engagement to address their implementation concerns.

Leaders can help people through this phase in the change process by working to align systems—performance planning, tracking, feedback, and evaluation systems—with the change. They can offer perspective about how long the change should take and whether performance is on track. Leaders can boost morale by walking the talk, modeling the behaviors they expect of others—openness, transparency, flexibility, responsiveness, and resilience. Leaders can also address discouragement by providing individual training and coaching, not mass training, on how to implement the change. By demonstrating that they want to listen and by responding honestly to the questions people raise, leaders build trust. At this stage, it is equally important to look for small wins, recognize progress, and share excitement and optimism about the change.

Remember that at each phase of the change process, the change leadership team includes change leaders from all levels of the organization who can respond as peers with direction and support. They can gain the cooperation of others because they can speak first-hand of their experience and success with the change.

For Impact Concerns, Use an Inspiring Leadership Style

As the third stage of concern winds down, people begin to see the payoff in using their new skills. There’s a tipping point. There’s some momentum—but only if information, personal, and implementation concerns have been surfaced and resolved and only if people have been asked to shape the change they are being asked to make. People begin to feel more confident that they will succeed. They want to know, “How are we doing on our change journey? Can we measure our progress to date?” The need for direction and focus can decline, but people continue to need support, engagement, and inspiration to let them know that progress is being made.

At this stage of the change, the change leadership team needs to collect and share information and success stories. By telling stories, they can anchor the change in the company’s culture. Working together, the change leadership team can solve problems and remove barriers or obstacles to implementing the change. It is important at this stage for leaders to encourage people to keep up their effort and desire to change.

For Collaboration Concerns, Use an Inspiring Leadership Style

When people are firmly in the final stages of the change process, they can clearly see that their efforts are paying off, and they want to expand the positive impact on others. They begin to have more ideas that they want to share with others. The question on their minds is, “Who else should be involved in our change effort?” They need very little direction and focus but continue to need support and inspiration to encourage them to use the new talents they have developed and to leverage the success they have had.

The focus now should be on encouraging teamwork and interdependence with other teams. Leaders can support the change by cheerleading the improvements in the team’s performance and encouraging people to take on even greater challenges.

For Refinement Concerns, Use an Inspiring Leadership Style

The destination is now in sight. People know new ways to behave and how to work in the changed environment. They are ready to ask questions such as “Can we identify new challenges and think of new ways to do things? Can we leverage what we’ve done so far?” The need for both direction/focus and support/inspiration is declining. This is where integration of everything they have learned during the change journey occurs.

Team members and leaders at this point need to support continuous improvement and innovation throughout the organization. They should encourage each other to continue to challenge the status quo and to explore new options and possibilities.

The more that people throughout the organization are involved in talking about options and possibilities, the easier it will be to build the business case for the next round of change.

Involvement and Influence in Planning the Change

As we have emphasized, once the change leadership team has diagnosed people’s stages of concern, they must learn to flexibly use the appropriate change leadership strategy and corresponding behaviors to address the specific concerns people have in each stage of organizational change. Doing so significantly increases the probability of implementing successful change, because it creates a partnering for performance environment that expands opportunities for involvement and influence.



People often resent change when they have no involvement in how it should be implemented. So, contrary to popular belief, people don’t resist change—they resist being controlled.




When leaders expand people’s involvement and influence during a change, there is more buy-in for the change, because people are less likely to feel they are being controlled. When leaders expand opportunities for involvement and influence, they get a chance to hear people’s concerns. When they’ve heard the concerns, they can often resolve them. This builds trust and increases the credibility of the change leadership team.

In this chapter, we have focused on how to use the Situational Leadership® II model to lead organizational change. We have shown how all three skills of a situational leader—diagnosis, flexibility, and partnering for performance—play out in leading people through change. We have also focused on the first three Predictable Reasons Why Change Efforts Typically Fail. In the next chapter, we introduce the Leading People Through Change model, which defines nine change leadership strategies. This will be helpful for overcoming the remaining reasons on the list of Why Change Efforts Typically Fail.


Chapter 12
Strategies for Leading a Change

Pat Zigarmi and Judd Hoekstra

Leaders often get overwhelmed when they have to implement change. In many ways, they feel caught in a lose-lose proposition. If they try a necessary change, they risk unleashing all kinds of pent-up negative feelings in people. The resisters are seen as troublemakers trying to ruin something good. On the other hand, if leaders don’t constantly drive change, their organization will become obsolete, and everyone will lose their jobs. It’s been said that if you don’t change, you are dying.

Add to that lose-lose perspective a glance at the list of fifteen Predictable Reasons Why Change Efforts Typically Fail, which we discussed in the preceding chapter, and leaders could be immobilized around change. That’s why Pat Zigarmi and Judd Hoekstra developed the Leading People Through Change Model—to make the seemingly complicated simple (see Figure 12.1).1
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Figure 12.1 The Leading People Through Change Model

Nine Change Leadership Strategies

In Chapter 11, “Organizational Leadership,” we focused on the first three predictable reasons why change efforts typically fail. People leading the change think that announcing the change is the same as implementing it. People’s concerns with change are not surfaced or addressed, and those being asked to change are not involved in planning the change.

The upper portion of the Leading People Through Change Model defines nine change leadership strategies and their respective outcomes. While these change leadership strategies are in response to the six stages of concern, their focus is on the remaining twelve reasons why change efforts typically fail. They also describe a process for leading people through change that differs dramatically from how change is introduced in most organizations.

Strategy 1: Expand Involvement and Influence

Outcome: Buy-In

As the Leading People Through Change Model shows, the first change leadership strategy, Expand Involvement and Influence, must be used consistently throughout the change process. It’s at the heart of the change leadership strategies.

The core belief of our approach to leading organizational change is that the best way to initiate, implement, and sustain change is to increase the level of influence and involvement from the people being asked to change, surfacing and resolving concerns along the way. This was a key strategy in the preceding chapter, when we discussed dealing with the first three reasons why change efforts typically fail. Without this strategy, you cannot achieve the cooperation and buy-in you need from those responsible for making the changes you’ve proposed.



Which of the following are you more likely to commit to: a decision made by others that is being imposed on you, or a decision you’ve had a chance to provide input into?




What may seem obvious to you isn’t obvious to many leaders trying to implement organizational changes. They believe changes will be implemented much faster if they make quick decisions, and it is quicker to make decisions with fewer people providing input into the decision-making process. While it is true that decisions can be made faster when fewer people are involved, faster decisions do not usually translate into faster and better execution. The “top-down, minimal involvement” leadership approach ignores the critical difference between compliance and commitment. People may comply with the new directive for a short time until the pressure is off and then return to old behavior.

Providing opportunities for involvement and influence produces long-term, sustainable commitment to a new way of doing business, rather than short-term compliance. Keep Figure 12.2 in mind as you think about how much you want to involve people in the change process: Resistance increases the more people sense that they cannot influence what is happening to them.
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Figure 12.2 Perceived Loss of Control Increases Resistance to Change

If people aren’t treated as if they are smart and would reach the same conclusion about the need to change as the change leadership team, they perceive a loss of control. Their world is about to change, but they have not been asked to talk about “what is,” explore options, or consider possibilities. Their information concerns have not been addressed. Similarly, if personal concerns are not surfaced and acknowledged, people lose a sense of autonomy. They collude with others; they become anxious, and their resistance increases. Then, when T-shirts with a slogan are given out and everyone is sent to “one size fits all” training, people begin to believe that the organization really is out of control. This puts their sense of control in jeopardy, which again increases resistance. The bottom line is that people have to influence the change they are expected to make, or, as Robert Lee said:



“People who are left out of shaping change have a way of reminding us that they are really important.”




Flexibility: Using a Number of Different Change Leadership Strategies to Successfully Lead Change

The eight organizational change leadership strategies on the perimeter of the model proactively address the other twelve Predictable Reasons Why Change Efforts Typically Fail. They also illustrate a sequential process for initiating, implementing, and sustaining change.

To help make the remaining eight change leadership strategies come alive, we offer the following case study involving a problem that has plagued millions in America.

Case Study: Non-Support-Paying Parents

As many as 20 million children in America may have noncustodial parents who avoid their child support obligations. According to the Federal Office of Child Support, the total unpaid child support in the U.S. is close to $100 billion; 68 percent of child support cases were in arrears. An overwhelming majority of children—particularly minorities—residing in single-parent homes, where child support is not paid, live in poverty.

In the United States, child support enforcement is a loose confederation of state and local agencies with different guidelines that answer to the federal Office of Child Support Enforcement. Getting agencies to work together is the greatest challenge. While legislation exists to enforce child support payments, there is too much bureaucracy and not enough manpower to pursue non-support-paying parents across state lines and take them into custody. As a result, many of these parents have beaten the system.

Up until the 1990s, information on these parents was stored in paper files in clerks’ offices in the county where the parent resided. County clerks were responsible for using this information to try to enforce the collection of child support. Often, as a county clerk got close to tracking down a parent not paying court-ordered child support payments, the parent would move to a different county or even a different state.

With the major challenge of sharing information stored in paper files across county lines or even state lines, it became nearly impossible to catch the non-support-paying parents. As a result, custodial parents and kids who were due to receive child support ended up losing.

As frustration grew over this situation, the federal government decided to take on the challenge. In the early 1990s, federal legislation mandated that each state implement an electronic tracking system that facilitated the sharing of current information across county and state lines to better enable the tracking of these parents. This may sound like a relatively simple change to make, considering that computers and the Internet are now commonplace in most businesses. However, many county clerks were in their fifties and sixties, lived in rural areas, had never used a computer, and had been trying to track non-support-paying parents with a notepad, pencil, and telephone for decades.

Do you think the county clerks being asked to change had concerns about the proposed change? Of course they did. Many of these county clerks had information concerns, such as how having a new computer would improve the situation in their county. In counties that were already doing a good job of collecting child support, people wondered if they needed to participate, or if they could continue using their paper files as long as they were successful. Counties that had been using a computer system for years to track cases wondered if they needed to use the new computer system, or if they could keep using their current system. People wondered how long it would take to move the information from their paper files to the computer.

Many of the county clerks had personal concerns as well. People said things like “I’ve never used a computer. Will I be taught how? Can I do it? If I can’t learn to use the new computer system, will I still have a job? Besides using the new computer system, how else is my job changing? This sounds like a lot of extra work. I’m not ready for this.” These questions are typical at this stage.

In addition, the clerks had implementation concerns. They wanted to know when they would be trained on the new computer system. They wanted to know who to contact if they needed help after training. Many wondered if any counties were “going live” before they were, and they wondered if they could talk with people in those counties. They also wondered when the whole state would be up and running on the new system. Finally, they wondered what would happen if the computer system went down or was unavailable for a period of time.

Once the change was in motion, some of the clerks brought forward impact concerns. For example, they wanted to know if they were catching any non-support-paying parents they wouldn’t have caught without the new system. They wanted to know how much more money they were collecting compared to when they were doing things the old way. Many were curious to know if their customers (custodial parents) saw a positive change in how they were working with them and the results they were achieving.

In time, the clerks’ collaboration concerns began to surface. Here are some of their comments: “I’ve seen the success of this new system firsthand. Is there anybody who is not yet convinced that this is a good idea?”

“I’m so glad I got to be part of the pilot. I can’t wait to go back to my county and share the good news. They are currently pretty skeptical about this new system.”

“The system is working pretty well within the counties around us that have ‘gone live.’ Are there other counties or states we should be working with that we haven’t connected with yet?”

Once the new system was up and running, the clerks brought forward their refinement concerns. While they acknowledged that the new system was an improvement over how things used to be, they suggested areas that might be improved. For example, a question came up about how they could connect their system to other systems (other county and state child support systems, the Department of Motor Vehicles, the new-hire database, the IRS) so that they could better track people and enforce the collection of child support.

Strategy 2: Select and Align the Leadership Team

Outcome: One Voice

The second change leadership strategy is Select and Align the Leadership Team. This strategy addresses the following reason why change efforts fail.

Why Change Efforts Typically Fail: Reason 6

6. The change leadership team does not include early adopters, resisters, or informal leaders.

Select the change leadership team. It is not possible to bring about change in an organization with a single leader. As David Nadler says, “The scope of today’s changes is too much for one CEO—even a very charismatic one—to pull off alone.” Change requires a strong and broad-based change leadership team that is aligned and that speaks with one voice to the larger organization. The outcome is a unified message that minimizes ambivalence and confusion, a message that is compelling and inspiring.

In Chapter 10, “Situational Team Leadership,” we described the importance of teamwork and how to build a high performing team. How do you build a change leadership team?

First, it is important to select both sponsors and day-to-day change leadership team members. A sponsor is an executive who can legitimize the change and who has the formal authority to deploy resources to support the initiation, implementation, and reinforcement of the change. A member of the change leadership team is responsible for the day-to-day leadership of the change—the execution of the change leadership strategies described by the Leading People Through Change Model.

As you identify potential sponsors and members of the change leadership team, consider whether they possess the skills and traits required to lead change. Consider the following questions:

• Have they led or been part of successful change efforts in the past?

• Do they have the time and availability required of a change leader?

• Do they have the respect of their peers?

• Are they highly skilled?

• Are they willing to play the role of devil’s advocate?

• Are they effective communicators who are willing to raise the concerns of colleagues who may be less inclined to play devil’s advocate?

• Do they have the diversity necessary to think outside the box and come up with the best solutions to challenges that arise?

In our child support example, it was critical that the change leadership team include county clerks representing a diverse set of counties across the state: rural and urban counties, a county already using computers to track non-support-paying parents, a county using only pen and paper to track non-support-paying parents, a county with good performance regarding collection of child support, and a county with poor performance regarding collection of child support.

The change leadership team should be a representative sample of the organization—advocates and resisters, formal and informal leaders, and leaders at all levels of the organization.

It’s important to embrace the resisters of a change effort. We once worked with a company where a manager appeared to be very resistant to the changes being proposed by the executive team. This manager had lots of credibility within his department and could sway people to support or block the change. Once the executive proposing the changes allowed this manager to be involved in many of the decisions regarding the change and to take an active leadership role, this manager ended up being one of the strongest supporters and leaders of the change. It’s been said that



Those who plan the battle rarely battle the plan.




It’s also important to include a variety of perspectives and roles that represent the entire organization on the change leadership team. This way, various perspectives can be surfaced and worked through before final decisions are made. Although it may feel uncomfortable at first, it is very helpful to include at least one or two people who would be considered “resistant” and who can articulate the concerns of those who share that perspective.

When you include a representative sample of the organization, people throughout the organization feel that their point of view and concerns are being heard. A diverse team also means that there are more opportunities for advocates to be in contact with people who are neutral, before they become resistant. When resisters have a forum to surface and address their concerns, they often become the most effective problem solvers and spokespeople for the change.

Align and build a high performing change leadership team. Once the change leadership team is selected in a way that increases opportunities for involvement and influence, consider how important it is for this to be a high performing team. It is extremely damaging to an organization when its leaders are not on the same page and communicate inconsistent messages to the organization during times of change.

We worked with an organization where the top executive was trying to get buy-in from his executive team for a series of changes. Some of his team did not agree with what was proposed. Although there were meetings to discuss the changes, one executive did not voice his concerns. By being silent, he implied that he supported the change leadership team’s recommendations and that he would communicate a consistent message to his people. Instead, the team member chose to publicly criticize the top executive and the changes that were being proposed to members of his department. He tried to subvert the change outside the change leadership team.

When people see a lack of alignment at the top, they know they don’t have to align. In addition, they know that without alignment, the change will stall or derail and that they can outlast it. In this example, as a result of his actions, the subversive executive was fired. The team members agreed to this action during the team chartering session. It sent a strong message about alignment to the whole organization. It is important to note that the executive was fired as much for not voicing his concerns to his team as for disparaging the top executive and the proposed changes.

While it may not always lead to someone being fired, communication of inconsistent messages during a change effort results in people freezing and waiting for the leaders to sort out the inconsistencies. Negative spin from one member of a change leadership team will kill a change effort. Again, with a broad, diverse team, there are more people to communicate, but the challenge is to get them to communicate one message and to get them to listen as much as talk when they communicate. Remember: Sustainable organizational change happens through conversation and collaboration, not by unilateral action by a few.

Strategy 3: Explain the Business Case for Change

Outcome: Compelling Case for Change

The third change leadership strategy, Explain the Business Case for Change, addresses information concerns.

When leaders present and explain a rational reason for the change, the outcome is a compelling case that helps people understand the change being proposed, the rationale for the change, and why the status quo is no longer a viable option. This change leadership strategy addresses the following reason why change efforts fail.

Why Change Efforts Typically Fail: Reason 4

4. There is no compelling reason to change. The business case is not communicated.

Expect that many people in the organization will not understand the need for a change; they will feel good about the job they are currently doing. As a result, they will have information concerns and likely will ask questions such as “What is the change? Why is it needed? What’s wrong with the way things are now? How much and how fast does the organization need to change?”

Most likely, those initiating the change were frustrated by something that was wrong with the status quo or were anxious about an opportunity that would be lost by continuing with business as usual. This spirit of discontent with the status quo needs to be shared and felt by those being asked to change.

Suppose a leader mistakenly attempts to create and communicate a change-specific vision to the organization before demonstrating that the status quo is no longer a viable option. The inertia of the status quo will likely prove too strong, and the very people whose cooperation the leader needs are much less likely to embrace the picture of the future the leader intends to create. As John Maynard Keynes said:



“The difficulty lies not so much in developing new ideas as in escaping from old ones.”




In the child support example described earlier, it was critical to have custodial parents and county clerks share their stories about the frustration and hopelessness they felt in trying to track down and enforce the collection of child support from non-support-paying parents with only pen-and-paper support from government agents. Without county clerks feeling this frustration in some way, shape, or form, it was very unlikely that they would be willing to learn a new computer system and adopt new ways of working just because it was mandated by federal legislators.

As you build the case for change, one of the best ways to get buy-in from employees is to share information broadly and then ask people at all levels in the organization to tell you why they believe the organization needs to change. Ask people for their reasons why the organization needs to change even if you already think you know the answers. By doing so, your case for change will be more compelling in people’s eyes, because they came up with it. As a result of their ownership in the case for change, people are much more likely to leave the status quo behind.

Returning to the example we cited in Chapter 4, “Empowerment Is the Key,” The Ken Blanchard Companies needed to make a number of changes as a result of the economic downturn following the terrorist attacks on September 11, 2001. The leaders shared information broadly with the organization regarding projected revenue, current expenses, and break-even figures. This brought people face to face with the reality of the situation and ensured that the organization understood that “business as usual” was no longer a viable option. Then the leaders asked associates what would happen if the status quo were maintained. The associates clearly stated that the company’s survival was at stake. As a result of their involvement in building the case for change, associates bought into a number of cost-cutting initiatives, even when the initiatives weren’t in their own best interest.

Strategy 4: Envision the Future

Outcome: Inspiring Vision

The fourth change leadership strategy, Envision the Future, addresses both information and personal concerns. To quote Proverbs 29:18, “Where there is no vision, the people perish.”

When leaders envision the future, they create an inspiring vision that motivates people in the organization and that unleashes their power and potential. This change leadership strategy addresses the following reason why change efforts fail.

Why Change Efforts Typically Fail: Reason 5

5. A compelling vision that excites people about the future has not been developed and communicated.

It is critical for the organization to have a compelling vision that inspires and excites people and makes them want to stay. When any organizational change is considered, it is always important to revisit the organization’s vision to provide rationale for the change. At times, this may mean modifying the organization’s vision or creating a new one, such as what happened when Louis Gerstner took over IBM. A new, compelling picture of the future when the proposed change is implemented must support the organization’s vision, including its purpose and values.

The process used to create a vision, whether it is for an entire organization or for a specific change initiative, is the same. This process was described in detail in Chapter 2. As Ken Blanchard and Jesse Stoner point out in Full Steam Ahead! Unleash the Power of Vision in Your Company and Your Life, the process you use to develop a vision is as important as the vision itself. In other words, if people are involved in the process and feel the vision is theirs—as opposed to some words on a poster from an executive retreat—they are more likely to see themselves as part of the future organization. When this happens, people are more likely to show the tenacity needed during the challenging times that inevitably accompany change.

Getting people involved in the visioning process is also a key way to help them resolve the personal concerns they experience during a change. The more you can get people involved in the visioning process, the more likely it is they will want to be part of the future organization. They need to be able to see themselves in the picture of the future for it to inspire them.

In our earlier child support example, the change leadership team was responsible for drafting the initial vision. Because there was no existing vision for the state’s Child Support Program to compare it to, they needed to create a vision for the entire program, not just for the implementation of an electronic tracking system. Next they took the draft vision to the county clerks across the state and asked them for input. The result was the creation of a shared vision that was compelling for the vast majority of those being asked to change:

Our state’s Child Support Program helps children thrive by providing financial stability to their families and offering the highest-quality service as a nationally recognized model of excellence for child support enforcement.

While a small group of leaders could have come up with these words, giving county clerks an opportunity to provide input ensured that the vision was understood and embraced.

Strategy 5: Experiment to Ensure Alignment

Outcome: Collaborative Effort and Infrastructure

The fifth change leadership strategy, Experiment to Ensure Alignment, is for personal and implementation concerns.

When leaders engage others in planning and experimenting, they encourage collaborative effort and help build the infrastructure that is needed to support the change. The Experiment to Ensure Alignment strategy addresses the following reasons why change efforts fail.

Why Change Efforts Typically Fail: Reasons 7, 8, and 9

7. The change is not piloted, so the organization does not learn what is needed to support the change.

8. Organizational systems and other initiatives are not aligned with the change.

9. Leaders lose focus or fail to prioritize, causing “death by 1,000 initiatives.”

Involve others in planning and pilots. We’ve all seen or been part of changes that have not gone well. In most of these cases, the implementation plan was not developed by people anywhere near the front line. As a result, the plan did not account for some real-world realities and was shrugged off as flawed, unrealistic, and lacking the details required for action—or, worse yet, flat-out wrong.

As with the earlier change leadership strategies we described, when you involve people and give them a chance to influence, you get not only their buy-in, but also a better outcome. Also, your planning process needs to account for the fact that you won’t have it all figured out ahead of time. Run some experiments or pilots with early adopters in an effort to work out the kinks and learn more about the best way to implement the change with the larger organization. Ensure that your change implementation plan is dynamic.

By getting others involved in the planning process, you can resolve a number of personal and implementation concerns. Test drives, pilots, or experiments can also teach you what else needs to change in terms of policies, procedures, systems, and structures so that the probability of successful implementation across the larger organization improves. The positive outcomes of engaging others at this stage of the change process are collaborative effort and the right infrastructure.

Many change plans underestimate the momentum generated by short-term wins. Short-term wins are improvements that can be implemented within a short time frame—typically three months—with minimal resources, at minimal cost, and at minimal risk. Short-term wins have several benefits. First, they proactively address impact concerns (such as “Is the change working?”). Second, they provide good news early in the change effort, when good news is hard to come by. Third, they reinforce behavior changes made by early adopters. Fourth, they help sway those who are “on the fence” toward action.

In the child support case study pilot described earlier, it was critical to select counties that had the greatest probability of seeing significant short-term results from implementing the new electronic tracking system. This would help grease the skids and build momentum for post-pilot implementations with other counties where the impact was more in question.

Avoid death by 1,000 initiatives. With limited resources, it is critical to make choices about what change initiatives will allow your organization to achieve its vision most effectively and efficiently. Individual change initiatives need to be scheduled and implemented in light of other activities and initiatives competing for people’s time, energy, and mind share.

During times of change, it is critical to provide your people with direction on priorities. Like a sponge, after a certain amount of change, people cannot absorb any more, no matter how resilient and adaptive they are.

Decide what not to do. While it is important to provide direction on what to do, it is just as important to provide direction on what not to do. Ask the following questions when deciding what to do and what not to do: What project or initiative will have the greatest impact on your vision? What provides the greatest value for resources expended (money, people, time)? Can the people responsible for working on the project handle it in light of all the other things they have been assigned to do? Are there enough qualified people who can dedicate time to work on the project? Are there any synergies between this project and other critical projects?

Once you have prioritized and sequenced a list of possible change projects, recognize that, because we live in a dynamic environment, priorities can shift and resources can become more abundant or scarce. This may shift the type and number of projects an organization undertakes at any point in time as well.

Decide how and when to measure and assess progress. The adage is true: What gets measured gets done. Because it is difficult to predict human behavior with absolute certainty—especially in the face of major change—assess the progress being made on a number of fronts in an effort to identify potential risks to the change’s success. These areas include sponsor commitment, employee commitment and behavior change, achieving project milestones, and interim business results.

The plan crafted at this step of the change process needs to describe what will be measured, how it will be measured, and the frequency of measurement. To increase the probability of successful change, consider using an organizational change readiness assessment to determine what’s working well and what requires additional work.

Communication, communication, communication. Much has been written about the importance of communication during times of change. Why is it so important? A significant amount of resistance encountered during organizational change is caused by a lack of information, especially the what and why types of information. In the absence of honest, passionate, and empathetic communication, people create their own information about the change, and rumors begin to serve as facts.

For example, we worked with an organization going through a tremendous amount of change. As we started our work, we quickly realized that little or no rationale was being provided for key decisions that affected a large number of people. Without supporting rationale, the facts appeared harsh to team members:

• The development project I am working on was stopped.

• My budget was cut.

Based on these facts alone, many people assumed that the company’s future was bleak. As a result, tremendous effort was required to overcome the rumor mill that led to drops in productivity and morale and that caused some people to begin looking for other jobs.

Let’s consider these same facts, only this time with supporting rationale. Can you see how providing this rationale could have prevented the rumors and resistance that occurred?

• The project I am working on was stopped because we found that customer safety was at risk. Customer safety is our highest-priority value, so we made a decision in line with our values.

• My budget was cut because the organization is reallocating these funds toward another drug development project based on a recent licensing agreement we signed.

Some of the strongest resistance to change occurs when reality differs from expectations. Therefore, understanding the current expectations of those affected by the change is critical if leaders are to manage and shape or transform those expectations effectively.

Recognize that covert resistance kills change. Effective leaders not only tolerate the open expression of concerns, they actually reward their people for sharing their concerns in an open, honest, and constructive manner. It is critical that leaders provide opportunities for two-way communication, because concerns cannot be surfaced and resolved without give-and-take dialogue.

It is also important to recognize that communicating your message once is not enough for most people to act on it. People in organizations are so bombarded with information that one of the best ways to sort out what requires action versus what does not is to listen for the messages that are communicated repetitively over time. These can be distinguished from the flavor-of-the-month messages that come and go. Communicate your key messages at least seven times in seven different ways. Better yet, at least ten times in ten different ways.

Strategy 6: Enable and Encourage

Outcome: New Skills and Commitment

The sixth change leadership strategy, Enable and Encourage, is for implementation and impact concerns. When leaders enable and encourage people throughout the organization to embrace the change, associates can develop new skills and make a deeper commitment to the organization. This change leadership strategy addresses the following reason why change efforts fail.

Why Change Efforts Typically Fail: Reason 10

10. People are not enabled or encouraged to build new skills.

Our experience has shown that most organizations jump into this change leadership strategy much too soon. In many cases, executives announce the change and try to get people into training as soon as possible. Unfortunately, people’s information and personal concerns have not been addressed, so the results of the training are less than optimal. Also, training often is delivered before all the kinks are worked out, contingencies are planned for, help desks are created, or systems are aligned. Finally, early training usually fails because it’s “one size fits all.” After the learnings from pilots and experiments are culled and the right infrastructure is in place, training for the change should be done in as individualized a way as possible. Ideally, a training strategy for each individual should be delivered at just the right time.

Notice how many other change leadership strategies precede the Enable and Encourage change leadership strategy in our model. Our model is front-loaded for a reason—namely, because most organizations don’t do a good job on the early work that needs to be done to set up a successful change. The rallying cry we often hear in our work with organizations going through change is, “We’re raising the bar!” This rallying cry is not bad in and of itself. However, nothing kills motivation faster than telling people to raise their performance but failing to provide them with new skills, tools, and resources required to leap over the height of the recently raised bar. As a result, people’s reaction to leadership’s statement that “We’re raising the bar!” is often along the lines of “What does that mean? I’m not doing a good job now?”

After the roles, responsibilities, and competencies required for lasting change are determined, skill gaps need to be closed. As Stiuational Leadership® II would suggest, leaders need to use a directing style 1 (with high direction and low support) or, more likely, a coaching style 2 (with high direction and high support) to build people’s competence and commitment. Leaders need to use mistakes as opportunities for further learning, and they need to praise progress.

In the child support case study we described earlier, a group of county clerks involved in the pilots were chosen to train other county clerks on the new electronic tracking system and new work processes. This brought county clerk trainees face to face with others in similar positions who had gone down the path before them. Because the trainers were speaking from a position of experience, they were credible and could set realistic expectations for what other county clerks could expect when their county “went live.”

In addition, the county clerks facilitating the training used the sessions as opportunities to gather additional input and ensure that the implementation plan was as strong as it could be.

Strategy 7: Execute and Endorse

Outcome: Accountability and Early Results

The seventh change leadership strategy, Execute and Endorse, is for impact and collaboration concerns. James Champy articulates this strategy well:



“A leader needs to attract followers ... but if the mobilization process is to succeed, those followers must become leaders too, finding their own sense of purpose in the shared challenge and spreading the call and vision of the change.”




When leaders execute and endorse the change, they create conditions for accountability and early results. This change leadership strategy addresses the following reasons why change efforts fail.

Why Change Efforts Typically Fail: Reasons 11, 12, and 13

11. Those leading the change are not credible. They undercommunicate, give mixed messages, and do not model the behaviors the change requires.

12. Progress is not measured, and/or no one recognizes the changes that people have worked hard to make.

13. People are not held accountable for implementing the change.

Much has been written about the importance of execution. We do not argue with the emphasis being placed on execution. That being said, execution is much easier if you lead the change using the strategies we’ve described up to this point. If you don’t, you will fight an uphill battle.

Walking the talk. Although it is critical for the change leadership team to communicate with one voice, it is even more important that the change leaders walk their talk and model the behaviors they expect of others.

It is estimated that a leader’s actions are at least three times as important as what he or she says. Leaders need to display as much or more commitment to the change as the people they lead. People will assess what the leader does and doesn’t do to assess the commitment to the change. The minute that associates or colleagues sense that their leader is not committed or is acting inconsistently with the desired behaviors of the change, they will no longer commit themselves to the effort.

Measure, praise progress, and redirect when necessary. As stated earlier, what gets measured gets done. Keep in mind that people’s thoughts and actions are leading indicators of business and financial performance. Leading indicators allow you to drive by “looking through the windshield” rather than by relying solely on lagging indicators such as financial performance, which is akin to driving while looking in the rearview mirror.

Once measurement occurs, praise the progress that is being made. Don’t wait for perfect performance. If you do, you’ll be waiting a long time. This concept has been key to our teachings for decades:



The key to developing people and creating great organizations is to catch people doing things right and to accentuate the positive.




Because you’ve planned for short-term wins, you should be able to find and share success stories as a means of influencing people who remain on the fence. Follow through on your promise to recognize and reward the behavior you expect, and follow through on your promise to impose consequences for anyone attempting to derail the change program. This is the stage where you get rid of the people who are still resisting.

In our child support case study, the state government called monthly meetings for county clerks across the state with similar “go live” dates. During these meetings, each county was asked to share a success story as well as any challenges they were having. The idea of holding each county accountable for sharing a success story in front of their peers created some healthy competition to make the new tracking system work. It allowed early-adopting counties to sway those that were on the fence. Discussing the challenges also provided opportunities for learning that could be fed back into the design of the tracking system, the planning process, and the training of county clerks.

In another example, a change leadership team we worked with instituted the use of a “performance dashboard” to continually measure progress against a set of key performance indicators. The change leadership team met twice a month to discuss the plan’s progress, as seen by green, yellow, and red indicators on the performance dashboard. If a key performance indicator was green, this was praised and celebrated. If a key performance indicator was yellow or red, the team would discuss how best to respond to get that indicator back on track. This process held people accountable for performance and also ensured that people got the direction and support they needed to get back on track.

Strategy 8: Embed and Extend

Outcome: Reach and Sustainable Results

The eighth change leadership strategy, Embed and Extend, is for collaboration and refinement concerns. Here’s a good rule of thumb:



Organizations should spend ten times more energy reinforcing the change they just made than looking for the next great change to try.




When leaders embed and extend the desired change, they can reach and sustain the desired results. This change leadership strategy addresses the following reason why change efforts fail.

Why Change Efforts Typically Fail: Reason 14

14. People leading the change fail to respect the power of the culture to kill the change.

Culture can be defined as the predominating attitudes, beliefs, and behavior patterns that characterize an organization’s functioning. While a high performing change leadership team can generate enthusiasm and short-term success during times of change, it is critical that the change be embedded in the organization’s culture if it is to be sustainable over the long haul.

If a change is introduced that is not aligned with the current culture, you must alter the existing culture to support the new initiative or accept that the change may not be sustainable in the long term. The best way to alter the culture is to go back to the organization’s vision and examine its values. Identify which values support the new culture and which don’t. Choose the most critical values. Then define the behaviors that are consistent with the values, and create rewards and accountability for behaving consistently with the values. It is energizing for an organization to do this in the context of implementing change.

In many cases, a change is implemented within one business unit before other business units are engaged. The change process defined by the Leading People Through Change Model needs to be repeated for the new units that have not yet gone through the process.

Citing our child support case study again, it was critical to ensure that all obstacles to using the new tracking system were removed. While there were some common obstacles to overcome for most counties, many obstacles differed by county. As a result, embedding the change on a local level required attention at the local level. Because ongoing support was provided, obstacles were removed, and the counties themselves sold each other on the benefits of implementing the new tracking system. Doing so allowed the initiative to be extended across an entire state and eventually the entire country.

Strategy 9: Explore Possibilities

Outcome: Options

The ninth change leadership strategy, Explore Possibilities, is for refinement concerns. By involving others in exploring possibilities, you immediately lower information concerns as a new change is announced, because people are “in the loop” about deciding what needs to change. This change leadership strategy addresses the following reason why change efforts fail.

Why Change Efforts Typically Fail: Reason 15

15. Possibilities and options are not explored before a specific change is chosen.

Ideally, those who are closest to the problems and opportunities in an organization are the ones who come up with the options to be considered by the change leadership team. To ensure face validity and inclusion of the best options, the options identified should be reviewed by a representative sample of those being asked to change.

In our child support case study, noncustodial parents and county clerks across the country expressed frustration with the fact that non-support-paying parents were getting harder to track and more elusive than ever. As a result, the federal government took this input, explored the root causes of the problem, and identified a number of possible responses. A number of change projects were chosen as part of an integrated strategy to enforce the collection of child support payments. These projects included but were not limited to withholding income from the noncustodial parent’s employer and intercepting income tax refunds (state and federal), unemployment compensation benefits, and lottery winnings. The projects also included credit bureau reporting, driver’s and professional license suspension, financial institution data match (locating bank assets), cross-matching new-hire reporting, hunting and fishing license suspension, passport denial, liens, federal loan data matching, and computer automation of child support operations, including interfaces with numerous other state agency systems.

Some of these options were potentially more feasible and would have more impact than others. By simply having options, people felt they had choices and could influence what changed.

Since 1995, annual child support collections in the state where the enforcement tracking system was implemented have increased from $177 million to more than $460 million. Increased collections means that more children are receiving the child support they deserve, and fewer families will have to resort to public assistance to survive.2

It is our hope that instructing change leadership teams how to address each stage of concern during organizational change has taken much of the mystique out of the process and shown you how you can lead at a higher level. Responding to others’ concerns and paying attention to how you increase involvement and influence at each step in the change process is the best way we know to build future change receptivity, capability, and leadership.

To get sustainable results over the long term from a change effort, it is critical that the change be embedded in the organization’s culture. It’s worth repeating that if a change is introduced that is not aligned with the current culture, you must alter the existing culture to support the new initiative or accept that the change may not be sustainable. Given the importance of culture, in the next chapter we will help you understand how to build or transform an organizational culture.


Chapter 13
Managing a Successful Cultural Transformation

Garry Demarest, Chris Edmonds,
and Bob Glaser

Look closely at the operations of any high performing organization, and you are bound to find a strong and distinct culture. While most people have heard the term and it has been written about widely,1 culture can be a slippery concept to describe. As we indicated in Chapter 2, “The Power of Vision,” we define culture as the context in which all practices exist. It is the organization’s personality; it’s “how things are done around here.” When we talk about an organization’s culture, we are referring to the values, attitudes, beliefs, behaviors, and practices of the organizational members.

In our experience, most members of an organization typically find it difficult to describe their company’s culture, often because they are so immersed in it. They have not thought about the unique elements, symbols, rituals, stories, events, and demonstrated behaviors that make their organization’s culture what it is.

New members of an organization often learn about the culture the hard way, by bumping into it—literally and figuratively—as they attempt to navigate their way through it. Experienced members are quick to correct the newcomers and educate them about the “expected behavior.” For example, when teaching a class at one of American Honda’s manufacturing plants several years ago, one of our consulting partners was reprimanded by a manager for bringing food into the classroom. He was told that no associate was allowed to eat in the classrooms, and he was expected to follow the same rule.

Every organization has a culture; it can be formally defined or evolve entirely by default. The company’s culture will enable organizational performance and employee passion—or erode it. Culture can be complex. Within an organization, different divisions, regions, or departments can have slightly—or hugely—different cultures. Those intact cultures may, as with the broad organization, help, hinder, or hurt organizational performance and employee passion.

Culture underlies all that an organization does. As we learned in the preceding chapter, it also determines the organization’s readiness for change. When organizations seek greatness, they often find aspects of their organizational culture that need change.

Leaders begin to consider a culture change when they know something in their organization is not working or is broken. It may be a single incident that raises eyebrows—or requires a costly recovery—or patterns of behavior that demonstrate a low threshold of trust, respect, and confidence across the organization. Perhaps a series of low scores on employee morale surveys tells leaders the organization is less than healthy.

Gung Ho!: A Starting Point

We recognized for a long time that culture has a profound effect on the behavior of organizational members, the trust and respect that exist between them, and ultimately the organization’s success. However, we didn’t spend much time studying culture until after the publication of Ken Blanchard and Sheldon Bowles’s book Gung Ho!: Turn on the People in Any Organization. It was the story of two unlikely characters—Peggy Sinclair, a new top manager, and Andy Longclaw, an often-criticized manager. They went on an unconventional journey to successfully change the culture in their manufacturing plant.2

We received many calls and emails from organization leaders about their efforts and hopes for putting the Gung Ho!® story into practice. Some had attempted to implement the key principles based on the book—needing worthwhile work (the Spirit of the Squirrel), being in control of achieving the goal (the Way of the Beaver), and cheering each other on (the Gift of the Goose). But they found that the results and changes were not sustainable or didn’t produce the anticipated results. Some who focused on the Gift of the Goose “Cheering Each Other On” principle found that the positive feelings generated were short-lived and didn’t change their people’s behavior in the long term.

Interacting with these leaders, we realized we had to get smarter about culture—both how to create a strong and distinct culture, and how to change a culture that is hindering the implementation of a major initiative. Early on, we learned four things. First, there is no one “right” culture. Second, most organizations do not consciously create their culture. Third, senior leaders often don’t understand the impact of culture on performance. Finally, a strong, focused culture starts with a compelling vision.

One “Right” Culture?

There is no “right” or “correct” organizational culture. We’ve seen high performing organizations in a variety of industries around the world. They have slightly different value descriptions, and different behaviors that are expected, but one thing is true among all of them—the culture serves their people, customers, and stakeholders equally.

The biggest question everyone faces is, “What is the right culture for our organization?” The answer depends on several factors. What principles do you want demonstrated, day in and day out, in your organization? What behaviors will consistently create the desired high performance while enabling strong trust and respect across all employees and customers? What behaviors do star performers consistently demonstrate? How do you want managers and employees to treat each other? What would you like customers to consistently say about your products and services, and about their interactions with your staff?

Culture by Default, Not by Design

Our extensive experience with a wide variety of organizations has led us to conclude that most organizations do not consciously create their culture. Their company’s culture simply emerged as the organization’s products and services were developed, then purchased by customers and delivered by the organization. Culture, therefore, typically happens by default, not by design.

If your current organizational culture does not serve customers well, maintain passionate employees, and create profits for your enterprise to continue growing and serving, you must consider revising the organization’s way of operating by embracing cultural transformation.

The key question for senior leaders is:



Does your culture serve your organization?




If it doesn’t, it is time to become proactive about building a culture that serves the needs of the entire organization, not just the leaders.

Senior Leaders Are Skeptical About Culture

Very often leaders cannot diagnose a sick culture. For example, they attribute low morale or poor performance to poor management skills, inconsistent teamwork, or outside influences. They don’t see that these issues may be a result of a culture that needs attention.

One reason that culture is not at the top of leaders’ minds is the prevailing notion that culture is not relevant to bottom-line business—not linked to an organization’s performance. This belief has been reinforced by the fact that much of the business press over the past twenty years has focused on increasing organizational performance. Very few books—and even fewer consultants—have focused on the power of culture to positively impact both performance and employee passion.

“Culture Drives Performance”

The reason business writers have focused primarily on organizational performance is completely rational. Most senior leaders will tell you their primary performance metric is organizational performance (sales, productivity, and profits). Financial performance is of critical importance to senior leaders because that’s how they get evaluated and rewarded. Unfortunately, this situation produces a single-minded focus on short-term results at the expense of longer-term outcomes that contribute to and drive performance, such as employee passion, customer service, and consistent quality. These are all things that a high performing culture can impact after a culture change process has been implemented.

For example, Merck, one of the world’s most successful pharmaceutical companies, experienced a remarkable turnaround in a sales division that embraced a culture change process. The division was one of the poorest performers at the time, and the division vice president had left for another opportunity in the company. This transition presented a “great opportunity to think about the culture we wanted,” related Tim Schmidt, then director of sales training and professional development. The management team internalized, applied, and modeled a culture change process, with particular emphasis on teamwork, responsibility, and accountability for everyone in the division. Within a year, and still without a vice president at the helm, the division rose to the number two performer in the country. Senior business director of the division at the time, Janet Crawford, stated that their culture change process had “a direct link to our success.”

A culture change can improve the bottom line—and quickly. Under the guidance of president Mark Deterding and his senior leadership team, Banta Catalog Group’s transformed culture increased employee engagement by 20 percent, increased employee retention by 17 percent, and improved profitability by 36 percent—all within eighteen months.

Bowater Pulp and Paper in Gatineau, Ontario, Canada attributed over $50 million in cost reductions to their culture change process. They noted, among other positive changes, a 40 percent improvement in clarity of work objectives and responsibilities, a 44 percent improvement in managerial follow-up to employee suggestions, and a 24 percent improvement in interdepartmental relations.

The culture change process of Minera El Tesoro, a copper mining operation in Chile, helped the mine generate production levels 29 percent over design capacity by the fourth year. After the culture change, accidents were reduced by 40 percent, and the company was recognized as one of the ten best places to work in Chile.

The Importance of a Compelling Vision

As we discussed in Chapter 2, a strong, focused organizational culture starts with a compelling vision that tells everyone who you are (your purpose), where you’re going (your picture of the future), and what will guide your journey (your values).

Of these three key elements, the most impactful one for a high performing culture is values, because they should guide behavior and decisions on a daily basis. Most senior leadership teams are not clear about the values and behaviors that are expected of their members. In fact, most organizations have not even defined values, such as “what a good citizen looks like around here.” Yet understanding an organization’s core values is vital to decoding an organization’s culture. Corporate values, if they exist, typically are communicated during a new member’s orientation to the company. Those values may be described in the annual report, posted in the lobby or on hallway walls, or even printed on the backs of business cards. But these espoused or stated values may not be well communicated or understood by employees or visible to customers.

Try this test: ask a few frontline employees if they can recite your company’s values. In many organizations around the globe, you won’t get a confident, clear answer—you’ll get a blank look!

Even if an organization’s desired values are clear, senior leaders typically are not as disciplined in examining the extent to which members of their organization are living these espoused organizational values. If the lived values are not aligned with the espoused values, you will not see desired behaviors demonstrated in the organization. In fact, you’ll see undesirable behaviors that cause you to cringe and that undermine your organization’s success and integrity. Enron is an example of an organization whose lived values were inconsistent with its espoused values. Enron’s “integrity” value was displayed for all to see and was even behaviorally defined. However, it was not a lived value (at least in the executive suites), as we so sadly learned.

From Gung Ho! to a Proven Cultural Transformation

If senior leaders are to effectively transform their organization’s culture, they need to create a foundation of clear performance expectations, behaviorally defined values, and accountability for demonstrating both. To help them build such a foundation, we created a Gung Ho! culture training program that teaches leaders and managers the best practices of high performing, values-aligned organizations. The program helps leaders identify gaps that exist in their organization’s current culture and take steps to turn their cultural vision into reality. In 2002 the Gung Ho! program was recognized as one of the top ten training programs of the year by HR Executive magazine.3

One of the most important aspects of the Gung Ho! training program was that it helped leaders decide whether they were ready to commit to a full-blown culture change. As with so many corporate initiatives, the training program alone would not generate the traction needed to make long-term culture change happen. True change required a deeper commitment.

Once we analyzed the issues and problems that senior leaders faced in managing a full-blown cultural transformation, the core issue was obvious: most organizational leaders have not experienced successful culture change and didn’t see the impact that the culture was having on performance and results. Fewer still had led successful culture change. We realized that to effectively lead culture change, we needed to build both competence (knowledge and skills) and commitment (motivation and confidence) in these senior leaders. We needed to create structure, educate about steps and phases, and provide ongoing coaching to ensure that senior leaders—who must be the primary drivers and champions of the initiative—keep the process on track. This required a consulting intervention, not just a training program.

Managing a Successful Cultural Transformation

The process we use to help organizations and their leaders successfully manage cultural change was developed before the Leading People Through Change model discussed in the preceding chapter, yet the two approaches are compatible. For example, senior leaders must be the champions of the culture change. They alone have the power to define the desired culture and create or refine systems, policies, and procedures to reinforce that desired culture. They must “walk the talk,” modeling the behavior expected of all organization members.

A quick fix is rarely possible. It takes years for any organizational culture to reach its current stage. With consistent, focused effort, leaders can expect to spend two to five years successfully transforming their organization’s culture. It took Jack Welch nearly ten years to turn around General Electric in the mid-1980s.

Keep in mind that people resist change. Even if the present isn’t fun, people prefer the known to the unknown. Patience and persistence will pay off. Senior leaders need to continually communicate the need for change, celebrate progress, and reinforce the desired behaviors.

If cultural change is to be successful, everyone—senior leaders, managers, supervisors, team leads, frontline staff—should be held accountable for achieving performance and living the organizational values. Remember, organizational culture will change when individuals change their behavior.

Don’t embark on this cultural transformation journey casually. The promise of culture change raises hopes in the hearts and minds of staff members that department silos, unethical behavior, and inconsistent policies will go away. If the senior leadership team does not follow through on declared commitments for transforming the culture, credibility and trust will be eroded. If you’re not certain that this is the right path for your organization, and you’re unwilling to commit to a multiyear initiative, don’t start.

The Gung Ho! culture change process has four distinct phases: discovery, immersion, alignment, and refinement. These usually occur in chronological order. However, some overlap occurs as an organization moves into the later phases. This process has been proven over many years. We’ve seen consistent positive results when these steps are followed—and inconsistent results when the steps are not followed.

Phase One: Discovery

This initial phase allows us to learn about the current organizational culture and understand the issues and opportunities senior leaders are concerned about. During this phase we focus on the present reality. We find out from senior leaders and selected frontline staff what performance outcomes are expected. We discover what values, if any, are defined, known, or acted on. We talk to frontline staff and sometimes even customers to assess the degree of employee passion that exists. And, probably most importantly, we find out what accountability systems are in place to ensure that people’s behavior matches the organization’s values.

At the end of the discovery phase we make specific recommendations that address the organization’s issues and gaps. For example, it is rare to find organizations with clearly defined values, let alone organizations with accountability systems in place to ensure that those values are practiced. In such organizations, it’s not surprising to find that employees lack passion and that performance is lagging. When we point out this dynamic to senior leaders, they’re often amazed that we nailed their issues so quickly. They’re also relieved that we can provide a logical approach to addressing these problems. This often motivates them to continue the culture change process.

Phase Two: Immersion

The immersion phase focuses on giving senior leaders, managers, and supervisors thorough exposure to the best practices of high performing, values-aligned organizational cultures. Because senior leaders are the key players in this initiative and will be the champions and banner carriers throughout, we will start with their immersion.

The two-day culture process kickoff workshop shows senior leaders how their organization fares on our Purposeful Culture Assessment (PCA). During the kickoff, leaders learn the elements of the culture change process, identify consensus issues to address, and decide whether to move forward with the initiative.

The assessment is a vital tool for the process kickoff workshop. Done as work in advance of the session, the assessment compares best practices of high performing, values-aligned organizations to the practices of the team’s organization. The assessment profile is scored during the workshop and serves as the basis for identifying issues and culture gaps. It also helps senior leaders begin action planning during the session.

Once they’ve completed the culture process workshop, senior leadership teams typically agree that they have some clear gaps to address, short-term and long-term. Yet before those action plans can be created or prioritized, the senior leaders must decide if they are ready to move forward with this initiative. The time commitment and scrutiny they will undergo are heavy burdens. In some cases, either the team or the organization is not ready to take the steps necessary for the change.

A quick word about the scrutiny the senior leaders will face: As this team takes the lead on defining the values and behaviors the new culture will require, the individual members immediately will be held to those standards. The employee expectation of senior leaders will be “If they declare these values, they’d better live by them!” How senior leaders live their lives will be watched closely. If they run a red light driving home from work one night, that might be perceived as “not living the company values.” This scrutiny is natural and will diminish as leaders model the values consistently and credibly as the initiative builds.

Several other action items come out of the culture kickoff session. Now the senior leadership team must agree on a process for formalizing the organization’s new vision, purpose, and values. They must decide how to manage performance with greater discipline, with clear goal agreements and accountability for performance. They must manage values with greater discipline as well, describing what it will look like when people are living the new values and how people will be held accountable when they don’t live up to those values. They must develop a communication plan that clearly describes the reasons for the change initiative and that fully explains the desired values and behaviors. They must invite staff members to provide thoughts and insights as the new organizational vision, purpose, and values are developed.

As the senior leadership team focuses on these action steps, the process kickoff sessions are cascaded throughout the management hierarchy. In these sessions, managers get feedback about how their teams are functioning compared to best practices. They also get to give feedback on the initial work done by the senior leadership team. The managers’ action plans typically are more tactical and day-to-day in nature than the action plans of the senior leaders, which are usually more strategic and across-the-organization in nature.

Some companies are highly creative about the immersion process. For example, ASDA, a successful supermarket chain across the UK, transformed the grounds of a conference center into a retreat, featuring the elements of the Gung Ho! story. The interior of the main tent looked like a forest, with a set that included a beaver dam and lake, with geese flying across the ceiling. Beanbag chairs represented rocks, and the ASDA mission and values were carved in stone. Additional tents were set up like log cabins around a forest lake, with each cabin housing three session participants. Participants were literally immersed in the culture story. Cabin groups were paired throughout the three-day event, cooking and serving dinner to their cabinmates each evening and learning servant leadership along the way.

“The approach seemed slightly off the wall to the reserved Brits,” said ASDA president and project leader Philip Horn.

The event had a long-lasting effect. Graduates of the program took the Gung Ho! principles back to their business units and inspired employees to build high performing, values-aligned teams in their workplaces. In 2004, ASDA was named Britain’s number-one employer of choice. Horn and his team believe this could not have happened without immersing the company in the culture change.

Phase Three: Alignment

Alignment is the phase in which structures and systems in the organization are reengineered to be consistent with the new culture. Without this phase, it’s impossible for members of an organization to walk the talk and be held accountable for the new vision and desired changes. Accountability can happen only when expectations are clear. All staff members must understand what’s expected of them in terms of performance and values. Only after these expectations have been defined and agreed on can coaching, celebrating, or redirecting occur.

During the alignment phase, the senior leadership team must identify key metrics for the culture change initiative. These are often items such as performance gains, efficiency, growth, and employee engagement or passion. These metrics need to be published and measured regularly—monthly is best—with the results published throughout the organization. Everyone needs to know what the targets are and how well they are meeting them.

One of the bindery supervisors at the Banta Catalog Group created a simple graph of each team’s (and each shift’s) targets and progress. This graph became the bindery “dashboard” referred to in team meetings and during team huddles at the start of each shift. That graph proved so valuable that when the team was able to purchase a computerized system to display these key metrics, the dashboard elements were displayed exactly as the original graph had displayed them.

Systems need to be assessed for needed modifications to ensure that staff members are delivering on performance expectations and are demonstrating desired values. If systems are not aligned, people get confused. Competing systems and procedures frustrate staff and reduce employee passion.

One example of the power of alignment came from an all company meeting facilitated by Mark Deterding, the president of Banta Catalog Group. The senior leaders had done a great job of seeking feedback and input on the proposed plant values and valued behaviors. Mark reviewed the final draft of the values for all staff in this meeting and made a statement that shocked the attendees. “From this day forward, I am no longer the boss around here. These values and behaviors are the boss!” Mark invited everyone in attendance to hold him accountable for modeling these values and to do the same with their managers and supervisors. That commitment made a strong impression on the plant staff about how important the values were to Mark and his team.

The benefits and outcomes of the alignment phase cannot be underestimated. It is during this time that positive cultural changes begin to appear. For example, after we worked with Aetna Production Services to help guide a department-wide culture change initiative, the company found significant improvement not only in productivity and service levels but also in corporate employee morale. For example, 84 percent of the staff scored their unit as a good place to work—39 percent better than the overall national score for the company. Ninety-two percent scored their job satisfaction as favorable—26 percent higher than the national score. Ninety-two percent also ranked the appropriate use of rewards and recognition (other than money) as favorable—46 percent better than the national score.

Senior leaders must be democratic about the alignment process, inviting thoughts, ideas, and insights from people across the organization. Inviting everyone to chime in creates buy-in. It usually takes two to three months to finalize the initial4 draft of the values and behaviors on which the values survey will be based.

The Employee Survey

Once the values and behaviors have been formulated and blessed by the entire workforce, accountability systems must be created and tested. The single most effective tool for values accountability is the employee survey, preferably one that’s been customized to the organization’s unique values definitions and observable valued behaviors.

In the first run of the survey, employees are asked to assess the degree to which organizational senior leaders, managers, and supervisors demonstrate the valued behaviors. Employee perceptions of how well they and their peers demonstrate these valued behaviors are measured in successive runs of the survey.

It is important to assess employee perceptions with the initial values survey within six months of finalizing the draft vision, purpose, and values. The survey should be distributed to all employees with an invitation for them to complete the survey. Making the survey mandatory will skew employee attitudes about the survey and even about the culture change.

Once survey responses have been submitted, senior leadership team members must analyze the results for gaps in values alignment and develop tactical plans for quickly addressing the gaps. Employees might identify gaps in systems and procedures, providing insights into specific supervisors or managers who may not consistently demonstrate the desired valued behaviors. It is of the utmost importance to share the resulting data, coach leaders to refine their behavior, and fix broken systems as soon as possible after the first survey is completed.

The second run of the survey—and all successive runs—should invite employees to assess not only the organization’s leaders but also their peers and themselves. The survey process is ongoing; once you start, you never stop. Best practices for values suggest surveying the employee community every six months. After each round, a summary of successes and gaps should be published, and staff members should be made aware of what is being done to address those gaps.

The final element of this alignment phase is exposing frontline staff to the culture change workshop. Because most frontline employees cannot be pulled off their jobs for a two-day session, team members and supervisors go through modular sessions lasting about two hours each. These sessions allow frontline staff members to clarify and formalize their team’s purpose and refine the organization’s values into team norms that are relevant to their work and customers.

Phase Four: Refinement

The refinement phase is in essence an ongoing project. Senior leaders must continue to refine systems and policies—and at times even “refine” staff members—to reinforce the desired behavior and values. Through surveys and feedback, monitoring of key metrics continues, ideally featuring grand celebrations of accomplishments. This is also the time when additional leadership training is scheduled to continue building the skills to keep the cultural change alive and breathing. The organization should create a new employee orientation process to include the newly clarified purpose, values, and performance expectations.

As we noted earlier, it is likely that you will need to refine the organizational values and valued behaviors over time. As you experience how your valued behaviors are embraced or tested, some tweaking will help ensure that the day-to-day culture continues to reflect the desired vision.

Critical Success Factors for Cultural Transformation

Organizations that successfully create high performing, values-aligned cultures share five critical success factors:

• The senior leadership team must demonstrate commitment to the long-term process. The culture change process must be embraced and championed by the senior leadership team. They will be held to high standards as the values are defined and communicated. Cultural transformation is an ongoing project that will never go away.

• Values must be defined in behavioral terms. This is the only approach that makes your desired behaviors observable, tangible, and measurable.

• Accountability for delivering promised performance and demonstrating valued behaviors is paramount. Consequences must be swift and consistent. Positive consequences for meeting performance and values expectations must be described and demonstrated, and agreed-to negative consequences must be applied when performance is below standards or valued behaviors are not demonstrated.

• It is vital that all staff are involved in and buy into the culture transformation at every phase. This process is not about “managing by announcements,” where leaders tell everyone what the new expectations are but don’t invite thoughts or hold people—including themselves—consistently accountable. For everyone to embrace the desired culture, they must be included in the process. They must help define and commit to what the new culture will demand of them in their roles.

• The elephant must be eaten one bite at a time. Find a manageable scope for the change initiative. Don’t try to change the entire organization at once. Start with a distinct part of the organization—a department, division, plant, or regional office—to learn how the process flows. Then, with learnings clearly in mind, select another distinct part of the organization, and begin the change process there. Continue until you’ve digested the entire elephant.

Changing an organizational culture is not easy. Leaders whose motto is “My way or the highway” will have trouble getting buy-in throughout the organization. The most successful culture changes we’ve seen are those in which the top managers are servant leaders. They help establish a compelling vision and clear goals and then become the head cheerleaders for helping everyone live the dream. The next section discusses the right kind of leadership.
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Have the Right Kind of Leadership


Chapter 14
Servant Leadership

Ken Blanchard,
Scott Blanchard, and Drea Zigarmi

When people lead at a higher level, they make the world a better place, because their goals are focused on the greater good. This requires a special kind of leader: a servant leader.

Robert Greenleaf first coined the term “servant leadership” in 1970 and published widely on the concept for the next 20 years.1 Yet it is an old concept. Two thousand years ago, servant leadership was central to the philosophy of Jesus, who exemplified the fully committed and effective servant leader.2 Mahatma Gandhi, Dr. Martin Luther King, Jr., and Nelson Mandela are more recent examples of leaders who have exemplified this philosophy.

What Is Servant Leadership?

When people hear the phrase servant leadership, they are often confused. They immediately conjure up thoughts of the inmates running the prison, or trying to please everyone. Others think servant leadership is only for church leaders. The problem is that they don’t understand leadership. They think you can’t lead and serve at the same time. Yet you can if you understand—as we have emphasized a number of times—that leadership has two parts: vision and implementation. In the visionary role, leaders define the direction. It’s their responsibility to communicate what the organization stands for and wants to accomplish.

Max DePree, legendary chairman of Herman Miller and author of Leadership Is an Art, compared this role to that of a third-grade teacher who keeps repeating the basics. “When it comes to vision and values, you have to say it over and over and over again until people get it right, right, right!”

As you now know, the responsibility for this visionary role falls to the hierarchical leadership. Kids look to their parents, players look to their coaches, and people look to their organizational leaders for direction. The visionary role is the leadership aspect of servant leadership.

Once people are clear on where they are going, the leader’s role shifts to a service mind-set for the task of implementation—the second aspect of leadership. How do you make the dream happen? Implementation is where the servant aspect of servant leadership comes into play. In a traditional organization, managers are thought of as responsible, and their people are taught to be responsive to their boss. “Boss watching” becomes a popular sport, and people get promoted on their upward-influencing skills. That activity doesn’t do much for accomplishing a clear vision. All people try to do is protect themselves rather than move the organization in the desired direction.

Servant leaders, on the other hand, feel their role is to help people achieve their goals. They constantly try to find out what their people need to perform well and live according to the vision. Rather than wanting people to please their bosses, servant leaders want to make a difference in the lives of their people and, in the process, impact the organization. With its emphasis on bringing out the magnificence in people, Situational Leadership® II is a servant leadership model.

Applying Servant Leadership

To help you realize that servant leadership can occur in any organization, consider the following example from the Department of Motor Vehicles (DMV). The DMV has such a multitude of people to take care of—basically, everybody with a driver’s license—that it’s no surprise they sometimes treat you like a number instead of a person. In most states, after you have passed your initial tests, you can avoid the DMV for years if you fill out the proper form and mail it in.

Ken Blanchard had avoided his local DMV like the plague. But several years ago, he lost his driver’s license about three weeks before he was scheduled to leave on a trip to Europe. He knew he had to go to the DMV and get a new license to back up his passport on his trip. So he said to his executive assistant, “Dana, would you put three hours on my calendar next week sometime so I can go to the DMV?” In Ken’s experience, that’s about how long it usually took to get anything done there. He’d wait for a long time, and then they’d tell him he was in the wrong line, he’d filled out the wrong form, or he’d done something that meant he had to start all over.

As a result, Ken headed over to the DMV with low expectations. (Remember, he hadn’t been there in years.) He knew immediately something had changed when he walked in the front door, because a woman charged him and said, “Welcome to the Department of Motor Vehicles! Do you speak English or Spanish?”

“English,” Ken replied.

She said, “Right over there.” The guy behind the counter smiled and said, “Welcome to the Department of Motor Vehicles! How may I help you?” It took Ken nine minutes to get his replacement license, including having his picture taken. He said to the woman who took his picture, “What are you all smoking here? I mean, this isn’t the Department of Motor Vehicles that I used to know and love.”

She asked, “Haven’t you met the new director?”

“No,” he said.

So she pointed to a desk behind all the counters, right out in the open. Clearly the director had no privacy. His office was in the middle of everything. Ken went over, introduced himself, and said, “What’s your job as the director of the Department of Motor Vehicles?”

What the man said is the best definition of management we’ve ever heard:



“My job is to reorganize the department on a moment-to-moment basis, depending on citizen (customer) need.”




The director obviously had a compelling vision for this department. The point of their business was to serve the citizens and their needs, and to serve them well.

What did this director do? He cross-trained everybody in every job. Everyone could handle the front desk; everyone could take the pictures. You name it—everyone could do it! Even the people in the back, who normally weren’t out in front, could do every job. Why? Because if suddenly there was a flood of citizens, why have people in the back doing bookkeeping, accounting, or secretarial work when there were customers who needed help? So he’d bring them out when they were needed.

The DMV director also insisted that nobody go to lunch between 11:30 and 2:00. Why? Because that’s when the most customers showed up. Ken told this story at a seminar one time, and a woman came up to him at the break and said, “Where is your Department of Motor Vehicles? I can’t believe what you’ve been telling us.” She continued, “I recently waited in line for about forty-five minutes at our DMV, and I was almost at the front of the line when the woman announced, ‘It’s break time.’ We had to stand around for fifteen minutes while they all went for coffee and stretched their legs.”

That didn’t happen at this “new” Department of Motor Vehicles, where the director had created a motivating environment. Those team members were really committed. Even employees Ken recognized from past visits who had joined in on the “fun” of abusing the customers were now excited about serving.

Often you see people at one point and they are so excited about their work. Then you see them three months later and they’re discouraged. In 90 percent of these cases, the only thing that has changed is that they’ve gotten a new boss. Someone who jerks them around, who doesn’t listen to them, who doesn’t involve them in decision making, and who treats them as if they really are subordinates. The reverse is also true. People can be unhappy in a job situation when suddenly a new leader comes in and their eyes brighten, their energy increases, and they are really ready to perform well and make a difference.

When leaders make a positive difference, people act like they own the place, and they bring their brains to work. Their managers encourage their newfound initiative. Another example from the “new” DMV punctuates this point.

Great Leaders Encourage Their People to Bring Their Brains to Work

Just about the time Ken had his inspiring experience with the DMV, Dana, his executive assistant, decided to buy a big motor scooter and bop around southern California. When she got this beauty, somebody told her, “You have to get a license.” She had never thought about needing a license for a motor scooter. So, she went to the DMV to do the right thing. The woman behind the counter went into the computer and found Dana’s name and driving record. It turns out that Dana had a perfect driving record. She never had a traffic violation.

“Dana,” the woman said, “I noticed that in three months you have to retake your written driving test. Why don’t you take both tests today?”

Caught off guard, Dana said, “Tests? I didn’t know I was supposed to take a test.” And she started to panic.

The woman reached over the counter, patted Dana’s hand, and said, “Oh, Dana, don’t worry. With your driving record, I’m sure you can pass these tests. And besides, if you don’t, you can always come back.”

Dana took the tests. She went back to the woman, who graded them. Dana fell one correct answer short of passing each test, so officially she failed both. But, in a kind way, the woman said, “Oh, Dana. You are so close to passing. Let me try something. Let me re-ask you one question on each test to see if you can get it right so I can pass you.” Not only was this a wonderful offer, but the fact was, each question had only two possible answers. So the woman said, “Dana, you chose B. What do you think would be the right answer?”

When Dana said, “A,” this helpful woman said, “You’re right! You pass!”

Ken once told this story at a seminar, and a bureaucrat came racing up to the platform during the break. He started yelling, “Why are you telling this story? That woman broke the law! Your assistant failed both of those tests!”

So Ken went back to see his DMV director friend. He told him about this bureaucrat, and the director said, “Let me tell you one other thing. When it comes to decision making, I want my people to use their brains more than rules, regulations, or laws. My person decided that it was silly to make someone like your assistant Dana, with her perfect driving record, come back to retake a test on which she missed only one question. I guarantee you, if she had missed four or five questions, my person wouldn’t have given her the same deal. And to show you how important I think this is, I would back that person’s decision with my job.”

Would you like to work for this kind of leader? You’d better believe it. Why? Because he is a servant leader. In Rick Warren’s best-selling book The Purpose Driven Life, the first sentence is “It’s not about you.”3 Just like our DMV director, servant leaders realize that leadership is not about them. It’s about what and who they are serving. What’s the vision, and who’s the customer? The vision answers Hayes and Stevens’ question, “What’s the point?” As the authors of The Heart of Business insist, “profit can be a by-product of the pursuit of a higher purpose and even part of the planned process in pursuit of that higher purpose, but it should never be the purpose and motive itself.”4 If profit is your reason for being an organization, it will eventually drive your people and customers to be self-serving, too. As we argued in Chapter 3, “Serving Customers at a Higher Level,” everyone has a customer. Who is a manager’s customer? The people who report to that manager. Once the vision and direction are set, managers work for their people.

What Impacts Performance the Most?

To find out what kind of leadership has the greatest impact on performance, Scott Blanchard and Drea Zigarmi worked with Vicky Essary to study the interaction between organizational success, employee success, customer loyalty, and leadership.5 In their yearlong study, which included an exhaustive literature review of hundreds of studies from 1980 to 2005, they examined two kinds of leadership: strategic leadership and operational leadership.

Strategic leadership is the “what” that ensures everyone is going in the same direction. It’s where the answer to the question “What’s the point of your business?” is found. Strategic leadership includes activities such as establishing a clear vision, maintaining a culture that aligns a set of values with that vision, and declaring must-do initiatives or strategic imperatives that the organization needs to accomplish. Vision and values are enduring, whereas strategic imperatives are short-term priorities that could last a month or two, or a year or two. An example of a strategic initiative is David Novak, chairman and CEO of Yum! Brands, declaring a customer mania focus for all the company’s restaurants around the world. Strategic leadership is all about the vision and direction aspect of leadership, or the leadership part of servant leadership.

Operational leadership is everything else. It provides the “how” for the organization. It includes the policies, procedures, systems, and leader behaviors that cascade from senior management to the frontline employees. These management practices create the environment that employees and customers interact with and respond to on a daily basis. Operational leadership is all about the implementation aspect of leadership, or the servant part of servant leadership.

Blanchard and Zigarmi discovered that employee success included things like employee satisfaction (I am happy), employee loyalty (I will stay at my job), employee productivity (how I am performing), perceptions of one’s relationship with his or her manager and the teamwork in the environment, and more tangible measures, like absenteeism, tardiness, and vandalism. They identified all these factors as employee passion.

When it came to customers, their reactions to the organization’s environment fell into three bodies of research: satisfaction (I am happy with how this organization serves me), loyalty (I will continue doing business with this organization), and advocacy (I am willing to speak positively about my experience with this company). The net result of these three factors they labeled customer devotion.

Blanchard and Zigarmi combined all the hard measures of organizational success (profitability, growth over time, and economic stability) and soft measures (trust in the company and a sense of its integrity) into a concept they called organizational vitality. In many ways, organizational vitality depicts that triple bottom line—being the provider of choice, employer of choice, and investment of choice—we discussed in Chapter 1, “Is Your Organization High Performing?”

If leadership is the engine that drives a high performing organization, Blanchard and Zigarmi were interested in how the two aspects of leadership—strategic leadership and operational leadership—interact with and impact employee passion, customer devotion, and organizational vitality. Figure 14.1 shows the leadership-profit chain of events.
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Figure 14.1 The Leadership-Profit Chain

Interestingly, Blanchard and Zigarmi found that while strategic leadership is a critical building block for setting the tone and direction, it has only an indirect impact on organizational vitality. The real key to organizational vitality is operational leadership. If this aspect of leadership is done effectively, employee passion and customer devotion will result from the positive experiences and overall satisfaction people have with the organization.

It is also interesting to note that positive employee passion creates positive customer devotion. At the same time, when customers are excited about and devoted to the company, this has a positive effect on the work environment and the employees’ passion. People love to work for a company where customers are raving fans. It makes them gung ho, and together the customers and employees directly impact organizational vitality.6

The big-picture conclusion from the research of Blanchard and Zigarmi is that the leadership part of servant leadership (strategic leadership) is important—because vision and direction get things going—but the real action is with the servant aspect of servant leadership (operational leadership). If the vision and direction are compelling and motivating, and leaders do a good job of implementing them in the eyes of the employees and customers, organizational vitality and success are ensured.

To do a good job, effective servant leaders must be environmentalists whose job is to create and maintain a culture that turns on employees so that they can turn on customers. These leaders do that by looking down the traditional hierarchy and saying, “What can I do for you?” rather than their people looking up the hierarchy and saying, “What can we do for you?” That’s why Yum! Brands calls its corporate headquarters “The Support Center” and has changed all manager titles to “coach.”

When managers focus only on organizational indicators of vitality—such as profit—they have their eyes on the scoreboard, not the ball. Profit, a key aspect of organizational vitality, is a by-product of serving the customer, which can be achieved only by serving the employee. So profit really is the applause you get from taking care of your customers and creating a motivating environment for your people.

If the servant aspect of servant leadership has a greater impact on organizational vitality, how do leaders develop their serving qualities?

Being a Servant Leader Is a Question of the Heart

Most of our work in the past has focused on leadership behavior and how to improve leadership style and methods. We have attempted to change leaders from the outside. In recent years, though, we have found that effective leadership is an inside job. It is a question of the heart. It’s all about leadership character and intention. Why are you leading? Is it to serve or to be served? Answering this question truthfully is so important. You can’t fake being a servant leader. We believe that if leaders don’t get the heart right, they simply won’t ever become servant leaders.

The most persistent barrier to being a servant leader is a heart motivated by self-interest that looks at the world as a “give a little, take a lot” proposition. Leaders with hearts motivated by self-interest put their own agenda, safety, status, and gratification ahead of those affected by their thoughts and actions.

In a sense, we all entered this world with a self-focus. Is there anything more self-centered than a baby? A baby doesn’t come home from the hospital asking, “How can I help around the house?” As any parent can attest, all children are naturally selfish; they have to be taught how to share.



You finally become an adult when you realize that life is about what you give rather than what you get.




The shift from self-serving leadership to leadership that serves others is motivated by a change in heart.

Driven Versus Called Leaders

When we talk about servant leadership and ask people whether they are a servant leader or a self-serving leader, no one admits they’re a self-serving leader. Yet we observe self-serving leadership all the time. What’s the difference?

In his book Ordering Your Private World, Gordon MacDonald discusses an interesting distinction that can help us understand the difference between servant leaders and self-serving leaders.7 McDonald contends that there are two kinds of people: “driven” people and “called” people. Driven people think they own everything. They own their relationships, they own their possessions, and they own their positions. Driven people are self-serving. Most of their time is spent protecting what they own. They run bureaucracies and believe the sheep are there for the benefit of the shepherd. They want to make sure that all the money, recognition, and power move up the hierarchy and away from the frontline people and the customers. They’re great at creating “duck ponds.”

Called people are very different. They think everything is on loan—their relationships, possessions, and position. Do you know your relationships are on loan? One of the tough things about 9/11 was that some loans got called in early. If you knew you might not see someone important in your life tomorrow, how would you treat that person today? Margie Blanchard has a wise saying: “Keep your I-love-yous up to date.”

Called people understand that possessions are only temporary, too. In tough economic times, a lot of people get uptight about losing their toys. They think “He who dies with the most toys wins.” The reality is, “He who dies with the most toys dies.” It’s great to have nice things when things are going well, but you might have to give up some of them in hard times. Possessions are on loan.

Called leaders also understand that their positions are on loan from all the stakeholders in the organization, particularly the people who report to them. Since called leaders don’t own anything, they figure their role in life is to shepherd everybody and everything that comes their way.

Self-serving leaders give themselves away in two ways. The first is how they receive feedback. Have you ever tried to give feedback to someone up the hierarchy, and that person killed the messenger? If that has ever occurred, you were dealing with a self-serving leader. They hate feedback. Why? Because if you give them any negative feedback, they think you don’t want them to lead anymore. And that’s their worst nightmare, because they are their position. The second giveaway for self-serving leaders is their unwillingness to develop other leaders around them. They fear the potential competition for their leadership position.

Called leaders have servant hearts, and they love feedback. They know the only reason they are leading is to serve, and if anybody has any suggestions on how they can serve better, they want to hear them. They look at feedback as a gift. When they receive feedback, their first response is, “Thank you. That’s really helpful. Can you tell me more? Is there anybody else I should talk to?”

Called leaders also are willing to develop others. They think leadership is not the province of just the formal leaders. To them, leadership should emerge everywhere. Since they believe their role in life is to serve, not to be served, they want to bring out the best in others. If a good leader rises, servant leaders are willing to partner with that person, and even step aside and take a different role if necessary. They thrive on developing others and the belief that individuals with expertise will come forward as needed throughout the organization.

Robert Greenleaf said it well: “The true test of a servant leader is this: Do those around the servant leader become wiser, freer, more autonomous, healthier, and better able themselves to become servant leaders?”8

The Plight of the Ego

What keeps people from becoming servant leaders? The human ego. We believe that ego can stand for edging good out and putting yourself in the center. That’s when we start to get a distorted image of our own importance and see ourselves as the center of the universe. The greater good is a foreign thought.

Our ego gets in the way in two ways. One is false pride, when you start thinking more of yourself than you should. That’s when you start pushing and shoving for credit and thinking leadership is about you rather than those who are led. You spend much of your time promoting yourself. Your ego also gets in your way through self-doubt or fear—thinking less of yourself than you should. You are consumed with your own shortcomings and are hard on yourself. You spend a great deal of time protecting yourself. With both false pride and self-doubt, you have a hard time believing you are okay. To borrow the title from an old song, you are “looking for love in all the wrong places.” Now you think that, as Robert S. McGee warns, “your self-worth is a function of your performance plus others’ opinions.”9 Since your performance varies from day to day and people are often fickle, with that belief your self-worth is up for grabs every day.

It’s easy to understand that self-doubt comes from lack of self-esteem, because people afflicted with it on a daily basis act as if they are worth less than others. It is less obvious with people who have false pride, because they behave as if they are worth more than others. People with false pride, who act as if they are the only ones who count, are really trying to make up for their lack of self-esteem. They overcompensate for their “not okay” feelings by trying to control everything and everybody around them. In the process, they make themselves unlovable to those around them.

It’s interesting to see how false pride and self-doubt play out in managers. When managers are addicted to either ego affliction, it erodes their effectiveness. Managers dominated by false pride are often called “controllers.” Even when they don’t know what they are doing, they have a high need for power and control. Even when it’s clear to everyone that they are wrong, they keep on insisting they are right. These folks aren’t much for supporting their people, either. If everyone is upbeat and confident, controllers throw out the wet blanket. They support their bosses over their people because they want to climb the hierarchy and be part of the bosses crowd.

At the other end of the spectrum are fear-driven managers, who are often characterized as “do-nothing bosses.” They are described as “never around, always avoiding conflict, and not very helpful.” They often leave people alone even when those people are insecure and don’t know what they are doing. Do-nothing bosses don’t seem to believe in themselves or trust in their own judgment. They value others’ thoughts more than their own—especially the thoughts of those they report to. As a result, they rarely speak out and support their own people. Under pressure, they seem to defer to whoever has the most power.

If any of this sounds a bit too close for comfort, don’t be alarmed. Most of us have traces of both false pride and self-doubt, because the issue is really ego. We are stuck, all alone, focusing only on ourselves. The good news is that there is an antidote for both.

Ego Antidotes

The antidote for false pride is humility. True leadership—the essence of what people long for and want desperately to follow—implies a certain humility that is appropriate and elicits the best response from people.

Jim Collins supports this truth in Good to Great.10 He found two characteristics that describe great leaders: will and humility. Will is the determination to follow through on a vision/mission/goal. Humility is the capacity to realize that leadership is not about the leader; it’s about the people and what they need.

According to Collins, when things are going well for typical self-serving leaders, they look in the mirror, beat their chests, and tell themselves how good they are. When things go wrong, they look out the window and blame everyone else. On the other hand, when things go well for great leaders, they look out the window and give everybody else the credit. When things go wrong, these servant leaders look in the mirror and ask questions like “What could I have done differently that would have allowed these people to be as great as they could be?” That requires real humility.

One of the keys, therefore, to becoming a servant leader is humility. We have found two compelling definitions of humility. The first one appeared in a book by Ken Blanchard and Norman Vincent Peale, The Power of Ethical Management:11



People with humility don’t think less of themselves; they just think about themselves less.




So, people who are humble have solid self-esteem.

The second definition of humility comes from Fred Smith, author of You and Your Network:12



People with humility don’t deny their power; they just recognize that it passes through them, not from them.




Too many people think that who they are is their position and the power it gives them. Yet that’s not true. Where does your power come from? It’s not from your position; it’s from the people whose lives you touch. Most people would like to make the world a better place. But how many actually have a plan for how they will do that? Very few. And yet we all can make the world a better place through the moment-to-moment decisions we make as we interact with the people we come into contact with at work, at home, and in the community.

Suppose as you leave your house one morning, someone yells at you. You have a choice: You can yell back, or you can hug the person and wish her a good day. Someone cuts you off on your way to work. You have a choice: Will you chase him down and give him an obscene gesture, or will you send a prayer toward his car? We have choices all the time as we interact with other human beings. Humility tames your judgmental nature and motivates you to reach out to support and encourage others. That’s where your power comes from.

What’s the antidote for fear? It’s love. Do you have kids? Do you love your kids? Does this love for your kids depend on their success? If they’re successful, you love them; if they’re not, you won’t? Few people would agree with this. You love your kids unconditionally, right? What if you accepted that unconditional love for yourself? You know God doesn’t make junk. He unconditionally loves each one of us. Did you know that you can’t control enough, sell enough, make enough money, or have a high-enough position to get any more love? You have all the love you need. All you have to do is open yourself to it.

What Servant Leaders Do

The Secret: What Great Leaders Know and Do13—a book Ken Blanchard wrote with Mark Miller, vice president of training and development for Chick-fil-A—illustrates that great leaders serve. This book is built around the acronym SERVE. In fact, Chick-fil-A organizes its management training program around the five fundamental ways in which every great leader serves. And since Chick-fil-A has less than 5 percent turnover among its restaurant managers in more than 1,100 restaurants, this program has a pretty good track record.

S stands for See the Future. This has to do with the visionary role of leaders that we discussed in detail in Chapter 2, “The Power of Vision.” Leadership is about taking people from one place to another. We can’t say enough about the importance of having a compelling vision. Once a clear vision is established, goals and strategies can be developed within the context of the vision.

E stands for Engage and Develop People. That’s what Section III, “Treat Your People Right,” was all about. We took you on a transformational journey from self leadership to one-on-one leadership, to team leadership, to organizational leadership. As a leader, once the vision and direction are set, you have to turn the hierarchical pyramid upside down and focus on engaging and developing your people so that they can live according to the vision. You also must take care of your customers in a way that creates customer maniacs and raving fans.

R stands for Reinvent Continuously. Reinventing continuously has three aspects. First, great leaders reinvent continuously on a personal level. They are always interested in ways to enhance their knowledge and skills. The very best leaders are learners. Great leaders find their own approach to learning—some read, some listen to audio books or downloads, some spend time with mentors. They do whatever it takes to keep learning. We believe if you stop learning, you stop leading. We feel that everyone in every organization, every year, should have at least one learning goal. What do you hope will be on your resume next year that’s not on it this year? For example, maybe you want to learn Spanish this year, since more and more of your customers are Spanish-speaking. You might want to learn some new computer program that will make your life simpler and help you retrieve the information you need to make effective decisions. Whatever it is, focus on learning something new every year.

Leaders must also work to instill the desire for improvement into the people doing the day-to-day work. The leader may champion this cause, but the people make it happen—or not.

The third part of Reinvent Continuously is the idea of structural invention. Many people assume that an organizational structure is permanent. In many cases, the organizational structure no longer serves the business—the people are serving the structure. Great leaders don’t change the structure just to have something to do. They understand that their organizational structure should be fluid and flexible. That belief is key to creating the energizing structures and systems that are characteristic of high performing organizations. Other, less proficient leaders tend to let the structure drive their decisions rather than adapting the structure to meet the business’s ever-changing demands.

Don Shula, the famous NFL coach and coauthor with Ken Blanchard of Everyone’s a Coach, was a great believer in this. He said great teams are “audible-ready.” Suppose a football quarterback calls “halfback right.” When he gets to the line of scrimmage, he sees that the defense is all to the right. He doesn’t turn to the halfback and say, “Hold on; I think they’ll kill you.” He decides to call a new play. Why? Because the structure and what they’ve set up are no longer appropriate. Shula always felt it was important to realize that you don’t call an audible for nothing. It’s good to have a plan; it’s good to have your structure in place. But always be watchful, and determine whether it’s serving you, your customers, and your people well. If it’s not, change it.

V stands for Value Results and Relationships. Great leaders—those who lead at a higher level—value both results and relationships. Both are critical for long-term survival. Not either/or, but both/and. For too long, many leaders have felt that they needed to choose. Most corporate leaders have said it’s all about results. In reality, there are two tests of a leader. First, does he or she get results? Second, does he or she have followers? By the way, if you don’t have followers, it’s very hard to get long-term results.

The way to maximize your results as a leader is to have high expectations for both results and relationships. If leaders can take care of their customers and create a motivating environment for their people, profits and financial strength are the applause they get for a job well done. You see, success is both results and relationships. It’s a proven formula.

E stands for Embody the Values. All genuine leadership is built on trust. Trust can be built in many ways. One way is to live consistently with the values you profess. If I say customers are important, my actions had better support that statement. If I choose to live as if customers are unimportant, people will have reason to question my trustworthiness. In the final analysis, if my people deem me untrustworthy, I will not be trusted—or followed as a leader. Embody the Values is all about walking your talk. The leader, above all, has to be a walking example of the vision. Leaders who say “Do as I say, not as I do” are ineffective in the long run.

The SERVE acronym builds a wonderful picture of how servant leaders operate. But it’s a tough act to follow. Continually doing a good job in each of these areas is a significant task, but it’s worth it. Servant leadership is about getting people to a higher level by leading people at a higher level.

Servant Leadership: A Mandate or a Choice

We believe that servant leadership has never been more applicable to the world of leadership than it is today. Not only are people looking for deeper purpose and meaning as they meet the challenges of today’s changing world, but they are also looking for principles that actually work. Servant leadership works.

As Blanchard and Zigarmi found in their research, when the “what” (the leadership aspect of servant leadership) gets things started in the right direction and the “how” (the servant part of servant leadership) excites employees and customers, organizational vitality and success are almost guaranteed. If that’s true, why wouldn’t everyone—even self-serving leaders who are focused only on making money or their own power, recognition, and status—want to be servant leaders? Doesn’t servant leadership benefit their motives, too? The answer is yes, but not for long. Self-serving motivations can’t be hidden forever. Your heart will be exposed. As Blanchard and Zigarmi found, there is a direct correlation between bad senior leadership and organizational failure. What happened at Enron, WorldCom, and other companies speaks volumes.

Servant leadership is not just another management technique. It is a way of life for those with servant hearts. In organizations run by servant leaders, servant leadership becomes a mandate, not a choice, and the by-products are better leadership, better service, a higher performing organization, and more success and significance.

Servant leadership provides better leadership. Organizations led by servant leaders are less likely to experience poor leadership. In studying bad leadership, Barbara Gellerman found seven different patterns, falling along a continuum ranging from ineffective to unethical leadership. Ineffective leadership just does not get the job done because of incompetence, rigidity, and lack of self-control or callousness. Unethical leadership, in contrast, is about right and wrong. “Unethical leadership can be effective leadership, just as ineffective leadership can be ethical,” Gellerman states. “But unethical leadership cannot make even the most basic claim to decency and good conduct, and so the leadership process is derailed.”14

Organizations led by servant leaders ward off unethical leadership. When the vision and values are clearly defined, ethical and moral dilemmas are less likely to emerge. Drea Zigarmi, coauthor of The Leader Within,15 contends that a moral dilemma exists when no guidelines for decision making exist, forcing an individual to rely on his or her own values and beliefs. An ethical dilemma arises when the organization has clearly established guidelines for behavior and the individual must consciously decide to either go along with or violate those guidelines.

Organizations work more effectively if clear vision and values are established up front, as they are under servant leadership. When unethical leadership occurs, it is often the result of the moral confusion created by the organization’s lack of clearly established guidelines that a compelling vision provides.

Servant leadership provides a cure for ineffectiveness as well. Suppose someone who is unqualified accepts a leadership position. What will it take for this person to become effective and get the job done? The key is humility. True servant leadership embraces a humble sincerity that brings out the best in leaders and those they serve. Because servant leaders have solid self-esteem, they are willing to admit when they have a weakness or need assistance. Put in positions over their heads, they can reach out to their people for help.

We had a beautiful example of this in our own company. Because of a leadership crisis, we needed Debbie Blanchard, one of the owners, to take over our sales department. The only sales experience she had was working at Nordstrom in the summer while in college. When she had her first meeting with all her salespeople, her humility showed through. She told them that she needed their help if she were to be effective. She flew around the country, met with her team, found out what their needs were, and figured out how she could help them. Responding to her humility, the salespeople reached out to make sure she had the knowledge she needed to be effective. With Debbie at the helm, the sales department has produced the highest sales in the history of the company, far exceeding its annual goals.

Servant leadership provides better service. Organizations led by servant leaders are more likely to take better care of their customers. As we’ve pointed out, if you don’t take care of your customers today, somebody is waiting, ready and willing to do it. Again, the only thing your competition can’t steal from you is the relationship your people have with your customers. Under servant leadership these relationships can really grow, because the people closest to the customer are given the power to soar like eagles rather than quack like ducks. As we pointed out in Chapter 3, the great customer service experiences created by Southwest Airlines and the Ritz-Carlton were a direct result of servant leadership. Leaders like Herb Kelleher and Horst Shultze set up their organizations to empower everyone—including the frontline people—to make decisions, use their brains, and be servant leaders who could carry out the vision of high-quality customer service.

Servant leadership helps create a high performing organization. When we discussed HPO SCORES in Chapter 1, we said that if becoming a high performing organization is the destination, leadership is the engine. And the kind of leadership we want is servant leadership. The one HPO SCORES element that best characterizes a servant leader is Shared Power and High Involvement. It goes hand in hand with leaders who realize it’s not about them.

Is being a servant leader just about being nice for the sake of niceness? No—it works. Practicing shared power and high involvement strongly impacts financial results through productivity, retention, and employee satisfaction. Using U.S. Department of Labor data and surveys of over 1,500 firms from various industries, Huselid and Becker found that such participative practices significantly improved employee retention and financial performance and increased productivity. In fact, they were able to quantify the financial impact of participative practices with enough confidence to say that each standard deviation in the use of participative practices increased a company’s market value between $35,000 and $78,000 per employee.16

The servant leaders in high performing organizations understand that day-to-day decision making should occur closest to the action and on the front lines by those directly involved with the customer. Being involved in decisions that affect their lives reduces people’s stress and creates a healthier, happier workforce. Involvement in decision making increases their ownership and commitment as well as effectiveness.

For example, Chaparral Steel does not use quality inspectors. The people in their plants are responsible for the products they produce and the quality of those products. Given the power and responsibility for decision making, they act as they are expected to: as owners.

Servant leaders in high performing organizations involve their people at all levels and from multiple areas of the business in complex and strategic decision making. Research demonstrates that decisions and action plans are more effective when people whose commitment is required are part of the planning.17 Effectiveness increases in quality, quantity, and implementation. These kinds of decisions are often made in a team environment where everyone involved is in the room at the same time, able to benefit from and react to each other’s thinking and to arrive at “collective wisdom.” W.L. Gore, a company whose watchwords are “commitment, empowerment, and innovation,” recognizes the importance of personal contact. Gore even goes so far as to limit the size of its facilities. They will build a new plant rather than expand one where associates would lose contact with each other.

High performing organizations do not depend on a few peak performers to guide and direct, but have broadly developed leadership capacities. This allows for self-management, ownership, and the power to act quickly as the situation requires. Pushing decision making to those closest to the action is an empowering practice. Servant leaders in high performing organizations create environments where people are free to choose to empower themselves.

The benefit of shifting power from top management leaders to the people closest to the action is illustrated by the journey of Summit Pointe, a large state and locally funded behavioral health organization. Eunice Parisi-Carew, one of the HPO SCORES researchers, had the opportunity to collaborate with Erv Brinker, the CEO—a wonderful example of a servant leader. When Erv took his position, he determined that it was critical to share the power concentrated at the top. He decided to allow those involved on the front lines to make decisions that impacted their lives and the service they provided. His first step was to hire Dev Ogle, a talented senior consultant, to act as his guide. Dev began by training his senior leaders using an approach that emphasized the importance of sharing leadership and power. Brinker’s expectation was that the senior leaders would act as models as he moved the organization from a hierarchical to a team-based culture. The journey was successful. Summit Pointe is now an organization that supports team performance. For example, each team sets its own performance standards, monitors its progress, and receives pay incentives based on its accomplishments. They use a “pay-for-performance” approach to compensation. Now that they are in control, teams are actually setting higher goals for themselves than had previously been set for them. A collection of both hard and soft data revealed the exceptional results of servant leadership:

• Administrative overhead has been reduced significantly while the number of customers served has increased: It went from 230 staff serving 2,000 customers per year to 100 staff serving 8,000 customers with a $1.5 million cost savings.

• New services such as prevention have been added, with increased revenue of $5 million.

• Communication across departments has increased dramatically.

• Employee morale has increased, and the isolation that is common in this stressful field has decreased dramatically.

• Whereas the industry average for turnover is 29 percent, Summit Pointe has averaged 9 percent.

Servant leaders think differently than self-serving leaders. It is not possible to share power without believing that people can and will manage power and decision making responsibly if given the proper training, information, and opportunity. It is also not possible to create a high involvement culture without including everyone. Servant leaders in high performing organizations not only appreciate but capitalize on cultural diversity; style diversity; social diversity; and diversity in race, religion, sexual orientation, and age. They realize that effective decision making, problem solving, and innovation come from utilizing different perspectives.

Servant leadership brings more success and significance. In his classic book Halftime, Bob Buford reveals that most people, later in life, want to move from success to significance—from getting to giving.18 Organizations led by servant leaders are more likely to create environments where people at all levels can experience both success and significance.

Too many leaders today focus only on success. They think success depends only on how much wealth they have accumulated, the amount of recognition they have received, and their power and status. Nothing is inherently wrong with any of those things, as long as you don’t identify those things as who you are. As an alternative, we’d like you to focus on the opposite of each of those as you move from success to significance. What’s the opposite of accumulating wealth? It’s generosity of time, talent, treasure, and touch (reaching out to support others). What’s the opposite of recognition? It’s service. What’s the opposite of power and status? It’s loving relationships.

We’ve found over the years that when you focus only on success, you will never reach significance. That’s the problem with self-serving leaders—they never get out of their own way. On the other hand, if you focus on significance—generosity, service, and loving relationships—you’ll be amazed at how much success will come your way. Take Mother Teresa. She couldn’t have cared less about accumulating wealth, recognition, and status. Her whole life was focused on significance. And what happened? Success came her way. Her ministry received tremendous financial backing, she was recognized all over the world, and she was given the highest status wherever she went. She was the ultimate servant leader. If you focus on significance first, your emphasis will be on people. Through that emphasis, success and results will follow.

An amazing story of significance occurred during the 100-yard dash at the Special Olympics several years ago in Spokane, Washington. Nine contestants waited anxiously for the starting gun to fire. When it did, they raced toward the finish line as fast as they could, given their physical disabilities. About a third of the way down the track, one of the boys fell. He tried to get up, but he fell again. In frustration, he lay on the track, sobbing. While six of the other racers continued to push toward the finish line and possible victory, two of the youngsters, hearing the sobs of their opponent, stopped, turned around, headed back toward their fallen competitor, and helped him up. The three boys held hands, walked down the track, and crossed the finish line together, well after the others had finished the race. The crowd was surprised. When they realized what had happened, they rose in unison and gave these youngsters a longer and louder ovation than they’d given the winner of the race.

Life is all about the choices we make as we interact with each other. We can choose to be self-serving or serving. Most of the youngsters in the race chose to focus on their own success—victory—but two tossed aside their dreams in favor of serving someone else. The crowd responded with enthusiasm, because we all yearn to live at a higher level, and these young people modeled what that means. They made a different choice—they were true servant leaders.

We hope you make these kinds of choices. Life constantly presents leaders with opportunities to choose to love and serve one another. Someone once said to Margie Blanchard, “You’ve lived with Ken for almost 45 years. What do you think leadership is all about?” She said:



“Leadership is not about love—it is love.




She continued, “It is loving your mission, it’s loving your customers, it’s loving your people, and it’s loving yourself enough to get out of the way so that other people can be magnificent.”

That’s what leading at a higher level is all about.


Chapter 15
Determining Your Leadership Point of View

Ken Blanchard, Margie Blanchard,
and Pat Zigarmi

All right, you’ve heard from us. Throughout this book, we have essentially shared with you our leadership point of view—our thoughts about leading and motivating people. Our leadership point of view is based on a belief that to create a great organization, leaders have to make sure everyone’s aiming at the right target and vision. They need to make sure everyone is treating both their customers and their people right. As leaders, they need to focus on serving, not being served.

Now it’s your turn.

The goal of this chapter is to help you develop your own leadership point of view. Not only will this help you clarify your thoughts on leadership, it will also prepare you to teach your leadership point of view to others.

Why is developing a clear leadership point of view important? Ken Blanchard was sold on this idea after reading Noel Tichy’s book The Leadership Engine and talking with Noel while they were doing consulting work with Yum! Brands. Noel’s extensive research has shown that effective leaders have a clear, teachable leadership point of view and are willing to share it with and teach it to others, particularly the people they work with.1

This realization so impacted Ken that he and his wife, Margie, created a course called “Communicating Your Leadership Point of View” as part of the Master of Science in Executive Leadership (MSEL) program jointly offered by The Ken Blanchard Companies and the College of Business at the University of San Diego. As we have said, effective leadership is a journey beginning with self leadership, moving to one-on-one leadership, then team leadership, and ending with organizational leadership. This course is the final focus of the self leadership portion of the degree program. The course culminates in all of the students making presentations to the class that embody their leadership points of view. The students deliver their leadership points of view as though they are talking to those who report to them in their organizational leadership positions.

If you can teach people your leadership point of view, they will not only have the benefit of understanding where you’re coming from, but they’ll also be clear on what you expect from them and what they can expect from you. They may also begin to solidify their own thinking about leadership so that they can teach others, too. Tichy feels strongly that learning, teaching, and leading are intricately intertwined and therefore should be considered inherent parts of everyone’s job description. Why everyone’s? Because, as we emphasized in the preceding chapter, we are all leaders in some part of our lives.

Elements of a Leadership Point of View

In determining your leadership point of view, you should be guided by the following questions:

1. Who are the influencers (key people) in your life who have had a positive (or, in some cases, negative) impact on your life, such as parents, teachers, coaches, mentors, or bosses, and what did you learn from these people about leadership?

2. What key events in your life have had an impact on how you lead others? Think back to events and turning points during your childhood, school years, and early career. How did these events impact your thinking about leadership?

3. Think about your life purpose. Why are you here, and what do you want to accomplish?

4. What are your core values that will guide your behavior as you attempt to live your life “on purpose?”

5. Given what you’ve learned from past influencers, life events, your life purpose, and core values, what is your leadership point of view—your beliefs about leading and motivating people?

6. What can your people expect from you?

7. What do you expect from your people?

8. How will you set an example for your people?

When you finally share your leadership point of view, your listeners will often be particularly interested in questions 6 and 7. Sometimes that is where we ask people to start with their leadership point of view—with expectations. Think of an example of yourself or someone behaving consistently with your expectations. Real examples are better than platitudes.

Once your expectations are clear and are supported by examples, think about your background. Where did those expectations come from? Was it from modeling by your parents or a coach or boss? What did they do, and what did it mean to you? Perhaps a significant life event shaped your expectations. Get in touch with that story. People remember and respond more to stories and examples than to glittering generalities, and usually, less is more.

The idea in your leadership point of view is to share some meaningful information about yourself—what that information taught you about leadership and development, and what it means to your listeners. By sharing your leadership point of view, you are revealing some important background about yourself, harvesting key lessons from that background, and letting others know how they can accomplish their goals and meet your expectations.

What follows are some ways to think about your leadership point of view and where your key beliefs and expectations might have come from. Each of these examples may give you ideas about your life and help you decide what you want to share. It is helpful to think through all the areas and then select the most powerful or insightful ones to put into your leadership point of view. Your leadership point of view is to help others relate to you. By giving examples, you allow people to do that.

Your Leadership Role Models

When we ask people who most impacted their lives, sometimes they mention bosses or other organizational leaders. More often they talk about their parents, grandparents, friends, coaches, or teachers. When Ken Blanchard is asked this question, he is quick to mention his mother and father:

“My mom was the ultimate positive thinker. She told everyone that I laughed before I cried, I smiled before I frowned, and I danced before I walked. With those kinds of messages, how could I have ended up anything but a positive thinker? My dad was a career naval officer who retired as an admiral. He was a powerful leadership role model for me. He didn’t think leadership was choosing between people or results. He thought leadership was a ‘both/and’ relationship—both people and results were important to him. He taught me that position power and ‘my way or the highway’ are not the way to lead. I’ll never forget when I was elected president of the seventh grade and came home all excited. Dad said, ‘It’s great, Ken, that you’re president of your class. But now that you have a position, don’t use it. Great leaders are followed not because they have position power, but because they’re respected and trusted as individuals.’ He always supported and involved his people, yet he demanded high performance.

“My mom instilled in me a strong belief in God. That helped me keep things in perspective. Mom said, ‘Ken, don’t act like you’re better than anybody else. But don’t let anyone act like they are better than you, either. We are all children of God.’ The one-two punch I received from my mom and dad gave me the belief that in life, I was here to serve, not to be served.”

In crafting your leadership point of view, first think about who influenced your life and your beliefs about leadership. Then think about which key events gave you a sense of what leadership was all about. Think about the milestones in your life. Where were the major transitions? What were the sliding doors—those moments in time where you made a choice to go one way versus another and that, as Robert Frost said, “made all the difference”? Choose three to four key events and reflect on what these events taught you about leading or influencing others.

Your Life Purpose

Next, think about your life purpose. Why are you here? What business are you in? As we suggested in Chapter 2, “The Power of Vision,” if an organization doesn’t have a clear purpose and sense of what business it’s in, we think something is wrong. Yet few people have a clear sense of their life’s purpose. How can you make good decisions about how you should use your time if you don’t know what business you’re in?

The following is a simple process that will help you create a good first draft of your life purpose.2 First, list some personal characteristics you feel good about. Use nouns, such as
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For example, Ken chose sense of humor, people skills, teaching skills, and role model.

Next, list ways you successfully interact with people. These will be verbs, such as
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Ken picked educate, help, inspire, and motivate.

Finally, visualize what your perfect world would be. What would people do or say? Write a description of this perfect world.

To Ken, a perfect world is where everyone is aware of the presence of God in their lives and realize they are here to serve, not to be served.

Now combine two of your nouns, two of your verbs, and your definition of your perfect world, and you’ll have a good start on a definition of your life purpose.

Ken’s life purpose is to be “a loving teacher and a role model of simple truths who helps and motivates myself and others to be aware of the presence of God in our lives and realize we are here to serve, not to be served.”

One of our MSEL students said his life purpose was “to use my humor and people skills to help and inspire others to be successful in achieving their goals.” He went on to say, “I would like our company to become a place where people want to come to work and where they can grow to feel better about who they are and what they are accomplishing.”

Your Core Values

Values are beliefs you feel strongly about because you choose them over other alternatives. It has been said that



The most important thing in life is to decide what’s most important.




When you were a kid, your parents and other adults tended to dictate your values, but at some point in life we all choose what is important to us. Your leader at work might value results more than people. You might be the opposite. People don’t all value the same things. Some people value wealth and power, and others are more concerned with safety or survival. Success is a value; integrity and relationships are values as well. The following is a sample list of personal values:
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In trying to determine what your values are, you might start with a long list. You probably like a lot of the values listed above, plus others you might think of. But fewer are better, particularly if you want your values to guide your behavior. In Managing by Values, Ken Blanchard and Michael O’Connor contend that more than three or four values is too many and can become immobilizing.3 So, see if you can pick out what you think are your most important values. If you’re having trouble narrowing down your top values, you might combine a couple. For example, Ken combined two words to create “spiritual peace” as his number one value, followed by “integrity,” “love,” and “success.”

Your number-one value is often your core value—something you want to be present no matter what you’re doing. So, if your number one value is integrity, living without integrity is not an option.

In talking about core values, the implication is that your values should be rank-ordered. Why? Because values live in dynamic tension with one another, as we discussed in Chapter 2. For example, if you value financial growth but integrity is your core value, any activities that could lead to financial gain must be checked against your integrity value.

How do you know when you’re living according to a particular value? You have to define that value as specifically as possible. Without defining your values, the people you work with might not really understand what’s important to you. Pat can remember a conversation in which three people defined the value of “justice” differently. For Pat, it meant equal opportunity. For another person, it meant fair process. For the third, it meant “getting my due share.”

Let’s take something that you might not think is easy to define, like love. According to Ken, “I value love. I know I am living by this value anytime I feel loving toward myself and others, anytime I have compassion, anytime I feel love in my heart, anytime I feel the love of others, anytime my heart fills with love, and anytime I look for the love of others.”

Your Beliefs About Leading and Motivating People

Your beliefs are where you will find the essence of your leadership point of view. These should flow naturally from the people and key events that have influenced you, and your purpose and values.

For example, let’s look at some of the beliefs about leading and motivating people that Ken shares with others. You’ll recognize that his beliefs represent some of the key themes in this book:

“I believe people who produce good results feel good about themselves. Therefore, my leadership role as your manager is to help you win—to accomplish your goals. I want you to get an A. If things are going in the right direction, I should cheer you on with an ‘attaboy’ or ‘attagirl.’ If progress is not being made, I should redirect your efforts and get you back on course. In other words, you should know when you are getting ‘wrong answers’ so that we can discuss what would make a ‘good answer.’ Everything I do as a manager with you should be geared toward helping you produce good results and, in the process, feel good about yourself.”

What People Can Expect from You

Letting people know what they can expect from you underscores the idea that good leadership is a partnership. It gives people a picture of how things will look under your leadership.

For example, one of the students in the MSEL program at the University of San Diego described what his people could expect from him:

“Knowing that I like building things will help you understand what you can expect from me. In fact, I look at many different things in the context of building. I like building houses. I like building my family. I like building businesses, and I like building and developing people. I’m happy to roll up my sleeves to help build most anything. It’s what I enjoy most. So you can expect that I will give you plenty of my time, I will listen to you when you see the need, and I will help you access what you already know.

“Just the other day, I noticed that Jack had stayed late at work and was looking a little frustrated. When I asked him how things were going, he shared that our building permits for the new office were held up, putting the whole project behind. Through our conversation, he figured out another person to call and approach to take. He had the answer all along; I just helped him ask different questions.”

What You Expect from Your People

Because leading is a partnership process, it is perfectly reasonable—in fact, it’s imperative—that you let people know what you expect from them. This gives people a picture of what their behavior will look like under your leadership.

Here is another example from one of the students of the MSEL program at USD:

“My expectations of you can be combined into a saying known as the Golden Rule: Do unto others as you would have them do unto you. What do I mean by that? I expect you all to act ethically in everything you do. You’ll have many opportunities to take shortcuts and do things that will result in short-term gains. Plenty of business examples in recent years have shown how disastrous this can be. I expect you to stand tall on this issue and to not allow anyone to think that you tolerate fraud or anything unethical. You manage hundreds of employees. While each of them may not know you that well, they need to know your feelings on this topic by way of your word and example.”

How You Will Set an Example

Your leadership point of view should let others know how you will set an example for the values and behaviors you are encouraging. As most parents know, people learn from your behavior, not from your words. Leaders must walk their talk.

For example, the MSEL student just mentioned made clear how he would set an example for his people:

“All of you know that I released our company’s top salesperson about nine months ago for questionable activities. He thought that he was untouchable due to his status as a top-producing account executive. However, no one, including me, is above the ethical standards that are expected of someone working at our company.”

Developing Your Own Leadership Point of View

Now it’s your turn to create your own leadership point of view. To serve as a guide, we’ll share a couple of examples. The first example comes from Colleen Barrett, the former president of Southwest Airlines.



My Background

I grew up poor, with an alcoholic father and a mother who raised the kids. My mother was the most influential person in my life. She was uneducated and didn’t have money, but she had a huge heart. Her hard work and determination set a great example for me, and she was a great people person as well. Although she didn’t actually use the expression, she modeled the Golden Rule. Her guiding belief in life was that as long as you were respectful of others and treated people the way you would like to be treated, you would get that back in kind. My alcoholic dad was not a good role model. I learned a lot from that, as well. Good teachers or bad teachers—you can learn from both.

A series of setbacks across my life also have shaped my leadership point of view. When I was a freshman in high school, my home burned down. I have survived breast cancer and a number of personal attacks. These challenges taught me to think about my priorities and not to judge others, because you never know what’s going on in their lives.

An incident in high school taught me why it’s not a good idea to judge others. I was working as the receptionist at a paper company. My supervisor told me to minimize my interaction with the big, burly truck drivers who delivered the paper, because she thought they were “too scruffy, too dangerous, too tough.” But after my house burned down, the truck drivers got together and bought me a winter coat. They knew more about what was going on with me than my manager did. That experience also taught me to reach out when people are going through horrendous times. Every time an employee has a fire or is battling cancer, I reach out by sending a care package or note.

My Purpose and Values

My life purpose is to make a positive difference by fighting for a good cause. For example, Southwest Airlines is a cause. We did something no airline has ever done. In 1971, when flying was for the elite, we wanted to open up the skies to everyone. We believed flying could be fun. Only 13 percent of Americans were flying regularly when we started; today, 97 percent are. We got people flying with low fares at night and on weekends.

My mom had a tremendous impact on my values, particularly her do-unto-others philosophy. I think all good leaders really enjoy and value people. Mom encouraged me to believe I could do anything I wanted to do and that in the process I would make a positive difference. Her do-unto-others attitude about people, her belief that I could be whatever I wanted to be, and her confidence that I could make a positive difference are values that guide me to this day. I also value determination, passion, patience, tolerance, and teaming—which translates into my desire to be inclusive and egalitarian.

My Beliefs about Leading and Motivating People

I believe that in leading and motivating people, you treat them with respect, practice the Golden Rule, and love people for who they are. Leadership is about mentoring. I believe mentoring has to evolve naturally; it has to happen every day. My leadership beliefs actually mirror Southwest’s. Every day I want to show a servant heart, demonstrate a warrior spirit, and project a fun, loving attitude.

I learned a lot about leadership from my mentor, Herb Kelleher. When I was a young secretary, we had a mailer that had to get out. Everything that could go wrong with it went wrong. It had to be in the mail the next day but the print machine broke down and the postage was somehow wrong. All the envelopes had to be stuffed and retyped—and this was back when you couldn’t just push a button and it would happen. It was 8:00 at night and we had to start all over. Herb sat right there with me until 4:00 in the morning, on the floor, licking envelopes and putting stamps on them, because we didn’t have a postage machine. I’ll never forget it. He could have thought it was my fault that the mailing had gone wrong but he didn’t. He just jumped right in there with me. That was a valuable lesson for me about leading and motivating people.

What You Can Expect from Me

I think if you were to talk to any of my people they would tell you, “She’s a bottom-line-oriented person and she’s always going to tell you what she thinks. Whether you like it or not, you’re going to hear it.” That doesn’t bother me because I want people to expect that from me. I do have a few nicknames; one of them is “mom.” I think people know I will be there for them; I’m their biggest supporter; I believe in them and trust them. But it goes both ways.

What I Expect from You

I won’t expect you to do anything I won’t do myself. I expect a give-and-take relationship. We both need to give back when it’s needed. I don’t like surprises. I like to hear bad news first so we can fix the situation. If I don’t hear about it, we can’t fix it. I want you to see problems, use good judgment, and bring me solutions. I believe in absolute truthfulness. I want passion; I want you to believe in what you do and to care.

I want all decisions to be made from a servant’s heart. After all, Southwest is in the customer service business. We just happen to provide airline transportation. So if people don’t want to serve others, they’re not bad people—but they don’t belong at Southwest Airlines. For example, we have pilots who have paid for hotel rooms for passengers without money who had to get off at different cities than they’d intended for the night. The pilots don’t call and ask, “Is it okay? Will I get reimbursed?” They do these things because that’s the kind of people they are.

How I Will Set an Example for You?

I will set an example for you by following our philosophy of leadership at Southwest Airlines: Treat your people right and good things will happen. I will do my best to be a servant leader who ensures that you have a good, strong work environment and the tools to do your jobs. I will do my best to assure that you feel loved, appreciated, and supported, so that you can in turn give our passengers that same warmth, caring, and fun spirit.




Our second example of a leadership point of view is from Eddie Hiner, an MSEL student who is an officer in the Navy SEALs. We include this for a couple of reasons. Although Eddie doesn’t follow the seven elements perfectly, he talks from his heart and makes it clear to his people where he comes from, what he believes, and how his beliefs will impact them. So, don’t get hung up on following our formula to a T. Your leadership point of view is about who you are and how you intend to be with your people. We also included Eddie’s leadership point of view because it illustrates how a military officer can be a servant leader in the context of a hierarchical organization. We believe that servant leadership should be the foundation of all leadership, no matter where you find yourself leading.



How I Learned My Leadership Point of View

By the time I was eleven, both my parents had moved away, leaving my brother and me with our grandmother. We lived in a remote town in the Blue Ridge Mountains of Virginia, where my grandmother had lived her entire life. My grandfather had passed away about seven years earlier, so it was only my grandmother, my brother, and I. She was retired and living on Social Security. Needless to say, we were not wealthy.

My brother and I grew up without parental guidance. We made our own decisions in life, learning by trial and error. My brother was my first mentor—and by far my most influential one. Even though he was only thirteen at the time, he had vision and was wise beyond his years. He knew that life had a lot to offer us. He constantly encouraged me to strive to be better and not let my situation determine my future. He taught me what I later learned in the SEAL teams was the “offensive mind-set.” Offensive mind-set is being the cause of the effect, not the effect that was caused. Essentially, it means controlling your own destiny rather than letting your environment control it.

My brother was two years older than I, so he taught me the hard lessons he had learned. We were a team. These two concepts are extremely important in my current profession.

My senior year I met my next mentor when I received a baseball scholarship. Coach Guzzo taught me discipline, teamwork, honor, and how to be a winner. He didn’t care how good a player you were; if you weren’t a team player, you didn’t play. During one game he benched one of our best players because he ignored the signal to sacrifice bunt and decided, on his own, to swing at the pitch. His hit scored the winning run, but Coach Guzzo benched him for not being willing to sacrifice himself for the team.

Shortly after leaving school, I decided I wanted to be a Navy SEAL. From the moment I found out about the SEAL teams, I knew that was where I needed to be. I have learned nearly my entire leadership point of view from living it in the teams. The training is centered on core values and team values. Part of the selection requires you to adopt the team’s values. Your character is stressed more than your skills or physical ability. I don’t know of any other organization in the world that is as good at training character as this one.

My Leadership Point of View

I approach my job as a responsibility and a privilege; I work for you. I compare myself to a stagecoach driver. By driving the stagecoach, I am responsible for leading the team of horses, but without the team, I’m a pedestrian. Without me, you would still be pulling the stagecoach, and you would still be a team. The bottom line is, without you, I don’t have a job. Without me, you still have a job. Therefore, I am here because of you, not the other way around.

I realize that everyone makes mistakes. If you make a mistake or use poor judgment because of lack of experience, own up to it and move on. I can deal with that. If it’s a character issue, that’s a different story. When making a decision, I find it useful to ask myself a few questions. Does it look right? Sound right? Feel right? If I answer no to any of these, I know it probably isn’t the right thing to do. I also consider whether the decision supports the mission and whether I would be willing to walk into the commanding officer’s office and tell him about my decision. If I am unwilling to do that, I reconsider my decision.

Remember that we are all here for the same reason: to accomplish the mission. This means that sometimes I’ll have to make decisions that not all of you agree with. I don’t expect you to. If we are all thinking alike, none of us is thinking at all. It is crucial that each one of you think for himself. But sometimes I will make decisions that may not be popular. That is my job and my responsibility. Remember, you fight for a democracy; you don’t work for one—and neither do I. We all take orders. Just keep in mind that I am always trying to do the best for the team and that I will shield you from the top. Most of the time, I will leave the decisions up to you. I trust your judgment, because you are the experts. You have the authority to use that judgment. I’m here to guide you; I’m not a dictator. On the rare occasion when I do need to give a direct order, I expect it to be followed both in practice and in spirit. Remember that there is a reason for it.

These past ten years with the teams have had the greatest influence on my leadership perspective. The adversity I have encountered in the teams has helped stimulate a powerful bond between me and the men I work with. The sense of brotherhood that comes from that bond has really influenced how I approach leadership.

Every leader I have worked for has given me the same advice: Take care of your men. That’s why the concept of servant leadership is not new to me. This concept is deeply rooted in the SEAL teams.

As a platoon commander, I am not only responsible for my team’s performance at work; I am also accountable for helping you deal with your personal lives. Being a team is not a part-time job. The whole man goes into combat, not just the one at work.

When you finally make it into the teams, you realize why the character traits we value are crucial to our success. It’s simple: We either live by them, or we might die by not doing so.




During the writing of the first edition of this book, Eddie was in Iraq. No matter how dangerous the assignment, wouldn’t you like to have him as your leader?

In writing Leading at a Higher Level, we’ve done our best to give you the leadership point of view that we have been developing over the last 30 years. So, as you develop your own leadership point of view, don’t be hard on yourself. This might be your first time thinking about your beliefs about leading and motivating people. Feel free to incorporate any of the ideas you have learned in these pages.

The world needs more leaders who are leading at a higher level. As we said in the introduction, our dream is that someday everyone will know someone who is leading at a higher level. We dream of the day when self-serving leaders are history, and leaders serving others are the rule, not the exception.

You can be a leader who makes a positive difference on our planet. So, go out and do it! We’re counting on you.
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Ms. Fowler brings a unique perspective to her programs from her extensive experience in advertising and television and radio broadcasting. She received her degree in marketing from the University of Colorado. As one of the world’s foremost experts on personal empowerment, she has delivered training seminars, workshops, and keynote speeches to more than 50,000 people in over 20 countries and in all 50 states.

Her publications include Overcoming Procrastination, Mentoring, The Team Leader’s Idea-a-Day Guide (coauthored with Drea Zigarmi), and Empowerment (coauthored with Ken Blanchard). Ms. Fowler also serves as an adjunct professor in the University of San Diego’s Master of Science in Executive Leadership program.

Robert Glaser
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Mr. Robert Glaser is a regional consulting partner at The Ken Blanchard Companies and has been a member of the consulting partner group for 13 years. He has a 30-year track record of successfully facilitating leadership development, team development, strategic planning, performance consulting, organizational change, and organizational culture change.

Prior to joining Blanchard, Mr. Glaser worked for more than 20 years in a Fortune 500 restaurant chain based in San Diego, where he was the director of management and leadership development.

Mr. Glaser is an adjunct faculty member at the University of San Diego’s Master of Science in Executive Leadership program. He is also coauthor of Blanchard’s Gung Ho!® culture change program and process.

He has extensive international and cross-cultural experience and served for four years in the Peace Corps in Ghana and Uganda.

Mr. Glaser received his bachelor’s degree in social science from California State University at Chico and his master’s degree in leadership studies from the University of San Diego.

Lael W. Good
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Ms. Lael Good serves as a lead consultant on many of Blanchard’s largest multinational client initiatives, including Coca-Cola, Diageo, Mars/Masterfoods, MTN South Africa, Nokia, Pfizer Pharmaceuticals, Royal Dutch Shell, SAP, and Skanska. She is one of the most requested and respected consulting partners because her unique skill set enables her to work with global organizations in places as diverse as Western and Eastern Europe, Central and Latin America, Africa, China, India, and the Middle East.

She is coauthor of two Blanchard programs—Situational Team Leadership, with Don Carew and Eunice Parisi-Carew, and The Leadership Bridge: SLII® and MBTI®, with Tom Hill and Ken Blanchard. She also is an expert on the dynamics of high performing teams.

Working with global clients, Ms. Good provides customized design, delivery, and sustainability solutions. Her capabilities in and knowledge of organizational development and instructional design complement her natural ability to influence and involve people in solving their own problems.

Ms. Good received her bachelor’s degree in counseling from the University of Arizona and her master’s degree in counseling psychology from the University of Wyoming.

Dr. Vicki Halsey
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Dr. Vicki Halsey is a spirited speaker, author, coach, and trainer whose lively presentations promote learning and captivate audiences worldwide. Her mission of inspiring others to claim their greatness is achieved through blending solutions that meet the needs of all learners.

As vice president of applied learning for The Ken Blanchard Companies, Dr. Halsey specializes in partnering with organizations to design, deliver, and coach people through interactive workshops, keynotes, webinars, and blended classroom and virtual trainings. She is the coauthor of Blanchard’s Legendary Customer Service program as well as the award-winning blended Situational Leadership® II training. Her clients include Fortune 100 companies such as Nike, Gap, Wells Fargo, Oracle, and Procter & Gamble. In addition, Dr. Halsey is cocreator of the highly acclaimed Master of Science in Executive Leadership and EMBA degree programs for the University of San Diego and Grand Canyon University, respectively.

She is coauthor of the best-selling book The Hamster Revolution: How to Manage Your Email Before It Manages You. It contains strategies that cut email time in half and improve the quality of the work environment by reducing stress and inspiring clarity. Her forthcoming book, The Hamster Revolution for Meetings: How to Meet Less and Get More Done, offers a simple system that helps keep meetings productive, on track, and engaging.

Laurence Hawkins
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Dr. Laurence Hawkins is one of the founding associates of The Ken Blanchard Companies, as well as an internationally renowned management consultant and motivational speaker. With Ken Blanchard and Susan Fowler, he coauthored the Situational Self Leadership program, which focuses on empowerment and taking initiative when you’re not in charge. He is also the coauthor with Ken and Susan of Self Leadership and the One Minute Manager, published in 2005.

Dr. Hawkins has concentrated much of his work on aerospace, particularly Lockheed Martin and McDonnell Douglas, and pharmaceutical giants such as Pfizer, Merck, and GlaxoSmithKline. He has focused his career on applying the Blanchard standards of Situational Leadership® II, Situational Team Leadership, and Situational Self Leadership in the international arena, concentrating on Europe, South America, and Saudi Arabia. More recently, he has been teaching the tools, concepts, and philosophy of self leadership to clients in China and Korea—countries where obedience is rapidly shifting to a culture of entrepreneurship and taking initiative.

Dr. Hawkins received his bachelor’s degree in American history and literature from Williams College and his master’s and doctorate degrees in leadership and organizational behavior from the University of Massachusetts Amherst.

Judd Hoekstra
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Mr. Hoekstra is one of Blanchard’s experts in organizational change and is coauthor of its Managing a Change consulting methodology and training program. His approach to change is based on a shared commitment to Dr. Don Carew’s principle that people have a right to be involved in decisions that affect their lives and the concept that those who plan the battle rarely battle the plan.

Mr. Hoekstra’s positive attitude, ability to work well with all people, and passion for “doing the right things right” help those he works with make great things happen.

Prior to joining Blanchard in 2001, Mr. Hoekstra served as a strategy execution consultant with Fourth Floor Consulting. Before that, he was a change management consultant with Accenture. He was primarily responsible for helping client executives lead their organizations through large-scale changes. His experience crosses a number of industries; his clients have included The Dow Chemical Company, Allstate Insurance Company, Anheuser-Busch, and Commonwealth Edison.

Mr. Hoekstra received his bachelor’s in business management and marketing from Cornell University and graduated from the Advanced Business Management Program at Kellogg Graduate School of Management. He and his wife, Sherry, live in the Chicago area and are the proud parents of Julia and Cole.

Fay Kandarian
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Dr. Fay Kandarian has worked as both an internal and independent organizational change consultant over the past 20 years. She has been a consulting partner with The Ken Blanchard Companies since 1998.

Her extensive line, staff, and executive experiences provide constant reference points that inform her consulting. Her areas of expertise include whole systems change, executive coaching, strategic planning, intervention design, leadership and team development, communications skills, and process consultation.

While doing doctoral research at Columbia University’s Department of Organization and Leadership, Dr. Kandarian studied and developed proficiency in using large-group interventions as a new paradigm for organization development and large-scale change. She researched Polarity Management (B. Johnson, 1996) as a training intervention to help teach systems thinking skills. She later introduced Polarity Management’s “both/and” thinking to The Ken Blanchard Companies.

Working with fellow HPO team members Jesse Stoner, Eunice Parisi-Carew, and Don Carew, she helped create the HPO SCORES model and coauthored the article “High Performing Organizations: SCORES.”

She holds a bachelor’s from George Washington University, a master’s in business from the University of New Haven, and a master’s and doctorate in education from Columbia University.

Linda Miller
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Ms. Linda J. Miller is an executive coach, trainer, and keynote speaker who has a passion for people taking effective, intentional action. She helped launch Corporate Coach U, a leader in organizational coach training. Since 2000, she has served as global liaison for coaching with The Ken Blanchard Companies. In 2002, Ms. Miller coauthored Coaching Essentials for Leaders, a coach training program that encourages leaders to use coaching skills to create strong business alliances.

Ms. Miller also coaches executives and helps organizations establish internal coaching cultures. Her client list includes leaders and their teams from Adobe, Alltel, Boeing, Deloitte, Duke Energy, Franklin Templeton, KPMG, Nissan, Pfizer, SAP, Scotia Bank Wells Fargo, and the University of Washington. She co-led a team that moderated 13 of the Arizona state legislative debates in collaboration with the Arizona Clean Elections Commission during the 2008 election cycle.

As a founding recipient of the Master Certified Coach designation from the International Coach Federation, Ms. Miller has been featured in numerous articles and television news segments on coaching. She is coauthor with Madeleine Homan Blanchard of Coaching in Organizations: Best Coaching Practices from The Ken Blanchard Companies.

Alan Randolph
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Dr. Alan Randolph is an internationally respected and highly accomplished management educator, researcher, and consultant. His work focuses on empowerment, leadership, teamwork, and project management issues for both domestic and international organizations in the public and private sectors. He has worked in a variety of countries, including most recently Peru, Brazil, China, Germany, France, and Poland.

Dr. Randolph is a professor of management and international business at the Merrick School of Business at the University of Baltimore. He also is a senior consulting partner with The Ken Blanchard Companies. He has developed a variety of leadership and empowerment educational products. He has also published numerous articles in practitioner and academic journals such as Harvard Business Review and Sloan Management Review.

Dr. Randolph has written and coauthored a number of books, including Go Team!: Take Your Team to the Next Level, Checkered Flag Projects: 10 Rules for Creating and Managing Projects That Win!, Empowerment Takes More Than a Minute, and The 3 Keys to Empowerment: Release the Power Within People for Astonishing Results.

Jesse Stoner
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Dr. Jesse Stoner is widely known as one of the foremost experts on vision and leadership. A highly regarded management consultant and author, for more than 20 years Dr. Stoner has helped leaders create organizations where people can thrive and make significant contributions. Her work in vision development has helped individuals, leaders, and companies create compelling visions, identify the strategies to capture them, and ensure that they are lived on a day-by-day basis.

She coauthored with Ken Blanchard the best seller Full Steam Ahead! Unleash the Power of Vision in Your Work and Your Life. She is also coauthor of Creating Your Organization’s Future, a program that helps leadership teams develop a shared vision for their department or organization.

Dr. Stoner was a member of the original research team investigating the characteristics of high performing organizations. She helped create the HPO SCORES model and coauthored the article “High Performing Organizations: SCORES” and the assessment The HPO SCORES Profile.

Additionally, she has contributed to the development of the Building High Performing Teams programs. She coauthored Team Development Stage Analysis (TDSA) and “The Team Member’s Role in Building High Performing Teams.”

Dr. Stoner earned advanced degrees in psychology and a doctorate in organization development from the University of Massachusetts.

Drea Zigarmi
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Formerly president of Zigarmi Associates, Inc., Dr. Drea Zigarmi is the director of research and development for The Ken Blanchard Companies. His work has been critical to the company’s success with its clients. Almost every product that has been developed at The Ken Blanchard Companies over the past 20 years has his mark on it. He coauthored with Ken Blanchard the well-known Leader Behavior Analysis instrument and the Development Task Analysis form used in all Situational Leadership seminars.

He has coauthored three books: The Leader Within: Learning Enough About Yourself to Lead Others, The Team Leader’s Idea-a-Day Guide, and Leadership and the One Minute Manager.

He received his bachelor’s in science from Norwich University. He earned a master’s in philosophy and a doctorate in administration and organizational behavior from the University of Massachusetts Amherst.

Patricia Zigarmi
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Dr. Patricia Zigarmi is a founding associate of The Ken Blanchard Companies, where she serves as vice president for business development. She is a speaker, consultant, product designer, business developer, account strategist, trainer, and team builder for many of Blanchard’s clients and is a mentor to many colleagues at Blanchard.

Dr. Zigarmi is coauthor of Leadership and the One Minute Manager. She also designed Blanchard’s premier product line, Situational Leadership® II. With her leadership, ongoing initiatives for Situational Leadership® II training and coaching have been negotiated with many global companies and most of the Fortune 500 companies. She is also the author of Blanchard’s Managing a Change program and a number of performance management products on Giving Feedback and Monitoring and Reviewing Performance.

Dr. Zigarmi teaches Managing a Change for the Masters in Executive Excellence program at the University of San Diego. She is also a member of the San Diego Women’s Foundation.

She received her bachelor’s in sociology from Northwestern University and her doctorate in leadership and organizational behavior from the University of Massachusetts Amherst.


Services Available

The Ken Blanchard Companies® is a global leader in workplace learning, productivity, performance, and leadership effectiveness. It is best known for its Situational Leadership® II program—the most widely taught leadership model in the world. Because of its ability to help people excel as self leaders and as leaders of others, SLII® is embraced by Fortune 500 companies as well as mid- to small-sized businesses, governments, and educational and nonprofit organizations.

Blanchard® programs are based on the evidence that people are the key to accomplishing strategic objectives and driving business results. They help people develop excellence in leadership, teams, customer loyalty, change management, and performance improvement. The company’s continual research points to best practices for workplace improvement. Its world-class trainers and coaches drive organizational and behavioral change at all levels and help people make the shift from learning to doing.

Leadership experts from The Ken Blanchard Companies are available for workshops, consulting, and keynote addresses on organizational development, workplace performance, and business trends.

Global Headquarters

The Ken Blanchard Companies
125 State Place
Escondido CA 92029
www.kenblanchard.com
1-800-728-6000 in the U.S.
+1-760-489-5005 from anywhere

Keynote Speakers

Blanchard Keynote Speakers present enduring leadership insights to all types of management-related events, including corporate gatherings and celebrations, association conferences, sales meetings, industry conferences, and executive retreats. Our network of speaking professionals is among the best in the world at engaging audiences to new levels of commitment and enthusiasm.

Blanchard speaker topics include

• Coaching

• Customer loyalty

• Employee engagement

• Leadership

• Motivation and inspiration

• Organizational change

• Public sector leadership

• Team building

• Women in leadership

To book a Blanchard Keynote Speaker for your next event, please call:

United States: 800-728-6052
United Kingdom: +44-1483-456300
Canada: 800-665-5023
International: 760-489-5005

Or visit www.kenblanchard.com/speakers to learn more and to book your speaker today.

Social Networking

Visit Blanchard on YouTube

Watch thought leaders from The Ken Blanchard Companies in action. Link and subscribe to Blanchard’s channel, and you’ll receive updates as new videos are posted.

Join the Blanchard Fan Club on Facebook

Be part of our inner circle and link to Ken Blanchard on Facebook. Meet other fans of Ken and his books. Access videos and photos, and get invited to special events.

Join Conversations with Ken Blanchard

Blanchard’s blog, HowWeLead.org, was created to inspire positive change. It is a public-service site devoted to leadership topics that connect us all. This site is nonpartisan and secular and does not solicit or accept donations. It is a social network, where you will meet people who care deeply about responsible leadership. And it’s a place where Ken Blanchard would like to hear your opinion.

Ken’s Twitter Updates

Receive timely messages and thoughts from Ken. Find out the events he’s attending and what’s on his mind.

Tools for Change

Visit www.kenblanchard.com and click “Tools for Change” to learn about workshops, coaching services, and leadership programs that help your organization create lasting behavior changes that have a measurable impact.

Helping People Win at Work with Situational Leadership® II

Situational Leadership® II (SLII®) is the most widely taught leadership model in the world. SLII® provides leaders with a diagnostic approach for creating open communication and developing self-reliance in those they manage. It is designed to increase the frequency and quality of conversations about performance and development. As a result, competence is developed, commitment is gained, and talented individuals are retained.

SLII® is recognized as both a business language and framework for employee development because it works across cultural, linguistic, and geographic barriers. The foundation lies in teaching leaders to diagnose the needs of an individual or team and then use the appropriate leadership style to respond to the needs of the person and situation.

Based on 30 years of research and corporate adoption, SLII® is proven to help develop leaders who excel at goal setting, coaching, performance evaluation, active listening, and proactive problem solving. By creating the systems needed to track performance and partnering, it has allowed users to clarify individual goals and ensure alignment with the organization’s goals. In addition, SLII® has helped companies increase the retention of “star” employees, improve individual and organizational development, and improve job satisfaction and morale at all levels.

Contact The Ken Blanchard Companies at +1-760-489-5005 to find out how your company can develop competence, gain commitment, and retain talent.
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Praise For Winners Never Cheat

PRAISE FOR WINNERS NEVER CHEAT

“How timely! How needed it is for one of the finest human beings, industrial leaders, and philanthropists on the planet to compellingly drill down on timeless, universal values for business and life. This book edifies, inspires, and motivates all of us to model these common sensical lessons for our organizations, all our relationships, and especially our posterity—for what is common sense is obviously not common practice.

Primary greatness is character and contribution. Secondary great¬ness is how most people define success—wealth, fame, position, etc. Few have both. Jon’s one of them.”

—Dr. Stephen R. Covey, author, The 7 Habits of Highly Effective Peopleand The 8th Habit: From Effectiveness to Greatness

“In his creative gifts, in his business success, in his great philanthro¬py, in his human qualities, Jon Huntsman stands in a class all of his own.”

—Richard Cheney, Vice President of the United States, on the occasion of the dedication of Huntsman Hall, The Wharton School, The University of Pennsylvania

“Jon Huntsman has successfully navigated corporate America guid¬ed by a strong moral compass. In his book, Jon shares his depth of knowledge and outlines how to succeed in today’s competitive market place while taking the high ground.”

—Senator Elizabeth Dole

“Jon Huntsman’s new book ought to be mandatory reading for leaders—and those who aspire to be leaders—in every field. His secrets for success are no secrets at all, but invaluable lessons that he has reminded us, with his life and now with his words, are the pillars upon which we can build our lives, too.”

—Senator Tom Daschle

“Jon Huntsman’s book is about ethics, values, and his experiences. The practical way in which he shares those with the reader is amazing. This is a book with inspiration for a younger generation.”

—Jeroen van der Veer, Chief Executive, Royal Dutch/Shell Group

“As I read Jon’s book, I thought my father had returned to tell me that you are either honest or you are dishonest, that there is nothing in between. 2 + 2 = 4, never 3.999 or 4.001. Also, if you always say what you believe, you don’t need to have a good memory. If we could only live the principles Jon has followed, what a different world it would be—both in our business and personal relationships.”

—Former U.S. Senator and Astronaut Jake Garn

“Jon Huntsman has taken us back to the basics—the basic values that transcend all professions and cultures. He has provided real-life examples that are inspiring and show that ‘good guys’ really can finish first. And he shows us how you can learn from mistakes. It is a ‘must read’ for both young men and women just stepping onto the golden escalator to success and anyone seeking reassurance that how one lives every day really does matter.”

—Marsha J. Evans, former President and CEO, American Red Cross

A refreshing and candid discussion on basic values that can guide you from the sandbox to the boardroom—told by a straight shooter.”

—Chuck Prince, Chairman and CEO, Citigroup

“Jon’s outlook on moral and ethical behavior in business should be inspirational to all who read this book. The lessons of fair play and hold¬ing true to personal moral values and ethics are time-honored principals which are all too often overlooked in today’s world. While this book is geared to those in business, I see it as worthwhile reading to anyone.”

—Rick Majerus, former ESPN Basketball Analyst and legendary basketball coach, St. Louis University.

“It is true that all business enterprises are profit oriented, but the avarice for wealth and the ardent desire to stay competitive tend to lure more and more corporate executives to resort to unscrupulous, unethi¬cal practices. Although they may achieve temporary successes, their lucrative lies and fraud will be their ultimate undoing, causing great loss¬es to their shareholders. Jon’s book is a stentorian call for the corporate world to reassert accepted moral values and learn the responsibility of sharing gains with society, probably in line with the economic standard of the country.”

—Jeffrey L.S. Koo, Chairman and CEO, Chinatrust Financial Holding Co.

“Succinctly capturing what the world’s major beliefs all hold as an unassailable truth, that ethical behavior and giving more than you receive is the path to fulfillment and success in life, Winners Never Cheatdeftly navigates these concepts with clarity and insight.”

—Louis Columbus, Director of Business Development,

Cincom Systems

“This is easily the most courageous and personal business book since Bill Georges Authentic Leadership.If anyone has doubts about how one person can make a substantive difference in the world, this beautifully written book should dispel them immediately. I hope its message is embraced worldwide.”

—Charles Decker, Author of Lessons from the Hive: The Buzz fror Surviving and Thriving in an Ever-Changing Workplace

“Jon Huntsman and I have this much in common: We were raised to work hard, play fair, keep your word, and give back to the community. I relate to what he is saying. Real winners never cheat.”

—Karl Malone, Twice MVP of the NBA and Utah Jazz legend

“In an age of corporate scandal and excess, Jon Huntsman reminds us of the enduring value of honesty and respect. He shows us that morality and compassion are essential ingredients to true success. Over the years, Jon’s extraordinary business achievements have been matched by a sense of charity that continues to touch countless lives. I am privileged to call him a friend.”

—Mitt Romney, former Governor of Massachusetts

“I can’t put down the book after reading the first page. These are values universally cherished, whether in the United States, in China, or elsewhere. A great and loving man emerges from the pages so vivid that he seems to talk to you face to face, like a family member. My life is richer and mind is broader after reading the book. I am very proud of my friendship with Jon Huntsman.”

—Yafei He, Director General, Ministry of Foreign Affairs—China, Dept. of North American and Oceanic Affairs

“Nothing could be more timely than this provocative book from one of America’s foremost business and civic leaders about the urgent need for greater ethics in our public and private lives. With wit and clarity, Jon Huntsman shares his guidelines for living a life of integrity and courage. It is a wonderful tonic for much of what ails us today. Winners Never Cheatis a valuable handbook for anyone wanting to succeed in business, or life.”

—Andrea Mitchell, NBC News

“Jon Huntsman is more than a phenomenally successful entre¬preneur. He is a giant of a leader and a role model of integrity. In Winners Never Cheat: Everyday Values We Learned as Children (But May Have Forgotten),Mr. Huntsman establishes the inextricable link between following one’s inner moral compass and achieving lasting success. His book is filled with timeless wisdom, timely examples, and an inspiring life story. Jon is the quintessential nice guy who has finished first!”

—Dr. Amy Gutmann, President, University of Pennsylvania
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Foreword

There is a good chance that you’ve never heard of Jon Huntsman. He shuns the spotlight, doesn’t like to talk about himself, and likes it even less when others talk about his good works. If you’ve ever used a plastic plate, bowl, dish, or Styrofoam take-out food container, you have Jon Huntsman to thank. His company was the first to develop these products, along with the first plastic egg carton, the original Big Mac container, and plastic fork and spoon. The small business he started with his brother in 1970 became the largest privately held chemical company in the world.

Jon Huntsman’s true legacy, however, isn’t the multi-billion dollar company he built or how he revolutionized how we live with what he created, but his unwavering honor, integrity, and generosity in every aspect of his professional and personal life. In an era of high-priced lawyers and accountants always looking for the latest legal loophole or tactical advantage, Jon Huntsman has done business on a handshake. Deals valued in the hundreds-of-millions of dollars were negotiated and concluded, literally, with nothing more than both parties looking each other in the eye and shaking hands. That is Jon Huntsman’s reputation and legacy.

To many people, this will be nothing more than a quaint anecdote or a nostalgic reminder of how life used to be. They argue that Jon Huntsman is a man made for a different and simpler time. I would argue that we are a people out of place. Jon is currently living the life that all of us want to live, but somehow too many people have convinced themselves that business and relationships just aren’t conducted this way anymore.

They couldn’t be more wrong!

I first met Jon Huntsman on a visit to Utah when a mutual friend arranged for us to have lunch together. I really didn’t know a lot about Jon Huntsman, but I knew he was a self-made man and a multi-billionaire. How could I turn down lunch with a multi-billionaire? When I was told we would be having lunch at a hospital cafeteria, I thought it wasn’t exactly the lifestyle of the rich and famous, but I soon came to realize that the cafeteria at the Huntsman Cancer Institute is not your typical cafeteria.

Some of the best prime rib I have ever eaten was during that lunch. How could hospital food taste so good? I learned that prior to the opening of the Huntsman Cancer Institute, Jon Huntsman battled cancer. During his hospitalization and course of treatment, Jon and other cancer patients would be hungry at 3 o’clock in the morning or 9 o’clock at night, but the kitchen was closed, and when it was open, the food was bland. So when Jon opened up his cancer center, he decided to have “five-star” dining for everybody. The patients can order whatever they want, whenever they want it, because Jon doesn’t want them or their families worrying about being hungry or eating bland food while fighting cancer. They have other things to focus on.

The Huntsman Cancer Institute is a marvelous and beautiful facility. As we walked through the buildings, I learned that its entire design is geared toward providing comfort, warmth, and compassion to the patients. The medical team and technology are unrivaled and unsurpassed. Halfway through our walk, Jon stopped and looked me in the eyes and said, “We’re going to cure cancer here and then I’m turning this into a Ritz Carlton.” I laughed and he replied, “I’m serious. We’re going to cure cancer here.” I believe him.

I met several grateful patients and their families. Their feelings and praise for the Huntsman Cancer Institute were universal. One patient explained how his son had been diagnosed with an aggressive form of cancer and was scheduled to fly from Philadelphia to the Huntsman Cancer Institute for an initial evaluation and treatment. They arrived at the Philadelphia Airport only to be told that all flights to Salt Lake City were cancelled due to a heavy snow storm. As this father relayed his story to me, he broke down in tears. He told me that every delay in obtaining treatment resulted in the spread of cancer in his son’s body. He telephoned the Huntsman Cancer Institute and advised them of the delay and his ongoing attempts to reschedule the flight. The father was told to continue with those efforts and that the medical team would get back to him. After a few moments, a heartbroken father received a call from the Huntsman Cancer Institute. He was told that Mr. Huntsman was sending his private jet to Philadelphia to pick up both him and his son to fly them directly to Salt Lake City. If Jon Huntsman had his way, this story would not be unique—it would be a regular occurrence.

I could spend a day sharing with you all that I learned in that short afternoon with Jon Huntsman, but it would take me a year to share with you all the things that I would like to learn from him. The way Jon conducts his business and lives his life will not only inspire you to be a better person, citizen, and entrepreneur, it also will give you hope that the good guys don’t finish last.

As you read this book, I know you will feel as I did when I first read it. I hope you’ll also feel compelled to share it with as many people as you can. I have never in my life purchased any book by the case, except for this one. As I meet people who question if business can be done with honesty and integrity, I send them a copy of this book to remind them that the answer is “yes,” not only can it be done, it is being done.

This isn’t a book limited to doing business. This isn’t a book about a company that introduced the world to plastic egg cartons, plastic plates, or plastic knives and forks—this is a book about the man behind it. This is a book about life, about principles, and how success is a by-product of living those principles. This is a book about how success and blessings will rush to you by doing good first. Just ask Jon Huntsman if you’ll be able to give away the money and blessings of success quickly enough.

In today’s world where too many people try to grab and hoard as many dollars as they can, where politicians do anything to cling to power, where we mistakenly believe that business can no longer be done with a look in the eye and a handshake, it is time that we remember the values of honesty, integrity, and generosity. Like George Washington was in his time, Jon Huntsman is our time’s “indispensable man.” Look to Jon Huntsman, as he is still showing us the better way.

Glenn Beck

Glenn Beck talk show, CNN’s Headline News


Introduction
Good Times, Bad Times

Circumstances may change but your
values shouldn’t

When I wrote the original edition of this book in the fall of 2004, I had experienced four decades in the business world. My life had been enriched in every aspect. Like others before me, I discovered that “happiness is not the absence of conflict, but the ability to cope with it.” I had witnessed it all: the greed, the cheating, the lying, and the selfishness. And the triumphs, the miracles, the rages-to-riches, and the flim-flam folks.

Or so I thought. It turned out I was wrong. There have been sequels galore on the downside (and a few on the up). As I write these lines in the fall of 2008, ethical corner-cutting has risen faster than the price of a gallon of gas. Even those tough, cold winters in rural Idaho were easier to swallow than some of today’s Wall Street trickery. Traditional values appear to be as in vogue as a subprime loan.

The good times of 2004 to 2007—record markets, sizzling real estate, easy credit, relatively acceptable energy costs—conspired to make us morally flabby. It is easy to take the high road when the route is leading to better times. Generosity isn’t difficult when money flows.

Historically, positive economic scenarios are followed by painful downturns. The result presents new temptations to bend rules, to hoard material possessions, and to dismiss decency as being so last year. Born of anger, fear, stress, and frustration, the temptation to cut a corner is strong and persuasive. For the honest of heart—life’s real winners—times like this are just another passing test.

When reaping an abundant harvest, most of us keep our senses—the common variety and in relation to fair play. Yet, it is quite apparent, given the amount of irresponsibility, cheating, fraudulent behavior, and pure greed that has recently been exposed, that not everyone was playing by the rules. Indeed, the breadth and depth of abhorrent behavior from this minority were startling. From subprime loan scams to speculation on the oil markets to crises in the insurance and financial sectors to falsifying the financial conditions of companies, ethical abuses, and the scope of government bailouts have been jaw-dropping.

Unfortunately, doing it the “right way” seldom cushions economic blows. Such letdowns can leave one confused and angry, but it is no time to panic, to lose track of our moral compass. On my mother’s tombstone in Fillmore, Utah, are etched Shakespeare’s immortal words: “Sweet are the uses of adversity.” Surefire winners understand this adage. Crises must and can be resolved in moral ways. In so doing, keep in mind two things:

1. The situation hardly ever is as bad as it seems. It will pass. Better times are ahead. If nothing else, history tells us that. Americans inherently tend toward optimism. It is in our genes. The fact is, the past 20 years, overall, have been fairly good to us.

2. Prosperous times are no guarantee we will adhere to a morally righteous path. Most people strongly adhere to a fixed code of ethics whether the economy is up or down, but some feel a sense of need for even more financial gain, regardless of the consequences.

The subprime mortgage and energy price debacles were conceived in a bed of raw greed, from a dream of getting something for nothing. They were born with illusions of easy, riskless, endless money. The erosion of moral values is the natural progression of this mindset. Such obsessions require the redrawing of ethical boundaries. This sort of greed destroys the financial and emotional underpinnings of others. For some, the idea of finding a morally acceptable alternative is placed on “call waiting” until the nefarious goal is reached.

When ethical boundaries are redrawn or removed, the addiction to wealth becomes all-consuming. When expediency trumps propriety, it results in an escalating toboggan ride down a mountainside, a descent impossible to stop until the sled crashes from excessive speed and lack of direction. The late ‘90s dot-com burst was evidence enough. Perhaps the hedge funds of today will be the next exhibit.

This scenario results from a flawed rationale. The “objective” or “goal” is an illusion because it is based on an ethically bankrupt premise from which nothing positive can be achieved. The goal can never be reached. There will never be “enough” money; there will never be “enough” power. Thus, the “success” some envision will never be attained. A crash nearly always follows a dizzying display of “success” that is not solidly based in economic and ethical fundamentals. You can be sure the Piper will demand payment.

If everything were fair in life, perpetrators of economic meltdowns would be the only ones who suffered for their impropriety. But life isn’t fair, and the fallout too often envelops good people who played by the rules, who trusted institutions, who are left to survive the rocky times brought on by others. The innocent are made to suffer for the sins of the reckless, the greedy, the cheats, the fast-buckers, the indecent, and the liars. With tough times comes another kind of temptation: the perceived necessity to cut corners, to cling to what you have, to rationalize that traditional values can be jettisoned if the ship is sinking. During this period, one can easily fall into the trap described by William Wrigley, Jr.: “A man’s doubts and fears are his worst enemy.”

The confusion, frustration, stress, and fears that come with financial dilemmas can make even the most ethical of individuals vulnerable to bad choices. Nevertheless, reminding ourselves of the moral path and disciplining ourselves to follow it can sustain us in such trying moments. If there is a silver lining to bad times, it is this: When facing severe challenges, your mind normally is at its sharpest. Humans seldom have created anything of lasting value unless they were tired or hurting.

[image: image]

A discussion involving ethics can be easily misunderstood by some minds. In reality, it is quite simple. The adherence to an ethical code is best defined as how one honors a bad situation or a bad deal. Heaven knows it is easy enough to honor a good deal, or to take advantage of an event or circumstance that is rewarding and beneficial to all sides.

My company, Huntsman Corp., has completed a court trial in Delaware, as I write this. The entire case centered around the other party trying to break a contract with us. Economic conditions changed somewhat between entering the contract a year ago and when it was to be executed, and the other company’s prospects of going forward are far bleaker than when they signed the deal.

One of the lawyers for the company that signed the “iron-clad” contract with us but tried to back out made an interesting statement to the judge. “This is a very tight contract,” she told the judge.

“Therefore, we must look for any loopholes possible to try and extricate my client from honoring the contract.” The judge didn’t buy it and required the company to keep its word.

Unfortunately, this sort of behavior happens on too many occasions. With crafty lawyers, it sometimes works. Most of the time, however, iron-clad contracts simply are what they were intended to be from the start: maintaining a binding agreement between two parties. And how one honors situations when things turn sour or when a deal ends up being more costly than originally thought is how one defines his or her personal values.

In survey after survey, Americans of all stripes—Republicans, Democrats, Baptists, Jews, Unitarians, liberals, conservatives, the rich, and the poor—indicate they are worried about values. I certainly am. Some shout their angst for all to hear; others express their concerns quietly. Civilization has basic standards for proper and right-thinking action. That was the theme of Winners Never Cheat: Everyday Values We Learned as Children (But May Have Forgotten) when it was first published, and it remains so with this updated version.

I don’t have to paint detailed landscapes. Each reader is able to point to his or her own painful experiences starting in 2007. The scenario is neither mysterious nor coincidental: Unbridled greed often prompted unethical, reckless behavior that temporarily turned on the money spigot and fueled the hysteria for many. The shock, anger, and heartbreak took place in Act II.
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The twin tragedy is that generosity becomes expendable in times of contraction. The basic urge to share, instilled in us from youth, is dulled by the self-centered instinct to survive. Is anyone surprised that charitable donations decreased in the second half of 2007 and have tanked in 2008? Are we surprised that civility and decency have taken back seats when we are in survival mode? Yet, tolerance and charity also are pillars of ethical behavior. In good times and in bad, our values insist we act graciously and generously.

Most of us care about one another. Human beings have considerably more in common with one another than they do differences. One’s religion, political persuasion, family, financial and social status, or vocation does not hamper the common thread of personal decency running through most of humankind. In spite of America’s fervent embrace of self-reliance, the vast majority of us believe in taking care of one another. Albert Schweitzer said it well: “You don’t live in a world all your own. Your brothers are here, too.”

An ethical code of conduct is a nondenominational religion to which all but hardcore sociopaths can subscribe. Ethical responsibility is the gold standard for determining civilized, decent courses of action. Without established and commonly accept values, the earth turns into a global food fight.

It is important for societies to settle on a set of values common to most and generally applicable to most every instance. There cannot be separate sets of ethics for home, for work, for church, and for play. Ethics belong in the home and the boardroom. And although it may seem that playing fields have changed because of unusual pressures or that rules have become malleable to accommodate unexpected situations, core values remain as solid as concrete.
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Because of recent events, I saw a need to write an updated version of this book—not that what I said the first time is no longer in play. On the contrary—it remains as relevant today as it did when I originally wrote it, as unchanged as when I first learned ethical principles six decades ago. It will hold true 60 decades from now, as well.

This version of Winners Never Cheat is presented as a warning that in the darkest of times, temptation will be most alluring. These are times for a mid-course pep talk, a reminder to stay the course, to run the good race, to fight the good fight, to follow the rules we learned long ago. They will see us through hardships and help us make ourselves and the world better off.

Periodic reviews of one’s ethical stances are healthy. Times change, situations change, lives change, technology changes. Situations may be altered; basic values must not.

The simplest rules of good behavior injected into us as children, like vaccines, become the prompts for ethical behavior as adults.

Tough times must not be allowed to vanquish us. We are equipped with the values that have accompanied us since our earliest years. That preparation provides us with the strength to weather storms.

Sail on…



IF THE GAME RUNS SOMETIMES AGAINST
US AT HOME, WE MUST HAVE PATIENCE
TILL LUCK TURNS, AND THEN WE SHALL
HAVE AN OPPORTUNITY OF WINNING
BACK THE PRINCIPLES WE HAVE LOST,
FOR THIS IS A GAME WHERE PRINCIPLES
ARE AT STAKE.

—THOMAS JEFFERSON

COMMERCE WITHOUT MORALITY.

—THE FOURTH OF
GANDHI’S SEVEN SINS





Chapter One
Lessons From the Sandbox

Everything we need for today’s marketplace we
learned as kids.

Growing up poor in rural Idaho, I was taught to play by the rules. Be tough, be competitive, give the game all you have—but do it fairly. They were simple values that formed a basis for how families, neighborhoods, and communities behaved. My two brothers and I had something in common with the kids on the upscale side of the tracks: a value system learned in homes, sandboxes, playgrounds, classrooms, Sunday schools, and athletic fields.

Those values did not lose their legitimacy when I became a player in the business world. Yet they are missing in segments of today’s marketplace. Wall Street overdoses on greed. Corporate lawyers make fortunes by manipulating contracts and finding ways out of signed deals. Many CEOs enjoy princely lifestyles even as stakeholders lose their jobs, pensions, benefits, investments, and trust in the American way.

Cooked ledgers, irresponsibility, look-the-other-way auditors, kickbacks, and flimflams of every sort have burrowed into today’s corporate climate. Many outside corporate directors bask in perks and fees, concerned only in keeping Wall Street happy and their fees intact.

In the past 20 years, investor greed has become obsessive and a force with which CEOs must deal. Public companies are pushed for higher and higher quarterly performances lest shareholders rebel. Less-than-honest financial reports are tempting when the market penalizes flat performances and candid accounting. Wall Street consistently signals that it is comfortable with the lucrative lie.



Less-than-honest financial reports are tempting when the market penalizes flat performances and candid accounting.




Although I focus much of my advice on business-oriented activities, the world I know best, these principles are equally applicable to professionals of all stripes and at all levels, not to mention parents, students, and people of goodwill everywhere.

In the 2004 U.S. presidential election, morality issues influenced more votes than any other factor, but a Zogby International poll revealed that the single biggest moral issue in voters’ minds was not abortion or same-sex marriage. Greed and materialism far and away was cited as the most urgent moral problem facing America today. (A close second was poverty/economic justice.)

In nearly a half century of engaging in some sort of business enterprise, I have seen it all. I continue to ask myself, perhaps naively so, why lying, cheating, misrepresentation, and weaseling on deals have ingrained themselves so deeply in society? Could it be that material success is now viewed to be more virtuous than how one obtains that success? One might even be tempted to believe that the near-sacred American Dream is unobtainable without resorting to moral mischief and malfeasance. To that I say, “Nonsense.” Cutting ethical corners is the antithesis of the American Dream. Each dreamer is provided with an opportunity to participate on a playing field made level by honor, hard work, and integrity.

In spite of its selectivity and flaws, the American Dream remains a uniquely powerful and defining force. The allure stands strong and self-renewing, but never as feverish as in pursuit of material gain. Achieving your dream requires sweat, courage, commitment, talent, integrity, vision, faith, and a few breaks.

The ability to start a business from scratch, the opportunity to lead that company to greatness, the entrepreneurial freedom to bet the farm on a roll of the marketplace dice, the chance to rise from clerk to CEO are the feedstock of America’s economic greatness.

The dot-com boom of the 1990s, although ultimately falling victim to hyperventilation, is proof that classrooms, garages, and basement workshops, crammed with doodlings and daydreams, are the petri dishes of the entrepreneurial dream. In many ways, it has never been easier to make money—or to ignore traditional moral values in doing so.



In many ways, it has never been easier to make money—or to ignore traditional moral values in doing so.




Throughout this nation’s history, a spontaneous and unfettered marketplace has produced thundering examples of virtue and vice—not surprising in that very human heroes and villains populate the business landscape. Yet, a new void in values has produced a level of deception, betrayal, and indecency so brazen as to be breathtaking.

Many of today’s executives and employees—I would like to think the majority—are not engaged in improper behavior. Most of the people I have dealt with in four decades of globetrotting are men and women of integrity and decency, dedicated individuals who look askance at the shady conduct of the minority.

I have known enough business executives, though, who, through greed, arrogance, an unhealthy devotion to Wall Street, or a perverted interpretation of capitalism, have chosen the dark side. Their numbers seem to be growing.



The rationale that everyone fudges, or that you have to cheat to stay competitive, is a powerful lure, to be sure. The path to perdition is enticing, slippery, and all downhill.




The rationale that everyone fudges, or that you have to cheat to stay competitive, is a powerful lure, to be sure.

The path to perdition is enticing, slippery, and all downhill. Moral bankruptcy is the inevitable conclusion.

What’s needed is a booster shot of commonly held moral principles from the playgrounds of our youth. We all know the drills: Be fair, don’t cheat, play hard but decently, share and share alike, tell the truth, keep your word. Although these childhood prescriptions may appear to have been forgotten or lost in the fog of competition, I believe it is more a matter of values being expediently ignored. Whatever the case, it’s time to get into ethical shape with a full-scale behavioral workout program.

Financial ends never justify unethical means. Success comes to those who possess skill, courage, integrity, decency, commitment, and generosity. Men and women who maintain their universally shared values tend to achieve their goals, know happiness in home and work, and find greater purpose in their lives than simply accumulating wealth. Nice guys really can—and do—finish first in life.



Nice guys really can and do finish first in life.
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I worked as White House staff secretary and a special assistant to the president during the first term of the Nixon administration. I was the funnel through which passed documents going to and from the president’s desk. I also was part of H. R. Haldeman’s “super staff.” As a member of that team, Haldeman expected me to be unquestioning. It annoyed him that I was not. He proffered blind loyalty to Nixon and demanded the same from his staff. I saw how power was abused, and I didn’t buy in. One never has to.

I was asked by Haldeman on one occasion to do something “to help” the president. We were there to serve the president, after all. It seems a certain self-righteous congresswoman was questioning one of Nixon’s nominations to head an agency. There were reports that the nominee had employed undocumented workers in her California business.

Haldeman asked me to check out a factory previously owned by this congressman to see whether the report was true. The facility happened to be located close to my own manufacturing plant in Fullerton, California. Haldeman wanted me to place some of our Latino employees on an under-cover operation at the plant in question. If there had been employment of undocumented immigrants, the information would be used, of course, to embarrass the political adversary.

An amoral atmosphere had penetrated the White House. Meetings with Haldeman were little more than desperate attempts by underlings to be noticed. We were all under the gun to produce solutions. Too many were willing to do just about anything for Haldeman’s nod of approval. That was the pressure that had me picking up the phone to call my plant manager.

There are times when we react too quickly to catch the rightness and wrongness of something immediately. We don’t think it through. This was one of those times. It took about 15 minutes for my inner moral compass to make itself noticed and to swing me to the point that I recognized this wasn’t the right thing to do. Values that had accompanied me since childhood kicked in.

Halfway through my conversation, I paused. “Wait a minute, Jim,” I said deliberately to the general manager of Huntsman Container, “Let’s not do this. I don’t want to play this game. Forget I called.”

I instinctively knew it was wrong, but it took a few minutes for the notion to percolate. I informed Haldeman that I would not have my employees spy or do anything like it. To the second most powerful man in America, I was saying no. He didn’t appreciate responses like that. He viewed them as signs of disloyalty. I might as well have been saying farewell.

So be it, and I did leave within six months of that incident. My streaks of independence, it turned out, were an exercise in good judgment. I was about the only West Wing staff member not eventually hauled before the congressional Watergate committee or a grand jury.
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Gray is not a substitute for black and white. You don’t bump into people without saying you’re sorry. When you shake hands, it’s supposed to mean something. If someone is in trouble, you reach out.

Values aren’t to be conveniently molded to fit particular situations. They are indelibly etched in our very beings as natural impulses that never go stale or find themselves out of style.

Some will scoff that this view is an oversimplification in a complex, competitive world. It indeed is simple, but that’s the point! It’s little more than what we learned as kids, what we accepted as correct behavior before today’s pressures tempted us to jettison those values in favor of getting ahead or enhancing personal or corporate financial bottom lines.

Although the values of our youth, at least to some degree, usually are faith-based, they also are encompassed in natural law. Nearly everyone on the planet, for instance, shares the concept of basic human goodness.

Human beings inherently prize honesty over deceit, even in the remotest corners of the globe. In the extreme northeast of India, for example, there lies the semi-primitive state of Arunachal Pradesh. Few of us even know it exists. Indeed, this area is nearly forgotten by New Delhi. More than 100 tribes have their own cultures, languages, and animistic religions. Yet, they share several characteristics, including making honesty an absolute value.

How ironic, not to mention shameful, that the most educated and industrialized nations seem to have the most troublesome time with universal values of integrity, while semi-primitive groups do not.

Michael Josephson, who heads the Josephson Institute of Ethics in Marina del Rey, California, says one only has to view popular shows such as The Apprentice and Survivor to get the notion that life’s winners are those who deceive others without getting caught. Nobody seems offended by that. It’s not so much that temptations are any greater today, Josephson notes, it’s that our defenses have weakened.

Be that as it may, I maintain that each of us knows when basic moral rules are bent or broken. We even are aware when we are approaching an ethical boundary. Whatever the expedient rationale or instant gratification that “justified” stepping over that line, we don’t feel quite right about it because we were taught better.

It is this traditional set of behavioral values that will lead us not into temptation but to long-term success. Forget about who finishes first and who finishes last. Decent, honorable people finish races—and their lives—in grand style and with respect.



Forget about who finishes first and who finishes last. Decent, honorable people finish races—and their lives—in grand style and with respect.




The 20th-century explorer Ernest Shackleton, whose legendary, heroic exploits in Antarctica inspired half a dozen books, looked at life as a game to be played fairly and with honor:

Life to me is the greatest of all games. The danger lies in treating it as a trivial game, a game to be taken lightly, and a game in which the rules don’t matter much. The rules matter a great deal. The game has to be played fairly or it is no game at all. And even to win the game is not the chief end. The chief end is to win it honorably and splendidly.
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The principles we learned as children were simple and fair. They remain simple and fair. With moral compasses programmed in the sandboxes of long ago, we can navigate career courses with values that guarantee successful lives, a path that is good for one’s mental and moral well-being, not to mention long-term material success, if we but check those compasses on a regular basis.



WHEN YOUNG MEN OR WOMEN ARE BEGINNING LIFE, THE MOST IMPORTANT PERIOD, IT IS OFTEN SAID, IS THAT IN WHICH THEIR HABITS ARE FORMED. THAT IS A VERY IMPORTANT PERIOD.

BUT THE PERIOD IN WHICH THE IDEALS OF THE YOUNG ARE FORMED AND ADOPTED IS MORE IMPORTANT STILL. FOR THE IDEAL WITH WHICH YOU GO FORWARD TO MEASURE THINGS DETERMINES THE NATURE, SO FAR AS YOU ARE CONCERNED, OF EVERYTHING YOU MEET.

—HENRY WARD BEECHER

IT IS NOT OUR AFFLUENCE, OR OUR PLUMBING, OR OUR CLOGGED FREEWAYS THAT GRIP THE IMAGINATION OF OTHERS. RATHER, IT IS THE VALUES UPON WHICH OUR SYSTEM IS BUILT.

—SEN. J. WILLIAM FULBRIGHT





Chapter Two
Check Your Moral Compass

We know darn well what is
right and wrong.

No one is raised in a moral vacuum. Every mentally balanced human recognizes basic right from wrong. Whether a person is brought up as Christian, Jew, Buddhist, Muslim, Hindu, Unitarian, New Age, a free thinker, or an atheist, he or she is taught from toddler on that you shouldn’t lie, steal, cheat, or be deliberately rude, and that there are consequences for doing so.

There is no such thing as a moral agnostic. An amoral person is a moral person who temporarily—and often quite creatively—disconnects from his or her values. Each of us possesses a moral GPS, a compass or conscience, if you will, programmed by parents, teachers, coaches, clergy, grandparents, uncles and aunts, scout-masters, friends, and peers. It came with the package, and it continues to differentiate between proper and improper courses until the day we expire.



There is no such thing as a moral agnostic. An amoral person is a moral person who temporarily and creatively disconnects his actions from his values.




When I was 10 years old, there resided several blocks from our home Edwards Market, one of those old houses with the grocery store in the front and the proprietors’ residence in the back. It was only 200 or 300 square feet in size, but at my age the place looked like a supermarket. At the time, I was making about 50 cents a day selling and delivering the local newspaper.

I entered the store while on my route one day, and no one seemed to be around. Ice cream sandwiches had just come on the market. It was hot, and I wanted to try one. I reached inside the small freezer and grabbed an ice cream bar. I slipped the wrapped sandwich into my pocket. Moments later, Mrs. Edwards appeared, asking if she could help me.

“No, thanks,” I answered politely and headed for the door. Just before it slammed shut, I heard her say, “Jon, are you going to pay for that ice cream sandwich?” Embarrassed, I turned around and sheepishly walked back to the freezer where my slightly shaking hand returned the ice cream sandwich to its rightful place. Mrs. Edwards never said another word.

It was a necessary lesson for a young, adventuresome boy, one that I have not forgotten 60 years later. It wasn’t at the moment of being exposed that I suddenly realized I had done something wrong. I knew it the second I slipped my hand into the freezer, just as I would know today if I pulled a similar, but more sophisticated, stunt in a business transaction. Each of us is taught it is wrong to take that which doesn’t belong to us.

Certain types of behavior encourage a disconnect with our inner compass or conscience: Rationalizing dims caution lights, arrogance blurs boundaries, desperation overrides good sense. Whatever the blinders may be, the right-wrong indicator light continues to flash all the same. We might not ask, but the compass tells.

Some point out that today’s society tolerates too much questionable activity, making it difficult for the younger generation to get a consistent fix on right and wrong. Little wonder, goes this line of thought, that when the newest batch of apprentices bolt from their classrooms, their values are open to negotiation.



Whatever the blinders may be, the right-wrong indicator light continues to flash all the same. We might not ask, but the compass tells.




I am aware of polls showing that the older generation views the younger generations as less grounded in ethics, but I am not totally buying that line of thought. Society certainly is more permissive than when I was a child, but does anyone today truly condone stealing? Some modern teens may dismiss it, but does any student not consider cheating intrinsically wrong, no matter how many of their friends do it? Does society accept cooking corporate books, embezzlement, fraud, or outlandish perks for corporate executives? The answers, of course, are no.

Basic misbehavior is considered as wrong today as it was 100 years ago, although I grant that today’s atmosphere produces more creative and sophisticated rationalizations for such mischief. This is why heeding the advice of George Washington, a man renowned for his integrity, is worthwhile: “Labor to keep alive in your breast that little spark of celestial fire called conscience.”

Humans are the only earthly species that experience guilt. We never see our pet dogs, cats, or canaries acting chagrined for eating too much food or forgetting their manners. (And heaven knows some of them abuse the system.) Humans are unique for their ability to recognize righteous paths from indecent ones. And when we choose the wrong route, we squirm—at least inwardly.

The needle of individual compasses points true. Conceptually, ethical routes are self-evident to reasonable persons.

[image: image]

We are not always required by law to do what is right and proper. Decency and generosity, for instance, carry no legal mandate. Pure ethics are optional.

Laws define courses to which we must legally adhere or avoid. Ethics are standards of conduct that we ought to follow. There is some overlap of the two, but virtuous behavior usually is left to individual discretion. All the professional training in the world does not guarantee moral leadership. Unlike laws, virtue cannot be politically mandated, let alone enforced by bureaucrats, but that doesn’t stop them from trying. Congress considered the corporate world today so challenged when it comes to ethics that it enacted the Sarbanes-Oxley Act in an attempt to regain credibility for the marketplace. Ultimately, though, respect, civility, and integrity will return only upon the individual-by-individual return of values.



We are not always required by law to do what is right and proper. Decency and generosity, for instance, carry no legal mandate. Pure ethics are optional.




Ethical behavior is to business competition what sportsmanship is to athletic contests. We were taught to play by the rules, to be fair, and to show sportsmanship. The rulebook didn’t always state specifically that shortcuts were prohibited. It went without saying that every competitor ran around the oval track and didn’t cut across the infield.

My grandsons have a special club called The Great, Great Guys Club (The G3 Club). Members have to be at least six years old to attend meetings. It is not permissible to fall asleep, wet your pants, or crawl under the table, among other prohibitions. They set their own rules. Amazingly, the club is quite orderly. Because parents aren’t present, it is interesting to observe the standards they establish by themselves. Here are a couple of examples (with Grandpa’s literary padding):

[image: image] Do what you’re supposed to when you are told to do it.

[image: image] Kindness and honesty determine heart and character.

[image: image] Never tell lies.

[image: image] Cover your mouth when you cough or sneeze.

Kids usually know proper behavior, even if they don’t always show it. Their moral compasses, although still developing, are in working order. They are too young to know they can trade in their conscience for a higher credit rating at Moody’s. They instinctively know a conscience at ease is a best friend. They have never heard of Sophocles, but they understand his message: “There is no witness so terrible or no accuser so powerful as the conscience.”

Ever notice how little guile youngsters exhibit? How honest they are with observations? How well they play with others? How smoothly they compete when adults aren’t present? Sure, there always were—and still are—periodic squabbles, teasing, and selfishness, but kids generally work it out without a 300-page rulebook or a court of law. Sandlot games are played without referees or umpires, clocks, or defined boundary lines. Vague though those lines may be, sides come to an agreement when someone stepped out-of-bounds. When kids occasionally are thoughtless, it is more a case of spontaneous reaction rather than calculated meanness.

As a rule, playground protocol requires we offer a hand up to flattened opponents, share toys, call out liars and cheaters, play games fairly, and utter expressions of gratitude and praise—please, thanks, nice shot, cool—without prompt. To paraphrase Socrates, clear consciences prompt harmony.

At times, certain students in my tenth-grade biology class would write answers to a forthcoming quiz on the palms of their hands or cuffs of their shirts. Not many tried this because everyone knew cheating was wrong. In addition to the fear of being caught, most students also longed for respect as much as good grades. Once someone saw you cheating, you were never elected to student offices or respected on the sports field. Maybe that was simply part of the innocence of the 1950s, but 21st century students still know cheating is wrong, even though they may show more indifference toward this transgression than past generations.

People often offer as an excuse for lying, cheating, and fraud that they were pressured into it by high expectations or that “everyone does it.” Some will claim that it is the only way they can keep up. Those excuses sound better than the real reasons they choose the improper course: arrogance, power trips, greed, and lack of backbone, all of which are equal-opportunity afflictions. One’s economic status, sphere of influence, religious upbringing, or political persuasions never seem to be factors in determining whom these viruses will next ensnare.

There is contained in every rationale and every excuse, bogus as each ultimately ends up being, an awareness of impropriety. Succeeding or getting to the top at all costs by definition is an immoral goal. The ingredients for long-term success—courage, vision, follow-through, risk, opportunity, sweat, sacrifice, skill, discipline, honesty, graciousness, generosity—never vary. And we all know this.



Succeeding or getting to the top at all costs by definition is an immoral goal.




However, in the winner-take-all atmosphere of today’s marketplace, shortcuts to success, at least initially, are alluring, and lying often can be lucrative. That said, scammers, cheaters, performance-enhancing drug users, shell-and-pea artists, and the like historically have never prevailed for long. And when their fall does come, it is fast, painful, embarrassing, and lasting.

Whether exaggerating resumés or revenues, plagiarizing or profiteering, philandering or fibbing, people nearly always attempt to justify their unethical conduct when the transgression is discovered. Enron officials rationalized from the beginning, and the same with Tyco brass, but the improper path is never a requisite for success.

Values provide us with ethical water wings whose deployment is as critical in today’s wave-tossed corporate boardrooms as they were in yesterday’s classrooms.



BECAUSE JUST AS GOOD MORALS IF THEY ARE TO BE MAINTAINED, HAVE NEED OF THE LAWS, SO THE LAWS, IF THEY ARE TO BE OBSERVED, HAVE NEED OF GOOD MORALS.

—MACHIAVELLI

THE SECRET OF LIFE IS HONESTY AND FAIR DEALING. IF YOU CAN FAKE THAT, YOU’VE GOT IT MADE.

—GROUCHO MARX

AMERICANISM MEANS THE VIRTUES OF COURAGE, HONOR, JUSTICE, TRUTH, SINCERITY, AND HARDIHOOD—THE VIRTUES THAT MADE AMERICA. THE THINGS THAT WILL DESTROY AMERICA ARE PROSPERITY-AT-ANY-PRICE… THE LOVE OF SOFT LIVING AND THE GET-RICH-QUICK THEORY OF LIFE.

—THEODORE ROOSEVELT





Chapter Three
Play By the Rules

Compete fiercely and fairly—but no cutting in line.

Which rules we honor and which we ignore determine personal character, and it is character that determines how closely we will allow our value system to affect our lives.

Early on, infused with moral purpose by those who influenced us, we learned what counted and what did not. The Golden Rule, proper table manners, respecting others, good sportsmanship, telling the truth, not to mention those often-verbalized codes of schools, clubs, and churches—no cutting in line, eat everything on your plate, respect, helping those in need, and sharing—became the foundation of our character.

Character is most determined by integrity and courage. Your reputation is how others perceive you. Character is how you act when no one is watching.

These traits, or lack thereof, are the foundation of life’s moral decisions. Once dishonesty is introduced, distrust becomes the hallmark of future dealings or associations. The eighteenth-century Scottish philosopher Francis Hutcheson had this figured out: “Without staunch adherence to truth-telling, all confidence in communication would be lost.”



The negotiations, however, must be fair and honest. That way, you never have to remember what you said the previous day.




Businesspeople do not place their integrity in jeopardy by driving hard bargains, negotiating intensely, or fiercely seeking every legitimate advantage. The negotiations, however, must be fair and honest. That way, you never have to remember what you said the previous day.

I bargain simply as a matter of principle, whether it is a $1 purchase or a $1 billion acquisition. Negotiating excites me, but gaining an edge must never come at the expense of misrepresentation or bribery. In addition to being morally wrong, this version of cheating takes the fun out of cutting a deal.

Bribes and scams may produce temporary advantages, but the practice carries an enormous price tag. It cheapens the way business is done, temporarily enriches a few corrupt individuals, and makes a mockery of the rules of play.

In the 1980s, Huntsman Chemical opened a plant in Thailand. Mitsubishi was a partner in this joint venture, which we called HMT. With about $30 million invested, HMT announced the construction of a second site. I had a working relationship with the country’s minister of finance, who never missed an opportunity to suggest it could be closer.

I went to his home for dinner one evening where he showed me 19 new Cadillacs parked in his garage, which he described as “gifts” from foreign companies. I explained the Huntsman company didn’t engage in that sort of thing, a fact he smilingly acknowledged.

Several months later, I received a call from the Mitsubishi executive in Tokyo responsible for Thailand operations. He stated HMT had to pay various government officials kickbacks annually to do business and that our share of this joint obligation was $250,000 for that year.

I said we had no intention of paying even five cents toward what was nothing more than extortion. He told me every company in Thailand paid these “fees” in order to be guaranteed access to the industrial sites. As it turned out and without our knowledge, Mitsubishi had been paying our share up to this point as the cost of doing business, but had decided it was time Huntsman Chemical carried its own baggage.

The next day, I informed Mitsubishi we were selling our interest. After failing to talk me out of it, Mitsubishi paid us a discounted price for our interest in HMT. We lost about $3 million short term. Long haul, it was a blessing in disguise. When the Asian economic crisis came several years down the road, the entire industry went under.

In America and Western Europe, we proclaim high standards when it comes to things such as paying bribes, but we don’t always practice what we preach. Ethical decisions can be cumbersome and unprofitable in the near term, but after our refusal to pay “fees” in Thailand became known, we never had a problem over bribes again in that part of the world. The word got out: Huntsman just says no. And so do many other companies.

Once you compromise your values by agreeing to bribes or payoffs, it is difficult ever to reestablish your reputation or credibility. Therefore, carefully choose your partners, be they individuals, companies, or nations.

I have a reputation as a tough but straightforward negotiator. I deal hard and intensely—but always from the top of the deck. Because it is perceived that I usually end up on the better side of the bargain, I actually had one CEO refuse to negotiate a merger with me. He was afraid he would be perceived in the industry as having “lost his pants” or that he sold at the wrong time for the wrong price. That said, I have never had anyone refuse to deal with me for lack of trust.

Competition is an integral part of the entrepreneurial spirit and the free market. Cheating and lying are not. If the immoral nature of cheating and lying doesn’t particularly bother you, consider this: They eventually lead to failure.

Remember the old chant: “Winners never cheat; cheaters never win”? And, as kids, we would chide those whom we perceived to be not telling the truth with: Liar, liar, pants on fire. Those childish taunts actually hold true today. Moral shortcuts always have a way of catching up.

In the Shinto religion, there is this teaching: “If you plot and connive to deceive people, you may fool them for a while and profit thereby, but you will without fail be visited by divine punishment.” I hasten to add that temporal judgment also awaits. There is always a payback for indecent behavior.

Consider this parable: On a late-night flight over the ocean, the pilot announces good news and bad news. “The bad news is we have lost radio contact, our radar doesn’t work, and clouds are blocking our view of the stars. The good news is there is a strong tailwind and we are making excellent time.”
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There are many professions in which one can find examples of hollow values, but nowhere is it more evident than on Wall Street, where the ruling ethos seems to be the more you deceive the other guy, the more money you make. It was none other than Abraham Lincoln who reminded us: “There is no more difficult place to find an honest man than on Wall Street in New York City.”

I have spent four decades negotiating deals on Wall Street and have found few completely honest individuals. Those who are trustworthy and honorable are rare—but wonderful professionals. Some of my closest friends are found in this small cadre, be they in New York City or Salt Lake City. Those who choose to mislead others are not always engaging in the type of corruption that sends people to prison. It is more a matter of intellectual dishonesty and lack of personal ethics. Compensation has replaced ethics as a governing principle. Wall Street has but two objectives: How much money can I make? And how fast can I make it? The markets and traditional values don’t always mix well.



There are many professions in which one can find examples of hollow values, but nowhere is it more evident than on Wall Street….




Wall Street thinks there is nothing wrong with this sort of behavior because everyone does it, but the lack of a sense of integrity also produces a lack of respect. WorldCom, Tyco, Enron, and other giant companies had leaders who failed to play fair.

Because they cheated, they lost. Accumulation of power and wealth became a driving force to these executives. They forgot the golden rule of integrity: Trust is a greater compliment than affection. With integrity comes respect.

Real winners never sneak to finish lines by clandestine or compromised routes. They do it the old-fashioned way—with talent, hard work, trust, fairness, and honesty. It’s okay to negotiate tough business deals, but conduct your business with both hands on the table and sleeves rolled up.



It’s okay to negotiate tough business deals, but do it with both hands on the table and sleeves rolled up.




Make it a point to never misrepresent or to take unfair advantage of someone. That way, you can count on second and third deals with companies after successfully completing the first one. Have as a goal both sides feeling they achieved their respective objectives.

In 1999, I was in fierce negotiations with Charles Miller Smith, then president and CEO of Imperial Chemical Industries of Great Britain, one of that nation’s largest companies. We wanted to acquire some of ICI’s chemical divisions. It would be the largest deal of my life, a merger that would double the size of Huntsman Corp. It was a complicated transaction with intense pressure on each side. Charles needed to get a good price to reduce some ICI debt; I had a limited amount of capital for the acquisition.

During the extended negotiations, Charles’ wife was suffering from terminal cancer. Toward the end of our negotiations, he became emotionally distracted. When his wife passed away, he was distraught, as one can imagine. We still had not completed our negotiations.

I decided the fine points of the last 20 percent of the deal would stand as they were proposed. I probably could have clawed another $200 million out of the deal, but it would have come at the expense of Charles’ emotional state. The agreement as it stood was good enough. Each side came out a winner, and I made a lifelong friend.

[image: image]

Every family, home, and school classroom has its standards. There is little confusion over boundary lines. Even when one professes not to understand the rules when caught breaking them is an acknowledgment that a transgression has occurred. But what happens when some of these children turn into adults? Why are these home and classroom rules at times ignored? Why is improper behavior rationalized, even justified, when inside we know better? Some sinister force must take over in the late teens in which finding ways to circumvent traditional standards becomes acceptable.

As a teenager, my father would order me to be home by 8 o’clock. He didn’t say “a.m.” or “p.m.” I knew he meant 8 that night. There was no fine print detailing what was meant when he said he did not want “me” driving the family Ford. Although technically, he only said I shouldn’t drive that 1936 Ford coupe, he also was including my friends. (A lawyer might have counseled that, technically, only I was prohibited. Unless my dad specifically stipulated my buddy or class of people in that prohibition, anyone but me was legally allowed to drive. But I knew better.)

As we grow older, our rationale for cutting corners would make a master storyteller green with envy. We blame situations or others. The dog ate the homework that we ignored. We rationalize that immoral behavior is accepted practice. Shifting responsibility away from ourselves has become an art form.

In fact, we employ the same feeble excuses we did as children when we were caught doing something improper, something we knew we shouldn’t be doing. Adults somehow have convinced ourselves we are more convincing. We aren’t. The “everyone does it” line didn’t work as a teenager, and it won’t work now. It’s a total copout and easily trumped. Everybody is not doing it. Even if they were, it still is wrong—and we know it’s wrong.

Then there’s that old, sheepish excuse: “The devil made me do it.” The devil never makes you do anything. Be honest. Improper actions often appear to be easier routes, or require no courage, or are temporarily advantageous.

If only Richard Nixon had admitted mistakes up front and taken responsibility for the improper conduct of his subordinates, something deep down he knew to be wrong, the American public would have forgiven him. With a sense of contrition, he could have created a presidential benchmark.
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The devil never makes you do anything. Be honest. Improper actions often appear to be easier routes, or require no courage, or are temporarily advantageous.




Children observe their elders so they know how to act. Employees watch supervisors. Citizens eye political leaders. If these leaders and role models set bad examples, those following frequently follow suit. It’s that simple.

There are no moral shortcuts in the game of business—or in the game of life. There are, basically, three kinds of people: the unsuccessful, the temporarily successful, and those who become and remain successful. The difference, I am convinced, is character.



PEOPLE SEE SUCCESSES THAT MEN HAVE MADE AND SOMEHOW THEY APPEAR TO BE EASY. BUT THAT IS A WORLD AWAY FROM THE FACTS. IT IS FAILURE THAT IS EASY. SUCCESS IS ALWAYS HARD. A MAN CAN FAIL EASILY; HE CAN SUCCEED ONLY BY PAYING OUT ALL THAT HE HAS AND IS.

—HENRY FORD

A SHIP IN HARBOR IS SAFE, BUT THAT IS NOT WHAT SHIPS ARE BUILT FOR.

—WILLIAM SHEDD





Chapter Four
Setting the Example

Risk, responsibility, reliability—the three Rs of leadership.

I have always loved the biblical passage, “Whatsoever a man soweth, that shall he also reap.” It describes leadership responsibility clearly and concisely, the precise spot where the buck stops. The lesson is clear: Careful cultivation pays off. Parents and employers who nurture, praise, and when necessary, discipline fairly, experience happier and more successful lives for themselves and those in their charge.

Nothing new, you say? I agree, but we need periodic reminders of this point to help overcome unforeseen or uncontrollable obstacles that cloud consciences and end results.

In the marketplace, we may do everything in our power to reap plentiful profits, but because of good-faith miscalculations, malevolence, negative markets, or acts of nature, a successful yield escapes us. My youthful years spent working on a potato farm taught me how an early frost or heavy rains can adversely affect the harvest no matter how carefully we tended the crop.

Fumbling by our own hand or someone else’s also can ruin things. In spite of inspired vision, the purest of intentions, exemplary dedication, the greatest skills, and the most ethical of conduct, material success is never guaranteed. What is important is that the person in charge takes responsibility for the outcome, be it good, bad, or ugly. Surround yourself with the best people available and then accept responsibility.

As an officer aboard the U.S.S. Calvert in the South China Sea in 1960, I learned this lesson firsthand. My commanding officer, Captain Richard Collum, was a World War II veteran whom I greatly admired. On one occasion, we were to rendezvous the ships of our squadron with naval ships from seven other nations. The Calvert was carrying the admiral or, in naval parlance, the Flag. Every ship followed the lead of the flagship.

It was 4 a.m. and I was the officer of the deck. As a 23-year-old lieutenant (j.g.), I had much to learn in life, yet I alone had been given the great responsibility of directing the formation of the ships during those early morning hours.

At 4:35 a.m., I ordered the helmsman: “Come right to course 335.” The helmsman shouted back confirmation, as is traditional in the navy: “Coming right to course 355.”

I thought all was well, but I had not clearly heard his erroneous response. He thought I had ordered “355” degrees, rather than “335.” As we made the incorrect turn, the remaining ships followed. We were off course by 20 degrees.

Some of the ships realized the error and returned to the proper course. Others did not. The formation was in dangerous disarray. Avoiding collisions caused a massive entanglement—and it was my fault. Fortunately, no damage was done, except to my self-confidence. I felt a sense of ruination and failure. How could one issue an order to the helmsman, have it reported back in error, and not catch the discrepancy? After all, repeating the order is the flashing red light for alerting one to such misunderstandings.

Learning of the debacle, Captain Collum came running to the bridge in his bathrobe and immediately took over, relieving an embarrassed young lieutenant. I was devastated. The 42 ships in our squadron took several hours to realign. Later, when the seas were calm and order had been restored, the captain called me to his cabin.

“Lt. Huntsman,” he said, “you learned a valuable lesson today.”

“No, sir,” I responded, “I felt a great sense of embarrassment and I let down you and my shipmates.”

“To the contrary, lieutenant, now you never again will permit such an act to occur. You will stay on top of every order you ever give. This will be a life-long learning experience for you. I am the captain of the ship. Everything that happens is my responsibility. You may not have caught the helmsman’s mistake, but I am responsible for it. The Navy would hold a court martial for me if any of the ships had collided during that exercise.”

I learned then and there what it means to be a leader. Even though the commanding officer was asleep, my actions were his actions. I also learned another lesson: By reassuring a young lieutenant that he still had the captain’s confidence, he extended hope for the future.

I would repeat that scenario (the captain’s, not the lieutenant’s) many times as head of Huntsman Corp. Reprove faults in a way that keeps intact self-confidence and commitment to do better. As a CEO, I accepted responsibility for our plants, even though some of them were a half a world away. CEOs are charged by their directors to guarantee the good conduct and safety of employees and the company.
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The marketplace has many leaders—certainly in title. Leadership in the true sense of the word, I’m afraid, is not so abundant. The top executives of some leading businesses haven’t the slightest idea of the breadth of stakeholder expectations. That’s the result of “leaders” simply being appointed to the position or who find themselves at the top of a corporate chart, next in line for the top job. Real leadership demands character.

Leadership is found in all walks of society: business, political, parental, organized sports, military, religious, media, intellectual, entertainment, academic, the arts, and so forth. In every instance, leadership cannot exist in a vacuum. By definition, it requires others, those who would be led—and seldom are they a docile group. Humans, by nature, don’t manage well.



Effective, respected leadership is maintained through mutual agreement. Leadership demanded is leadership denied.




Effective, respected leadership is maintained through mutual agreement. Leadership demanded is leadership denied. Leadership is not meant to be dominion over others. Rather, it is the composite of characteristics that earns respect, results, and a continued following.
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Leadership demands decisiveness, and that is why it is absolutely critical that leaders know the facts. To ensure that critical information and solid advice reaches them, leaders must surround themselves with capable, strong, competent advisors—and then listen.

Unfortunately, many companies and organizations are led by executives who fear bold, candid, and talented subordinates. They seek only solicitous yes-types. They embrace adulation, not leadership. The great industrialist Henry J. Kaiser had no time for spineless messengers. “Bring me bad news,” he demanded of subordinates. “Good news weakens me.”

It also matters that top leaders have experience. In times of crisis, experience counts. Soldiers in combat situations prefer to follow battle-tested veterans rather than fuzzy-faced lieutenants fresh out of ROTC. It’s no different in other walks of life.

Leaders must show affection and concern for those under their responsibility. Those who would render loyalty to a leader want to know they are appreciated. Whether or not they realize it, executives in leadership roles solely for the four Ps—pay, perks, power, and prestige—essentially are on their way out.
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Leadership is about taking risks. If your life is free of failure, you aren’t much of a leader. Take no risks, and you risk more than ever. No pain, no gain. Leaders are called on to enter arenas where success isn’t covered by the warranty, where public failure is a real possibility. It’s a scary scenario.



Leaders are called on to enter arenas where success isn’t covered by the warranty, where public failure is a real possibility.




A 2004 survey found that three in five senior executives at Fortune 1,000 companies have no desire to become a CEO. That’s twice the number compared to the first such survey conducted in 2001. Why? The risks.

The chance of making mistakes increases dramatically with leadership, no matter its nature or level, but never having failed is never having led.

To succeed, we must attempt new things. Success rates were never a consideration as youngsters when we tried our first hesitant steps, when we learned to use a toilet, when it came to correctly aiming the spoon at an open mouth, or when we decided it was time to tie our own shoelaces. As children, we understood fumbling comes with beginnings. Temporary failures never got in the way of those grand, early-life ventures.

Mistakes are not the problem. How one identifies and corrects errors, how one turns failure into a new opportunity, and how one learns from those mistakes, determines the quality and durability of leaders. Nixon’s Watergate wasn’t so much a burglary as it was the failure to recognize mistakes, to take responsibility for them, and to apologize accordingly.

Those who prefer jeering and ridiculing on the sidelines when the players err or stumble just don’t get it: Mistakes and miscues often are transformed into meaningful, successful experiences. Keep in mind the old saying: “Good judgment comes from experience, and experience comes from poor judgment.”

I am reminded of a great observation from President Teddy Roosevelt in which he places the participant and the belittler in perspective:

It is not the critic who counts; not the man who points out how the strong man stumbles, or where the doer of deeds could have done them better. The credit belongs to the man who is actually in the arena, whose face is marred by dust and sweat and blood; who strives valiantly; who errs, and comes short again and again, because there is no effort without error and shortcoming; but who does actually strive to do the deeds; who knows the great enthusiasms, the great devotions; who spends himself in a worthy cause, who at best knows in the end the triumph of high achievement, and who at worst, if he fails, at least fails while daring greatly, so that his place shall never be with those cold and timid souls who know neither victory nor defeat.

True leaders ought not to worry greatly about occasional mistakes, but they must vigilantly guard against those things that will make them feel ashamed.



True leaders ought not to worry greatly about occasional mistakes, but they must vigilantly guard against those things that will make them feel ashamed.




That said, though, repeating the same mistake too many times makes one a partner to the error. Strong leaders accept responsibility for problems and deal with them swiftly and fairly. If the problem is your responsibility, so is the solution.

Risk was a favorite topic around the dinner table as my children were advancing through their elementary and high school years. It prompted a couple of my sons a few years later to immediately jump into the commodities market and lose their shirts. They misinterpreted my advice (although I admit to doing the same thing in my younger years). Leaders clearly have to take measured risks.

[image: image]

Leaders can come in different forms and flavors, but core elements rarely vary: talent, integrity, courage, vision, commitment, empathy, humility, and confidence. The greater these attributes, the stronger the leadership.

Many business executives seek only breathtaking compensation and perks. Legions of politicians desire only to remain in office and lead with their own self-interests in mind. There are religious leaders who bathe in reverential treatment. And we all are familiar with celebrities who are addicted to adoring fans. None of that is leadership. Successful leaders maintain their positions through respect earned the old-fashioned way.

On the wall of my office, there hangs a plaque on which are inscribed the words of legendary CBS newscaster Edward R. Murrow: “Difficulty is the one excuse that history never accepts.”

I made sure my children understood what that meant. Life is difficult and success even more so, but anything worth doing must be challenging. Engaging in activities devoid of difficulty, lounging in risk-free zones, is life without great meaning. Children are perceptive. They learn as much from observation as from participation, so parental leaders especially need to practice what they preach.

[image: image]

In 2001, our company was on the verge of bankruptcy. Our high-yield bonds were trading at 25 cents on the dollar. Our financial and legal teams had brought in bankruptcy specialists from Los Angeles and New York. In their united opinion, bankruptcy was inevitable.

For me, bankruptcy was not an option. It was our name on the front door. Family character was at stake. Virtually all of the 87 lenders we dealt with at the time believed we would crash. Cash was tight. We were in a recession. Our industry was overproducing. Profit margins were dropping. Exports shrunk. Energy costs were spiraling out of control.

In the middle of that perfect storm, we were hit by a rogue wave, the 9/11 catastrophe.

I reminded myself in the midst of this turmoil how grateful I was that I had been chosen to lead the company at this time because I was convinced I could guide our company through this unprecedented siege. This company would not be seized by corporate lawyers, bankers, and highly paid consultants with all the answers. Not on my watch. Not one of them could truly comprehend my notions of character and integrity.

We initiated cost-cutting programs on all levels and at all geographic locations, negotiated an equity position for bondholders, and refinanced our debt with those 87 lenders. We raised additional capital to help pay down that debt. Piece by piece, we put the complex financial mosaic back together. It would have been much easier to have chosen bankruptcy, but two and a half years later, Huntsman Corp. emerged stronger than ever. Wall Street was amazed.



A crisis allows us the opportunity to dip deep into the reservoirs of our very being, to rise to levels of confidence, strength, and resolve that otherwise we didn’t think we possessed.




A crisis creates the opportunity to dip deep into the reservoirs of our very being, to rise to levels of confidence, strength, and resolve that otherwise we didn’t think we possessed. Through adversity, we come face to face with who we really are and what really counts.
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There is a great “can do” spirit in each of us, ready to be set free. We all have reserves to tap in times of danger. In a crisis, a person’s mind can be brilliant and highly creative. In a crisis, true character is revealed.

Leaders are selected to take the extra steps, to display moral courage, to reach above and beyond, and to make it to the end zone. For, at the end of the day, leaders have to score or it doesn’t count.
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In today’s what’s-in-it-for-me environment, humility is vital for good leadership. One must be teachable and recognize the value of others in bringing about positive solutions.

A few years ago, I met with my old friend Jeroen van der Veer, chief executive of Royal Dutch/Shell Group, at his office at The Hague. Jeroen was president of Shell Chemical Company in Houston during the early 1990s. It was clear to me then that he was on his way upward to the most senior position in the world’s largest company. We became trusted friends.

I asked him his thoughts on leadership. “The one common value that most leaders lack today, whether in business, politics, or religion,” he replied, “is humility.” He cited several cases where high-profile individuals fell from exalted positions because they refused to be teachable and humble.

“They knew all the answers and refused to listen to wise and prudent counsel of others. Their prime focus should be to create other leaders, a vision for the long term and a certain modesty about their own capabilities.”

Additionally, leaders need to be candid with those they purport to lead. Sharing good news is easy. When it comes to the more troublesome negative news, be candid and take responsibility. Don’t withhold unpleasant possibilities; don’t pass off bad news to subordinates to deliver. Level with employees about problems in a timely fashion.

When I was in the ninth grade, I secured a job assembling wagons and tricycles at a Payless Drugstore. On Christmas Eve, the store manager presented me with a box of cherry chocolates—and laid me off. I was stunned. The manager never indicated the position was temporary. It left such an awful impression on me that I vowed I would always be upfront with employees when it came to the possibility of layoffs.
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Leadership must be genuine, energetic, and engaged. I have served as a director on five major New York Stock Exchange boards in the past 25 years. During that time, I have met few men and women who I felt were really providing help to the companies involved. Too many times, directors regularly make foolish, Wall Street-driven decisions, harmful to the long-term health of the company, because of today’s addiction to short-term gains.



Unfortunately, many of today’s boards are little more than social clubs that do a poor job of protecting the long-term interests of stockholders.




You would think that most corporate directors know better. After all, they are supposed to be bright, successful individuals. Unfortunately, many of today’s boards are little more than social clubs that do a poor job of protecting the long-term interests of stockholders.

Most corporate directors lack expertise in the industry of the company they are directing. Management easily manipulates such directors because the latter’s chief concerns are fees, retirement benefits, and the prestige of being on a corporate board. Typically, they have only a small portion of their net worth invested in the company. They loathe being at odds with the CEO, chairman, or other directors.

Stockholders would be outraged if they knew the lack of focus, expertise, connectivity, and good judgment exhibited by a sizable number of corporate directors. Although these directors occasionally fire the CEO in a huff when a deal doesn’t work out or an ethical gaffe is exposed, they would better meet their obligations if they stopped CEOs from making bad deals or unethical decisions in the first place.

Always cheer for the individual director who breaks ranks to propose a novel route, who offers a different perspective, who raises ethical concerns, or who focuses on the long-term well-being of stockholders.

I have great respect for many CEOs in today’s business world. They are dedicated, gifted, and honest men and women. They appreciate why they were chosen to lead their respective companies. They accept their duties: keep business healthy; deliver a fair profit in the most professional, socially responsible way possible; display moral backbone; and are forthcoming.
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When the ship finds itself in trouble, as my earlier story related, all eyes turn to the captain. Subordinates may have been the ones who erred, but it is the captain who must take responsibility for the mistake and for steering the ship out of trouble. And, be assured, it takes more effort correcting a mistake than to make it.

Leadership is a privilege. Those who receive the mantle must also know they can expect an accounting of their stewardships.

It is not uncommon for people to forego higher salaries to join an organization with strong, ethical leadership. Most individuals desire leadership they can admire and respect. They want to be in sync with that brand of leader, and will often parallel their own lives after that person, whether in a corporate, religious, political, parental, teaching, or other setting.

A good example of this is Mitt Romney, former governor of Massachusetts, who returned integrity to the scandal-ridden 2002 Winter Olympics. That classic show of leadership was infectious all the way through the Olympic organization to the thousands of volunteers. As a result, those Games came off as the most successful and problem-free in recent Olympics history.

Conversely, because leaders are watched and emulated, their engagement in unethical or illegal conduct can have a devastating effect on others.
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Courage may be the single most important factor in identifying leadership. Individuals may know well what is right and what is wrong but fail to act decisively because they lack the courage their values require.

Leaders—whether inside families, corporations, organizations, or politics—must be prepared to stand against the crowd when their moral values are challenged. They must ignore criticism and taunts if pursuing a right and just route. Leadership is supposed to be daunting. Courage is an absolute requisite. Without it, noted Winston Churchill, other virtues lose their meaning. “Courage is the first of the human qualities because it is a quality which guarantees all the others.”

Some economists argue that business leaders have but a single responsibility: to employ every legal means to increase corporate profits. Commercial enterprise, such economists reason, is amoral by nature. Compete openly and freely in any way you wish so long as you do not engage in deception and fraud (rule-book violations).

Embracing a credo of that nature, without proper emphasis on morality, is an invitation for executives to rationalize ethical corner-cutting and a potential blueprint for impressionable business-school students when they are turned loose on the marketplace. Humility, decency, and social leadership become irrelevant under that sort of a scenario.

The gospel according to these economists implies that if somehow one finds a loophole in a law prohibiting shortcuts across the infield, one does not have to remain on the same oval track with the other racers. One is allowed—no, obligated—to maximize results under the broadest interpretation of the official rules of conduct, however bent, loop-holed, or indecent it may be.

I don’t totally blame the moral briar patch in which we seem to find ourselves on that line of thought. In fact, I agree with these economists to this extent: Business itself can’t have ethics any more than a building can have ethics; only humans can possess ethical standards. Where I differ is the implication that professional morals distract business executives from their fiduciary obligations.

In a technical sense, business itself may well be amoral, but its leadership must be dictated by moral decisions. It takes great courage to follow the moral compass in the face of marketplace pressures, but no challenge alters this fact: Regardless of who is holding the compass, or how they are holding it, or what time of day it happens to be, north is always north, and south is always south.

Following one’s moral compass is for neither the faint of heart nor the cold of feet. Leaders worthy of the name understand and accept that they are chosen every bit as much for their values and courage as for their administrative skills, marketing savvy, and visionary outlook.



Following one’s moral compass is for neither the faint of heart nor the cold of feet.






LET YOUR “YES” BE “YES” AND YOUR “NO” BE “NO.”

—JAMES 5:12

THE FIRST AMENDMENT IS 45 WORDS; THE LORD’S PRAYER IS 66 WORDS; THE GETTYSBURG ADDRESS IS 286 WORDS. THERE ARE 1,322 WORDS IN THE DECLARATION OF INDEPENDENCE, BUT THE GOVERNMENT REGULATIONS ON THE SALE OF CABBAGE TOTAL 26,911 WORDS.

—NATIONAL REVIEW

ONE MAN WITH COURAGE MAKES A MAJORITY.

—ANDREW JACKSON





Chapter Five
Keep Your Word

It’s high time to corral the corporate lawyers.

Shakespeare didn’t literally mean it when he said that the first thing we must do is kill all the lawyers, but you can forgive folks for smiling at the thought, given that the legal profession, collectively and with our complicity, is stripping America of personal accountability and trust. All of us, in ways large and small, partially are responsible for this erosion of integrity, but I place the greatest culpability, with notable exceptions, on attorneys—especially corporate lawyers.

Lawyers don’t start out their lives wanting to do that, but they are trained in law school to gain the edge, to win rather than mediate. Under the guise of legal protection, many corporate lawyers have made it impossible to seal business deals with just a handshake. They—I trust unwittingly—have created a tidal wave of distrust, ended long-term friendships, and bartered the inherent goodwill between people for loopholes, escape clauses, and weasel wording.

One’s word being one’s bond has been replaced with one’s word being subject to legal review.
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Concise, straightforward transactions carry no weight unless accompanied by 100 pages of exceptions and wherebys in fine-print legalese. A deal sealed with a handshake is meaningless without a signed legal document whose complexity rivals that of the Treaty of Versailles.

This is a great weakness in our system because most lawyers have little in the way of business experience. They tend to focus on why something should not or cannot be done. Legal beagles make up the tenor and soprano sections of this choir of naysayers. Lenders, accountants, and consultants round out the hand-wringing chorale as the altos and baritones. They may hear themselves singing in perfect harmony, but to most of us it comes off as dissonance.

As Jeffrey Sonnenfeld, associate dean of executive programs at Yale School of Management, put it in a Business Week article, corporate attorneys are considered the “vice presidents of No.”

Problems nearly always arise when clients allow lawyers to make business decisions the latter are not qualified to make. In a recent Inc. magazine article, author Norm Brodsky says smart lawyers understand the boundaries of their expertise and limit themselves to providing legal advice. “Not-so-smart lawyers,” he says, “charge ahead and screw things up…. Lawyers are not business people, although many of them would have you believe otherwise.”

Many CEOs and others in the corporate hierarchy embrace every particle of “wisdom” uttered by a lawyer without realizing the person imparting the information often is the least prepared to counsel those who have developed a consistent marketplace track record.

Human beings are innately honest, but if you pack legal heat, the other side will do likewise. At that point, it becomes negotiation by attorneys.
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Lock the lawyers in the attic until you truly need them. I came to a point in my career where I tossed the lawyers out of all meetings where merger negotiations were ongoing, summoning them only when the technical expertise in law and language to make the deals was required.

It’s not that lawyers are inherently unethical or evil, certainly no more so than members of any other profession. It’s a matter of lawyers overriding personal ethics with professional standards. Lawyers are taught to represent the best interest of their clients even if that mandate means inflicting unnecessary harm to the other side.

Murray Swartz, a New York attorney of considerable skill and fame, who is often described as a lawyer’s lawyer, maintains that when acting as an advocate for a client, a lawyer “is neither legally, professionally, nor morally accountable for the means used or the ends achieved.”

Former Utah Supreme Court Chief Justice Michael Zimmerman considers such rationale as nothing more than a comfortable way to avoid ethical responsibility. Lawyers are more than amoral technicians.

Lawyers certainly are not the only professional group occasionally separating personal ethics from professional norms. Tobacco company executives, who only want to expand their markets and further their corporation’s profits, cloak their consciences with the simplistic observation that no one forces people to smoke. The human toll their product extracts is not addressed in the business theories that cover the jingle of cash registers.

Politicians weasel and fib, promise much and deliver little, all in the name of remaining in public office. All’s fair in love, war, the bottom line, the final score, and re-election bids.

The news media wraps itself in the mantle of the “public’s right to know,” shielding sloppy, unfair, or erroneous coverage with a First Amendment excuse.

And I have already expressed my opinion of Wall Street, an arena in which misinformation is considered a virtue.

My point is there are larger issues of personal ethics, integrity, and human decency that, on occasion, ought to override the traditional standards of professional practices.

I have reserved my harshest rhetoric for this problem because I feel so strongly that integrity is central to all else virtuous. It is distressing that two people these days must necessarily be uneasy about simple oral agreements or that we don’t take responsibility for our own errors.

Reestablishing concepts of personal responsibility and one’s word being one’s bond, means kicking the lawyer dependency. We can avoid many unpleasantries, legal and social, by offering trust, accepting responsibility, and standing by our word, even when it causes discomfort.
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Most spouses, neighbors, and business colleagues don’t require lawyers every time there is a disagreement. If we adhere to basic moral values, voluminous legal contracts would become unnecessary.

Abraham Lincoln, himself a lawyer, was on target: “Discourage litigation. Persuade your neighbor to compromise whenever you can. As a peacemaker, the lawyer has the superior opportunity of being a good man. There will still be business enough.”

There is a fun fact that suggests America has 40 lawyers for every engineer, whereas China, emerging as one of the world’s most dynamic nations, has 40 engineers for every lawyer. I am not sure exactly what that says, but it can’t be a plus for the United States. It may only be coincidence that the explosion in ethical and legal lapses in the business world parallels proportionately the increase in lawyers.

“Most business decisions involve risk,” notes Norm Brodsky in his Inc. article. “That’s why the business person has to make them. Who else can say how much risk he or she is willing to live with? Unfortunately, some lawyers don’t understand that it’s the client’s responsibility…to assess risk.”

Don’t misunderstand. It is important that we listen to lawyers, but only for a second opinion. Your opinion ought to be the first—and the last.

Some of us refuse to act or to move ahead in life without legal advice. In so doing, we lose our individuality. Somebody else is thinking for us, speaking for us, acting for us, making us mistrust everyone.
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The legal profession has made life far too complicated. The problem is we believe we must always have a lawyer at our side. Virtually everyone brings along a lawyer to business transactions in anticipation of the other side pulling something.

Because the devil supposedly is in the details, negotiations represent a grand and lucrative playpen for lawyers. The law, like medicine, computer programming, and lunar landings, is complicated. Most of us aren’t skilled in computers, medicine, rocket science, or law. We feel we aren’t in a position to question, but we are. Insist the outcome be honorable and make good business sense.

Lawyers have us trained to believe nothing is airtight, any agreement can be broken, and that life is one big loophole. A handshake ends up as meaningless as an Enron audit. Heaven forbid the law be the law. Today, the law is whatever the client wants it to be. Today, we can sue anybody over anything. We can ruin a reputation with a simple allegation, trumpeting the canard worldwide on the Internet in seconds.



Because the devil supposedly is in the details, negotiations represent a grand and lucrative playpen for lawyers.




All that said, I have been privileged to know some wonderful lawyers who genuinely seek justice and embrace honest deals. Lawyers certainly can be helpful steering one through today’s myriad government regulations and contractual prose embedded with technicalities, legal pitfalls, or unintelligible blather. And, of course, they are invaluable should you find yourself in court, more than a remote possibility in today’s litigious jungle. That, though, ought to be the extent of their help.

The CEO is the individual who takes the risk; who must determine the personally decent, ethical route; who orders the speed and direction of the ship. If lawyers are allowed to decide all that, they are the ones leading the company. So far as I know, corporate attorneys are advisors.

During these litigious times, it is not surprising that more companies are seeking CEOs with legal degrees. Although there are exceptions, that seems like the wrong direction. Lawyers can be trained in accounting and finance principles, but team playing, entrepreneurial risk taking, allowing handshakes to say it all, and market vision do not readily attach themselves to those steeped in the work habits and mindsets of the legal profession.

I have observed that in most cases where the CEO is a lawyer, the company experiences a major void and, regularly, a financial catastrophe. The basic ingredients of customer satisfaction take a backseat to legalistic jargon. And heaven help suppliers and employees who want to continue a simple and straightforward relationship.

As Business Week noted at the end of 2004: Don’t look for JD degrees to replace MBAs anytime soon.
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Keeping one’s word often requires great resolve. Two personal examples follow.

In 1986, after lengthy negotiations with Emerson Kampen, chairman and CEO of Great Lakes Chemical Company, we agreed he would purchase 40 percent of a division of my company for $54 million. Negotiations had been long and arduous, but a handshake sealed the deal.

I didn’t hear from Kampen for several months. Approximately four months after those discussions, Great Lakes lawyers called to say they would like to draft some documents. They had been dragging their feet—business as usual. It took three months for this rather simple purchase agreement to be placed on paper. The time lapse between the handshake and documents was now six and a half months.

In the interim, the price of raw materials had decreased substantially and our profit margins were reaching all-time highs. Profits had tripled in that half a year. Nothing had been signed with Great Lakes, and no documents had been exchanged. Kampen called with a remarkable proposal.

“Forty percent of Huntsman Chemical today is worth $250 million, according to my bankers,” said Kampen. “You and I shook hands and agreed on a $54 million price over six months ago.” Although he did not think he should have to pay the full difference, he thought it only fair he pay at least half and offered to do so.

My answer was no, it would not be fair to use the appreciated value, nor should he have to split the difference. He and I shook hands and made an agreement at $54 million, I said, and that’s exactly the price at which the attorneys would draft our documents.

“But that’s not fair to you,” Kampen responded.

“You negotiate for your company, Emerson, and let me negotiate for mine,” was my response.

Kampen never forgot that handshake. He took it with him to his grave. At his funeral, he had pre-arranged for two principal speakers: the governor of Indiana and me. I never was personally close to Emerson, but he and I both knew that a valuable lesson had been taught. Even though I could have forced Great Lakes to pay an extra $200 million for that 40 percent ownership stake in my company, I never had to wrestle with my conscience or look over my shoulder. My word was my bond.

(It is ironic that when I wrote this revised manuscript I was involved in a business situation where the executives of the company that contractually agreed to buy my company decided they no longer wished to pay the agreed-upon price. I had to take them to court, where the judge held that the company indeed was bound by its word.)

Back in the early 1980s, my first big deal was purchasing a petrochemical facility from Shell Oil Company. Peter De Leeuw, a vice president of Shell Chemical, drew up a straightforward draft agreement. He asked me to review it overnight and the two of us would then discuss it in the morning. I read it carefully, made a few minor changes, and signed it on the spot. Although he had not as yet submitted it to the corporate attorneys, it was the shortest, best-prepared, most binding document I had ever read.

De Leeuw was taken aback by my action. He wanted my lawyers (and his) to have a look at the agreement. I said I trusted him. Although he still had Shell’s attorneys look it over (they, of course, had scores of questions and additions), my immediate signing and display of trust gave De Leeuw confidence that I was serious and paved the way for his help working out one glitch after another in the months to come. When negotiating, seek out players you can trust; keep the lawyers on the bench.

I offer these episodes in no self-serving sense; it would be boorish to the reader to do so. It is imperative, though, that we all understand the importance of keeping one’s word.
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We need not eliminate lawyers—simply reduce their modern-day omnipresence in our dealings. Use them for legal advice and leave other decisions to the experts.

Trust more in each other and in ourselves. As the late journalist and author Frank Scully once asked: “Why not go out on a limb? Isn’t that where the fruit is?”

Trust, however, should not be blind. Save blind faith for religion. A prudent businessperson knows with whom he or she is negotiating and exactly what is being negotiated. When it came to this, President Ronald Reagan had a great line: “Trust but verify.” If we trust in our own instincts and ability to evaluate, we will have less trouble trusting others.
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As captains of our own character, it is essential we understand the great legacy of trust and integrity. We will be remembered for truthful disclosures and promises kept.

Individual and corporate integrity must become the hallmark of the marketplace. Deep in our hearts, we all have a basic understanding that when we shake on something, it’s supposed to stick. Remember the “cross my heart and hope to die” line? A handshake should always be as binding as a signed legal document.

We ought to negotiate earnestly and with all diligence for the best possible outcome. When a handshake is given, it must be honored—at all costs. Tough bargaining occurs only before the deal is agreed to. When you shake hands, the negotiating is over. Your word is your greatest asset; honesty is your best virtue. Without it, Cicero believed, there is no dignity.



WHOEVER LOVES MONEY NEVER HAS MONEY ENOUGH; WHOEVER LOVES WEALTH IS NEVER SATISFIED WITH HIS INCOME.

—ECCLESIASTES 5:10





Chapter Six
Why We Cross the Line

There are many temptations, but reminders help.

Why is it that some bright students choose to cheat? Why do some otherwise upstanding citizens chisel on their income tax returns? Why do some physically-fit, talented athletes inject themselves with performance-enhancing drugs? How can some folks who profess to be religious look you in the eye and tell you a lie? How is it that some law-abiding people cheat on their spouses? Why do some super-wealthy corporate executives line their already bulging wallets through fraudulent methods? And, while we are figuring out life’s mysteries, why is it that some of the richest people seem to have the hardest time parting with money for those in need?

All simple questions with various and complex answers. We certainly aren’t forced to perform in unethical ways, but dishonesty (and selfishness) occurs often enough, if news media, academic research, and our own experience are valid indicators. Some claim dishonesty is rampant, although there is no empirical evidence to support that contention. (Who would trust a poll of liars and cheats, in any case?) There may be less ethical behavior today, but it also is true that it is more publicized than 50 years ago. High-profile anecdotes may give the impression that it’s more commonplace.

This I do know: Dishonesty is not a modern phenomenon.
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Most of us think of ourselves as honest, decent, moral human beings—and, for the most part, we are. The apparent dilemma—our perception versus real life—suggests we are, at times, in some level of denial. In fact, we periodically engage in minor dishonest and unethical acts for a variety of reasons.

For some, the motivation may by nothing more than the cheap thrill of stepping over the line, of tempting fate. For others, the answer may lie in whether the dishonest act makes “sense” to us on a cost-benefit analysis, whether the ill-gotten gain exceeds or “justifies” the risk.

Are there times when we feel so beleaguered, we believe we have no choice but to engage in ethical corner-cutting as the only practical avenue out? Do some people experience an ethical short circuit because of the pressures? Or are they simply too self-centered to care? The reasons for improper conduct are many; the right route is but one.
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Honesty is viewed by all religions and nearly every society as a virtue. Study after study reveals that people value honesty and strongly believe they are honest. We don’t like to be lied to, or lose out to a cheater, or be confronted with fraud. It angers us when public officials engage in wrongdoing and when CEOs cook private-sector books.

Furthermore, we know unethical behavior when we see it. Parents know when their children are fibbing. Recent research into a toddler’s sense of values produced evidence that children as young as three years old can detect when someone is not telling them the truth.

That each of us occasionally stumbles is no revelation. Ever since Adam failed the original taste test, the world is replete with examples of individuals making bad choices. We, after all, are frail, imperfect humans, prone to mistakes. Our biases, greed, and conceit generally are the underlying causes of jumping righteous rails. The occasional slip, fortunately, does not become habitual with most of us because when we make a mistake, we feel bad, embarrassed, and guilty. Sooner or later, we own up. None of us wants to break his or her word.

Yet there are times when it is impossible to keep it. Remember, though, that a bad turn of events does not release us from our promise. Only the person to whom your word was given can release you from that. We must inform the person of our dilemma and give him or her the opportunity, if he or she so chooses, to let us off the hook.

In prosperous times, people sometimes wander from the ethical walkway, blinded by the glitter of the gold. The temptation lurks to prolong the euphoria by the easiest means possible. We may decide that engaging in ethical behavior may put us at a disadvantage with respect to how others fare. (Athletes who use performance-enhancing drugs, for example, feel that they can’t afford to stop because their competitors take them.)

Unethical acts can be viewed as the more practical route. The potential penalty for dishonesty may appear small compared to the perceived advantages that it makes sense to do it.

In uncertain times, people may see dishonesty as the only way to preserve their careers, as the fastest cure to rebuilding wealth, or the only way to keep their heads above water. They may falsely believe they have nothing to lose, or that the dishonesty will only take place “just this once.” It is a greasy slope, to be sure.

There is no excuse for lying, cheating, and selfishness under any circumstances, but one can see how the pressure to do so builds during a crisis. That’s why I feel compelled to reissue a strong call for reaffirming our moral foundations.

Some people—probably small in number—in business, sports, academics, politics, and organizations are flat out pathologically unethical. They need help beyond what I can offer here. Additionally, there is a group of folks out there who don’t give a darn about others. They are in it for themselves. This latter group is a growing problem and a menace to the values we hold dear.

We are all pulled, at times, between competing motivations: the short-term gain from cheating versus the maintenance of a positive self-image. Either choice requires a sacrifice. If the reward is not large, the cost of remaining honest is minimal. If the benefit is larger or perceived to be more necessary, the decision to remain honest becomes much harder.

This cost-benefit theory was the basis of an experiment, “The Dishonesty of Honest People,” undertaken in 2005 by economists Nina Mazar and Dan Ariely of the Massachusetts Institute of Technology, and On Amir, a marketing expert at the University of California at San Diego.

Participants carefully weighed the advantages and disadvantages of honesty and dishonesty, reaching a decision that maximized their best interests, including internal rewards. The individuals were paid so much for each correct answer. In other words, if a respondent did not know the answer to a question, cheating to find the correct response would net him or her additional compensation.

Needless to say, there was considerable cheating. The threat of getting caught did not seem to figure into the equation. When the conductors of this test added a twist to the exam, however, the results were dramatic. (I will provide the details shortly.)

Winning isn’t always measured in money. There will be times when one will lose money—sometimes a lot of it—but winning is much more than ledgers. In assessing our worth, look first to the bedrock of our lives: values, health, family, and friends. Dying is no fun, even if you leave behind a pot of gold. Family and friends are the lifeblood and legacy of our lives.
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Our values, if properly anchored, will see us through these storms. Take a deep breath in the middle of a crisis and consider these bright stars in our human solar system. If they are aligned, all is well. From there, one can set about restructuring what it is that put us in the mess. Never adjust your values downward. To do so requires that you must lie to yourself. Once you see yourself as a fraud, your positive self-image evaporates. The best way to keep that from happening when in crisis mode is to actively change the status quo. Talk to people, take a break, stuff any money left under a mattress until the hurricane blows over. Start over. (I have started over on three occasions, each time reaching or exceeding a billion dollars in value.) It can be done, and you can do it.

Now for the twist I mentioned earlier with the cheating experiment: The people in the test (and anywhere else, for that matter) knew inwardly that dishonesty is wrong. The concept of honesty was not new to them, but basic knowledge of right and wrong behavior is not always sufficient to keep people on the straight and narrow, the Mazar-Amir-Ariely study concluded. “The question is not whether a person knows it is wrong to behave dishonestly, but rather whether he or she thinks of those (moral) standards and compares his or her behavior to the standards at the moment the person is tempted to behave dishonestly.”

So, in the second go-round with the 229 student participants, they were asked to complete a short assignment before taking the exam that would reward them financially for each correct answer. Half of the students were instructed to write down 10 books they had read in high school; the other half was asked to recall as many of the 10 Commandments as they could remember. There was no direct reward for either of these preliminary tasks.

On average, the participants remembered only about four of the Commandments, but it was enough. In the group that had to recall its high school reading, the cheating level was the same as the day before, but cheating was significantly lower for the group that first had to recall the Commandments, the basic moral code for a Judeo-Christian culture. In a nutshell, this is what the three researchers made of it: When reminded of our core values, the tendency for deception decreases.
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It wasn’t the rules or the potential punishment that kept people honest. It was being reminded of core values embedded from our earliest days: Don’t steal. Don’t cheat. Don’t lie.

We are in dire need of constant reminders, whether from others or from ourselves, of the universal axiom: Honesty is the best policy.



AN HONEST MAN SPEAKS THE TRUTH, THOUGH IT MAY GIVE OFFENSE; A VAIN MAN, IN ORDER THAT IT MAY.

—WILLIAM HAZLITT

KNOWING OTHERS IS WISDOM. KNOWING YOURSELF IS ENLIGHTENMENT.

—LAO-TZU





Chapter Seven
Pick Advisors Wisely

Surround yourself with associates who have the courage to say no.

My children firmly believe I am from another age. I never learned computer skills; I don’t quite understand how e-mail works. My letters and notes quite often are written by hand. I manage in today’s high-tech world because there are many people around me who are technologically competent. In some ways, it leaves me in a more pleasant setting where relationships are more personable.

If you don’t have knowledge of something, find people who do. I have around me wonderful men and women of talent, skill, energy, virtue, and promise. They know that Huntsman team membership requires the following:

[image: image] Adherence to proper values

[image: image] Loyalty to the company

[image: image] Loyalty to the CEO

[image: image] Competence

In sum, I look for ethical, loyal, talented associates. Finding talent is the easy part. Determining matches for the other criteria takes a skilled eye and ear. Of no consequence to me are gender, race, one’s religious, political, and ethnic background, which school he or she attended, family pedigrees, hairstyles, and other such individual factors that seem to give some employers pause. Judge people by their values, character, and deeds—not by their looks, backgrounds, and philosophical beliefs.

The Huntsman employee base has been as high as 16,000, up considerably from the 200 workers when I started 35 years ago. To guide those associates, I have sought out individuals with leadership and specialty skills far beyond my own.



Life is not a game of Solitaire; people depend on one another.




Life is not a game of Solitaire; people depend on one another. When one does well, others are lifted. When one stumbles, others also are impacted.

There are no one-man teams—either by definition or natural law. Success is a cooperative effort; it’s dependent upon those who stand beside you.

It has always been a source of personal strength for me to be surrounded by people who hold similar or greater values to mine, who share my passion and vision, who have capacities greater than my own.

Frequently, I am asked why Huntsman Corp. has been successful. What’s the formula for starting with nothing and arriving at wealth? My initial answer is to underscore integrity, vision, commitment, generosity, self-confidence, and the courage to make decisions that set one apart from a competitor or from what currently is the marketplace norm. Then I add: The first and most important decision in one’s success is carefully choosing the people who will surround you. Make sure they share your values, make certain their character defaults to high moral ground in times of stress, ensure they are bright and comprehend results, and be confident of their loyalty.

The Wall Street Journal recently ranked attributes recruiters seek in hiring new personnel. The three highest—and substantially ahead of the others—were interpersonal skills, an ability to work well within a team, and personal integrity.

Curiously, work experience and strategic thinking were in the middle of the list of the 20 most desired traits for new hires.

It does little good to employ a top sales manager, a talented computer engineer, or an outstanding production superintendent if their values don’t coincide with yours. If you aren’t operating under the same standards, how can associates alert you to a dangerous turn? If those associates don’t know north from south or, worse, don’t care, how will the organization stay on the proper course? Cultivate relationships with those who are teachable.

Backgrounds, age, education, and experience may vary with key associates, but basic values must be uniform and in compliance with the culture you want for your company, organization, or home. Constantly keep ethical expectations alive. Otherwise, brace for heavy consequences.

Like-minded associates are not always easy to locate, but the search is worth it. Together, you will be responsible for establishing and enforcing ethical standards. Together, you will set the examples. If an executive has a background of cutting corners or of dishonesty, the organization and everyone inside it eventually will pay a price.

When we were young, we unconsciously chose friends with similar values. We didn’t like dealing with individuals, for example, who were not truthful. They concerned us. Lying seemed so silly, so unnecessary. Nobody likes dishonesty. I remember associating with people who often were not the most popular in the school, but they were respected. And one of the reasons they were respected was because they had integrity.

Although we regularly treat the terms as if they are equals, there is a difference between admiration (popularity) and respect. The former has to do with positive, outward attributes; the latter is a positive recognition of one’s inner strength and character. We admire celebrities, but we don’t necessarily respect them. We respect great teachers, but we don’t always like them.

Some people earn admiration and respect. If you must choose one, however, go for respect every time.

Most of us occasionally must decide between being popular and doing things that align with our personal values. Adhering to immediate gratification and expedient routes place us in danger of forfeiting the very character that produces long-term success and respect. Selecting a friend or an associate who is respected because of a devotion to values is smart. It ensures you never have to worry about that person’s trustworthiness.



Some people earn admiration and respect. If you must choose one, however, go for respect every time.




I once asked a group of 200 junior high and high school students the difference between respect and popularity. Their answers were interesting. One young man defined respect as “how I feel about myself when I know I am honest and have done the right thing.” That was a tremendous answer because, whether he knew it or not, it is difficult for a person to respect others without having self-respect.

Asked whether an individual can enjoy respect and popularity, an eighth grader said that it was possible—if she sticks to her values and treats others with kindness and affection. I responded that such individuals are rare, but if a choice between the two attributes must be made, it would be well to remember that popularity is fleeting. Without lasting respect, relationships won’t long survive. Stand for what is right, not what is popular.

Ethicist Michael Josephson says ethics is all about how we meet the challenge of doing the right thing when that act will cost more than we want to pay. This is precisely what I was telling those youngsters. Respect often comes at a cost—quite high at times—but one must be willing to pay the price.
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It is difficult within peer groups to break with the crowd, to exercise moral authority in the face of majority opposition. It takes courage to speak out when others believe that what they are doing will net them a promotion, greater popularity, additional wealth, or when that warning will jeopardize one’s job or public standing. Notwithstanding those risks, remaining true to one’s conscience is a powerful force.

There is no book written, no guideline yet crafted, and no class lecture devised that explains how to activate courage. Courage comes from deep within one’s being. Courage is not the understanding of what is right or wrong. Rather, it is the strength to choose the right course.



…remaining true to one’s conscience is a powerful force.




When we aren’t focused, ethical dilemmas present themselves in the color gray. We are aware of the black and white of situations, but it is easy to conclude that we may cruise in gray areas with impunity so long as we don’t drift into what is demonstrably illegal behavior. We, of course, are deluding ourselves. In these scenarios, we inevitably cross ethical boundaries somewhere prior to the behavior becoming unlawful, if we haven’t already.

That’s why it is critically important to choose wisely when selecting those who will be at your right and left sides, and those who have your back. They must have a keen sense of where the boundaries of life’s playing field are located. Your associates must share your perception of where the out-of-bounds lines belong. Shades of gray are almost always outside the bounds of propriety. Although playing in the gray zones may not technically be illegal, it is a dangerous practice at best and an improper one at worst.

Core values, reinforced by regular consultations with one’s internal compass, are more critical to a company than defined regulations. If determining whether behavior is ethical automatically requires searching the official rulebook, it is an indication we are vulnerable to missing danger signs. If we must check to see whether our activity is wrong, it probably is.



If we must check to see whether our activity is wrong, it probably is.
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I have had the good fortune to be associated with people who have a marvelous “can do” attitude. They know that, at the end of the day, we can make better and more ethical decisions than the outsiders—the consultants, lawyers, and lenders. To be sure, there are bright, able, competent men and women in the fields of law, business consulting, and banking. For the most part, however, they do not take personal risks and will never know the true joy and satisfaction that comes from being in the mine-filled arenas where empires are built.

They also have a hard time seeing the responsibility and gratification of dedicating one’s resources and profits to charitable causes.

During those dark years of 2001–2003, when energy prices were high and the country was experiencing a recession, Huntsman, along with the rest of the petrochemical industry, found itself in an overcapacity position. Every factor that could go wrong did, and we were on the financial precipice. Internally, I was discouraged, but I tried not to show it.

Few colleagues believed I could slay the economic dragons besieging us. One senior officer came to me and said that if I did not seek bankruptcy protection, he would have to leave the company. His expression in favor of bankruptcy didn’t bother me. He was there, after all, to offer advice, which he did. He took it a step further when he said he would have to leave Huntsman if I did not follow the route he recommended. He no longer shared my values. When that occurs with an advisor or officer, we part ways—as we did in this case.

In every walk of life, we must believe we can succeed or, by definition, we already have failed. If a member of your team no longer believes you can attain success, that person—or you—should leave.

Those closest to you emotionally—a spouse, a child, or a parent—often can be a trusted advisor, for they know you best. That is particularly true with my wife, Karen. Whereas I tend to make decisions from the heart, she makes them from the head. They are sound, logical, nonemotional approaches to problems. She also is more skeptical than I am. She has watched too many people take advantage of me, too many good deeds punished.



…we must believe we can succeed or, by definition, we already have failed.




I often introduce Karen as the chairman of the chairman—a title Forbes bestowed on her in 1988—and there is nothing facetious about it. She knows her mind and tells it straight. (The children affectionately refer to her as “Queen Mother.”)

Karen was about the only other person who resolutely believed from the beginning that we could pull the company out of the fire in the financial crisis of 2001–2003.
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There are no exact duplicates in nature. Each human is unique. When we seek to be like the next person, we lose autonomy. Failure often is the result of following the crowd. If the character of the person we are following lacks strength, honesty, and courage, that person’s weaknesses can become ours. Conversely, following someone who exhibits those attributes reinforces one’s own resolve and character.

You may find this odd, but when hiring managers, I never ask to see their GPAs or inquire as to their class standings. I don’t care to know their academic majors. Be assured, I examine a person’s background, but only for signs of integrity, commitment, and courage. I want to know the character of the person I am about to put at my side, and it’s not hard to spot.



Each human is unique. When we seek to be like the next person, we lose autonomy.




Applicants get points for holding full- or part-time jobs while in high school and college. It says something about one’s commitment if he or she has had to underwrite part or all of their educational costs in achieving a degree.

During my White House stint, I answered to and interacted daily with Chief of Staff H.R. (Bob) Haldeman. It took only a few months before I began to notice the amoral atmosphere along “King’s Row,” as the West Wing was starting to be called. Everyone wanted to please Haldeman, no matter what the cost. His management style solicited only the type of information that would win grudging approval. No inner-staffer member said, “Wait a minute, Bob, this is wrong.”

Haldeman often did not pick subordinates wisely because he selected aides who would be unquestioning in their service to the president, and the chief of staff determined just what that service would be. Potential legal problems, ethical challenges, and errors of judgment either were submerged or denied. That I was not one of the boys puzzled Haldeman and his immediate staff.

One evening, Haldeman invited his team to join him for dinner on the presidential yacht, Sequoia, a heady experience for a young assistant. It was a lovely night as we cruised down the Potomac. Aboard were Chuck Colson, Alex Butterfield, John Dean, Jeb Magruder, Ron Ziegler, and Dwight Chapin, most of whom would soon become household names.

Toward the end of dinner, about the time we were being served baked Alaska, Haldeman inquired of the assembled: “What are we going to do about Jon who works all day and doesn’t play?” I was embarrassed. “Do you think there is any way we can get Huntsman out of his office to socialize with the rest of us?” he rhetorically asked the group.

It was a joke and it wasn’t. He had made light of my propensity to keep my nose to the grindstone, but he was also sending a message. He had been trying to pull me into his inner circle for several months. So far, I had refused the lure. I attended meetings and carried out my responsibilities, but kept my distance and independence. I did not dislike any of them, not even Haldeman. Some I genuinely admired; a few I even respected. We spent 14 to 16 hours a day working together. We were a family, of sorts.

At the end of the day, I didn’t want to play with these guys. I didn’t like the rules under which many of them operated. I had different ideas about what counted in life. My lifestyle was less complex, not like those who sat around the table that night. Haldeman expected me to become one of his boys. I wouldn’t do it.

I have always held in high regard individuals who informed me that certain behavior or policies were inappropriate. I respect candor. My door is always open for news—good or bad. Many leaders only want to hear the positive. It is dangerous to be employed by such people. Those who never want to hear bad news don’t want to know when they are off course.



Many leaders only want to hear the positive. It is dangerous to be employed by such people.




That, sadly, is the reason the news media is so full of stories about whistleblowers, individuals who usually are neither disloyal nor disgruntled employees. They were frustrated about an internal warning system that wasn’t operational or valued. Higher-ups didn’t want to hear bad news.
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Each of us starts with an ability to be a moral leader. From parents to CEOs, we possess the wisdom to see and appreciate the ethical, decent course. It is courage that separates those with wisdom from those who commit that wisdom to action. It is courage, and not the title, that separates genuine leaders from the pretenders.



A PROBLEM NOT WORTH PRAYING ABOUT IS NOT WORTH WORRYING ABOUT.

—UNKNOWN

I AM AN OLD MAN AND HAVE KNOWN A GREAT MANY TROUBLES, BUT MOST OF THEM NEVER HAPPENED.

—MARK TWAIN





Chapter Eight
Get Mad, Not Even

Revenge is unhealthy and unproductive. Learn to move on.

In the years following the 2000 election, Al Gore always looked mad. He constantly seemed upset. I suspect he continued to smart over the fact that he received more popular votes than rival George Bush, but the Electoral College vote went to Bush after the Supreme Court ruled Bush had won Florida.

Many of us are like that. We have been injured emotionally at one time or another, in one way or another—hurt by family, friends, business colleagues, news media, politicians, whatever—and the bitter urge to strike back becomes our first reaction.

We want to do what Ensign Pulver did in the movie Mister Roberts. He tossed a large, homemade firecracker into the ship’s laundry room as payback for the ship’s captain making Lt. Robert’s life miserable.

There is a better, more productive route, although it can be emotionally difficult. The instructions are simple: Move on. Figure that this, too, shall pass. And Al Gore did just that, winning the Nobel Peace Prize for his work on global warming.

Put things behind you. Forget about replacing lost money, ignore a competitor’s below-the-belt blow, never try to second-guess cancer. Accept what has transpired and move ahead in a positive and dignified way. I was hit with cancer three times, but I don’t dwell on it.

Many years ago, a businessman I knew experienced a failed merger with his company. Consequently, he was forced to sell his business to another bidder at a lower return to the shareholders than the original deal would have realized. In his mind, he lost face.

He became determined to get even, no matter what the cost. The thought of a payback was all consuming. If the name of the company in the initial merger negotiation was ever mentioned, even in casual conversation, he exploded. If his friends had dealings with this institution, he tried to penalize them. It seemed his life’s pursuit was to get even.

His personality changed. A naturally bright leader, his focus was no longer where it could do the most good. So much competence, passion, and drive wasted. Many of his friends found it difficult to be around him. He forgot to move on. The only person bitterness bites is the one who holds the grudge.

Grudges are physically, emotionally, and mentally draining, if not unhealthy. Being driven by revenge affects our hearts and blood pressure. Some scientists at the Huntsman Cancer Institute have developed theories that suggest this type of high-stress emotion might even induce cancer at an earlier stage than it might otherwise surface.



Grudges are physically, emotionally, and mentally draining, if not unhealthy.




Unproductive emotions are potholes in the road to progress. They limit one’s ability to move forward, to focus, to think positively, to make correct decisions, to act creatively. Time and productivity are wasted.

To not react to low blows, slights, and petty name-calling may require more willpower than humans can muster. Don’t hold back when it comes to emotions. Let your feelings come out. Getting mad for a brief time is far better than a long and costly plan to get even. Make your reaction fast, furious, and finite. Vent your hurt, your anger, your frustrations. Let emotions rip. Then say to yourself: “There, I feel better. It’s over. Move on.”

If you are like me, you need to come to grips with a keen sensitivity to criticism. We have a subsequent need to justify, to explain, and to righteously deny in the face of accusations. Many years ago, I concluded that service to the community or to government earns a certain level of criticism—in the press, from the envious, or out of the mouths of adversaries. Face the future with the words of one of America’s most criticized public figures ever, Richard Nixon: “Adversity introduces a man to himself.”

Revenge is counterproductive. Besides, all bloodbaths eventually cease, if for no other reason than adversaries collapsing from exhaustion. Some even seek to restore old relationships. The ultimate payback, in any case, is your success. If a business competitor has caused you emotional injury, channel your energies into earning a bigger market share and making your company more profitable. If it is a political slight, campaign harder to garner more votes than your opponent.



The ultimate payback is your success.




Doing better is the healthful response to most anything. In any walk of life, a positive, upbeat outlook trumps adversarial acts. Overlook trivial annoyances and imperfections of others. Hopefully, they will do the same with you.

There are times when it is prudent to turn the other cheek, especially when it comes to spouses, family members, and friends. Courtesy and love are contagious and are far more effective over the long haul than trying to ruin the reputation and well-being of another.

It pays to be positive and upbeat around your opposition. Attempting to get even or waging a campaign of nastiness frequently backfires. Those who plant mean, vengeful, and unjust seeds will reap what they sow. We tend to become what we degrade.



Those who plant mean, vengeful, and unjust seeds will reap what they sow. We tend to become what we degrade.




On one occasion during my son’s successful 2004 campaign for governor, I approached his primary-election opponent to wish him well. His supporters had been particularly negative toward Jon Jr. during the campaign. Staff members and volunteers surrounded their candidate. They looked uptight. I shook hands with each one and individually complimented them for the job they were doing. I inquired about their careers.

As I left the building, one of them followed me outside. Privately, he complimented me for being magnanimous and interested in their well-being. He inquired about the possibility of switching to my son’s campaign.

When we get riled, we ought to simply vent to a trusted associate. Don’t internalize it, but keep emotional displays brief because they are stressful to those around you. Working out feelings helps one from falling into the revenge mode. Don’t waste months or years brooding over and plotting how to get even. Obsessing on grudges keeps them alive; forgiveness forces them to die. Moving on gets you back to business.

In reality, getting even is a form of self-pity. I view self-pity as one of the worst human weaknesses, a virus that can incapacitate otherwise decent, effective people. My employer in the first business in which I worked was always in a rage over competitors. We were in the egg-processing business. He continually schemed on how to make the competition fail. He wasted so much effort on this mission that his company suffered.

He insisted his staff fabricate stories about the competition with the news media. He concocted every negative thought and trick possible to make his competitors stumble. He died a pathetic, virtually bankrupt individual.

His bitterness overflowed to his children. No good came of it. He didn’t even affect the other companies, which had simply ignored him and concentrated on expanding their own businesses.

Today, one of his competitors is the largest in its field. The owners are billionaires. My ex-employer is six feet underground and long forgotten.

Odds run against successfully achieving revenge. Attempting it wastes time and causes friction with those we love and who care most about us. Prayer is helpful for many people who can’t seem to rid themselves of a grudge. It is soothing and permits forgiveness as well as the strength to move on. It allows a higher order to lend a hand, a being more knowledgeable than mortals.

Although many religions toy with the notion of selected vengeance, including the Old Testament eye-for-an-eye concept, forgiveness is a larger, more central theme. In Eastern religions, for example, it is believed that holding a grudge restrains one from moving forward on his or her spiritual journey.



Prayer to whomever or whatever you perceive to be your deity is good therapy.




Prayer to whomever or whatever you perceive to be your deity is good therapy. It is a source of renewal and strength. Besides, it’s impossible for me to remain angry when I pray. Talk through your anger and move on without rancor, for bitterness ruins all of life’s beauty.

Resentment underscores every person’s weakness. Battling internal demons can flatten otherwise wonderful blessings. Hate does not fit well in the human heart. What’s more, much of what we worry about and most of what we are angry about are imagined. It’s the result of mounting anxiety in our souls. Why turn one mistake into two?

Don’t concern yourself with avenging personal putdowns or injuries. Justice has a way of catching up to those who do injury to others. It happens most often without our assistance. A personal example:



Justice has a way of catching up to those who do injury to others. It happens most often without our assistance.




During the late 1980s, Huntsman Chemical was growing rapidly and looking for ways to diversify. Sweetheart Plastics, at the time America’s largest producer of confectionary equipment—straws, paper cups and plates, and the like—was in our acquisition crosshairs because its products used vast amounts of polystyrene and polypropylene products Huntsman manufactured. Sweetheart Plastics was represented by an aggressive New York investment-banking firm.

My team and I had negotiated late into the night, finally crafting an $800 million deal for the company. When we formally presented it, the chief negotiator for the investment bank stated: “To ensure that you are the highest bidder for Sweetheart, you must raise your offer to $900 million. As you know, Jon, we have other options.”

I was flabbergasted—not to mention upset. We had been discussing a sale in the $800 million range and had cobbled together the financing to make an offer of that magnitude. The investment bankers were bluffing—and lying. I called a timeout.

I returned to the meeting at midnight to announce we would not pay a penny more than the $800 million agreed upon. Sweetheart was fully priced and the deal could be transacted quickly.

“Think about it, Jon,” repeated the negotiator, “$900 million and the business is yours.”

I walked out and never returned. I was furious, but I moved on. The next highest bid for Sweetheart was $660 million, from an internal management team that neither knew how to operate the business nor had put together the proper financial package. It ended up far from being a sweetheart deal.

Greed cost the financial institution $140 million and a lawsuit from Sweetheart’s bondholders. Forbes and The Wall Street Journal published stories about it. Within two years, Sweetheart sold again, this time for $445 million. Eventually, shareholders were left with 50 percent of the original offer.

I rest my case.
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The genesis of Richard Nixon’s political demise was his inability to move on. He held grudges. He felt compelled to get even. Whether dark paranoia over so-called “enemies” or wrestling with old ghosts, it brought him down and altered history.

I often wondered if, in a small way, I could have changed any of that by working on Nixon’s mindset.

Up close and without the benefit of hindsight or historic perspective, it was difficult for me at the time to detect how deep and sociopathic was his contempt for selected politicians, special interest groups, and members of the news media.

We assume that successful or revered people do not carry around demons like the rest of us. They do. When it comes to grudges, we all have held on to some for too long. What separates winners from losers is how fast we banish those demons.

Pay attention to that voice inside that says: Life is short. Move on. Step lively.



YOU CANNOT DO A KINDNESS TOO SOON, FOR YOU NEVER KNOW HOW SOON IT WILL BE TOO LATE.

—RALPH WALDO EMERSON

TRAVEL IS FATAL TO PREJUDICE, BIGOTRY AND NARROW-MINDEDNESS… BROAD, WHOLESOME, CHARITABLE VIEWS OF MEN AND THINGS CANNOT BE ACQUIRED BY VEGETATING IN ONE LITTLE CORNER OF THE EARTH ALL ONE’S LIFE.

—MARK TWAIN





Chapter Nine
Graciousness Is Next To Godliness

Treat competitors, colleagues, employees, and customers with respect.

Few human traits are as critical to one’s relationship with others as graciousness. It embodies love, kindness, sensitivity, and charity—the qualities of people who have great inner faith. One’s capacity to be kind, decent, and thoughtful is the manifestation of godliness, a demeanor that has earned respect for men and women of all faiths and backgrounds.

We are taught in our youth to be kind to others as a matter of habit. The lesson doesn’t always stick around in adulthood. Decency is lacking in today’s highly competitive business world, political arenas, and sporting events. It doesn’t have to be. You can win with grace and decency. Winning with class is not a definition at odds with itself.

Perhaps some people are born with gracious genes and take to kindness more readily than others, but like golf, we can all give it a try. I use the words kind, gracious, and charitable synonymously, even though dictionaries parse their definitions. I notice that “benevolence” shows up in describing all three words. They are close enough for me because all three require a substantial degree of warmth and genuineness.



Perhaps some people are born with gracious genes and take to kindness more readily than others, but like golf, we can all give it a try.




My mother could never bring herself to speak unkindly of others. She was gracious to one and all, believing there is no inner difference between white and black, Christian and Hindu, male and female, rich and poor. We were all God’s children, each to be treated with love and respect. My mother never gave a sermon on being gracious, never wrote an essay on the subject, never even discussed it in a formal sense. She simply lived kindness every day of her life—which, of course, is the most effective example of all. Francis of Assisi’s powerful line, “Preach the Gospel, and if you must, use words,” comes to mind.

Her life was a textbook model that I have tried to follow, notwithstanding obvious shortcomings. Kathleen Robison Huntsman was born and raised knowing that kindness is a priority to be followed throughout one’s life. Her father was much the same way. It pained Grandfather Robison to charge anyone for services rendered. (More on his charity in Chapter 12, “The Bottom Line.”) Obviously, he did not get rich, but everybody loved him. His heart and motives were pure. My mother learned much from her father and I from my grandfather.

I know of no truly successful person who does not demonstrate a sense of decency. There are those who appear successful on the surface, but who in reality are selfish, unhappy individuals lacking the motivation and capacity to love. It’s a shame they never experience the joy of being kind to others.

During my senior year at Palo Alto High School, I was elected student body president. My campaign platform sought to give every student attention and recognition. I had numerous opportunities to practice what I preached, but one instance stands out above the others.

Ron Chappel was a classmate. Disfigured and with an artificial leg, he looked emaciated and lonely. He always sat by himself in the corner of the cafeteria when not in class. I had noticed him, of course, but made little effort to engage him in conversation. For whatever reason, I one day got up from my table of friends and walked over to Ron’s table. I sat down and struck up a conversation.

I continued that routine for a week. Gradually, others joined us. Ron’s table became the “in” place in the cafeteria. We expanded his inclusion to social activities and athletics. He became our team manager. His senior year became the best year of his life. The following year, I was brokenhearted when his mother told me that he had passed away.

Karen and I have been blessed with nine children who, in turn, have given us, at this writing, 56 grandchildren. Our family is the crown jewel of Karen’s and my lives. Our children love one another; they are competitive yet get along famously.

Our youngest son, Mark, who was born in 1975, has severe mental limitations. The doctor told us he would never read, write, or be able to attend school, that his age would permanently be that of a four-year-old. We were devastated at the news, as most parents would be, yet over the years he has taught us much.

Mark doesn’t know one’s background or station in life. Whether one is a Democrat or a Republican, earns minimum wage or $10 million a year, or attends church on Sunday carries little standing with him. The company custodian and CEO are held in the same esteem. Mark judges only the goodness of the person’s heart. In that, he can size up individuals quickly. If their heart is good, he gives them a big hug.

He is not easily fooled in this regard. One cannot be insincere and be considered a friend by Mark. He spots phoniness immediately. Although he talks with a limited vocabulary, Mark communicates effectively. His friends are numerous. They are individuals who have the ability to signal the purity of their hearts, their graciousness, and their kindness.

Many would say there is no place for graciousness and the Golden Rule in business, politics, athletics, or other highly competitive settings. Only results count. I would join Mark in saying hogwash! How we treat others will be our epitaphs.

Having spoken at hundreds of funerals in my lifetime, I have discovered that final remarks relate a great deal about the deceased. It would be a fascinating experience to hear, in advance, what will be said in our eulogy. Few words are wasted over one’s academic achievements, professional career, or wealth. Families receive major play, but the most spotlighted characteristic is how the dearly departed treated others.

It would do us each well to think about what might be said at our eulogies. Would it be similar to how we see ourselves? And what will be mentioned in those informal “eulogies” delivered in the neighborhood, the workplace, and whispered in the pews following your demise?

Every day, our eulogies are being written. When they finally are presented, we obviously will be in no physical shape to offer a rebuttal. Today— right now—begin working toward a reputation for graciousness. Only you can shape the content of your forthcoming eulogy.



Every day, our eulogies are being written.




Businesses, too, have reputations. Many companies are known for their values, customer and employee relations, innovative spirit, and philanthropic endeavors. The recent downfalls of Enron, Tyco, WorldCom, and other such notables have reminded us that deception, greed, and sundry indecencies also are present in the misty corporate world.

I once had the pleasure to be in the presence of the Dalai Lama. He made a meaningful observation: “Accumulation of wealth for the sake of wealth alone is self-defeating. Only in seeing one’s work as a calling, a means to serve a higher purpose, can we find true fulfillment.”

On another occasion, he said: “Relate to others with warmth, human affection, honesty, and compassion.” Thoughtful advice.

Most companies and individuals seek success and respect. To reach these goals requires a sense of compassion for others and a desire to make others happy. Happiness is so meaningful to our lives. It often comes to us when we try to make others happy. Graciousness is catching.

In his book, There Is No Such Thing as Business Ethics, John Maxwell maintains that in today’s marketplace, 70 percent of the people who leave their jobs do so because they do not feel valued. That’s an indictment of how shabbily many executives and directors treat employees. Everyone wants to be valued, to know that they count. People need to be appreciated, trusted, and respected in every segment of their lives.

Maxwell holds that only one rule is necessary in governing ethical decision making: the Golden Rule. Treating competitors, the community, employees, and fellow humans with the same courtesies we would like shown to us works for me.

There is a practical side to decent behavior, too. Customers, employers, and suppliers are people who understand and appreciate civility and graciousness. They normally react in kind, and that can be good for profits. Bottom lines would be better served if we put this philosophy into practice.

How would I like to be treated in this situation? That’s all you need to ask yourself in most instances.

The Golden Rule is a guideline of life in every culture I know. Many people are familiar with the “do unto others” admonition of the New Testament. It may surprise you to know how similarly the world’s religions view this concept.

Confucianism states: “Do not do to others what you would not like yourself.” Zoroastrians are advised that “if you do not wish to be mistreated by others, do not mistreat anyone yourself.” Muslims are taught no one is a true believer “until he desires for his brother that which he desires for himself.” Hinduism warns never to behave “towards others in a way which is disagreeable to oneself.” The Torah says: “What is hateful to you, do not do to your neighbor. This is the whole Torah; all the rest is commentary. Go and learn it.”

There are other ways to look at the Golden Rule. My late oil-baron friend, Armand Hammer, was a controversial world figure for most of the 20th century because of his close relationship with the Soviet Union. He believed we could more effectively deal with Communist nations through trade rather than by rattling sabers.

He and I traveled together to the old Soviet Union several times. His stories are legendary—some even true. Nevertheless, during our initial meeting in his Beverly Hills headquarters, I noticed the sign on the wall behind his desk: “The Golden Rule: He who controls the gold, makes the rules.”

That is not my approach.

We all know people who we love to be around. They provide us with inspiration and joy. My friend Mark Rose is one of those people. I have never heard him say a negative word about another person. Forever smiling and positive, he never talks about himself. Others are the center of his focus. As a result, he is at peace with himself.

Gracious people make a real difference in our lives. Unfortunately, so do people who embody self-pity, arrogance, and self-importance. They don’t listen. Most are talking so rapidly about themselves, they seldom learn anything new.

I have discovered in my dealings with the U.S. Congress that good listeners are rare. Elected officials live in a Beltway bubble where they are caught up in their own sense of importance. They communicate in babble-speak. It is that kind of atmosphere that has led to the contentious and bitter relations between Republicans and Democrats.

I hold in high esteem those peacemakers and statesmen who maintain a sense of humility, kindness, and graciousness. A number of such noble souls still reside on Capitol Hill, but I fear they are becoming an endangered species. Thankfully, there are signs that some alarmed politicians are realizing this and are attempting to forge a new, more civilized and respectful political atmosphere that would better serve our nation’s interest.

In 2003, Parents magazine conducted a survey on the qualities that parents most wanted to instill in their offspring. The resounding winners were good manners and religious faith. And by manners, these parents reported they meant behavior involving other people, respecting others, and being considerate.

It is not much of a surprise that, of all vocations, the most decent and gracious people are found in religious settings. The now deceased heads of two religions—LDS Church President Gordon B. Hinckley and Pope John Paul II—immediately stand out for me.

In the early 1990s, I met the late John Paul II at the Vatican in a meeting arranged by Roger Cardinal Mahony of Los Angeles. (At the time, I, a tithe-paying, devout Mormon, was the second biggest donor to the Catholic charities in the Diocese of Salt Lake City.) The pope took my hand and thanked me for my help to the needy. “I have never met a Mormon before,” he said. “I want to compliment you on all you do to help others.”

I found myself momentarily speechless, not to mention a bit teary, but I managed to respond: “I have never met Your Holiness before, either, and wish to convey my love to you in the same manner.” He knows so well what kindness to others brings. He is one of my heroes.

My own church leader, President Gordon Hinckley, who was a close friend for more than three decades, too, was a wise leader with a remarkable sense of graciousness. He began nearly every personal conversation with a compliment. I can understand why he, too, is so beloved. He has been my role model, as has his successor, Thomas S. Monson, another close friend, who was sustained as president and prophet in 2008.

While I learned a basic value system from those closest to me as a child, my church has provided me with a continuous source of renewal of those principles. When attempting to play life’s games by the rules, it helps not to compartmentalize family, faith, and career.



When attempting to play life’s games by the rules, it helps not to compartmentalize family, faith, and career.




[image: image]

No one lives or dies unto himself. In his day, Andrew Carnegie made 38 other men millionaires. That sort of financial fallout has continued down to the present day with the successes of large businesses, including my own, enriching others. Conversely, when businesses go broke, they tend to drag down others with them. Employees lose jobs, suppliers lose business, and creditors lose money.

Each of us has a stake in the accomplishments and failures of those around us; each of us holds an interest in the deeds of others. When one person beautifies a neighborhood, the entire community is enhanced. When a CEO trips, stakeholders stumble. Like the tide that raises all ships, no one can lift others without first being made better himself.



Each of us has a stake in the accomplishments and failures of those around us; each of us holds an interest in the deeds of others.




I have always treasured the handwritten notes and personal calls that have come during times of emotional or physical stress. Somehow, such expressions seem more personal and meaningful than an e-mail.

Captains of industry, successful CEOs and managers, political leaders of depth, religious hierarchy, and effective parents take advantage of personal communication when expressing support or appreciation—and they usually don’t wait for a crisis situation.

Our company has more than a hundred manufacturing, distribution, and sales offices around the globe. I love to visit our facilities, even though I don’t know how to operate the equipment and don’t understand the chemical formulas for our products (although I am still a pretty good salesperson). I leave that to the experts. What I embrace are the people.

Employee relations are at the center of successful businesses. Labor develops a bad attitude toward management when executives spend more time at the country club than in the manufacturing plants. Top officials of companies big and small must find opportunities to go from employee to employee, thanking each one and acknowledging individual contributions.

Research suggests a link between the lack of civility and violence. Nearly two million acts of violence on some level occur in the American work place annually, primarily by people who believe management or colleagues slighted them.

Leaders must instill in others a sense of entitlement, appreciation, and loyalty. If one does this successfully, others are lifted to greater achievements. Let me assure you, watching dreams unfold is one of the great joys of leadership.



…watching dreams unfold is one of the great joys of leadership.




I identify with the words of Thomas Jefferson when, in the Declaration of Independence, he wrote: “In the support of this Declaration, we mutually pledge to each other our lives, our fortunes and our sacred honor.” It was clear to Jefferson that every man and woman shared in the successes of others. For Jefferson, mutual support was essential.

On many occasions, I have recited from John Donne’s poem, “No Man Is an Island.” It brings hope and joy into my life. Indulge me two verses:

No man is an island,
No man stands alone;
Each man’s joy is joy to me, 
Each man’s grief is my own.

We need one another,
So I will defend
Each man as my brother, 
Each man as my friend.

If we could but express these remarkable words to one another in our homes, in our places of worship, in our businesses, and in our associations, peace would abide in our souls, and the world would indeed be a better place.



NONE OF US IS AS SMART AS ALL OF US.

—JAPANESE PROVERB

GIVE ME A CHILD FOR THE FIRST SEVEN YEARS, AND YOU MAY DO WHAT YOU LIKE WITH HIM AFTERWARD.

—A JESUIT MAXIM





Chapter Ten
Your Name Is On the Door

Operate businesses and organizations
as if they’re family owned.

My brother Blaine and I started the family business in 1970. Huntsman remained a family-owned and-operated company for 35 years, eventually becoming the largest in America. Early in 2005, we decided to go public as a way to reduce debt with new capital and increase Karen’s and my philanthropy. My family continued to run Huntsman Corp. in a similar manner as we did when the corporation was privately owned because it still carried our name.

Although we are going down this new road with the best of intentions, it saddens me that today’s ownership complexities or a need for additional capital eventually forces many family businesses to face the same decision. This does not mean family enterprises will cease to exist or that change is necessarily a bad thing, but it does cause me some anxiety.

The family is the basic societal unit. As such, it is the foundation for society’s prosperity, order, happiness, and values. Business is much the same as families. These same aspirations should be found in business “families” as well. This can be more easily accomplished when the business is family-owned, but the wise CEO of a publicly traded company will operate as if his or her last name is on the company marquee.

Some families are large, others are small, and some are untraditional, but it is in this setting that one’s greatest education is experienced, where fundamental, life-long values are learned. It is not hard to understand why the home is my focus and that key decisions in Huntsman Corp. have been made within the family circle.

Wealth and power are thought by many to be a formula for family divisiveness. This is not necessarily the case. I saw my grandparents’ six children squabble over a $30,000 estate. Riches have little to do with family cohesiveness.

Each of our children, in his or her own way, has experienced the heartaches, pain, and challenges of our business. They have been astute students of life. They have known from the start there is no such thing as a Midas touch. The realities of this world are hard work, preparation, negotiation, determination, commitment, honesty, and charity.

Where appropriate, the workplace should be an extension of the family, a place where an appreciation for decency, respect, and basic values are encouraged, and examples of proper moral behavior are the rule.

Jay Kenfield Morley’s description of life sums up how critical it is for the workplace to be an extension of the home: “The recipe for happiness is to have just enough money to pay the monthly bills you acquire, a little surplus to give you confidence, a little too much work each day, enthusiasm for your work, a substantial share of good health, a couple of real friends, and a wife and children to share life’s beauty with you.”

My father was a rural schoolteacher in Idaho. Our first two-room home required a 40-foot walk to the outhouse, an unpleasant undertaking in the winter, but typical for a rural family in the late 1930s.

Eventually, my dad went off to World War II like so many other fathers of this era. When he returned, we built a small home in Pocatello, Idaho. A few years later, we moved to California so he could get his doctorate at Stanford. Our residence for three years was in a campus Quonset hut that was divided into 16 “apartments,” each approximately 600 square feet in size and separated by walls made of heavy cardboard. With my parents and two brothers, the quarters were cramped and embarrassing for a teenager, but it was home.

In 1959, I married my sweetheart, Karen, and we subsequently had three daughters and six sons. Our home has been a place of comfort, love, and tranquility. I know not all homes in the world are like this. I have observed in my travels many difficult and trying domestic situations where housing is pitifully inadequate. Families live in boxes, tin shacks, tents, or other makeshift arrangements. It is emotionally difficult to visit such places.

I emphasize in employee meetings that families come first. I have insisted our company workplaces attempt to be an extension of a supportive home. Too many put career advancement and accumulation of wealth ahead of family, rationalizing they will get around to the family next year. Next year never comes. And soon it is too late—for the family, for fulfillment, and for success.

During a recent visit to one of our plant sites in Scarlino, Italy, I underscored to employees that their foremost concern in life was not their jobs, but their families. They listened intently through an interpreter and appeared pleased by their employer’s positive expressions about the family. When I finished, they stood and applauded. A cynic might say they did so to impress the boss, that they would have cheered if I had read them Shakespeare. I don’t think so. Those employees appeared deeply touched as I went from one to another, giving small hugs or handshakes.

When I recently gave a similar speech in Malaysia, all 800 employees clapped and seemed pleased. They love their children just as much as I love mine. Their families are as high a priority to them as mine is to me. They understood precisely what I was saying and why I was saying it.

The same is true in China, South Africa, Armenia, Australia, or in any of the many countries where Huntsman has manufacturing or distribution operations. It makes no difference where one lives. Everyone wants to feel noticed, respected, and valued. Unfortunately, large corporations tend to be run by the book. They frequently are perceived by employees to be sterile and uncaring. Running a business as if you own it prompts a more personal touch.



It makes no difference where one lives. Everyone wants to feel noticed, respected, and valued.




Employees want to be assured the owner or CEO truly cares about them. How can one convince employees they are valued if their families are omitted from that concern?

Most employees like to hear directly from the owner or head of a company. The first thing I underscore is their preeminent responsibility to families and loved ones. If there is success within the walls of our homes, we will do better in our vocational pursuits. We work safer in a happier work environment. If we are at peace in our personal lives, we are more successful and find more satisfaction in our work.

Karen and I started including our children in the discussion of the family business as early as elementary school, but we insisted on two rules:

Rule 1: In a family business, check your ego at the door. There is no room for self-aggrandizement or self-promotion. In a family business, everyone knows the abilities and shortcomings of the others.

There are no secrets. The success of family businesses relies on trust, respect, and love.

Rule 2: Be a cheerleader for each other. Seek good fortune for the other person first. Most family businesses end up in disarray because of the selfish interests of one or another sibling.

Effective communication is essential. Parents must talk to each other openly and honestly about the business—and especially about estate planning. Parents must educate their children in those areas. Secret wills and selective entitlements upon a death almost always result in family feuds or lawsuits.

I assured my children, even after most of them started working in the family business, that I am a parent first and chairman of the board second. Family enterprises careen off the road when parents place business ahead of parental nurturing.
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Employees must be treated as equals. When a company is financially successful, it ought to share its bounty with employees, the community, and customers the same as it does with owners or stockholders. The marketplace appears to be getting less considerate on this point, with the obvious exception of pay packages for top management, which have been increasing four to five times faster than compensation for their rank-and-file employees.

Whether one runs a family business or is CEO of a public company, ways must be identified to recognize and give credit to others—at all levels of the organization. The surest path to success is one where others walk with you. Plants and equipment can be replaced easily; hard-working, loyal employees are as valuable as precious gems. They are critical to any leadership success. If CEOs are the mind of the organization, employees are the heart. The corporate culture is the soul.

When unethical or immoral behavior occurs within an organization, be it a business, charity, church, or team, it greatly impacts everyone, similar to the effect a prodigal son or an unfaithful spouse has on a family.

If top executives fail to follow their moral compasses, how can one expect those they lead to adhere to moral values? And if employees in the workplace do not care about ethics or morality, how can they expect their children to be any different? Everyone loses.



The surest path to success is one where others walk with you.




That’s why it is especially critical that employees understand the company’s values. Employees ought to know, for instance, that a corporation’s culture dictates that a sizable portion of the profits is to be returned to society, and why. They must understand the true measure of success, for them individually as well as the company, is not only how much one acquires, but also how much one gives back.
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I remember visiting a Huntsman plant in eastern Canada several years ago. I had just left a church meeting, and my thoughts were centered more around the message I had just heard than what I was going to say to our people, so I opened by reminding them that we walk by faith, not by sight.

I explained that if we had faith in fellow human beings, there would be fewer accidents and safety violations. If we had faith in each other, brotherly love and joyous association would follow. If we each had true faith, we would not need sight. We would be lifted up by loved ones and would become stronger and more effective people. We would not display self-pity or extravagances. Our needs would be met.

When I finished, I realized I had not mentioned a word about the company’s productivity, costs, or sales. In a way, though, what I said indirectly covered those operating areas. Realistic goals are achieved when those responsible for meeting them are committed.

Moreover, everyone wants to know the true feelings and heartstrings of their leaders, along with news on how the organization is faring. In truth, though, you can’t get a good read on the organization without knowing the feelings of the person who is leading it.

The climate created by a CEO and his or her management team has more impact on employees than we generally realize. People bring out the best in themselves when they hear and see the best in their leaders.

Over the years, we have given out thousands of scholarships to the children of our employees. It has been a joy to meet many of these students and to receive invitations to their high school or college graduations. When we become a part of the employees’ families, morale is at its highest. Who isn’t excited when their children succeed? And when someone is feeling good, his or her workplace productivity shows it.
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As Huntsman Corp. begins its new chapter as a publicly traded company, some of the family atmosphere may well disappear. Many public shareholders aren’t as altruistic as they ought to be because they only want a quick return on their investment. That’s a pity. The greatest dividends are those paid to hardworking men and women through bonuses, gifts, scholarships, and praise. Public or private, we still consider it a family business. After all, our name is on the door.

All companies—public or private—must create a culture in which employees come first and are treated royally. Believe me, they always return the favor.



The greatest dividends are those paid to hardworking men and women through bonuses, gifts, scholarships, and praise.






FIND OUT HOW MUCH GOD HAS GIVEN
YOU AND FROM IT TAKE WHAT YOU NEED;
THE REMAINDER IS NEEDED BY OTHERS.

—ST. AUGUSTINE

WE ARE THE MERE TRUSTEES OF
WHAT FUNDS WE ARE TEMPORARILY GIVEN ON THIS EARTH.

MAY WE SHARE THOSE WITH OTHERS.

—ANDREW CARNEGIE

A MAN WRAPPED UP IN HIMSELF
MAKES A VERY SMALL BUNDLE.

—BENJAMIN FRANKLIN





Chapter Eleven
The Obligation To Give Back

Nobody is completely self-made;
return the favors and good fortune.

Giving is my favorite topic. I hardly know where to begin. Let’s start with a disturbing revelation about a president I greatly admired and respected, Richard Nixon. As White House special assistant and staff secretary, I got to see details of his tax filings before the IRS returns were released to the public. In 1971, for instance, he gave only $500 to charity on a declared income in excess of $400,000. I was shocked. To me, that pittance was more onerous than Watergate.

Philanthropy ought to be the preeminent ingredient in everyone’s recipe for material gain. No matter what the field, no star of any success story is a totally self-made man or woman. Along the way, all of us received help from others; most of us also were the beneficiaries of lucky breaks. We all owe a portion of our success to others, incurring a debt in the process, and the only way to repay that assistance is by sharing your good fortune.



No matter what the field, no star of any success story is a totally self-made man or woman.




I get goose bumps thinking of the blessings that have come my way. It wasn’t always so. For years, the shoe was on the other foot. People shared what they had with the Huntsman family. My uncle, grandfather, and mother taught me the art of giving.

Uncle Lon had only a sixth-grade education. A hardscrabble Utah farmer, he boasted of few possessions. When I turned eight, he gave me his pocket watch. It was one of those old-fashioned watches with the big hands and a chain. (Uncle Lon never wore a wristwatch, and I don’t either.) I proudly took that timepiece to school. All day in that third-grade classroom, I would pull out that magnificent timepiece to check the hour. I couldn’t believe I possessed such an amazing watch that once belonged to my favorite uncle.

A few years later, when my folks were struggling, Uncle Lon gave me a pair of his shoes. Mine had become somewhat scruffy. With Uncle Lon’s shoes, I considered myself the best-dressed person in my class. Those farmer’s shoes hardly were a fashion statement, but I didn’t care. I adored them.

Mother had little in the way of material means, but she knew I loved lemon pies, especially those she made from scratch. In her mind, making a pie was the nicest tangible thing she could do for me. Every few days, a lemon pie would be waiting when I got home from school.

I mentioned my mother’s dad, Grandfather Robison, in an earlier chapter. He owned a small motel in Fillmore, Utah, from the 1920s through the 1950s. The units in those pre-World War II days were individual cabins. Motorists would pay $3 to $4 a night to stay in a cabin. There was no inside plumbing. Bathrooms were located at the end of the small path behind the cabins. When Grandpa noticed a family was struggling financially, he would only charge them $1 a night. In many cases, when they would come to pay in the morning, he would tell them, “That’s okay. Someday maybe you can return the favor to somebody else.”

As kids, we all were taught to share and share alike. We garnered praise from grownups when we engaged in letting others play with our toys, especially the less fortunate. We quickly learned that generosity was among the highest attributes a person could acquire. Even as children, we frowned on stingy playmates.

By high school, the Huntsman family finances had worked their way up to a point they could barely be labeled modest. With my father enrolled in graduate school, everyone contributed to the common pot. My brother Blaine and I each held two jobs to help with medical expenses and the cost of keeping the family car running. I had no idea where I would go to college, but I hoped that somehow I would be able to attend a university that would be challenging and appropriate for my future.

During my senior year, Harold L. Zellerbach, head of the nation’s second-largest paper company, came to our high school in Palo Alto. Accompanying him was Raymond Saalbach, director of admissions of The Wharton School at the University of Pennsylvania. They were seeking a western states high school senior to be the recipient of the Zellerbach family scholarship to attend this prestigious business school.

I had never heard of Wharton. I did not know that it was the first business school in America, or that it was on its way to preeminent status worldwide. Mr. Zellerbach, among Wharton’s most famous alumni, met with me to discuss the possibility of my attending with a scholarship—all because classes had been dismissed that day for a teacher’s convention. I was student body president, and the principal had phoned me at home to invite me to meet with Mr. Zellerbach and Dr. Saalbach.

Based on that and my high school performance, I received the Wharton scholarship. I thanked the two men, but said the grant would not be sufficient to permit me to attend. I would have to work full-time to make it financially. I wasn’t sure I could succeed academically in an Ivy League school when burdened with full-time employment.

They worked out a further arrangement whereby all of my tuition, fees, and room and board also would be covered. And thus I went off to Wharton, an experience that launched my career. I had been in the right place at the right time and was thrust into a situation by those who, at the time, had more confidence in me than I had in myself. It was a life-altering break.



I had no idea how I would repay the Zellerbach family. They would not have let me, even if I were able. Instead, they simply said, pass it on.




I had no idea how I would repay the Zellerbach family. The fact was I financially couldn’t. They would not have let me, even if I were able. Instead, they simply said, in essence, pass it on. And I have tried. Thousands of scholarships have been given over the years to young people around the world.

[image: image]

All religions of the world reserve a high place on their must-do lists for giving to the less fortunate. Christianity calls it charity; for Jews, it is tzedaka; Muslims have their zakat; Hindus their bhakti, to name but four examples.

Karen and I have given a portion of our paycheck to worthy causes every year since I was in the navy making $320 a month. For the past 20 years, we concentrated on making money so we could give it away.

Monetarily, the most satisfying moments in my life have not been the excitement of closing a great deal or the reaping of handsome profits from it. They have been when I was able to help others in need—especially “the least of these, my brethren.” There’s no denying that I am a deal junkie, but I also have developed an addiction for giving.

The more one gives, the better one feels; and the better one feels about it, the easier it becomes to give. It is a wonderfully warm, slippery slope. If you require a less-altruistic reason to give, try this: Philanthropy is plain good business. It energizes a company.



Philanthropy is plain good business. It energizes a company.




As a family-owned company, Huntsman Corp. did not answer to Wall Street, whose shortsighted greed often curtails public companies in their philanthropic responsibilities. In place of that push for ever-expanding profits, we had pressure—at times overbearing—to fulfill charitable commitments. That required more discipline than if we only had to meet Wall Street expectations. Once you make a commitment to charity, you must honor it.

Publicly owned companies are not exempt from the requisite of returning a portion of their profits to worthwhile causes. As chairman of Huntsman when it went public in 2005, I made sure those commitments were met. (As this revise is written, our worldwide company is in the process of selling to another chemical company. Proceeds from that sale will provide a billion-dollar foundation to ensure that the giving continues in perpetuity.)

As philanthropic commitments are completed, new ones are made. The giving bar is constantly being raised. A company’s focus is clouded without such reaching. There were years when I gave away more money than I made. I simply told my managers that we have a higher goal and that we all would have to do better. My son Peter is fond of saying the challenge for Huntsman executives is making money as fast as I give it away.

In almost every human being, there is an inner desire to help others. Unfortunately, some of us never quite find the time or the reason. We delay giving until it is too late or until someone we love passes away or no longer is in need of our generosity. In other instances, giving can be tainted or have too many strings attached.

The Jewish philosopher Maimonides described eight levels of giving, ranging from that which is given grudgingly, insufficiently, or only when asked (the lowest forms) to giving where neither party knows the other’s identity and helping a person to become self-sufficient (the two highest).

There is no more important human quality than sharing with others. There is no source of true happiness more complete than an act of charity. It is what life is all about. In bad economic times, I have had to take out bank loans to meet my philanthropic pledges. (Industrial downturns do not first consult with charitable obligations.)

My bankers questioned the prudence in borrowing money simply to turn around and give it to others. My response was simple. If we make commitments to help others, there ought to be no retreat from those obligations solely because the company’s finances are not as temporarily robust as anticipated. I acknowledge, though, this is easier said than done. Our obligation to give back, however, is not erased during financially challenging times. The temptation to gather around you what money you have left is strong. Overcome it. The poor nearly always give a greater proportion of their disposable income than the wealthy.

It is of little consequence where or how or to whom we give. What really matters is our attitude. I have listened to thousands of sermons on the urgent need to give. I find myself wondering why it is that preachers never talk about how much fun it is to give, or whether they are indeed doing with their personal resources what their sermons suggest.


It is of little consequence where or how or to whom we give. What really matters is our attitude.


Today, my philanthropic focus centers on one of the largest cancer research centers and hospitals in the world. It has taken enormous amounts of money to build this world-class facility. It was a joy beyond measure to witness the completion of the Huntsman Cancer Institute and Hospital in the summer of 2004. I am hopeful we can build additional cancer hospitals around the country in the future.

Every week, I try to bring cheer to our patients, hugging those undergoing chemotherapy. In many cases, their life is precarious. In all cases, they are scared. An embrace and a word of encouragement can be as beneficial as any medicine they will receive. My mother, father, and stepmother all died of cancer. I had cancer three times. It is difficult for me to not become emotional when I greet cancer patients.


Donations don’t always have to be money. In many ways, time is more precious than dollars.


Donations don’t always have to be money. In many ways, time is more precious than dollars. Giving of one’s time, lending one’s stature, and providing one’s expertise can be as meaningful as money. Leaders ought to set aside time for volunteer or public service work. A recent national survey ranks Minneapolis and Salt Lake City as America’s two most volunteer-minded cities, but even those two blue ribbons represent barely two in five adults engaging in periodic volunteer activities.

Wealth isn’t always measured in dollar signs. We each have time, talent, and creativity, all of which can be powerful forces for positive change. Share those blessings in whatever form they come and to the level you have been blessed.
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At one time, I believed charitable giving was purely voluntary. About 25 years ago, I changed my mind. Giving back applies to everyone, but it surely is not optional, at least for the rich or for corporations. It is the moral obligation of any person of wealth or any business worthy of its name to return to the community some of what they have been given. We are but temporary trustees of our fortunes, no matter the size.


At one time, I believed charitable giving was purely voluntary. About 25 years ago, I changed my mind.


No less a committed capitalist than Andrew Carnegie lectured the well-heeled in his 1889 work The Gospel of Wealth to return their “surplus wealth to the mass of their fellows in the form best calculated to do them lasting good.” And he set a remarkable example with his endowment of libraries around the nation.

Many wealthy people are under the erroneous belief that the true measure of financial success is not what you make but what you keep. They spend lifetimes working tax dodges and accounting schemes to pass along their good fortune to their children.


Many wealthy people are under the erroneous belief that the true measure of financial success is not what you make but what you keep.


No question about it, one gauge of success is how much wealth one acquires in his or her lifetime. The more meaningful and lasting measurement, though, is how much one gives away.

My message is not solely for the fraternity of the rich. Nobody gets off the hook. If just the rich give, little changes. All must give their share. Be a benevolent overseer of your harvest for each of our stewardships is temporary. We have only a short time to see that wealth, however humble or vast, is spread about to worthy needs. Giving is a spiritual obligation.

The Christian gospel, for one, makes that mandate clear: If a man has two coats, should he not give one of them to the man who is without a coat? For Jews, charity is a duty centered on the belief that everything we own is God-given. One is obligated to share with those who do not have enough.

Giving to the poor is one of the Five Pillars of Islam. In most Islamic cultures, hoarding is considered wrong. Giving away surplus protects one from greed and envy. In fact, Islam encourages the practice of endowing money or property, called waqf, for the purpose of maintaining schools, hospitals, churches, and the like.


Save for God’s grace (and a few worldly breaks), there go us.


All three religions are making the same point: Put back into society as much as you extract. Give generously to the less fortunate. Save for God’s grace (and a few worldly breaks), there go us.

We don’t need millions of dollars to live comfortably. Yet it is often the wealthiest citizens in our society who find it the most difficult to share, whereas those with little seem to be first in line to give what they have.

Sandra Lee Anderson died June 28, 2008, unnoticed outside of her family and circle of friends in the Spokane, Washington, area. I came across her obituary quite by chance. I did not know her, but I wished I had because her story is worth sharing by way of example. By all accounts, she was an outstandingly kind and generous person who lived on a fixed income and suffered from a multitude of health problems. She loved working with people who had developmental disabilities. Sandy Anderson tithed to a little-known church and thanked the Lord daily for her blessings. She always was there with a donation for those who were less fortunate than she. I believe there are many low-income men and women in the world who daily put to shame the many wealthy folks.

How much ought the wealthy render? I have given this considerable thought. There is no set formula, but I would hold that the excess over and above one’s guidelines for a comfortable standard of living is a reasonable starting point. What is a desirable quality of life when it comes to shelter, food, medical care, clothing, transportation, entertainment, travel, and rainy-day funds? That’s for each individual to figure out.

To squander the excess is selfish and foolish. Unprofitable investments and expensive toys will almost always be the byproduct of having more money than one needs.

Companies are under the same mandate to share as individuals, but simply to give because it is good for the company image or because material gain may result from trumpeting one’s philanthropy carries this downside: The sense of social responsibility withers.
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Foundations and nonprofits get hit doubly hard during economic hard times. Not only are donations traditionally down, but these groups’ investments are getting hammered. That means less grant money is available for worthy projects—just at a time when assistance is especially necessary. When donations are needed most, they are the hardest to come by.

Businesses often go through highs and lows, not unlike people. Recessions, energy crises, monetary setbacks, competitiveness, and marketplace potholes can mean difficult times for businesses. I remember and appreciate those individuals and institutions that stepped up in difficult times. I try to do business today with those who remembered us when we were down, the bankers who allowed us lines of credit in times of severe financial stress, suppliers who permitted us credit when profits had evaporated, and those who extended a helping hand along the way.
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Residents of Utah, according to the Chronicle of Philanthropy, are among the most generous folks in the nation, giving away up to 15 percent of their discretionary income each year. Much of that is the result of so many Utahns tithing for religious purposes.

The IRS may allow you to commingle secular and sectarian giving on your tax form, but I separate religious donations from public charity. Putting money in the collection basket, be it a weekly offering or annual tithing, is a good thing. It is a duty for individuals who practice a religion, but there are many other worthwhile causes.

Congregations regularly are reminded that donations are a requisite for an eternal reward. Without pulpit pressure, I doubt whether many religious institutions would collect the sums they do. It would be healthy for all of us, especially the wealthy, to experience that same sort of collection-plate pressure when it comes to secular philanthropy.


True giving is doing something for somebody who can never repay you.


True giving is doing something for somebody who can never repay you. Sharing wealth and kindness, embracing those in need, and creating opportunities for others are a societal duty. The only thing that changes as we move through life is the scope of our giving.

You don’t have to be a billionaire to be a philanthropist. The first definition the Oxford Dictionary provides for philanthropy is “a love of humankind.”

All that is required to be a philanthropist is a passion for making a difference.

And did I mention it is great fun to give back? Giving enriches one’s heart and soul—and it’s contagious.



LEAVE YOUR CAMPSITE BETTER THAN
YOU FOUND IT.
—GIRL SCOUT MOTTO

THE POINT OF GOOD WRITING IS
KNOWING WHEN TO STOP.

—L. M. MONTGOMERY





Chapter Twelve
The Bottom Line

Ethical values are child’s play, not rocket science.

Society is forever fondly remembering the past as the “good old days,” a warm, fuzzy recollection of the simpler, happier times of our youth. Nostalgia tends to be vague and selective. Truth be known, those times had their ups and downs, just like today, but, again, childhoods normally are less complex. Back then, we accepted plainspoken values and, for the most part, adhered to them. These norms were drilled into our heads by the adults who surrounded us. Their diligence influenced our behavior, just as we shaped the behavior of our children, and they of their offspring.

My intention in discussing these ageless values is to jog memories and to flip on light bulbs. There is little in this book that is original. Moral values are nothing new to any generation or culture.

These principles are ingrained in us from birth. Society’s elders frequently view the younger generation as possessing fewer values than they have, but the fact is we all started the same. Each generation has unique challenges; no generation has a monopoly on values.


Society’s elders frequently view the younger generation as possessing fewer values than they have, but the fact is we all started the same. Each generation has unique challenges; no generation has a monopoly on values.


Although it may appear that the young people today are more inclined to cheat, they also are more tolerant of others than their parents. If they seem less inclined to paint morality in the stark blacks and whites, they also are less interested in making a million dollars and are more concerned about the condition of the earth 50 years from now. In sum and in retrospect, when it comes to values, each generation probably stacks up about even with the generation it succeeded and will precede it.

As an 18-year-old freshman at the University of Pennsylvania’s Wharton School, I joined Sigma Chi. This fraternity was founded in 1855 when six students at Miami of Ohio University broke away from another fraternity over what they felt was improper behavior. As a Sigma Chi member, I pledged to uphold a credo of fairness, decency, and good manners.

I have never forgotten that promise. The “Jordan Standard,” named for one of those six founders 150 years ago, insists each member, among other things, be of good and moral character and maintain the highest standards of honor and personal responsibility.

Such standards of proper behavior can be universally applied. No matter the faith, the culture, or the age, the natural goodness of human beings must be central to our dealings with one another.

There is an absolute requirement today to awaken in ourselves the basic values that help us determine right from wrong. I use the term awaken because our ethical values have been within us from the beginning, having been infused into our very beings by those who influenced us as youngsters.

We followed unwritten rules for the playgrounds and sandlots, homes, and schools. We honored basic fairness, decency, respect, and integrity. These principles do not change when we migrate from boxes full of sand to buildings full of desks. Then as today, we must conduct ourselves with honor and fairness.


These principles have not changed simply because we migrated from boxes full of sand to buildings full of desks.


It’s easy to keep a bargain or to honor a contract when it works in your favor. The measure of the individual is when his or her word is kept even when it puts the person at a disadvantage.

Tough times are never easy to manage. They often require a dramatic change of lifestyle. During a financial crisis, we must not only eliminate luxury and discretionary spending, we many times must curtail purchases of basic commodities—fuel, food, clothing. A planned purchase of a new house or car is back-burnered.

We must make do.

As a Jewish proverb points out, “He who can’t endure the bad will not live to see the good.” Financial setbacks usually pass. As another old saying goes, being poor is a state of mind; not having money is a temporary condition.

Notwithstanding the fact that a financial crisis can stretch ethical limits, for many others it can also push physical limits. For example, one ramification from financial worry is stress, a condition that can play havoc on the entire body. Stress walks hand in glove with financial worries. Hard times come in many forms and of varying durations. Some never seem to abate, stubbornly persisting, spreading heavy doses of sadness to all corners of our lives.

Take heart, philosophers tell us, for “this, too, shall pass away.” At times, that doesn’t seem possible, but try to remain positive and be surprised. Francis of Assisi told us: “Start by doing what is necessary, then what is possible, and suddenly you are doing the impossible.”

As founder and chairman of the Huntsman Cancer Institute, I speak frequently with many cancer patients from around the world. I meet regularly with our staff of more than 1,600 scientists, researchers, clinicians, and staff members to discuss the disease and its ramifications. I have noticed that worry, stress, loneliness, and anxiety are key factors that not only have exacerbated cancer but often have prolonged the disease. On the other hand, joy, friendship, encouragement, and uplifting feelings have had a positive way of shortening cancer’s duration and hastening remission.

When thinking of cancer, it helps to recall the soothing verse from Ecclesiastes: “To everything there is a season; a time for every purpose under heaven.… A time to weep and a time to laugh; a time to dance and a time to mourn.” During episodes with cancer, it is, figuratively speaking, a time to laugh and a time figuratively to dance. It may seem odd, even impossible, but it helps body and spirit to try.

[image: image]

Each human is unique. Each has unique ways in which to heal. Today’s environment is conducive to stress in its many forms—anxiety, obsession, depression. Rising prices bring pressure to maintain certain lifestyles. Unemployment is up. Heath care is unaffordable. We frequently seem to be cash-strapped. More Americans are distraught today than at any time since the Great Depression.

Instead of moping about, we must turn this time into a period of positive reflection, a time for reaching out and helping others.

At the end of the day, isn’t the real concern one of diminished status? And isn’t it more a state of mind than a tangible situation? Assuming we have the basics—food, clothing, shelter—are we not still equipped to go forth and cheerfully help others?

Financial hardship is not the only fallout from bad times. Fear and turmoil are its silent partners. They can grip our soul and become personal hallmarks. They can make us consider doing things we might not otherwise entertain.

When we are fearful and submerged in chaos, we contemplate behavior not in keeping with our values. We, in turn, become fear and turmoil carriers, spreading havoc and heartache to those around us. (The Scrooge character in Dickens’ A Christmas Carol makes the case. I believe we read and watch this story over and over, probably so it won’t happen to us.)

Fear is bondage. I appreciate the well-established axiom because it is so true: We can unwittingly incarcerate ourselves with worry, negativity, and obsessive behavior. To do this is dangerous. It erodes health and spirit. It separates one from family, friends, and colleagues and destroys lasting relationships.

[image: image]

In difficult and challenging times, we must embrace the many positive things in our lives, however small—children and loved ones, flowers and other beauties of nature, the gifts with which we are blessed. Over time, we see that most misfortunes are temporary situations that we perceive at the time as worst-possible scenarios but that turn out to be less permanent or severe than we had forecast.

So how does one bring about the restoration of value-based behavior in the marketplace and in the other arenas of modern life? I offer four simple suggestions, as follows:

[image: image] When you engage in something that affects others, first ask yourself: Is this right? Would I like to be treated this way?

[image: image] Take your values to work. Don’t disconnect them when you sit down at your desk. There should not be a conflict between making a profit and adhering to traditional principles of decency and fairness.

[image: image] Consider yourself your brothers’ and sisters’ keeper and set the example for ethical behavior.

[image: image] Make the underpinnings of your life a string of f-words (phonetically, at least): family, faith, fortitude, fairness, fidelity, friendship, and philanthropy.



There should not be a conflict between making a profit and adhering to traditional principles of decency and fairness.




After family and faith, the most important of these attributes ought to be philanthropy. Most of us benefitted from a number of fortuitous breaks in life. Not one of us was truly self-made. We were helped or coached by others along the way. Thus, we have a special obligation to be on the lookout for opportunities to return those favors, or pass them on to others.

There are many causes out there awaiting our generosity. They come in all shapes and sizes. My own cause right now is finding a cure for cancer.

In considering which causes are the most worthwhile for us, look first to the needs in our communities. Put them in a priority that makes sense to you. Where can you do the most good? Where will our giving make a difference? Think it through and do our duty.

For me, the most exhilarating giving of all is based on a spur-of-the-moment impulse—taking the coat off your back for a shivering transient on a wintery street, or an unplanned drop-in at a homeless shelter. The impulse might even come in the middle of a speech, as happened to me a few years ago. I will close with that story.

Hanging on the wall behind my desk is a quote by John Andrew Holmes, a physician who authored Wisdom in Small Doses. It reads: “No exercise is better for the human heart than reaching down and lifting another up.”

That powerful message was at the heart of a university commencement address delivered in 2000. It had to be the shortest graduation speech in modern history. Holmes’ quote was the entire talk!

The commencement ceremony had been underway for nearly an hour and a half, and I had yet to give my prepared remarks. Family and friends were fidgeting in their seats; small children were fussing. The school was one that had a high proportion of older students, married students with families, students who worked full-time jobs for the opportunity to better their lives. They were a practical bunch; so were their parents and friends. Two hours of long-winded speakers was not their idea of a good use of time.

As I sat on the stage taking in all this, I began to mentally whittle my prepared text. By the time I approached the podium, I was down to a single sentence.

I stood before the graduates and asked them to stand. “Repeat after me,” I instructed them. “No exercise…is better for the human heart…than reaching down…and lifting another up.”

I asked them again to recite the 15-word thought.

Then, out of the blue, I did something completely on impulse. I turned to the school’s president and announced that I would provide the university with 200 scholarships of $5,000 each. Then I sat down. You could have heard a pin drop in that events center. Mouths hung open, as if people questioned what they had heard. I could hardly believe what I had just said myself.

What followed was a deafening deluge of shouts, whistles, cheers, and applause. I was overwhelmed by the reaction.

As I absorbed the pandemonium, vivid memories of the long-ago Zellerbach Family Scholarship that made possible my degree from the University of Pennsylvania’s Wharton School flashed before me. I even thought I could see Harold Zellerbach sitting there in the front row, quietly nodding and wearing one of those “we’re even” smiles.

What a high! Try it. I guarantee you’ll like it.


Perspective
From Larry King

CNN

Jon Meade Huntsman may well be the most remarkable billionaire most of America has never heard of. Legendary in petrochemical circles, he operates around the globe in a quiet, determined, respected, and caring manner. For nearly two decades, he found himself in the upper tier of Forbes magazine’s list of wealthiest Americans, but it wasn’t always that way.

Jon is the embodiment of the American Dream. His was a journey from hardscrabble beginnings to chairman of America’s largest family-owned and operated business. (In early 2005, he took the sprawling Huntsman empire public.)

As is the case with each Horatio Alger character, Jon Huntsman was afforded nothing but an opportunity to compete on the field of dreams. The rest—vision, determination, skill, integrity, a few breaks, and ultimate success—was up to him.

He won that incredible race fair and square, fulfilling his dream with moral principles intact, his word being kept, dealing above board and fairly with colleagues and competitors alike, and displaying a demeanor of decency and generosity.

All this, to me, is the essence of Jon Huntsman. It is why he has written this book and why it is worth your time to read it.

His career was launched with an undergraduate degree from the Wharton School at the University of Pennsylvania, an education made possible by a chance scholarship from someone who already had it made. Jon went on to build an empire and render an accounting for the favors and breaks he received along the way.

You may not have heard of Jon Huntsman, but the folks he has assisted over the years sure have.

Ask patients at the Huntsman Cancer Institute and Hospital, a world-class research and patient facility in Salt Lake City exploring how we might prevent and control the dreaded disease, especially hereditary cancers. The Huntsman family has given a quarter of a billion dollars so far to that effort and vows to double that amount in the coming years. Jon lost his mother, father, stepmother, and grandparents to the disease. He himself has had cancer and beaten it. Twice.

Ask students and faculty at the Wharton School of Business at the University of Pennsylvania, where he became chairman of the Board of Overseers. His gift of $50 million made possible Huntsman Hall, a state-of-the-art business school complex, and the nation’s leading international undergraduate program. Remembering what the chance for a college education meant to him, he has awarded several million dollars in scholarships over the years to employees’ children and random students.

Ask the people of Armenia. Now there’s a story worth telling.

On the evening of December 7, 1988, Jon and Karen Huntsman were watching the news in the living room of their striking Salt Lake City home. He was chief executive officer and chairman of Huntsman Chemical Corporation—an upstart in the stodgy and traditional chemical industry.

The lead story on that nightly news was unsettling: An earthquake had devastated much of Armenia. Jon was riveted by the scenes of destruction unfolding before him: factories and apartments in rubble, roads and railways little more than twisted pretzels of concrete and steel, school buildings flattened, frantic survivors clawing through debris for loved ones.

A year earlier, Jon Huntsman probably could not have located Armenia on the map, but in the six previous months, he had negotiated with Aeroflot, the airline of the old Soviet government, to manufacture in a new Moscow plant plastic service ware for in-flight meals. In the process, he became the first American permitted to own a majority interest in a Soviet business. He had become fascinated with the USSR bear, and now disaster had struck one of its satellite states.

“We have to do something,” he said to Karen that night. He was taking the suffering before him personally. That’s how Jon Huntsman is.

The aid that followed ranged from expertise and resources for a modern cement factory that would produce concrete that could withstand most quakes to food and medical equipment to apartment complexes and schools—all as gifts to a grateful, battered nation.

Before he was finished 15 years later, the Huntsman family had infused $50 million of its money into Armenia, visiting the nation two dozen times. Yet, on that December 1988 night, he had no ties to that region of the world. He didn’t know the name of a single victim. But the name Huntsman is not unknown in Armenia today, where Jon is an honorary citizen and recipient of the nation’s highest award.

Who is Jon Huntsman? Ask those who have been helped. Ask the communities around the globe where Huntsman Corp. does business. They will tell of the deep, personal interest he has in their fortunes, their families, and their futures.

Perhaps that generosity is the residual of growing up on the other side of the economic tracks. If so, it is only part of his philanthropic equation. Jon also subscribes to the obligation of everyone to be generous. Throughout the ages, charity has been a cornerstone of most world cultures.

The Gospel of Giving according to Jon holds that every individual—whether financially stretched or of means, but especially the rich—is duty-bound to return a portion of his or her blessings.

Jon Huntsman is a different breed. He believes business is a creative endeavor, similar to a theater production, wherein integrity must be the central character. Notwithstanding what you hear on the nightly news or read in newspapers, decent and ethical behavior is not a moral heirloom of the past. He believes in being honest, fair, and gracious—even when it costs him several million dollars.

This book isn’t simply a marketplace catechism for moral behavior. In every chapter, there are nuggets of good management techniques for those who run companies or organizations, solid instructions for those in mid-management, and a bigger picture for employees and memberships. With an MBA from the University of Southern California, Jon is not only an entrepreneur extraordinaire but also an experienced CEO who has seen it all.

For the past 35 years, his business has gone from scratch to annual revenues of $12 billion. It wasn’t all smooth sailing. He was on the verge of bankruptcy twice, but his reputation for tough-but-fair negotiations, a gracious and sensitive demeanor, an entrepreneurial sense, and a remarkable philanthropic commitment give him a unique perspective from which to offer these rules of the road.

Jon Huntsman is living proof that you can do well by doing right. Leo Durocher was quite wrong when he said, “Nice guys finish last.” Not only can nice people finish first, they finish better. Jon has little patience for situational ethics in the marketplace or life. He paints proper behavior in bold, black-and-white strokes. He believes in the adage that if you have one clock, everyone knows what time it is. If there are two, no one knows the precise time.

In 2002, I named him the Humanitarian of the Year because of his generosity to others. (Business Week ranks him among America’s top philanthropists.) He even surprised me with a large, unexpected contribution to the Larry King Cardiac Foundation to help those who suffer from heart disease. My spouse, Shawn, and I count ourselves fortunate to have been friends of the Huntsman family for many years. I enthusiastically recommend his take on life.


Perspective
From Neil Cavuto

Managing Editor,
Fox Business Network

I know all about Jon Huntsman and the way he views life. I wrote the book on him.

In More Than Money, published in 2004, I featured Jon and some 20 other individuals who understand the value of meaning over money and, to me, represent the inspirational people of this world who continually turn personal challenges into a positive element of living. What you have just read is a basic blueprint of not only doing good but also being good.

Jon Huntsman’s own life and personal values lend credence to his words. He walks his ethical talk and has done so in the face of incredible obstacles that at times surely must have made moral shortcuts tempting. Jon has no secret formula; it ought to be familiar to anyone with a conscience. But knowing what behavior is proper and what is not is the simple part. Living those principles requires commitment, integrity, and courage.

As a journalist and host of Fox News’ Your World, cable TV’s most-watched business show, I see it all. I, too, know of marketplace problems and of rotten apples in the business barrel, but in Your World, I attempt to go past the potholes. I go behind profit-and-loss ledgers to the individuals who make things happen.

In so doing, I have found many inspiring models who dispel the notion that what’s good for business can’t be good for me; men and women who are catalysts for wondrous endeavors, who know not only how to play by the rules but embrace ethical conduct. Genuinely successful business executives know there can be no dissonance between society’s values and corporate operations.

In my book, More Than Money, I define those who have gained fame and fortune not so much by their achievements as by how they got there—the enormous odds they overcame, the dignity and courage they displayed in the process, the way they treated people ethically and fairly along the way.

These heroes learned to train their eyes on the possibilities, not the odds. They made bumps in the road to success fodder for motivation—a motivation, incidentally, that is not solely centered on profits and power but also on making a difference in the lives of others.

A born philanthropist and self-made multibillionaire, Jon Huntsman is a textbook example of what I am talking about. Notably, he turned personal cancer setbacks—holding his mother at her death, watching his father waste away, being informed one year to the day that doctors told him he had prostate cancer that he now had an unrelated cancer—into a beacon of hope for others who find themselves with this dreaded affliction.

With nearly a quarter of a billion dollars of personal funds as seed money, and the promise of more where that came from, Jon launched a cancer research institute a decade ago and followed up with an accompanying research hospital seven years later. Together, they are the centerpiece of his search for controlling, if not curing, cancer.

The Huntsman Cancer Institute and Hospital is a scientifically and architecturally stunning complex. The research into identifying inherited cancer genes and controlling the disease with early intervention is breathtaking. The hospital has the patient’s comfort and dignity foremost in mind. It reminds you of a four-star hotel rather than a place where sick people are housed. And it is about to double in size.

Given my own experience with cancer, I am in awe of Jon’s indefatigable crusade to conquer this insidious disease. He shakes down pharmaceutical companies, federal agencies, and wealthy colleagues; makes political donations to Republicans and Democratic members of Congress who vote for cancer-fighting appropriations; and personally visits patients undergoing chemotherapy. When the chemical industry took a nosedive in 2001, he took out a multimillion-dollar personal loan to cover his philanthropic pledges until the bottom line rebounded three years later. He took his family-owned petrochemical empire public in early 2005, in part, to raise additional hundreds of millions for his cancer institute.

(Incidentally, Jon is routing his royalties from this book to the Institute, and I know he would most gratefully accept additional donations. The address, should you be so inclined, is: Huntsman Cancer Institute, 2000 Circle of Hope, Salt Lake City, UT 84112.)

In Jon Huntsman’s world, giving is a sacred duty. He doesn’t think much of billionaires who wait until they are dead to give away their money. I sometimes think Jon would be happiest if he could coincide his final breath with giving away his last dollar to someone in need, thus allowing him to leave this world the way he entered it.

But the thrust of More Than Money went well beyond identifying philanthropic stars. My heroes are those who squarely faced life’s hurdles, overcame them, and did so with class, high principle, and a sense of decency.

Thanks to Winners Never Cheat, we have been reintroduced to our values roadmap. It gives each of us simple directions on how to become a hero.


Perspective
From Wayne Reaud

TRIAL ATTORNEY

I’m a trial lawyer, and this book could put me out of business. Nobody would be happier about it than me.

Over the past 30 years, I have taken some of America’s biggest corporations to court, calling them to task for behavior that threatened people’s health and livelihoods. From asbestos makers to tobacco purveyors to computer manufacturers, I have fought to make big companies more accountable in their business dealings.

Ordinarily, you would not expect a trial lawyer to be particularly close with the CEO of a big corporation. So when people hear that Jon Huntsman and I are good friends, and have been for 15 years, they tend to scratch their heads. In the ecology of the business world, aren’t we natural enemies? Don’t our respective jobs put us at odds with each other? The answer to both questions is no. And the reason is simple: Jon Huntsman is not your average CEO.

Jon is a true rarity in the corporate world: a hugely successful entrepreneur whose conscience is as sharp as his business sense, whose word is known as an unbreakable bond. From his very first job, picking potatoes in rural Idaho at age eight, to his current position of running one of the world’s largest chemical companies, he has always put ethical concerns on equal, if not greater, footing than his business concerns.

I could give you a laundry list of things Jon has done—donating record-setting amounts to cancer treatment and research, tithing to his church, giving millions to colleges and universities—but that still wouldn’t give you a clear idea of why he’s so unusual. His ethics go far deeper than simply making donations and glad-handing for good causes. They are at the core of his being. They are, for him, a way of life.

In Plato’s seminal work, The Republic, he gives us the notion of the ideal leader: the “philosopherking.” This is the man who possesses the perfect marriage of a philosophic mind and an ability to lead. As Plato wrote: “I need no longer hesitate to say that we must make our guardians philosophers. The necessary combination of qualities is extremely rare. Our test must be thorough, for the soul must be trained up by the pursuit of all kinds of knowledge to the capacity for the pursuit of the highest—higher than justice and wisdom—the idea of the good.”

Jon Huntsman has pursued “the idea of the good” all his life and, as his corporate track record underscores, he’s more than able to lead. But the true test of ethics comes not when a person gives with nothing to lose. It comes when he gives with everything to lose. That’s why Jon Huntsman is the right man to do this book. And there’s no question that he’s doing it at just the right time. In this age of Enron, Tyco, insider-trading scandals, and rampant corporate malfeasance, we need Jon Huntsman’s voice and leadership more than ever.

I hope Jon’s book will remind us all that, like him, you can do well and do good at the same time. As a trial lawyer, I want every businessperson in America to read this book and take to heart Jon’s example. Maybe then my fellow trial lawyers and I would have nothing left to do.

There’s nothing I’d like better.
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More Praise for Moral Intelligence 2.0

“Lennick and Kiel demonstrate the critical importance of values-based leadership in building companies that last during difficult times.

—Charles W. Sorenson, M.D., President and CEO,
Intermountain Healthcare

“Lennick and Kiel reveal the moral leadership practices of successful organizations. It’s fascinating to learn how moral intelligence drives business success at companies like Cardinal Health, American Express, and Hormel.”

—Andrew Doman, President and CEO, Russell Investment Group

“Moral Intelligence 2.0 has given me insights that will help us with the continued evolution of our business and will enhance our long-term survival and prosperity.”

—Joe Dedin, Executive Director, Eagle Bluff
Environmental Learning Center

“Rarely do books come out that become required reading for members of all Boards. Moral Intelligence 2.0 gives a masterly analysis of how to do the right thing in corporate life.”

—Peter Hogarth, Former Director London Stock Exchange
and Senior Partner, LVA Partners

“I’ve discovered from this book that it is moral intelligence which I have found so critical to my years of leading others. This has surely been the formula for the success of my business.”

—Dale Larson, Owner, Larson Doors, Inc.

“Lennick and Kiel have brought focus to a subject has been undervalued for years. I found that if my senior team held firmly to these principles, we would safely navigate the most challenging of times. I strongly recommend this book for every CEO and leader in the business world.”

—Richard Harrington, Retired CEO, Thomson Reuters

“The value of emotional intelligence in leadership has been well documented, but in this book, Lennick and Kiel solidify the absolute correlation between moral intelligence and business performance. This should be required reading for leaders at all levels.”

—Bill Shaner, President and CEO, Save-A-Lot Food Stores

“The authors show that rather than slowing down a business, moral intelligence is essential to success—even in the most difficult of times and when the competition is fiercest.”

—Gary Bhojwani, President and CEO, Allianz Life Insurance
Company of North America

“Lennick and Kiel provide a clear and compelling path for readers to understand the importance of strong moral values to their business and the way forward toward execution.”

—Michael E. LaRocco, President and CEO, Fireman’s Fund Insurance

“This important book challenges every leader, every citizen, to lead lives with purpose, intention, and a true north.”

—Roger Fransecky, Ph.D., Founder and Senior Partner, LVA Partners

“Lennick and Kiel confront leadership’s comfort levels with gritty questions such as whether alleged values are aligned with actual behavior. Moral Intelligence 2.0 is a no nonsense book to be valued by those willing to invest effort to achieve integrity and success.”

—Michael Sabbeth, Esq., Author of The Good, The Bad, & The Difference:
How To Talk With Children About Values

“During these times of public mistrust and cynicism of government, corporate America, and mass media, this book is needed now more than ever. The companies highlighted by the authors are thriving examples that success and profit can be achieved without sacrificing integrity. Our business is our employees.”

—Yvonne K. Franzese, Chief Human Resources Officer, Allianz of America
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Foreword

I find the wisdom of poets useful in my life and work. With a few words, the right poem at the right time can speak with a clear voice and help us see things new in the world.

This poem by William Stafford provides us with a helpful place to return if we feel confused about a moral choice or challenge in the world.

“The Way It Is”

There’s a thread you follow. It goes among
things that change. But it doesn’t change.
People wonder about what you are pursuing.
You have to explain about the thread.
But it is hard for others to see.
While you hold it you can’t get lost.
Tragedies happen; people get hurt
or die; and you suffer and get old.
Nothing you do can stop time’s unfolding.
You don’t ever let go of the thread.

—William Stafford

Credit: William Stafford, “The Way It Is,” from The Way It Is: New and Selected Poems. Copyright (cr) 1998 by the Estate of William Stafford. Reprinted with the permission of Graywolf Press, Minneapolis, Minnesota, www.graywolfpress.org.

Moral Intelligence 2.0 provides us with the helpful guidance to choose and to follow the “thread” of our own moral compass.

Each day we face a series of “moral moments”—personal choice points. These are moments that require some decisions to serve others or to be self-absorbed. We are likely, at times, to find ourselves in moral dilemmas. Each choice we make can feel as if we are either holding on to or letting go of our thread.

We find the purpose path through our own life by following our own moral compass, holding on to our thread. How do we do such a thing? How do we follow some invisible thread that runs through our life? How can we even know it exists?

One of the most helpful answers I can give is to simply read this book. It will help you look at the story of how your own life of moral intelligence has unfolded. It will help you see the thread that, perhaps invisible at the time, helped you choose whether to say yes or no, right or left.

The authors have set out to illuminate a very complex subject—that of the moral compass in us all. And I found their insights revealing. Chapter 2 “Born to Be Moral” is worth the price of the book. I found myself again and again reflecting on the story, “A visit to the nursery.” The notion of our inborn capacity of empathy struck a deep chord within me.

If we can trust that we are born “hardwired” to be moral, if we can trust that our hearts know how to recognize our thread, then this book will provide a blueprint, a manual of specifics to follow it.

What practices, what knowledge or resource do we turn to in order to find our way? First, as the authors show us, we begin by choosing to uncover and express our purpose. Next, we clearly define the distinction between “how” we make choices, and “why” we make them. How often have we allowed the how of our choices to overshadow why we made them?

Holding on to the thread, listening to your moral compass, may seem insignificant, but it is no small thing. It dramatically shifts the way we see, the way we choose, and the way we lead and live. It determines whether we lead a life of anxiety and stress or a spacious life of purpose and meaning. You don’t ever let go of the thread.

Bottom-line thinking might now prevail, but the moral compass journey has deep roots. It also has deep resonance. One might say, in fact, that it’s not so much an idea whose time has come, as an idea that has always been with us—it’s just that we need to be reminded. I’m pleased that so many people’s lives have already been changed for the better through this reminder and I hope that the 2.0 edition will add to the number of those who are on the purpose path.

—Richard Leider

Bestselling author of The Power of Purpose and Repacking Your Bags


Foreword to Previous Edition

Building a Better Culture

There are few issues with more significant impact on life in and out of organizations today than that of moral action. Crusades and jihads are moral righteousness taken to harmful and even evil extents—hurting others and demanding homogeneity of beliefs. The moral righteousness involved in trying to fix, save, or punish others has led to some of the most horrible episodes in human existence. Beyond the tragic loss of life, there is the subjugation of the human spirit. There is the loss of dreams and possibilities—the loss of spirit. Ironically, this travesty of moral imperialism comes at the same time as people worldwide are voicing the need for more spirituality and religion.

Most of us know right from wrong. In hundreds of studies of the characteristics that differentiate outstanding from average leaders from their less effective counterparts (both average and poor performers), integrity has never appeared to distinguish high performers. Is this evidence of a morally bankrupt system? No. It is that the moments of “out-tegrity” are so egregious and shocking that we become preoccupied with them. In the process, we miss the many tests of our morality and humanity that we face each day. For example, deciding how to promote a product or service is enacted in the context of one’s values and an organizational culture that encourages consistency with a set of shared beliefs and norms.

The essential challenge of moral intelligence is not knowing right from wrong, but doing versus knowing. There are people who are suffering from mental illness and a small percentage of the population that are psychopaths or sociopaths. All of these people may not “know” right from wrong. But most of us are not in that category. So why don’t we act appropriately more often? Most of us do—most of the time. Of the hundreds of decisions we make each day, most of us consider what is “right,” what will be better and help our community, organization, and fellow humans. But we don’t always agree on what is right.

Values and Operating Philosophy

This is where values and philosophy come into play. Our values are based on beliefs and determine our attitudes. A value typically includes an evaluation (i.e., good or bad designation) of an object or subject. Sets of values form proscriptions and prescriptions (i.e., statements of what not to do and what to do) that guide our daily life. Values also affect how we interpret and perceive things and events around us. But decades of research on values have shown little correlation to behavior.1

To understand people’s actions, we have to look behind specific values to uncover how an individual determines value. This can be called a person’s “operating philosophy.” Research into typical operating philosophies has resulted in a test that allows us to measure a person’s relative dominance among three different ways to determine the value of a act, a project, a decision, how to spend your time, and so forth.2 Our philosophy is the way we determine values.

For example, a consultant lists “family” as a dominant value, but still spends five days a week away from his wife and two children, traveling for his job. He says he’s enacting his value by providing enough money for his family’s needs. By contrast, a manufacturing manager who also lists “family” as his dominant value has turned down promotions so he can have dinner each night with his wife and children.

The difference between those two men might be in how aware they are of their true values, how aligned their actions are with those values, or in the way they interpret their values. Accordingly, they reveal deep differences in how each values people, organizations, and activities. Such differences may reflect disparate operating philosophies—the most common of which are pragmatic, intellectual, and humanistic.3 And although no one philosophy is “better” than another, each drives people’s actions, thoughts, and feelings in distinctive ways.

The central theme of a pragmatic philosophy is a belief that usefulness determines the worth of an idea, effort, person, or organization.4 People with this philosophy often measure things to assess their value, and believe that they’re largely responsible for the events of their lives. No surprise, then, that among the emotional intelligence competencies, pragmatics rank high in self-management. Unfortunately, their individualistic orientation often—but not always—pulls them into using an individual contribution approach to management.

The central theme of an intellectual philosophy5 is the desire to understand people, things, and the world by constructing an image of how they work, thereby providing them some emotional security in predicting the future. People with this philosophy rely on logic in making decisions, and assess the worth of something against an underlying “code” or set of guidelines that stress reason. People with this outlook rely heavily on cognitive competencies, sometimes to the exclusion of social competencies. You might hear someone with an intellectual philosophy say, for example: “If you have an elegant solution, others will believe it. No need to try to convince them about its merits.” They can use a visionary leadership style, if the vision describes a well-reasoned future.

The central theme of a humanistic philosophy is that close, personal relationships give meaning to life.6 People with this philosophy are committed to human values; family and close friends are seen as more important than other relationships. They assess the worth of an activity in terms of how it affects their close relations. Similarly, loyalty is valued over mastery of a job or skill. Where a pragmatist’s philosophy might lead her to “sacrifice the few for the many,” a humanistic leader would view each person’s life as important, naturally cultivating the social awareness and relationship management competencies. Accordingly, they gravitate toward styles that emphasize interaction with others.

Each one of us believes in these three value orientations (i.e., pragmatic value, intellectual value, and human value). But most of us will prioritize three value orientations differently at different stages in our lives.

The point is that we have to be more aware both of our values and how we value—our philosophy. We need to be sensitive to those who have different values and different philosophies if we are to live together and make the world a better place. And we need to be sensitive to such differences if we are to have adaptive, resilient, and innovative organizations. Diversity brings us innovation, but only if we are open to it and respect it.

In this book, Doug Lennick and Fred Kiel define moral intelligence as, “the mental capacity to determine how universal human principles should be applied to our values, goals, and actions.” They argue we are “hard wired” to be moral but often stray from the path. Within each of us are the values and basis for our moral compass. Each of us should pay attention to our moral compass often—more often than we do. Lennick and Kiel’s exploration of this topic could not have come at a more important time.

Cultural Relativism and Moral Horizons of Significance

We are exposed to the vast differences in the world on the Internet, television, movies, and newspapers. We see it in our organizations and schools. We see it walking down the street of most cities of the world. Is every culture and subgroup within it assured that its values and philosophy are “OK” with the rest of us? Maybe not.

In his 1991 book, The Ethics of Authenticity, McGill University Professor and prominent philosopher, Charles Taylor, claimed that cultural relativism and postmodernism both violated basic ethical standards.7 He claimed that cultural relativism (“everyone has their own morality based on their situation and culture”) taken to its ultimate conclusion becomes moral anarchy. It breeds a form of egocentrism and selfishness. It suggests everyone is in their own world. Similar to the argument in Moral Intelligence, Taylor suggests that there are, among humans and society, “moral horizons of significance.” These are the universals that Lennick and Kiel propose are so crucial to organizational success. We know it is wrong to kill another human. But we can be brought to that point by contingencies. Is it acceptable to kill someone to defend your family? To get food for yourself? To take their shirt or sneakers because you like them and cannot afford to buy them? Because they annoy you? Because they have insulted your faith? Taylor’s concept is central to the application of the ideas in this book. How do we determine what exceptions to moral universals are justified and which show a lack of moral intelligence?

But this brings us back to whose values and philosophy are right or more right than the others? Without a high degree of moral intelligence, Lennick and Kiel illustrate in their book with marvelous and moving stories, we fall back into fighting to defend our own views as best—and imposing them on others.

In deconstructing the components of moral intelligence, Lennick and Kiel show us how four clusters of skills integrate to form this capability: integrity, responsibility, compassion and forgiveness, and emotions. They offer many ideas as to how we can use our moral intelligence to evoke moral intelligence in others. Their combined effect will be more effective organizations. Why? First, we will be proud of where we work and for what it stands. Therefore, we will feel more committed to the organization, its culture, and vision. Third, we will access and utilize more of our own talent (and that of others around us) because we are free from guilt and shame. And fourth, it is the right thing to do!

Believing and Belonging

There is another crucial business impact from values, philosophy, and collective moral intelligence—they form the basis of our organizational vision, purpose, and culture. We want to believe in what we are doing. We want to feel that we are contributing and our work has some meaning. But looming labor pool demographics and skill shortages suggest that, as McKinsey and Company said, we are in a “war for talent.”8 This will become a battle for the hearts and minds (and even the spirit) of people your organization wishes to attract, keep, and motivate. Over the course of the next decades, an organization’s vision, sense of purpose, and culture will become even more significant recruitment differentiators to discerning job applicants.

Moral Intelligence

In the following pages, you will be provoked into reflecting on your own beliefs and style of using them. You will be inspired by reading about effective executives with high moral intelligence. You will be ashamed and embarrassed reading about ineffective executives who do not seem to be able to spell moral intelligence, nonetheless, live it. The apparent simplicity of their argument and smoothness of their writing style should not be misunderstood. This material is deep and significant. The impact of moral intelligence is much more than the long-term success of your organization. It is the preservation of our civilization and species.

—Richard E. Boyatzis
Coauthor of Primal Leadership
January 31, 2005
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Introduction

In 2005 we were fortunate to publish the first edition of Moral Intelligence. In the book, we argued that sustainable business performance was only possible when leaders and their organizations acted in concert with certain core universal principles, including integrity, responsibility, compassion, and forgiveness. We described the skills that were needed for leaders to behave in ways that were both moral and at the same time financially smart for their businesses. We demonstrated through the lives of some of the United States’ most highly regarded leaders the essential relationship between moral competence and business success.

Still reeling from the corporate accounting scandals of the early 2000s, such as Enron and WorldCom, we hoped that Moral Intelligence would serve as a call to action for leaders to “do the right thing” for their stakeholders and themselves. Since the initial publication of Moral Intelligence six years ago, countless leaders have heeded that call to action. Sadly, other leaders continue to bury their moral compasses, choosing greed over integrity. In some cases, the choice to ignore moral principles and values has proved nearly catastrophic: By the fall of 2008, the global economy was about to implode. Much of the blame—though certainly not all—goes to financial services industry leaders who prioritized short-term financial gain for themselves and their firms over everything else, including their responsibility to customers, employees, and the survival of nations.

Mark Sheffert, Chairman and CEO of Manchester Companies, headquartered in Minneapolis, Minnesota, offers this perspective regarding the moral issues that underlie the financial crisis and global recession:

I truly believe in my heart of hearts that the underpinning in the financial crisis was greed, power, and corruption with people grabbing for their unfair share of the economic pie. Financial institutions, Wall Street, Main Street, investors, rating agencies, people selling, people buying. Whether it was Ponzi schemes or backdating stock options or something else, it didn’t matter. It was all justified somehow by the notion that ‘I deserve it’. The country has lost its moral compass. The Johnson Institute did a study recently that revealed 56% of MBA students and 43% of law students admit they cheat, and 93% of them say cheating is justified, and more than 90% said they have no moral dilemma about doing so. Remember, these young cheaters and liars are our business leaders, politicians, and professionals of the future. Greed and lack of ethics have permeated every aspect of our society and it’s a systemic issue. This greed and lack of ethics has resulted in an upside-down economy with massive unemployment, and it’s not going to get better soon for a lot of reasons. Many companies went out of business and aren’t even here to employ someone. Starting businesses in this environment is nearly impossible. Big companies are doing more with less. Six percent of the nation’s GDP is related to the cost of dealing with fraudulent behavior. If your company generates $100 million in revenue, then your company is spending $6 million per year dealing with fraud and the lack of ethics.

Kim Sharan, chief marketing officer and President Financial Planning and Wealth Strategies for Ameriprise Financial, underscores Mark Sheffert’s analysis of the financial costs of ignoring moral principles:

Mistrust in the marketplace is very high. How do you reinforce to the consumer[s] that you’re focused on doing what’s right for them when every day there is a new scandal or fraud in the news? What has happened over the past three to five years is it has gotten harder to rise above the noise. I’m sure what happened to Enron at the turn of the century was felt by every energy company. What happened with Lehman and Bernie Madoff has created a halo effect that is felt by every company and everyone in the financial services industry. Because of the proliferation of social media, the viral nature of the situation has resulted in a high degree of mistrust of the entire [financial services] industry.

For us at Ameriprise, we have to figure out how to show our clients that we have acted with integrity and excellence in all we do, doing the right thing for the consumer at every turn—all of that is critical. At the heart of building a brand is taking charge of delivering a great experience for the consumer. Every advisor and every employee has to deliver on certain principles every time. Those principles are actively caring about the client, behaving with integrity, standing up for what is right, and accepting responsibility for serving them. When it comes to moral intelligence, all of us have to be very real. It’s always been critical for sustainable success, but it’s more obvious now than at any other time.

With this edition of the book, Moral Intelligence 2.0, we intend to underscore the message that moral competence is critical not only to the success of individual leaders and business, but [also] to the survival of the global economy. For today’s leaders, it is even more clear that moral competence is not a “nice to have;” it is a “must have.”

The integrity crises of the first decade of the 21st century have been devastating. But they have not yet convinced enough leaders of the importance of morally intelligent leadership. How many wake-up calls do leaders need to get the message that their ultimate success depends on moral leadership? Will leaders get another chance to do the right thing? Given the precarious nature of today’s global economy, we fear that this wake-up call to choose integrity over greed might very well be our last.

In a spring 2009 conversation with author Doug Lennick, American Express CEO Ken Chenault observed, “Business has focused too much on capitalism and profit versus capitalism and societal good.” If the CEO of an iconic institution such as American Express thinks business should be paying a lot more attention to moral values, how can any leader afford to ignore the call to put moral values at the center of what they do? Leaders must hold themselves to a high standard, a morally intelligent standard.

Moral intelligence is not an issue only for American business leaders. It is a universal leadership imperative. For example, leaders at Deutsche Post, a global mail and logistics services provider, continually reinforce the importance of its corporate values: to deliver excellent quality, to make our customers successful, to foster openness, to follow clear priorities, to be entrepreneurial, to act with integrity, and to accept social responsibility. Deutsche Post has weathered tough times, including a large layoff in its U.S. based workforce in November 2008 as the world began to experience the impact of the financial crisis and a global recession. After suffering revenue losses in 2009, Deutsche Post rebounded in 2010 with 13.9% consolidated revenue growth by the end of the third quarter. It is no coincidence that Deutsche Post’s commitment to its values and moral principles has contributed to its ongoing financial success.

Back in the mid-1990s, well before the early 2000 corporate accounting scandals, well before the dot.com bubble burst, and before we could have even imagined the global financial crisis that exploded in 2008, we had a conversation both authors vividly recall. Doug was then executive vice president, Advice and Retail Distribution for American Express Financial Advisors. Doug was well known for developing a high-performing sales force of approximately 10,000 financial advisors and was an early champion of emotional intelligence skills training at American Express. Fred, a pioneer in the field of executive coaching, was a psychologist and co-founder of a leading executive development company and then as now, actively engaged in helping senior executives improve their personal performance as leaders.

As we talked, we realized that we had some common ideas about the ingredients of high performance that we were both struggling to conceptualize. We agreed on the importance of emotional intelligence—the constellation of self-awareness, self-management, social awareness, and relationship management skills that are now commonly regarded as critical to success in the workplace. We discovered, though, that neither of us thought emotional intelligence was sufficient to assure consistent, long-term performance.

In the course of nearly 30 years, we had collectively worked as business executives, entrepreneurs, and leadership consultants to chief executives and senior leaders of Fortune 500 companies, large privately held companies, and start-ups. We had each coached hundreds of leaders. The most successful of them all seemed to have something in common that went beyond insight, discipline, or interpersonal skill. We also spoke about noted public figures with masterful emotional intelligence skills who would sway like reeds in the wind when faced with morally loaded decisions. We hypothesized that there was something more basic than emotional intelligence skills—a kind of moral compass—that seemed to us to be at the heart of long-lasting business success. Our ideas became the focus of the first edition of Moral Intelligence. In retrospect, we may have been ahead of our time: Given the financial crises of the late 2000s, our initial insights about the central importance of moral intelligence to business success seem more relevant than ever.

We offer this book as a roadmap for leaders to find and follow their moral compasses. In the pages ahead, you will hear from leaders who are committed to morally intelligent behavior. Although we believe that doing the right thing is right for its own sake, recent history has demonstrated that leaders who follow their moral compasses can find that it is the right thing for their organizations as well. In this book, we hope you find the tools to become the best leader you can be. You—and your organization—deserve nothing less.

Leaders Interviewed

We are deeply indebted to the large group of leaders who contributed to our thinking and research. Our interview subjects were especially generous with their time and candid in their self-assessments.
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Thought Partners

We greatly appreciate our many colleagues and mentors whose input has helped sharpen our thinking about the moral dimensions of leadership. They include the following:
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Part I. Moral Intelligence


1. Good Business

Jim Thomsen, senior vice president of Member Services for Thrivent Financial, a membership-based financial services company, recalls the financial meltdown in September 2008 all too well: “I was really mad at our industry,” Jim said, “but initially I wasn’t worried about our company.” Thrivent’s solid standing compared to its competitors at the end of 2008 was well earned. In the several years leading up to the economic crisis, when “everything was hot,” some members of Thrivent’s field sales force had put a lot of pressure on company management and the Thrivent Bank to be more aggressive and to do some of the things other firms were doing. But Thrivent management resisted.

When it came to home lending, for example, we stayed with the fundamentals that have worked over time. We actually required things like 20% down payments for homes, and we used independent appraisers to determine property values. We had no subprime mortgages in our portfolio. It was hard to maintain that position when so many other companies were being aggressive and making lots of money doing so, but it was the right thing to do, and we did the right thing.

Jim thought that Thrivent had dodged a bullet thanks to its more conservative investment practices. But not completely. As Jim describes it

It was near the end of 2008. I had just been through a week where our executive team had been meeting, and we had just gotten a lot of good news. We had very little exposure to Lehman. We were well capitalized. We had no reliance on short-term debt. We were in a really strong position and prepared to weather a very difficult storm. I was feeling pretty good.

Later that evening, Jim attended a charity event at the famous Depot in downtown Minneapolis.

I was walking around the silent auction with a neighbor of mine, and he introduced me to an acquaintance of his who was an executive with another company. He asked me what I did for a living. I told him I was in the financial services industry, and he said, ‘That used to be an honorable profession!’ When he said that it was like a slap in the face. That comment to me was really an eye opener. I had been thinking we were immune because we had done the right thing, but I realized then we were going to be judged guilty by association. And I thought ‘If I’m feeling this way, [then] the men and women meeting with our clients every day must really be feeling it.’

Jim realized in that moment that Thrivent would have to work hard to differentiate itself from its industry peers:

My personal reputation and the reputation of the firm [were] taken into the cesspool along with our industry. This was very hard on our employees and our representatives, and I realized I personally needed to take responsibility and serve their needs for information and understanding. I had to support our representatives and give them the confidence to be proactive and make contact with their clients and our members. Other executives and I made sure our representatives understood why our clients could and should have confidence in the company and their representative. A lot of advisors in the industry went into hiding, but we went on the offensive and increased our communication and contact with clients.

To a large degree, the strategy Jim and his fellow Thrivent executives adopted in the wake of the financial crisis has been successful. “We’ve actually had three of our best years ever,” says Jim, “because we had the courage not to follow the lemmings. We really do make decisions with the best long-term interests of our clients in mind.”

Jim’s biggest fear today? “I worry that the world has short-term memories. Some of the leaders who took the industry down are gone, but I’m seeing some of the same behavior again that hurt the industry.”

Moral Stupidity Act 1

Jim Thomsen’s fear is well taken. In the last ten years, the corporate landscape has been through two waves of major financial misdeeds. The first part of the decade was marked by corporate accounting scandals that all had their roots in moral weakness on the part of corporate executives:

Former energy company Enron became the poster child for corporate corruption in 2001 when it was revealed that its financial status was fabricated through deliberate and extensive accounting fraud. In May 2006, former CEOs Ken Lay and Jeffrey Skilling were convicted of criminal fraud and conspiracy. In a dramatic twist, Ken Lay died—before he could be sentenced—in July 2006 of “natural causes” related to cardiovascular disease. In October 2006, Skilling was sentenced to 24 years and four months in prison. Ex-Enron CFO Andrew Fastow had pleaded guilty to fraud in 2004 in exchange for a ten-year prison sentence. In November 2006, Enron executives Andrew Fastow and his former chief aide Michael Kopper, received sharply reduced sentences because of their cooperation with prosecutors to help convict Ken Lay and Jeffrey Skilling. Between 2004 and the end of 2009, Enron Creditors Recovery Corporation paid out about $21.6 billion to Enron’s creditors and litigation related to Enron’s collapse continues.

In July 2004, cable company Adelphia founder and former CEO, John Rigas, and his son Timothy were found guilty of conspiracy, securities fraud, and bank fraud. Charges against them included concealing $2.3 billion in loans and embezzling, bankrupting what was then the nation’s fifth-largest cable company.

In 2004, the Securities and Exchange Commission charged Lucent Technologies (later acquired by French telecommunications equipment-maker Alcatel) with fraudulently recognizing more than $1 billion in revenues and $470 million in pretax income during fiscal 2000. It also charged individual executives for their alleged roles in the case. Lucent settled the SEC Enforcement Action in May 2004, paying a $25 million penalty. Ten executives who were charged in the matter reached individual settlements involving sizable penalties over the course of the ensuing two years.

In 2005, HealthSouth former CEO Richard Scrushy was acquitted in a $2.5 billion fraud scheme to overstate earnings and inflate stock prices during a period between 1996 and 2002. The acquittal was surprising to many because there had been extensive testimony that he was knowledgeable about the fraud, and because 15 former executives had already pleaded guilty and a 16th had been convicted by jurors. But Scrushy’s legal woes were not over. In August 2006, the Alabama Supreme Court ruled that Scrushy must repay $48.8 million in bonuses he received during the period of the fraud—at a time when the company was sustaining massive operating losses.

In 2006, antivirus and security software provider McAfee fired President Kevin Weiss, and its CEO and Chairman George Samenuk retired after a stock options investigation found accounting problems required financial restatements.

David C. Wittig, the former CEO of Kansas utility company Westar Energy, Inc., was sentenced in April 2006 to 18 years in prison for conspiracy, wire fraud, money laundering, and circumventing internal controls. Wittig served 13 months in prison before he was released on bond in January 2007, following a Federal appeals court reversal of several convictions.

Moral intelligence could have kept each of these companies, and their leaders, out of the courts. Instead companies, employees, and shareholders all suffered. Despite the damage caused by this raft of corporate corruption, despite the photos of executives being carried off in handcuffs, it seems that corporate America still hasn’t learned the lessons of moral intelligence. Such corporate scandals represent just the tip of the iceberg for bad business behavior.

Financial Services Take the Stage

Nowhere has the absence of moral competence been more glaring than in the financial services industry. Looking at financial services with a moral lens, a financial services firm is supposed to exist to serve the financial needs of its clients, thereby generating profits for itself. But during the last decade, many financial services firms turned that mission on its head. It certainly appears they prioritized their own financial gain, often at the expense of the clients whose financial objectives they had a responsibility to serve. In looking back over the last few years, Ken Krei, president of the Wealth Management Group of M&I Bank observes:

There’s been a great deal of momentum for the industry to sell the product that is easiest to sell, bonds, now and option rate securities earlier. Companies try to drive revenue with this momentum, but it hurts the seller eventually because eventually what’s easiest to sell is not necessarily what’s best for the buyer.

Dale Larson, CEO and president of Larson Manufacturing Company, the largest U.S maker of storm doors, echoes Krei’s sense about Wall Street’s priorities:

I’m kind of cynical about Wall Street. They think the more complicated they make the product, the easier it is to sell and everyone will think they’re smarter than anybody else. I think the derivative investments were way over the top. I think a lot of people knew what they were selling and didn’t care. In the 1950s, only 6% of profits were made by financial institutions. Now it’s about 35%, so a lot of people are making money by passing paper around.

By fall of 2008, a growing number of industry observers were convinced that greedy executives in the financial services industry were not just cheating individual clients—they were likely major perpetrators of a massive economic crisis that threatened to take down the entire global economy. In contrast to the fate of the previous generation of corporate lawbreakers, most architects of the worst financial downturn since the Great Depression of the 1920s and 1930s have so far escaped prosecution or any major sanctions.

Former mortgage lender Countrywide CEO Angelo Mozilo has been widely reported in the media as a prime suspect in the economic crisis that began to brew by 2007. On June 4, 2009, the SEC filed charges against Mozilo and two other Countrywide executives. According to an October 15, 2010 Securities and Exchange (SEC) press release:

...they[Countrywide executives] failed to disclose to investors the significant credit risk that Countrywide was taking on as a result of its efforts to build and maintain market share. Investors were misled by representations assuring them that Countrywide was primarily a prime quality mortgage lender that had avoided the excesses of its competitors. In reality, Countrywide was writing increasingly risky loans and its senior executives knew that defaults and delinquencies in its servicing portfolio as well as the loans it packaged and sold as mortgage-backed securities would rise as a result.

The SEC’s complaint further alleged that Mozilo engaged in insider trading in the securities of Countrywide by establishing four 10b5-1 sales plans in October, November, and December 2006, while he was aware of material, nonpublic information concerning Countrywide’s increasing credit risk and the risk regarding the poor expected performance of Countrywide-originated loans.1

In September 2010, Daily Finance reported the following:

During the 2008 mortgage meltdown, Mozilo’s remarkable copper-colored visage became synonymous with executive excess. In addition to his impressive yearly salary and company-funded memberships at three country clubs, Mozilo also received millions of dollars in Countrywide stock, more than $406 million of which he liquidated to increase his bottom line. Over $140 million worth of these shares went on the block in 2006 and 2007.

While Mozilo was getting rid of his Countrywide shares, the company was also loosening its mortgage guidelines, getting deeper and deeper into the risky subprime mortgages that later proved its downfall. These relaxed standards proved very helpful to Mozilo’s friends—including Ed McMahon, Senator Christopher Dodd, and dozens of Fannie Mae employees—who received sweetheart mortgage deals from Countrywide. They were less helpful to stockholders, who were left holding the bag when Countrywide failed.2

In October 2010, Mozilo avoided trial on charges of fraud and insider trading by striking a deal to pay the SEC $67.5 million, the largest sum ever paid by a public firm senior executive in an SEC case. Those funds will be used to help repay harmed investors.

Prior to its collapse and sale to JPMorganChase in 2008, former financial giant Bear Stearns had been recognized multiple times as the “Most Admired” securities firm in Fortune magazine’s “America’s Most Admired Companies” survey, and second overall in the security firm section. The annual survey is a prestigious ranking based on employee talent, quality of risk management, and business innovation. Fortune magazine reported that in July 2007, while two Bear Stearns hedge funds holding toxic mortgage-backed securities were nearing collapse, CEO James “Jimmy” Cayne was playing bridge in Nashville. In March 2008, while the company was on the verge of bankruptcy, Cayne was again playing bridge—this time in Detroit. Two weeks later, right after JPMorgan raised its bid for the company, Cayne sold all his equity in the company, earning $60 million. Bear Stearns clients were not so lucky. Cayne later admitted some responsibility for the downfall of the once stellar firm. “I didn’t stop it. I didn’t rein in the leverage,” he told Fortune magazine.3

According to Peter Chapman, author of a 2010 history of Lehman Brothers, “Lehman Brothers died when over 150 years later a once proud institution was caught peddling junk to the world.”4 Lehman’s former CEO Dick Fuld, who presided over the death of one of Wall Street’s most esteemed firms, has infuriated former clients and the general public alike. Fuld is especially reviled for refusing to apologize for his responsibility for the Lehman bankruptcy (the largest in U.S. history with $613 billion in outstanding debt), As one commentator pointed out “Even Bernie Madoff said he was sorry.”5

Ken Lewis, former CEO of Bank of America, who helped orchestrate the acquisition of Merrill Lynch, was reported by numerous media outlets to have concealed information about huge bonuses that subsequently went to Merrill employees—bonuses funded by federal TARP funds. In February 2010, following an investigation by the SEC and New York Attorney General Andrew Cuomo, Cuomo sued Bank of America for defrauding investors and the government when buying Merrill Lynch & Co when it failed to disclose the Merrill bonus agreement. The bank agreed to pay a $150 million fine to settle a related lawsuit by U.S. regulators.6

Goldman Sachs initially seemed like the shining exception to the epidemic of greed that had unraveled other investment firms such as Lehman, Bear Stearns, and Merrill Lynch. But it may turn out Goldman Sachs is not immune to the moral lapses that have infected so many other firms. While the rest of the financial services industry might have felt reassured by Goldman Sachs’ capability to pay out big bonuses in the midst of epic Wall Street failures, United States government officials were puzzled about its success. On April 16, 2010, the Securities and Exchange Commission charged Goldman Sachs with fraud in structuring and marketing collateralized debt obligations (CDOs) tied to subprime mortgages. According to the SEC announcement:

The SEC alleges that Goldman Sachs structured and marketed a synthetic collateralized debt obligation (CDO) that hinged on the performance of subprime residential mortgage-backed securities (RMBS). Goldman Sachs failed to disclose to investors vital information about the CDO, in particular the role that a major hedge fund played in the portfolio selection process and the fact that the hedge fund had taken a short position against the CDO.

“The product was new and complex but the deception and conflicts are old and simple,” said Robert Khuzami, director of the Division of Enforcement. “Goldman wrongly permitted a client that was betting against the mortgage market to heavily influence which mortgage securities to include in an investment portfolio, while telling other investors that the securities were selected by an independent, objective third party.”

Kenneth Lench, chief of the SEC’s Structured and New Products Unit, added, “The SEC continues to investigate the practices of investment banks and others involved in the securitization of complex financial products tied to the U.S. housing market as it was beginning to show signs of distress.”

The SEC alleges that one of the world’s largest hedge funds, Paulson & Co., paid Goldman Sachs to structure a transaction in which Paulson & Co. could take short positions against mortgage securities chosen by Paulson & Co. based on a belief that the securities would experience credit events.

According to the SEC’s complaint, filed in U.S. District Court for the Southern District of New York, the marketing materials for the CDO known as ABACUS 2007-AC1 (ABACUS) all represented that the RMBS portfolio underlying the CDO was selected by ACA Management LLC (ACA), a third party with expertise in analyzing credit risk in RMBS. The SEC alleges that undisclosed in the marketing materials and unbeknownst to investors, the Paulson & Co. hedge fund, which was poised to benefit if the RMBS defaulted, played a significant role in selecting which RMBS should make up the portfolio.

The SEC’s complaint alleges that after participating in the portfolio selection, Paulson & Co. effectively shorted the RMBS portfolio it helped select by entering into credit default swaps (CDS) with Goldman Sachs to buy protection on specific layers of the ABACUS capital structure. Given that financial short interest, Paulson & Co. had an economic incentive to select RMBS that it expected to experience credit events in the near future. Goldman Sachs did not disclose Paulson & Co.’s short position or its role in the collateral selection process in the term sheet, flip book, offering memorandum, or other marketing materials provided to investors.

The SEC alleges that Goldman Sachs Vice President Fabrice Tourre was principally responsible for ABACUS 2007-AC1. Tourre structured the transaction, prepared the marketing materials, and communicated directly with investors. Tourre allegedly knew of Paulson & Co.’s undisclosed short interest and role in the collateral selection process. In addition, he allegedly misled ACA into believing that Paulson & Co. invested approximately $200 million in the equity of ABACUS, indicating that Paulson & Co.’s interests in the collateral selection process were closely aligned with ACA’s interests. In reality, however, their interests were sharply conflicting.

According to the SEC’s complaint, the deal closed on April 26, 2007, and Paulson & Co. paid Goldman Sachs approximately $15 million for structuring and marketing ABACUS. By Oct. 24, 2007, 83% of the RMBS in the ABACUS portfolio had been downgraded and 17% were on negative watch. By Jan. 29, 2008, 99% of the portfolio had been downgraded. Investors in the liabilities of ABACUS are alleged to have lost more than $1 billion.7

In the wake of the SEC charges, on April 27, 2010, Goldman Sachs was called to testify before the Senate Permanent Subcommittee on Investigations because of concern that Goldman Sachs had been “setting up the firm’s own securities to fail and betting secretly against those securities, or helping clients do so.”8

Behavior such as that alleged against Goldman Sachs may not be illegal, but according to many industry leaders, it is certainly unethical. Christopher Whalen, managing director of financial research firm Institutional Risk Analytics, summed up the significance of the SEC charges against Goldman Sachs in this way: “Once upon a time, Wall Street firms protected clients. This litigation exposes the cynical, savage culture of Wall Street that allows a dealer to commit fraud on one customer to benefit another.”9

Although Dan May, president of AdvisorNet Financial, a leading U.S. distributor of financial products, believes, “It’s appalling to think that firms in the industry with 150-year reputations responded as they did with the pressure to make more money.” He also insists that individual financial advisors, not just big firms, bear some of the responsibility for unethical sales practices:

I do believe financial advisors have some culpability. There’s no way we can control the market but advisors could have better prepared people for the certainty of uncertainty. Advisors have to ask [critical] questions and must have the integrity to lose a client if it means doing the right thing. We have to expect more out of ourselves. We have to make sure this never happens again.

More Fallout

But it isn’t only Wall Street’s customer base, the investor, that has suffered from greed in the financial services industry. As of 2011 in New York State alone, the economic collapse will have caused the loss of almost 300,000 jobs in the financial sector, with most of them focused in the combined sales and related/office and administrative support occupational category. In other words, lower-paid employees in financial services firms have borne the brunt of the mistakes made by their highly compensated superiors.10

When it comes to causing a potentially catastrophic meltdown of the global economy, you could argue there is a lot of blame to go around: greedy Wall Street executives, corrupt politicians, and derelict regulators. If all these allegations prove to be true, it will be obvious that what they all have in common is a shortage of moral competence. And though the jury is still out on the legal responsibility of numerous financial industry leaders for exposing all of us to an economic catastrophe, one thing is undeniably clear: The global financial woes we are still experiencing could not have happened if more financial industry leaders had been paying attention to the moral consequences of their business decisions. And it’s also clear that the economic crisis in which we are still engaged is not the responsibility of a “few bad apples.” What has led us to the brink of economic disaster is more like an epidemic of moral incompetence by business leaders, regulators, politicians, and yes, even consumers. But it is our business leaders who bear special responsibility for managing their enterprises within a moral framework. What has gone wrong? It’s as though corporate leaders have turned the switch off on their moral intelligence. There’s been a major power failure, and only a return to moral principles by our nation’s corporate leaders can turn the lights back on. Only a renewed emphasis on the importance of moral intelligence will restore public confidence in big business in general, and in the financial services industry in particular.

What Does Moral Leadership Look Like?

Despite the crowd of morally compromised executives who have dominated the news of the last decade, there are many examples of morally intelligent leaders to inspire us. Thrivent’s Jim Thomsen, whom we met at the beginning of the chapter, illustrates the importance of doing the right thing in the face of pressure to “follow the lemmings.” Such moral courage doesn’t develop overnight. Most successful leaders are morally gifted, but few of them are moral geniuses. They all make mistakes from time to time and, earlier in their careers, they typically made moral mistakes more often. But because of their high moral intelligence, they were quick studies. They held themselves accountable for their moral lapses, learned from them, and moved on. Consider Jay Coughlan’s story. Today, Coughlan is chairman and CEO of XATA and until 2005, was CEO of Lawson Software, Minnesota’s largest software company. But no one would have predicted his rise to that top spot back in 1998 after he fell asleep while driving intoxicated, causing a devastating accident that left him seriously injured and his father dead. The accident was the beginning of a remarkable personal transformation marked by a reawakening of his religious faith, a stronger relationship with his family and involvement in the community, and an intensive commitment to Lawson. Coughlan pleaded guilty to vehicular homicide and was sentenced to one month in jail, five months of house arrest, and ten years of probation. But because of Coughlan’s honesty and the support of the community, the judge reduced his offense to a misdemeanor after he had served more than three months of his sentence. Meanwhile, during his absence from Lawson, the health care division that Coughlan had launched was flourishing. “That’s when I learned I actually was successful as a leader,” he told The Wall Street Journal, “when you can pull yourself out of the machine and it can still run.”11

Coughlan’s financial results were impressive and likely were the most significant factor in his subsequent promotions. The accident would have been a career-ending event for most people in Coughlan’s shoes, but his response to the accident was extraordinary. “Jay, to his credit, stood right up and took responsibility; there was no hesitation,” says Richard Lawson, the company’s co-founder and co-chairman of the Board of Directors. “To me that is what counts. It’s not the mistakes you make, it’s how you react to those mistakes.”

Gary O’Hagan’s story offers yet more evidence of how adversity can contribute to our growth as moral leaders. Gary O’Hagan is president of the Coaches Division of the International Management Group, the world’s largest sports marketing and talent representation agency. Gary is an intense, competitive, and imposing man who looks like the football player he once was. As a young man, he was drafted, then cut by the San Francisco 49ers, and then picked up and cut by the New York Jets. Gary was devastated but determined to find another route to high achievement. He got a job as a financial trader with Solomon Brothers and attended law-school classes every weekday night. When his grandfather died, Gary was expected to attend the wake, the funeral, and represent the agency. Gary was anxious about falling behind at work and school, so he thought he could attend the funeral, make a quick appearance at the after-funeral lunch, after which he’d head back to work. But when he got to the restaurant, the significance of his family’s loss finally registered, and Gary realized that his priorities were out of whack. He called his boss and told him he wasn’t coming in to work. His boss was concerned and upset, but Gary stayed. He knew that if he didn’t have the compassion to help his family in that moment, he would never amount to much either personally or professionally.

Lynn Fantom, CEO of ID Media, the largest direct response media service company in the United States, is another morally gifted leader. It is late in the afternoon one cool spring day when Lynn walks back to her corner office in a New York City skyscraper. The Empire State Building is visible out one window, the Met Life and Flat Iron building out the other. Lynn barely notices the spectacular view. She goes straight to her desk and opens an email from a human resources manager at her parent company, Interpublic. HR, it seems, is worried about how overloaded she is. They wonder if it is the best use of her time to respond to the employee comments and questions she gets on the “Ask Lynn” column on the company’s intranet. Her public relations folks are also concerned about her schedule. They’ve recommended that she stop spending precious time posting her thoughts on media and marketing trends on the intranet. But Lynn thinks her personal responses to employees are an important part of the ID Media culture. She thinks that “Ask Lynn” gives her an opportunity to demonstrate that she cares about her workforce. She thinks that she has a responsibility to her workforce to share her business insights. To her, it’s time well spent. Lynn is certain that employees like knowing they can ask her about anything and that she will give them an honest response. They also like knowing that she understands market trends and shares her understanding with them. “In exchange,” says Lynn, “I really get their commitment to help us succeed.” Lynn is sticking to her principles. She won’t be giving up her intranet contributions anytime soon.

Jay, Lynn, and Gary are only a few of the many leaders we know with high moral intelligence, those who do their best to follow their moral compass. They do it because they believe it’s the right thing to do. A funny thing happens when leaders consistently act in alignment with their principles and values: They typically produce consistently high performance almost any way you can measure it—gross sales, profits, talent retention, company reputation, and customer satisfaction. We think this is no accident. The successful leaders we know invariably attribute their accomplishments to a combination of their business savvy and their adherence to a moral code.

Doug Baker, CEO of Ecolab, a $4 billion dollar cleaning-products manufacturer, tells us that “living by my personal moral code is one of the key reasons I have this job.” Ed Zore, former chairman and CEO of Northwestern Mutual, says, “Being moral—which to me means being fair, predictable, up-front, and not devious—all of this has been very important in my career. Everybody knows what I stand for. People know that we will never, ever be deceitful. We won’t leave a nickel on the table, but in the end our word is our bond, and this is a real advantage in business.” Gary Kessler, senior vice president of Human Resources, Administration and Corporate Affairs, at American Honda Motor Co., Inc., credits his principles and values for his career success. “I was VP of a business unit at Bausch and Lomb when I was 36 and at Honda when I was 45. I think I had the good fortune of working with people who recognized that I had sincerity and a conviction to do the right thing along the way.”

A Special Kind of Intelligence

Most of the leaders you meet throughout the rest of this book are morally gifted. They are high in moral intelligence. Most of us are familiar with other kinds of intelligence, such as our cognitive intelligence (IQ) and our technical intelligence. IQ and technical intelligence are undeniably important to a leader’s success. Leaders need to be good learners (IQ) who have expertise about their particular business (technical) areas. We call cognitive and technical intelligence threshold competencies because they are the price of admission to the leadership ranks. They are necessary but not sufficient for exceptional performance. They don’t help you stand out from the competitive crowd because your rivals’ leadership teams have as much basic intelligence and business savvy as you do.

Intelligence That Makes the Difference

To outpace your competition, you need to cultivate different kinds of intelligence we call differentiating competencies. Moral intelligence and emotional intelligence are two types of intelligence that are difficult for your competition to copy. Many corporate leaders ignore these differentiating competencies because they are often considered “soft skills” that are difficult to measure. In recent years, however, an increasing number of organizations have realized the performance benefits of emotional intelligence. Daniel Goleman deserves enormous credit for bringing emotional intelligence out of the academic closet and into the tough-minded halls of commerce. His books on emotional intelligence provide a rich and compelling case for the importance of emotional skills to corporate leaders.12

Although emotional intelligence is widely recognized as a business tool, its definition is still evolving. In 1990, Professors Peter Salovey of Yale University and John Mayer of the University of New Hampshire first coined the term. Their original definition of emotional intelligence was “the ability to monitor one’s own and others’ feelings, to discriminate among them, and to use this information to guide one’s thinking and action.”13 They identified the components of emotional intelligence:

• Appraising emotions in self and others

• Regulating emotions in self and others

• Using emotions adaptively

Salovey later expanded those into five domains, which Dan Goleman adapted in 1995 in Emotional Intelligence: Why It Can Matter More Than IQ:14

• Knowing one’s emotions (self-awareness)

• Managing emotions

• Motivating oneself

• Recognizing emotions in others

• Handling relationships

In 1997, Salovey and Mayer recharacterized emotional intelligence as “the ability to perceive, appraise, and express emotion accurately and adaptively; the ability to understand emotion and emotional knowledge; the ability to access and/or generate feelings when they facilitate thought; and the ability to regulate emotions in ways that assist thought.” The revised components became:

• Perceiving and expressing emotion

• Using emotion in cognitive activities

• Understanding emotions

• Regulation of emotions15

Other experts in the field of emotional intelligence offer slightly different twists, but the definitions are consistent with those of Salovey, Mayer, and Goleman. For instance, Barbara Fredrickson’s recent book Positivity: Groundbreaking Research Reveals How to Embrace the Hidden Strength of Positive Emotions, Overcome Negativity, and Thrive offers scientific evidence on the importance of positive thoughts in boosting emotional intelligence and enhancing personal and professional performance.16

Moral intelligence is new to the playing field. Just as emotional intelligence and cognitive intelligence are different from one another, moral intelligence is another distinct intelligence. Moral intelligence is our mental capacity to determine how universal human principles—like those embodied by the “golden rule”—should be applied to our personal values, goals, and actions. This book focuses on four principles that are vital for sustained personal and organizational success:

• Integrity

• Responsibility

• Compassion

• Forgiveness

Integrity is the hallmark of the morally intelligent person. When we act with integrity, we harmonize our behavior to conform to universal human principles. We do what we know is right; we act in line with our principles and beliefs. If we lack integrity, by definition, we lack moral intelligence.

Responsibility is another key attribute of the morally intelligent person. Only a person willing to take responsibility for her actions—and the consequences of those actions—can ensure that her actions conform to universal human principles. Compassion is vital because caring about others not only communicates our respect for others, but also creates a climate in which others will be compassionate toward us when we need it most. Forgiveness is a crucial principle, because without a tolerance for mistakes and the knowledge of our own imperfection, we are likely to be rigid, inflexible, and unable to engage with others in ways that promote our mutual good.

Compassion and forgiveness operate on two levels: first in how we relate to ourselves and second, in how we relate to others. Because we have yet to meet a person with perfect moral intelligence, putting principles into action requires that when we make inevitable mistakes, when our behavior fails to conform to universal human principles, we need to treat ourselves with compassion and forgiveness. If we are not gentle and forgiving of ourselves, we will not have the energy to move forward to build our moral capacity. Similarly, to inspire others to enhance their moral intelligence, we need to treat others with compassion and forgiveness.

Research tells us that emotional intelligence contributes more to life success than intellectual or technical competence. Emotional intelligence can help you behave with great self-control and interpersonal savvy. But emotional intelligence alone won’t keep you from doing the wrong thing. Moral incompetence surfaces in moments when personal or business goals conflict with core values. Just about everyone has worked with someone who had great interpersonal skills but dropped the ball on a moral issue—perhaps an employee who let a colleague take the blame for something that was undeserved or a manager who gave an inflated performance rating to the boss’ nephew. But until now, no one has paid much attention to systematically developing moral intelligence—even though the best leaders know it’s their secret weapon for lasting personal and organizational performance.

Some competencies that appear on lists of emotional competencies have a definite moral flavor, such as the ones listed here (from Daniel Goleman’s Working with Emotional Intelligence17):

• Have a guiding awareness of (personal) values and goals.

• Voice views that are unpopular and go out on a limb for what is right.

• Act ethically and are above reproach.

• Build trust through their reliability and authenticity.

• Admit their own mistakes and confront unethical actions in others.

• Take tough principle stands even if they are unpopular.

We believe it is more accurate to describe them as moral competencies. They are aspects of the four principles we describe and, in this book, we explore these attributes and the other competencies we see present in integrity, responsibility, compassion, and forgiveness. Perhaps it has been safer to think of these clearly moral competencies as emotional competencies because the culture of business in the last half century has discouraged all of us from talking about the “m” word. If there is a silver lining to the recent corporate scandals, it is that moral lessons are inescapable. The time has come to openly acknowledge the contribution of moral intelligence to effective leadership and sustainability.

Although both emotional intelligence and moral intelligence come into play when moral decisions are at stake, they are not the same. Emotional intelligence is values-free. Moral intelligence is not. Emotional skills can be applied for good or evil. Moral skills, by definition, are directed toward doing good.

Emotional intelligence and moral intelligence, though distinct, are partners. Neither works in a truly effective way without the other. In Primal Leadership: Realizing the Power of Emotional Intelligence,18 Goleman and his co-authors, Richard Boyatzis and Annie McKee, tackle the boundary between emotional and moral intelligence when they discuss how good and bad leaders can use the same emotional competencies:

Given that adept leaders move followers to their emotional rhythm, we face the disturbing fact that throughout history, demagogues and dictators have used this same ability for deplorable ends. The Hitlers and Pol Pots of the world have all rallied angry mobs around a moving—but destructive—message. And therein lies the crucial difference between resonance and demagoguery:

Demagoguery casts its spell via destructive emotions, a range that squelches hope and optimism as well as true innovation and creative imagination (as opposed to cruel cunning). By contrast, resonant leadership grounded in a shared set of constructive values (our emphasis) keeps emotions resounding in the positive register. It invites people to take a leap of faith through a word picture of what’s possible, creating a collective aspiration.19

Without a moral anchor, leaders can be charismatic and influential in a profoundly destructive way. As Primal Leadership emphasizes, truly effective leadership is “grounded in a shared set of constructive values.” Without knowledge of those values—in other words, moral intelligence—the skills of emotional intelligence are ultimately ineffective in promoting high performance.

Moral intelligence is not just important to effective leadership—it is also the “central intelligence” for all humans. Why? It’s because moral intelligence directs our other forms of intelligence to do something worthwhile. Moral intelligence gives our life purpose. Without moral intelligence, we would do things and experience events, but they would lack meaning. Without moral intelligence, we wouldn’t know why we do what we do—or even what difference our existence makes in the great cosmic scheme of things.

A Renewable Asset. The more you develop your moral intelligence, the more positive changes you will notice, not only in your work but also in your personal well-being. Staying true to your moral compass will not eliminate life’s inevitable conflicts. Will you have to compromise sometimes between your beliefs and the demands of your work environment? Yes! Will you make mistakes? Will you sometimes say the wrong thing out of jealousy or greed? Definitely! But staying the moral course will give you singular personal satisfaction and professional rewards.

Your “Moral Positioning System.” Think of moral intelligence as a “moral positioning system” for your life’s journey, analogous to the global positioning system used in some cars as a navigational tool. You can be a great driver, and your car can have a powerful engine and four-wheel drive, but when it’s dark and you’ve never been in this neck of the woods before, you have directions that were given you by someone who doesn’t know street names, and you cannot see the map you got from AAA, you are lost. Despite all your tools and resources, you have no idea if you are headed in the right direction. But if your car had a global positioning system, it would be virtually impossible for you to get lost. Like having a GPS for your car, your moral intelligence enables you to better harness all your resources, your emotional intelligence, your technical intelligence, and your cognitive intelligence, to achieve the goals that are most important to you—whether on the job or in the rest of your life. Unlike today’s GPSs, moral intelligence is not optional equipment. It is basic equipment for individuals who want to reach their best creative potential and business leaders who want to capture the best efforts of their workforce.

Moral Intelligence and Business Success. Though leaders may attribute their companies’ success to their commitment to moral principles, their evidence is based only on their personal experiences. So far, there has been no quantitative research that specifically studied the business impact of moral intelligence. But there are objective indications that moral intelligence is critical to the financial performance of your business. One measure of the influence of moral intelligence on business results comes from Ameriprise Financial (formerly American Express Financial Advisors) that implemented a highly effective emotional competence training program. American Express Financial Advisors defined emotional competence as “the capacity to create alignment between goals, actions, and values.” The program emphasized development of self-leadership and interpersonal effectiveness and demonstrated how those emotional skills led to business and personal success. The bottom-line impact of the program was impressive, with participants in a pilot group producing sales that were 18 percent higher than a control group that didn’t have the benefit of the training—no small change in a company that managed or owned assets in excess of $232 billion at the time. At the heart of the program was a special subset of skills that helped people to discover their principles and values and then create goals and action steps that flowed from those deeply held principles and values. American Express Financial Advisors’ leaders realized that it was this overriding moral framework, that is, the emphasis on principles and values, which accounted for much of the success of the program. American Express Financial Advisors had already found from internal studies that the most successful advisors were highly confident, resilient under adverse circumstances, and, most important, acted from a strong core of principles and values. To form trusting partnerships with clients, advisors needed to be genuinely trustworthy. To be seen as trustworthy, advisors had to act in accordance with worthwhile personal values. If advisors practiced the self-management and social skills they learned in the training, but failed to operate from moral principles and values, they would fall short of sustainable success.

Although American Express Financial Advisors’ data demonstrates the importance of an individual advisor’s moral intelligence to financial performance, other businesses have discovered that they produce the best results when their company overall is known for its moral intelligence. Market research tells us that consumers judge a company’s reputation mainly on the basis of its perceived values. A company’s reputation translates straight to the bottom line: A recent study jointly conducted by Cone and Duke University provides behavioral proof that consumers prefer to make purchases from companies that are known for their ethical practices.20

The business case for moral intelligence gets another boost from a study done at DePaul University in Chicago. Researchers from the School of Accountancy and MIS compared the financial performance of 100 companies selected by Business Ethics magazine as “Best Corporate Citizens” with the performance of the rest of the S&P 500. Corporate citizenship rankings were based on quantitative measures of corporate service to seven stakeholder groups: stockholders, employees, customers, community, environment, overseas stakeholders, and women and minorities. The study found that overall financial performance of the 2001 Best Corporate Citizen companies was significantly better than the rest of the S&P 500. The average performance of the Best Citizens, as measured by the 2001 Business Week rankings of total financial performance, was more than 10 percentile points higher than the mean rankings of the rest of the S&P 500. According to Strategic Finance magazine, which reported the study, “It casts doubt on the persistent myth that good citizenship tends to lead to additional costs and thus negatively impacts a firm’s financial results.”21

Moral Intelligence and the War for Talent. Everyone agrees that talent is a key corporate asset, no matter what the state of the economy. A company’s best employees can walk out the door at any time. They are much more likely to take their expertise and potential elsewhere if they don’t like the ethical or moral tenor of their workplace.22 Nancy Jones, chief marketing officer, Allianz Life Insurance Company of North America, believes that when the job market recovers from the Great Recession, companies that aren’t treating employees with integrity and compassion now won’t keep them later:

The environment of constant sacrifice being expected of employees these days is not sustainable. People get burned out and start looking for other jobs. Leaders have to establish a balance between what the business result is and how business gets done. Otherwise productivity suffers and eventually you lose talent. As the economy improves, companies will discover that they can’t maintain so much pressure on their people. Today people stay where they are if they can because there are no other options. But when the opportunity comes up, people will start looking for better hours, the chance to be more creative, make more money, or whatever. Then belatedly, companies will try to create incentives to get people to stay, and it won’t work.”

Don MacPherson, president of Modern Survey, underscores the scope of the problem, noting: “In a survey we conducted and released in 2010 we learned that the level of workforce disengagement in America is at or near historic highs across virtually all industries. And it is especially high in the financial services industry.”

When good employees leave, sometimes it is a reaction to an entire organization that lacks a climate of moral intelligence; at other times, employees leave simply because their immediate supervisor or boss is lacking in moral competence. A number of years ago, a young man we know abruptly quit a job that he had been thrilled to get only a few months before. He loved the work and loved the product—selling sports hospitality packages of high-profile sports events to large corporations—but couldn’t tolerate the moral climate. Some years before beginning his job, his company had run afoul of a major sports association for using misleading and unethical tactics to get people to buy tickets for a major golfing competition and was now under a court order that prevented them from lying to get people to buy tickets. The company’s solution was to create two sales scripts for the golfing competitions—an “official” sales script for marketers to keep by the phone and show to the CEO if he stopped by. The actual sales script used by the marketers was the same kind of misleading pitch that had gotten the company into hot water in the first place. The final straw for this young man came when he was asked to start selling tickets for a major tennis event using the same misleading pitch.

It’s not just current employees who yearn for a morally intelligent workplace. First-time job seekers increasingly rate the ethical character of prospective employees as a consideration in their decisions about where to work. Patrick Gnazzo, vice president of business practices for the manufacturer United Technologies Corp. in Hartford, Connecticut, reported in The Wall Street Journal article that a growing number of their job candidates apply for positions with UTC based on the job seekers’ research into the company’s ethics program.23 Since 2005, United Technologies Corp. has worked diligently to create the kind of ethical climate that inspires employees’ best efforts and strong business results. Today it boasts an unusually robust corporate ethics program, and in 2010 UTC received the Ethics Resource Center’s prestigious annual Leadership in Ethics award in 2010.24

Moral Intelligence and the Consumer. Most perpetrators of the recent economic meltdown have escaped legal prosecution. However, they haven’t escaped moral condemnation in the eyes of the public. The business impact of bad behavior in the financial services industry of moral incompetence is substantial. According to a 2009 survey, 59% of investors state that they have been let down by the financial markets; 48% now distrust financial institutions in general; and nearly half of investors have lost trust in government.25 Imagine how investor confidence will impact the health of financial services firms over the long term. If investors can’t trust the financial services industry in general, to whom will they turn for financial advice? If they haven’t given up on the whole industry, it’s likely that investors will be checking out their financial advisors much more carefully in the future to ensure that their financial well-being is in the hands of professionals with high integrity. Lack of trust in government, another key player in the recent economic disaster, was a major factor in the outcome of the November 2010 United States mid-term elections. Many formerly “safe” political incumbents, especially Democrats, were defeated in a populist wave of antigovernment sentiment. Voters appeared to be particularly upset about the governing Democratic Party’s inability to make a dent in an exceptionally high unemployment rate. First-time Republican candidates for Congress helped the Republicans regain control of the House of Representatives.

If the public doesn’t trust you, it will vote you out, no matter what business you are in. Business leaders across industries should not rest easy about their reputations. Last year’s annual Gallup poll on Honesty and Ethics showed that only 12% of the public rates business executives’ ethical standards as high or very high.26

Today, more than ever, consumers are likely to shun unethical companies, and they won’t hesitate to make their displeasure known. More than 70% of American consumers have, at some point, punished companies they view as unethical, either by avoiding a company’s products or speaking negatively about the company to others. A recent study demonstrated that consumers punish unethical practices more than they reward ethical practices. Automobile manufacturer Mitsubishi felt the effects of consumer punishment when its Japanese sales dropped 40% in fiscal year 2005 after it was discovered that company officials had suppressed information about widespread vehicle defects. The rapid rise of social networking sites such as Facebook and Twitter has turbocharged consumers’ ability to use word of mouth to reward ethical companies and punish unethical ones.

The evidence is clear—moral intelligence plays a big part in sustainable corporate success. Without it, your organization risks devastating financial failure. What are the implications for your personal leadership effectiveness? If you pay attention to your own moral intelligence as a leader and encourage development of moral intelligence throughout your organization, you will inspire trust in your customers and vendors, as well as the best efforts of your workforce. That’s the formula for ensuring sustainable optimal performance. It is possible to get ahead without moral intelligence: The corporate accounting villains and disgraced financial industry executives who have caused so much pain in the last decade are proof that you can do well despite moral lapses—for a while. But without moral intelligence, long-term business success is ultimately not sustainable.

Obviously, moral intelligence isn’t the only determinant of sustainable business performance. You also need solid business skills, and you need a product or service that people want to buy. It’s hard not to wonder what the financial services industry and the economy in general might be like today if more industry leaders had used both their business smarts and their moral smarts to execute their firms’ strategy.

Moral intelligence won’t completely immunize your company from the financial ups and downs of doing business in a volatile economy. But you need it to stay in business over the long haul. So, take your leadership to the next level—go beyond the usual formulas for leadership success.

But how do you begin? Exactly how does moral intelligence produce better business performance? What are the specific moral skills you need to inspire the best efforts of your workforce? How can your organization—whether large or small—use moral intelligence to create high-performing work environments? You find answers to these questions in the pages that follow.

Endnotes

  1. http://www.sec.gov/news/press/2010/2010-197.htm.

  2. Bruce Watson, “Where Are They Now? Seven Villains of the Financial Crisis,” Daily Finance, September 15, 2010. http://srph.it/9bTrGJ.

  3. William D. Cohan, “The rise and fall of Jimmy Cayne,” Fortune, August 25, 2008. http://money.cnn.com/2008/07/31/magazines/fortune/rise_and_fall_Cayne_cohan.fortune/index.htm.

  4. Peter Chapman, The Last of the Imperious Rich: Lehman Brothers, 1844–2008, Penguin, September 2010.

  5. Gary Weiss, “No Need to Apologize,” Portfolio, September 7, 2010. http://www.portfolio.com/views/columns/2010/09/07/no-regret-from-former-lehman-ceo-dick-fuld/#ixzz14L75yUtB.

  6. Karen Freifeld and David Scheer, “Ken Lewis, Bank of America Sued by Cuomo for Fraud (Update5),” Bloomberg Business Week, February 4, 2010.

  7. http://www.sec.gov/news/press/2010/2010-59.htm.

  8. John D. McKinnon and Susanne Craig, “Goldman Is Bruised, Defiant in Senate,” The Wall Street Journal, April 28, 2010.

  9. Stevenson Jacobs, “Guilty or not, Goldman’s reputation takes a hit,” Associated Press, April 18, 2010.

10. “Turmoil on Wall Street: The Impact of the Financial Sector Meltdown On New York’s Labor Market,” New York State Department of Labor Division of Research and Statistics Bureau of Labor Market Information, June 2009. http://www.labor.ny.gov/stats/pdfs/wall_street.pdf.

11. Reported by Marcelo Prince, “Manager Discovers Leadership in an Accident’s Aftermath,” The Wall Street Journal, April 5, 2002.

12. For example, Daniel Goleman, Emotional Intelligence: Why It Can Matter More Than IQ. New York: Bantam, 1995, and Working with Emotional Intelligence. New York: Bantam, 1998.

13. Salovey, P., & Mayer, J. (1990). “Emotional intelligence.” Imagination, cognition, and personality, 9(3), 185–211.

14. Daniel Goleman, Emotional Intelligence: Why It Can Matter More Than IQ. New York: Bantam, 1995.

15. Mayer, J. D. and Salovey, P. (1997). What is emotional intelligence? In P. Salovey and D. Sluyter (Eds). Emotional development and emotional intelligence: Implications for educators (pp. 3–31). New York: Basic Books.

16. Barbara Fredrickson, Positivity: Groundbreaking Research Reveals How to Embrace the Hidden Strength of Positive Emotions, Overcome Negativity, and Thrive, Crown Archetype, 2009.

17. Daniel Goleman, Working with Emotional Intelligence. New York: Bantam, 1998.

18. Daniel Goleman, Richard Boyatzis, Annie McKee, Primal Leadership: Realizing the Power of Emotional Intelligence. Harvard Business School Press, 2002.

19. Ibid.

20. For example, the 2008 Cone/Duke University Behavioral Cause Study and the 2008 Cone Cause Evolution Study. http://www.coneinc.com/stuff/contentmgr/files/0/8ac1ce2f758c08eb226580a3b67d5617/files/cone25thcause.pdf.

21. Curtus C. Verschoor, “Best Corporate Citizens Have Better Financial Performance,” Strategic Finance, Vol. 83, No. 7, p. 20, January 2002.

22. Reported by Kris Maher, “Wanted: Ethical Employer: Job Hunters, Seeking to Avoid an Enron or an Andersen, Find It Isn’t Always Easy,” The Wall Street Journal, July 9, 2002.

23. Ibid.

24. “United Technologies Corp. and CEO Louis Chênevert Win ERC’s 2010 Pace Award for Leadership in Business Ethics,” Ethics Resource Center (ERC), October 28, 2010. http://www.ethics.org/news/pace2010.

25. Sullivan Insight on Affluent Investors for Financial Marketers, 2009.

26. Gallup, 2009, Honesty and Ethics of Professions poll. http://www.gallup.com/poll/124625/Honesty-Ethics-Poll-Finds-Congress-Image-Tarnished.aspx.


2. Born to Be Moral

What makes a leader effective? Turns out, the best leaders are not the charismatic or heroic types lionized in years past. According to the latest research, they are “quiet leaders” who accomplish great things modestly and without fanfare.1 Leaders at the helm of the perennially great companies all share a common trait—humility.2 They inspire high performance in others through their sensitivity to their followers’ needs.3 The best leaders think “we,” not “I.”4 They are, quite simply, good people who consistently tap into their inborn disposition to be moral. They follow a moral compass—even when it’s tempting not to. They make hard choices between right and wrong, or even between two different “rights.” Great people—and great leaders—share common moral values. They believe in honesty and in being responsible for themselves and others. They show compassion for their fellow humans and know how to forgive others—and just as important—themselves.

What the Best Leaders Believe

The most effective leaders hold to a common set of principles and consistently use those principles to guide their day-to-day actions. They don’t make up their values as they go along; they listen carefully to the call of moral values that already lie within all of us. The principles business leaders follow are the same set of principles that all human societies throughout time have believed to be “right.” These fundamental beliefs have been embedded in human society for so long that they are now widely recognized as universal.

Our extensive work with senior leaders of major corporations supports the notion that there are principles we all share in common. Our results echo that of noted anthropologist Donald E. Brown, who found in his research that the moral codes of all cultures include recognition of responsibility, reciprocity, and ability to empathize.5

Other studies have confirmed Brown’s findings. Genuine differences in behavior in different cultures may distract us from what we have in common with all people—a universal moral compass. Consider a study that compared children in India with American children.6 The differences in values were predictable: Indian children displayed more deference to elders and acceptance of tradition, whereas American children valued personal autonomy and freedom. But their moral codes were virtually identical. Both groups of children believed that it was wrong to lie, cheat, or steal, and both thought that it was important to treat the sick or unfortunate with kindness.

In another study, researchers Richard T. Kinnier, Jerry L. Kernes, and Therese M. Dautheribes identified a short list of universal principles by analyzing earlier lists and examining the official tenets of major world religions.7 Their rationale was that the principles held in common by major world religions are the ones most likely to be universal and enduring. They found the following principles espoused in common by all or most religions, and by secular organizations including American Atheists, Inc., the American Humanist Association, and the United Nations Declaration of Rights:

• Commitment to something greater than oneself

• Self-respect, but with humility, self-discipline, and acceptance of personal responsibility

• Respect and caring for others (that is, the Golden Rule)

• Caring for other living things and the environment

Stephen Covey, author of The Seven Habits of Highly Effective People, offers more evidence of universal principles. “From my experiences in working with different people and cultures,” he says, “I find that if certain conditions are present when people are challenged to develop a value system, they will identify essentially the same values. Each culture may express those values differently, but the underlying moral sense is always the same.”8

Finally, noted psychologist Martin Seligman and his colleagues in the field of Positive Psychology have conducted research that led them to identify six universal virtues honored in all cultures in the world: wisdom, courage, humanity, justice, temperance, and transcendence.9 Although the labels might vary slightly and though each culture may express these principles differently, the underlying moral sense is always the same. We believe that these universal principles exist, even though we know they are not universally applied. We believe that living in alignment with these principles is crucial to our individual and organizational survival and success.

Good leadership is not a function of some rare talent for inspiring others. Each one of us can be a good person and a great leader because we are all “hard-wired” to be moral. We were born that way. A glance at the news headlines might make that hard to believe, but here’s why we think it is so.

A Visit to the Nursery

Walk into a hospital nursery, and you enter another world. It’s bright and bustling, and its residents—most not more than a day or two old—are amazingly social. In the nursery, there is no such thing as one crying infant. When one begins to cry, the others join in. Psychologists who study newborn behavior call this neonate responsive crying. The newborn is crying in reaction to another person’s distress. How can a baby only a few hours old respond to someone else’s pain? Researchers aren’t sure how, but they have ruled out other explanations for the infant’s response. It seems newborns don’t cry when they hear a recording of their own crying—so it can’t be the noise itself that’s bothering them. Many psychologists believe that neonate responsive crying is the first indication of an inborn capacity for empathy. To become compassionate moral beings, we first need the ability to see the world through others’ eyes (or hear their world through their cries!). Empathy is a key step in which infants appreciate that others exist independently of them and that others have their own separate needs. Yet the simple appreciation that others have emotions and physical needs and are completely separate from us is not sufficient to make us moral beings. We can still, as many children (and adults) do, decide that the search for our own pleasures justifies our causing others pain.

Nature Versus Nurture

The explanation? Moral hard-wiring is not enough. We also need moral software, the programming that our moral hardware relies on to make moral choices. Like any other human capacity, morality is a combination of our biology (our nature) and our experiences (our nurture). Take language, for example. You speak at least one language fluently. But you couldn’t speak a word when you were born. You had to learn to speak. We know that speech is a learned proficiency because children invariably speak the language of their caregivers. But we also know that language requires an inborn capacity to speak and comprehend. Development of our morality follows a similar path. No one could teach us right and wrong unless we were wired to acquire, and act on, a moral compass. But just as we don’t come out of the womb spouting Shakespeare, we are not born with a fully operational moral compass. It takes time—and the right set of experiences—to become fully moral. Noted UCLA neuroscientist and author Jeffrey Schwartz puts it this way: “As a young child you’re taught the moral values of society. We wire our brains with them by paying attention to them.”10

Growing Up Moral

Let’s pick up the story of our moral development as we leave the nursery. Our newborn crying response sets the stage for a more mature empathy that emerges gradually during our early childhood. By the time we are two or three months old, we begin to respond to the emotional expressions of our primary caregiver. We play with our parents by making faces and exchanging excited noises with each other. By five months of age, we can tell that there is a difference among different emotional expressions of others. By the time we are one year old, we can tell that facial expressions or changes of voice intonation have particular emotional meanings. We then know that other people have feelings distinct from our own. If you have been around one-year-olds, you may have seen them checking out other people’s reactions to figure out how they themselves should respond to a situation. Parents often take advantage of this habit to prevent a child from getting upset over a minor tumble. If a child falls down, she will look to her parent to see how that parent is reacting. If the parent stays calm, it is likely that the child will also. Empathy development continues at a rapid clip throughout the second year. By 15 to 18 months of age, we share, cooperate, and give care, as long as the situation is not too stressful. Think of the 16-month-old who tries to pat someone who is crying. By two years of age, we are very empathic people. We try to comfort people in distress. We express sympathy. We make suggestions. We bring a tissue to someone who is crying.

Learning to Be Responsible

But more than empathy is developing. By age two, we begin to show some grasp of justice, responsibility, and blame. We have all heard children as young as three or four respond to real or imagined injustice with an emphatic, “That’s not fair!” Many of us begin at an early age to do things we know will be upsetting to others. Being negative is an important part of learning to be moral. If we didn’t do bad things once in a while, it would be difficult to understand the difference between right and wrong behavior. Think of the earliest time you can remember doing something wrong. How old were you? What did you do? How did you know it was the wrong thing to do? Most of us can recall getting in trouble with our parents for some early childhood infraction. They used those incidents to teach us some version of the golden rule—treat others as you would want to be treated. Think of others. Don’t take something that belongs to someone else. Tell the truth. We learn to be moral, not just from being scolded for bad behavior, but by being loved unconditionally for who we are. We grow morally through the interplay between our biological disposition to be empathetic and through our loving relationship with our parents. Because they love us, we love them, and because we love them, we work to please them. Eventually, we adopt our parents’ values because we want to be like them. Throughout our preschool years, we grow in empathy and in our moral sense. By the time we are six or seven years of age, we can tell right from wrong and feel guilty if we do something we know we shouldn’t.11

When Things Go Wrong

We tend to take the natural process of moral development for granted until we see a situation in which it doesn’t happen. It can’t happen, for instance, if we are born with certain neurological problems. Moral development also goes off course if our caregivers are not willing or able to provide the right kind of early nurturing. Our parents don’t need to be perfect. They do need to be “good enough” to treat us well most of the time.12 They need to be consistently affectionate and dependable. They must show us how to be empathetic, and they must help us develop positive beliefs about ourselves.

If our parents don’t provide that kind of support, we won’t develop into those amazingly empathetic two-year-olds and, later on, into morally competent adults. Again, moral development is much like language development. If you happened to be raised by wolves for the first five years of your life (as a rare number of people have been), you’ll learn how to howl, but you’ll probably never learn to speak normally. No amount of inborn ability to develop language can help you if you weren’t also exposed to the right set of experiences at the right time.

Inside Your (Moral) Brain

In the previous section, we looked at our moral development from the outside in. We saw that our moral development, like language development, depends on both biology and learning. We saw that our relationship with our parents is key to our growing moral understanding. But we can’t learn positive values and altruistic motivation before we are neurologically ready to acquire them.

Let’s recall once again the crying babies in the hospital nursery. The empathic response of newborns happens so immediately that it is most likely genetically based rather than learned.13 Think about the biological priorities involved: Before we can crawl or speak, we can respond empathically to our peers. Empathy must be incredibly important. We also learn that by age two; those of us who have been exposed to “good enough” parenting spontaneously demonstrate helping behavior. What is going on in our brains at age two? The brain of a normal two-year-old who has had “good enough” parenting also happens to have a normal limbic system—the part of the brain involved in emotional processing. But if we haven’t had good-enough parenting, our brains do not grow normally. When a child has been abused or neglected, the cortical and subcortical areas of the brain are roughly 20 to 30% smaller than normal. In addition, the brain “wiring” isn’t as dense or complex so that abused or neglected children are lacking some brain organization that would enable them to make strong connections to other human beings.14 Without those connections, no empathy is realized, and without empathy, you have impaired morality.

It’s All in Your Head

Scientists who study the relationship between brain function and behavior are beginning to chart the moral anatomy of the brain. They’ve learned how the brain affects moral behavior by studying both normal and brain-injured individuals. Perhaps the most famous case of moral impairment caused by brain damage happened more than 150 years ago. Phineas Gage headed up a group of men who were laying track for a new rail route across Vermont. Admired by family and friends, Gage also had a great reputation as a strong, intelligent, and efficient worker. But something went wrong one hot summer day in 1848, when the group was preparing to blast through rock to pave the way for the new track. The explosive went off prematurely, propelling a 13-pound iron rod through the prefrontal cortex of Gage’s brain. Miraculously, Gage survived with his faculties intact—or so the doctors thought. He remained conscious, was able to speak and walk immediately after the injury, and survived a serious infection around the wound. Within two months, the doctors considered him cured. Gage looked the same as he always had, but his personality was completely altered, and his family and friends soon realized that the man they had known was gone. No longer able to work as a railway foreman, Gage began a downward spiral of impulsive, aggressive, and socially disconnected behavior that ended with his death from severe epileptic seizures in 1861.

Gage’s chroniclers don’t tell us whether his value system was destroyed by his prefrontal injury or whether he was simply unable to act on a value system that survived his injury. For practical purposes, it did not matter—either way, Gage could no longer function as a moral being. But there is a big practical distinction between moral intelligence (our internal moral compass) and moral competence (our ability to act in alignment with what we know is right). Most of us know what’s right. Sometimes, though, it’s a struggle to do what we know is right—when we lack the moral competence to act in alignment with our moral compass. Researchers have discovered that our brain makes the same distinction. When neuroscientists compared the behavior of two adults who had suffered prefrontal brain injuries as infants with patients who had suffered similar injuries as adults, they found a striking difference in their post-injury capacities.15 One patient, a woman, was run over by a car when she was 15-months-old. Although she recovered from her physical injuries, her parents were dismayed to discover that by the time she was three-years-old, she simply did not respond to verbal instructions or even physical punishment. Although her intelligence was normal, her behavior became increasingly disruptive, and she could not function in a regular school. As a teenager, she shoplifted, stole, lied, and was verbally and physically abusive. She showed no remorse for her behavior, blamed her misdeeds on others, and seemed incapable of empathy. The second patient, a man, had surgery for a brain tumor when he was three-months-old. He seemed to recover fully from his surgery, and his parents were relieved that his physical development was normal, given that he began to walk and talk on a typical timetable. He seemed a little behind academically in early elementary school, and by age nine, his overall behavior was becoming cause for concern. He was generally unmotivated, had few social contacts with peers, and lacked normal expressiveness, although occasionally he would lose his temper. He got through high school, but after graduation, his behavior deteriorated. He sat around watching TV or listening to music, ate his way into obesity, and neglected his personal hygiene. He could not keep a job and committed numerous petty crimes. Like the first patient, he showed no guilt or remorse for his bad behavior and seemed incapable of empathy for others.

What actually caused the behavioral problems of the two brain-injured individuals? Both came from middle-class homes with attentive, college-educated parents, so we can assume they had “good enough” parenting. Neurological testing showed that both were normal on tests of basic mental ability. But when they were tested on tasks that required them to use reasoning to guide social behavior, they had trouble. Their moral capabilities were severely impaired. On moral reasoning tasks, they could think about moral situations only from the perspective of avoiding punishment, much like that of children before nine years of age. They lacked any capacity for moral reasoning based on the golden rule or any ability to consider what is fair from an empathetic perspective.

Because the two suffered their brain injuries so early in life, their moral capabilities were more severely affected than those of people who suffer brain injuries later in life. People whose brains are injured as adults show different levels of moral impairment. People with adult-onset injuries have already acquired their moral reasoning ability as part of normal childhood development. They may have had years of experience in applying moral judgments in actual life situations before becoming injured. If you ask people who have suffered an adult-onset brain injury to respond to a hypothetical moral reasoning scenario, for example, should someone steal a drug to save someone’s life, they are quite able to tell you what the morally correct decision should be. In real life, however, they don’t seem able to put their abstract moral sense into practice. Researchers speculate that the part of the brain that holds emotionally related knowledge essential for good, moral decision making has been disabled or disconnected by the adult-onset brain injury, even though the individual retains factual knowledge of moral rules. Young children who suffer a prefrontal brain injury apparently never get the chance to learn the moral rules because the part of their brains that would have allowed them to develop moral reasoning has been unalterably damaged. The impact of the time of injury is considerable. Adult-onset brain injury patients suffer impairments in their social and moral behavior but generally do not display the kind of antisocial or criminal behavior characteristic of people who suffered prefrontal brain damage in infancy.16

The Moral Map of Your Brain

Studies of brain-damaged individuals tell us what general area of the brain is involved in moral reasoning and decision making. They don’t tell us exactly how our brains typically function when confronted with a moral decision. To find out, scientists have been studying the brains of normal individuals (if you can call college students who are the most common research subjects “normal”) using a technique called functional magnetic resonance imaging (fMRI). fMRIs resemble the MRI procedures that you might have undergone to diagnose an injury or illness. Regular MRIs produce “snapshots” of thin slices of body tissue, whereas functional MRIs use an advanced scanner that detects changes in blood flow to areas of the brain. When a particular part of the brain is involved in a certain activity, the fMRI image of that area “lights up.” For example, if you were put under an fMRI scanner and you heard a loud noise, the area of your brain that processes sound would show a lot more activity. fMRI technology is now used to chart the unique parts of the brain involved in our moral intelligence. One study, for example, found that viewing pictures with moral content (such as physical assaults, poor children abandoned in the streets, and war scenes) activated distinct areas of the brain that were not activated by any of the other types of pictures, including those with strong emotional content.17

Why We’re Good and Why We’re Bad

It’s clear we are programmed to be moral. But why? Though many philosophers and psychologists believe that truly moral emotions are uniquely human, anthropologists have found evidence of altruism, fairness, and empathy in other species. A whale, for instance, might go to the aid of a sick member of the pod, or a squirrel might risk its own safety by giving a warning call about a nearby predator. Perhaps the reason we are programmed to be moral comes not from our uniqueness as a species, but from what we have in common with other species such as whales, squirrels, or chimpanzees—we all live in social groups. As members of social societies, we need others to help us survive and prosper. Most of us are familiar with Charles Darwin’s theory of natural selection, the idea of “survival of the fittest.” Darwin believed that plants and animals with physical characteristics that help them survive are more likely to reproduce—carrying their survival-friendly genes forward into future generations. Similarly, it is likely that altruistic and cooperative behavior is part of basic human behavior today because it was crucial to the survival of our early human ancestors.18 People who banded together were better able to master the elements, fight off predators, and acquire food. Individuals who cooperated and helped others tended to live longer. They were more likely to procreate and thereby get their traits into the gene pool. As an example, the tendency to provide care for helpless infants would be an advantage to our species, protecting us from extinction. Because early humans lived in small groups of related individuals, we would expect to see in our own behavior today a tendency to care for our relatives. Given the complexity of contemporary society, it’s likely that evolution has favored the genes of those who extended their cooperation beyond their immediate kin. What would have guided those cooperative relationships of our earliest ancestors? It’s not hard to see how the golden rule might have evolved—treat others as you would like to be treated—is a practical principle for living harmoniously and working for the common good.

So What Goes Wrong?

If it is true that we have been wired over eons to follow the golden rule, how then can we explain all its flagrant violations? We could try to write off crime and cruelty as mutations of normal human nature. Most of us, however, realize that there is a dark side to our own nature. There are times when selfishness prevails and when other needs overtake us, and we will not, or think we cannot, do what we know is right. According to Harvard Business School professors Paul Lawrence and Nitin Nohria, we all have four basic human drives created by evolution to improve survival.19 Our drives can sometimes conflict. For example, the competitiveness generated by our drive to acquire will often act at odds with our desire to cooperate, driven by our desire to bond. We see the conflict play out in young children who want exclusive use of a new toy at the same time that they want to play with their friends. We see it in corporations where senior managers rake in salaries that are 100 or 1,000 times greater than that of some employees, while preaching to their employees—and honestly believing—that “we’re all in this together.” In the battle between competing drives, selfishness often wins out. We may want to live by the golden rule, but in some cases, the drive to acquire or defend overtakes our drive to bond. Lawrence and Nohria also point out that there is a “dark side” to each drive. Even the drive to bond, arguably the foundation of human morality, has a dark side, setting us up to define an “in group” and an “out group.” We bond with our “in group.” It is a series of short steps from connecting with our own group to demonizing an “out group.” Early humans flourished by expanding their definitions of their “in group.” At this time in history, our survival may depend on expanding our “in group” to include all the people on Earth. With the inevitable march of globalization, in which economic trouble in one country reverberates throughout the global economy, the need to recognize the importance of interdependence is even clearer. Radioactive material from nuclear warfare or HIV and H1N1 viruses do not recognize cultural or governmental boundaries. Balancing competing drives and managing the dark side of our human nature is the essence of moral intelligence. Choosing among competing desires is the essence of morality. There is no morality without choice. Making decisions between our sometimes competing drives requires us to make moral choices.

The Neuroscience of Moral Decision Making

The work of choosing between competing drives is complicated by the way our brains are wired. To understand how we make moral decisions, or decisions of any kind, we first need to understand how our brain operates. The brain is divided into three major sections (see Figure 2.1).
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Figure 2.1 Simplified Model of the Brain

In the outer layer is the brain’s rational center, which handles complicated cognitive processes such as objective thinking and rational decision making. The brain’s rational center is largely composed of an anatomical section of the brain called the cerebral cortex. In the middle layer of the brain is its emotional center, which processes emotions, motivations, and drives. The major anatomical component of the brain’s emotional center is called the limbic system. Within the limbic system is the amygdala, which translates outside stimulation into specific emotions such as fear or excitement. The inner part of the brain, the habit center, processes everything we do automatically without thinking. The major anatomical component of the brain’s habit center is the basal ganglia. It includes not only habits, but also basic body functions such as breathing, circulation, movement, and sensation. These three parts of the brain—the rational center, the emotional center, and the habit center—work together. They are connected to one another by neural circuits, that is, pathways that use special chemicals to send information back and forth among different parts of the brain.20

Here’s an example of how the three parts of the brain are connected: Imagine you are a junior executive in a meeting with the senior executive team. Prior to the meeting, you met with your fellow junior executives (who were also participating in the meeting). Based on the premeeting with your peers, you were aware of some sensitive information going to be brought up in the meeting with the senior executives (one of whom is your boss). The junior executives had chosen a spokesperson to present the information to the senior group. You knew that this information would not be well received by the senior executives, but that it was important for the group of junior executives to share. During the meeting with the senior executives, the junior executives’ spokesperson raises the hot-button issue. Your boss explodes, looks directly at you and says, “Did you know this was going to happen?” In the heat of the moment, you blurt out, “No.” As soon as you say that, you know you have made a mistake. Not only did you lie, but your lie made your peers more vulnerable to the senior team’s anger and jeopardized your relationships with your fellow junior executives. So why did you lie? What happened to those connections between the three parts of your brain? The answer: Your emotions of fear and anxiety were so strong that they disabled the rational center of your brain—the part of your brain that you need the most to make effective moral decisions. It’s not that you weren’t thinking at all—or that you don’t understand what’s right and wrong—but that your strong feelings affected the quality of your thinking. The message that your brain’s rational center received had already been “spun’ by your brain’s emotional center. Out of fear for yourself, you did the morally incorrect thing and in so doing threw your colleagues under the bus. Your lapse in moral judgment happened because the triggering event—your boss’s anger—was emotionally stimulating. When we’re in such an emotionally charged situation, our brain acts reflexively: We do things automatically, without thinking clearly. So you defaulted to a habit, in this case a habit of saying whatever you need to say to deflect others’ negative emotions. You haven’t yet established the habit to do the right thing instantaneously under pressure.

If our emotions are highly negative, they activate the brain’s loss avoidance or danger system, a complex set of neural circuits that communicate across all three anatomical sections of the brain whenever we perceive threats or dangers in our environment.21 If our emotions are highly positive, they activate the brain’s reward system, a collection of neural circuits running across the three divisions of the brain that scans our environment in search of things we want.22 When our reward system is highly activated (in the presence of highly positive emotions,) it turns off our danger system. When our danger system is activated, it neutralizes our reward system. As far as our brain is concerned, there are no shades of gray: We are either excited and pursuing rewards, or we are fearful and trying to avoid danger. Perhaps you’ve had the experience of feeling so worried about something that it was impossible to enjoy a normally pleasurable event. That’s because in the presence of either highly exciting or anxiety-producing financial situations, our rational brains are MIA. In the example of the angry boss, for instance, anxiety and fear blocked the junior executive’s ability to make a rational decision to tell the truth.

The Danger System

The danger system is the circuitry in the brain that gets activated when we feel threats to our survival. Neuroscientists have not yet definitively mapped the brain anatomy of the danger system. However, it is believed to largely involve structures in the limbic system, including the insula, which registers pain or disgust; the amygdala, which processes emotions; and the hippocampus, which processes long-term memory. The danger system also is thought to include the hypothalamus, which secretes hormones that send messages to other systems in our body, including the endocrine system. When our danger system is activated, the whole body is involved. Our adrenal gland produces two chemicals: cortisol (often referred to as the stress hormone) and epinephrine (AKA adrenaline), which are secreted into the bloodstream, preparing our body to fight or flee the danger we are facing. Cortisol gives us the energy to deal with physical threats by increasing our blood pressure and blood sugar. Epinephrine prepares the body for action in emergency situations. It boosts the supply of oxygen and glucose to the brain and muscles, while suppressing nonemergency bodily processes. Some signs that your danger system is in charge are shaking, sweating, breathing quickly, or feeling panicky. But just because you don’t feel any of those symptoms doesn’t mean that your danger system isn’t active. When your brain’s danger system is in charge, fear or anxiety may keep you from doing the right thing because your decision-making ability is impaired. Effective moral decisions almost invariably involve doing what’s best for others, rather than optimizing your personal gain. But when your danger system is in charge, “survival of the fittest” is in full swing, and you automatically do what your emotions and existing habits dictate—not what your rational brain would have chosen to do, that is, act in the best long-term interest of you, your work colleagues, or the common good.

The Reward System

The reward system is the set of circuits in the brain that helps us identify and acquire things we want. It is made up of a bundle of neurons in the midbrain that send projections throughout the prefrontal cortex, affecting the rational processing ability of the brain. The neurons in the reward system communicate primarily by releasing a chemical called dopamine. When we see something potentially desirable (chocolate, an attractive person, or a higher-paying job), our reward system turns on, motivating us to want this thing that has come to our attention.23 What’s interesting is how dopamine helps motivate us to go after what we want by making us feel good. That’s why dopamine is typically referred to as the pleasure chemical. Thanks to dopamine, we feel good when we anticipate getting what we want, and we feel good when we’ve gotten what we wanted. Just as with our danger system, when our reward system is running the show, our automatic response mechanisms take over because our rational decision making is impaired.

What’s worse, our reward and danger systems tend to operate without our knowing it. As psychiatrist and neurofinance expert Dr. Richard Peterson explains, “When the reward system is turned on it disables the danger system, and when the danger system is turned on it disables the reward system.”24 That means we can be under the sway of emotions we’re not consciously aware of, making decisions that we delude ourselves are moral—when what we’re actually doing is simply avoiding personal danger or pursuing immediate gratification.

Can We Actually Change Our Brain?

Given the way our ancient brains are wired, how can we possibly make smart moral decisions under duress or in the thrall of an exciting opportunity? We can change the way our brains respond to the moral challenges life and leadership present us. Our brains have an amazing capacity to create new response patterns and new habits. And it is this ability to change our brains that allows us to live up to the promise of our innate moral intelligence. We are all disposed to be moral. But it takes practice to behave consistently in a moral way. A violin virtuoso is born with musical talent, just as we are born with a “talent” to be moral. But if the would-be violinist doesn’t practice, she will never reach her potential to join the elite group of top violinists in the world. And if we don’t practice moral decision making, we’ll never reach our potential to be compassionate, responsible, forgiving, and trustworthy members of the human community. We’ll also never reach our potential to be inspiring business and organizational leaders.

Fortunately, recent neuroscience research has revealed that the brain is “plastic.” As Jeffrey Schwartz explains so powerfully in his book, The Mind and the Brain: Neuroplasticity and the Power of Mental Force,25 neuroplasticity means that we can change our brains. We can create new habits so that when faced with morally challenging choices, we can respond in ways that optimize not just our own best interest, but also serve the best interests of family, friends, and the work colleagues whom we lead. With practice, we can develop control over our typical reactions to morally charged situations, and establish new, morally competent responses that involve the logical parts of our brain. And the first step to reprogramming our brain is to align our behaviors with the principles and values we would like our moral decisions to reflect.

Moral Software

By now, you should have a flavor for the compelling evidence that we are biologically wired to be moral. We have used the analogy that our innate moral disposition is our “moral hardware.” We come into the world with rudimentary skills, such as empathy, which are the building blocks for our moral intelligence. Before we are two years of age, we seem naturally to help others in distress, and by the time we are four or five, we have a good idea of what our parents and caretakers think is right and wrong. Our moral hardware is preinstalled, and the upgrades come online surprisingly quickly. But we’ve also learned that there are physiological brain dynamics that can interfere with our ability to make wise, moral choices. Developing our moral skills in the face of a primitive brain requires two major ingredients. First, we need to be grounded in our “moral software,” those moral principles and competencies that guide our actions and decisions as moral leaders and principled human beings. Second, we need a process for neutralizing the primitive brain mechanisms that can keep us from making decisions out of alignment with the fundamental moral principles we all hold dear. Chapters 3 through 7 focus both on our “moral software,” that is, the contents of our moral compass that form the underpinnings of our moral decisions, and the moral competencies that make those principles come alive. Chapter 8, “Emotions,” highlights the emotional competencies that work in tandem with our moral intelligence to help us stay aligned with our principles and values. Chapter 9, “Making Moral Decisions,” lays out a simple and powerful process (The 4Rs) that successful leaders use to activate the logical parts of their brains required to make optimal moral decisions. Throughout the book, you will see that it is the leaders’ commitment to moral principles, and their willingness to do the hard work of developing their moral competencies, that account for the enduring success of their organizations.
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3. Your Moral Compass

As we’ve just seen, nearly all of us have an inborn “talent” to be moral. But talent is never enough. Think of the major league baseball teams who spend fortunes on rookies and then send them off to farm teams for a few years to hone their skills. Professional ball players begin with baseball intelligence, but they must train hard to turn their baseball intelligence into on-the-field baseball competence. So they practice technical skills such as batting or pitching, along with nontechnical skills such strategy, judgment, and emotional composure. Why do they work so hard? Because they want to satisfy their goals and desires. Maybe they like winning, or money, or adulation, or they love playing the game. Successful ball players know that getting what they want means doing whatever it takes to reach their goals. In other words, the best ball players make sure that their talents, skills, and actions are aligned with their goals.

Reaching our own personal goals also requires alignment. When we decide to start a daily exercise program but never get on the treadmill, we feel uneasy because our actions are inconsistent with our goals. If we want to go on vacation, we feel good when we book the flight because we’re doing something to reach our goal. Similarly, most of us want to be moral because we crave that experience of consistency between our moral values, our goals, and our actions. We call that state of moral consistency living in alignment.

As important and satisfying as it is to make decisions based on values, aligning your decisions with values doesn’t come easy. There are lots of landmines: emotions, such as fear or excitement, mental biases, such as overconfidence in our leadership smarts, and a brain that was built for hunting woolly mammoths, not riding the roller coasters of life and leadership in today’s complex organizations. In the following chapters, you learn skills to deal with all those obstacles to moral decision making. But first, you need to understand what living in alignment means because that is the foundation for becoming a true leader.

Think of living in alignment as the interconnection of three frames, as shown in Figure 3.1.
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Figure 3.1 Living in Alignment

The first frame contains your moral compass—basic moral principles, personal values, and beliefs. The second frame holds your goals. Your goals range from the lofty (your life’s purpose) to the ordinary (a new house). The third frame contains your behavior, including thoughts, emotions, and actions. Living in alignment means that your behavior is consistent with your goals and that your goals are consistent with your moral compass. Living in alignment keeps you on course to accomplish your life purpose and achieve the best possible performance in all your life roles.

Mark Phillips, SVP Distribution, Ovations (a United Health Group company), discovered that living in alignment can be difficult, especially when you’re bucking a popular business trend. When Mark was SVP of Sales for Schwab Bank, he would frequently have to turn away business that he knew Schwab’s competitors would grab in a heartbeat:

I was the front line, where issues escalated to me, and I would sometimes have to say, “We’re not doing that kind of business because it’s wrong for the customers and it’s wrong for us.” We had to turn away business we knew others would do because we focused on doing the right thing. People were coming to us for loans when they had no way to demonstrate their ability to pay us back. When we said, “We can’t give you this credit,” it was a tough conversation, but we did it. We turned them down, and some of them were clients who would say they would take their other business away from us, and some of them did. This upset our brokers. But I could already see the problems coming by 2006. Eighteen months later things imploded. There were companies that had been writing credit at all costs. Now we know what happened to them.

Despite the challenges of living in alignment, smart leaders recognize that acting consistently with values ultimately pays off. Spenser Segal is CEO of Actifi, which makes innovative software supporting the financial services industry. As Spenser tells it, living in alignment was key to helping his company navigate the 2008 economic downturn.

I really used the alignment model well in being really transparent with my people. Because of that, we haven’t lost any people. The senior management team and I bore the brunt of the financial implications. 2007 had been our best year ever, but then revenues dropped precipitously in 2008. Top line improved slightly in 2009 and the bottom line got much better, and now in 2010 we’re back. The congruency with values and goals that is the heart of living in alignment carried us through. Having weathered this makes us know we can get through anything.

Living in alignment is an approach to life, not just an approach to leadership. New Jersey mathematics professor Dr. Rich Bastian is passionate about teaching the next generation the skills needed to help the United States remain competitive in engineering and the sciences. Rich also is deeply devoted to his family and deliberately lives near his daughter and her three children. When he accepted a position at a local college, he made sure his schedule would enable him to align his actions with both of his passions. Four days a week he teaches classes and meets with students. Each Friday he spends time with one of his three grandchildren. He rotates their schedule so that at least once a month, each grandchild gets quality time with their granddad. In addition, Rich and his partner Louise host a weekly dinner for the kids, along with their mom and dad, Rich’s daughter Jessica, and her husband Erik.

Living in alignment may sometimes be difficult, but it doesn’t require superhuman acts. It is about the day-to-day steps we take to do what we need to do to reach our goals. One of our colleagues used to avoid speaking engagements before large audiences, preferring to work with people one on one or in small groups. Eventually, he realized that he could not effectively communicate his values and beliefs if he limited himself to small group presentations. So he joined Toastmasters, the worldwide organization that helps people develop their public-speaking abilities. Our friend’s desire to have a positive impact on the world led him to work on overcoming the anxiety of large group presentations.

Living in alignment is also not accidental. It requires doing things on purpose and for a purpose. Living in alignment is a two-part process: First, you build your own personal alignment model, by understanding what is inside each of these three frames:

• Moral Compass—What do you value, and what are your most important beliefs?

• Goals—What do you want to accomplish personally and professionally?

• Behavior—What actions will allow you to achieve your goals?

Then, after you build your own alignment model and know what should be in each frame, you work consciously and consistently to maintain alignment among your frames—simple, but as you might already suspect, far from easy.

Frame 1: Moral Compass
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This frame contains the core moral principles and values that are the foundation of who we would ideally like to be as productive and fulfilled human beings. Principles and values overlap. They key difference is that principles are virtually universal: People everywhere tend to believe in their importance. As noted in Chapter 2, “Born to Be Moral,” these fundamental beliefs have been embedded in human society for so long that they are now widely recognized as universal. Four primary principles held in common globally are especially significant for effective leadership:

• Integrity

• Responsibility

• Compassion

• Forgiveness

It’s no coincidence that successful leaders, no matter what their style or personality, all seem to follow the beat of the same drum. They listen carefully to the call of moral principles that already lie within all of us. The leaders studied and interviewed for this book consistently demonstrated the importance of these principles. They were at their most effective when acting in alignment with principles. When they ignored them, business results suffered. Integrity and responsibility are essential minimum requirements for effective leadership. Lynn Sontag is President of Menttium Corporation, which helps companies nationwide coordinate mentoring programs for high potential emerging leaders. As Lynn points out, “Leaders who don’t step up and do the right thing will be left behind, because in today’s world with new technologies and social and business networking, there is no place to hide.” Compassion and forgiveness are equally important. They make the difference between a good leader and a great one. Consider the following example of the business value of compassion. Don Froude, president of Ameriprise Financial’s The Personal Advisor Group (TPAG) tells this story:

A year ago I became aware of a situation involving an advisor who was new to the firm and was behind his requirements to keep pace. When I talked to the advisor, I learned that his family responsibilities in the wake of his father’s recent death had made it impossible for him to dedicate enough time to his work. His leaders thought they had to follow the rules about dealing with every advisor, [no] matter what their situation. I told his leaders, “I can get a robot to just follow the rules. I need you to demonstrate some leadership judgment. That’s what I’m paying you for.” I’ve always believed that if someone doesn’t succeed, it’s because we have failed as their leaders. In this case, the leaders made an exception for this advisor, and that judgment paid off. The advisor is still with us and is now successful and meeting all of his performance requirements.

Values

Values differ from principles in that values are more personal beliefs about what is important to us as individuals. They are usually consistent with principles, and they enable us to put our own stamp on the meaning of the principles. For example, responsibility is a key principle, but our values help us choose how we individually express the principle of responsibility. We may value competence, challenge, or creativity. In each case, we can align our life choices both with those values and with the principle of responsibility. Will I be responsible by using my competence, by taking on challenges, or by finding creative solutions to areas such as work or family needs?

As we grew up, we learned a set of values, those qualities or standards that parents or caregivers considered important to our well-being and that of others. Over time, we came to adopt those values as guides to our own behavior. Families vary in the weight they place on certain values. Families often emphasize a variety of values, such as helping others, creativity, knowledge, financial security, or wealth accumulation. Early in our lives, we typically adopt our families’ values, and as we mature, we often add our own. By selecting, interweaving, and prioritizing our values, we define who we are—or at least who we want to be. Just as we recognize people by their physical characteristics such as hair color, height, or the way they laugh, we also come to know people by the values they embody. As we get to know friends or people with whom we work, we begin to recognize what means the most to them. Do they crave excitement, care about the environment, or seek status? We evaluate others based on how well our values mesh with theirs. You might value personal time for creative work more than social activities, while I might value relationships and family time more than professional recognition. We feel comfortable around people who share our most important values and often avoid those who don’t. If you value loyalty, for example, you may not like working with people who are self-serving.

Discovering Your Values

What is the set of values that anchors you? How would you want others to think of you? It’s no coincidence that successful leaders consistently make decisions aligned with their values. To act in alignment with our values, we must deeply understand what they are.

Try this: In the next 30 seconds, say out loud your five most important values. If you’re like most, you may be stuttering, or struggling to think. “Uh... family...financial security. Umm....” Our values are typically not top of mind. It’s so hard to figure out our values, that most values clarification exercises provide a “cheat sheet” list of common values. Steve Pavilla, a noted personal-development blogger, offers a list of 374 values on his web site. Author Doug’s company, the Lennick Aberman Group, created a pack of values cards, akin to trading cards, each of which names and explains a value. The following exercise, designed to help you become more aware of your values, is based on the Lennick Aberman Group values cards.



Exercise: What Are Your Top Five Values?

Review this checklist of values and select the five that are most important to you. If you have an important value not on the list, use the blank spaces below to record other values. Don’t rush through this exercise. Take some time to reflect on what really matters most to you.
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The Morality of Values

Not all values are created equal, as in the previous example. Without some context, values are neither moral nor immoral. It is only when we need to make decisions that have moral consequences that values take on moral significance. In the wake of the recent economic crisis, examples of values misalignment are plentiful. For example, what were heads of many United States banks and some other financial services companies thinking when in 2009 they accepted federal TARP funds but refused to use the cash infusion to ease lending for responsible businesses and qualified individuals?

When we make a decision that does not have any particular moral significance, as in deciding where to go on vacation, we might indulge our desire for adventure without a second thought. But when we make a decision that involves others, as is the case when considering a career move that would affect family members, the priorities we assign to our values must be consistent with universal principles. In that instance, we must honor the principle of responsibility. We may realize that our desire for adventure, growth, or more money would come at the cost of our responsibility to family.

What Your Decisions Reveal About Your Values

Sometimes, we don’t actually value what we say we do. If, over time, you find yourself behaving inconsistently with your espoused values, you have a choice. You can learn to better align your behavior with your values by developing your moral and emotional competencies, or you may simply accept that you value some things that you did not realize were important to you. Either path is fine, as long as your actions don’t violate the universal principles.



Exercise: What Your Decisions Tell You About Your Values

To find out what your outward behavior can tell you about your values, keep a running log of all your decisions over the course of a few weeks. For each decision:

• Write down the values that influenced your decision.

• Ask yourself, “If people who did not know my inner motivations saw the outcome of this decision, what value or values would they think this decision reflected?”

Sample Decision and Values Log
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This exercise can give you some insight into personal motivations that you might not have admitted to yourself before. Consider whether the values others might attribute to your decision may actually have some bearing on your choices.

Uncovering Values Conflicts

After you identify what you value, ideally and actually—look at your list of values and compare it with the universal principles. To ensure that your values are consistent with principles, ponder questions like these:

• Is my desire to achieve financial results so strong that I behave as if the end justifies the means?

• Does my desire for high achievement lead me to lack compassion for an employee whose family crisis takes him away from work at a critical time?

• Does my need for economic security discourage me from speaking out with integrity about an unethical corporate practice?

If you accept the importance of universal principles, you must—as a morally intelligent leader—reprioritize your values in line with the principles. We are not saying that you should not value what you value. But in some cases, it will be important to find a way to honor your values while upholding principles. You can honor both principles and personal values when you look for answers to questions such as, “How can I arrange my financial affairs so that I am protected if my ethical position gets me fired?” Or “How can I creatively allocate resources to preserve or improve group productivity while an employee is out on leave?”

It should be clear by now that values can be applied in a morally negative, neutral, or positive way. Consider, for example, power, which is a value important to many leaders, but many leaders often don’t want to admit that power motivates them. That’s because a desire for power often gets a bad rap. Power has the potential to be seductive, intoxicating, or lead to abuse. When power is abused, individuals and organization suffer. But like most other values, power can be leveraged for good or ill. Power used to promote universal principles is a tremendous force for organizational success and global advancement. As the late Robert F. Kennedy said

The problem of power is how to achieve its responsible use rather than its irresponsible and indulgent use—of how to get men of power to live for the public rather than off the public.1

Beliefs

Beliefs are the third component of our guidance system. For each of us, our beliefs are the “executive summary” of our individual world view. Beliefs represent our self-understanding about what we think is important and how we think of ourselves in relation to the outer world. They are the condensed version of our moral compass. Beliefs capture our larger list of principles and values in a streamlined form that is easier to communicate. Beliefs are the language we use to describe our values and our understanding of principles to ourselves and others. They connect our understanding of principles with our choice of values. You can’t actually know what your values are unless you can make a statement about what you believe.

Identifying Your Beliefs. You probably have 10,000 beliefs about yourself, your world, and human nature. But most people have a relatively short list of beliefs that they hold as their “convictions”—beliefs they use to guide decision making when the going gets rough. Many of these might even operate at an unconscious level most of the time, but with a little thought, most people can bring them up to the surface. What do you believe? You can use the following exercise to reflect on your top-ten beliefs.



Exercise: My Top-Ten Beliefs

Take a few minutes to record your top-ten beliefs here. Remember...try to focus on your beliefs about yourself, your world, and human nature.

1. ___________________________________________________

2. ___________________________________________________

3. ___________________________________________________

4. ___________________________________________________

5. ___________________________________________________

6. ___________________________________________________

7. ___________________________________________________

8. ___________________________________________________

9. ___________________________________________________

10. ___________________________________________________





By this point, you have identified the key elements of your moral compass. You have chosen the universal principles you embrace, you have articulated your values, and you have summarized your beliefs. Understanding your moral compass is essential for effective decision making. Living in alignment means that you hold yourself accountable for decisions consistent with your moral compass. But before you take action, you need to understand your goals and wants.

Frame 2: Goals
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Scientists who study behavior tell us that humans have an innate need to make sense out of their lives. We constantly develop theories to explain why events happen as they do. We have an even deeper need to understand the meaning of our lives. How do our day-to-day events combine to create a coherent whole? What is the point of doing what we do? If we can begin to answer those questions, we have the beginning of our highest goal—our life’s purpose. Not everyone develops and follows a life purpose. People who were seriously brain-injured or severely neglected or abused might lack the capacity to formulate a meaningful purpose. But most of us are hungry to make sense out of our lives, so we create goals. Everyone’s life purpose is distinctively theirs, but each must be consistent with universal values, compassion, and forgiveness. Albert Schweitzer once said, “I don’t know what your destiny will be, but one thing I do know: The only ones among you who will be really happy are those who have sought and found how to serve.” Oprah Winfrey, who created one of the wealthiest entertainment empires in the United States, says this about purpose: “I’ve come to believe that each of us has a personal calling that’s as unique as a fingerprint—and that the best way to succeed is to discover what you love and then find a way to offer it to others in the form of service, working hard, and also allowing the energy of the universe to lead you.”2 Perhaps you already know your life’s purpose. Many of us have only a vague sense of it. Discovering your life’s purpose usually takes a period of reflection. One of the best resources for clarifying your life purpose can be found in Richard Leider’s book Repacking Your Bags: Lighten Your Load for the Rest of Your Life.3 Use the following purpose exercise to help provide you more insight about your life’s purpose.



Exercise: What Is My Life’s Purpose?4

Take some quiet time to reflect on the following questions. Answering these questions can help you clarify the high-level meaning and direction that you would like your life to take. You may also find it useful to discuss your responses with a family member or friend. Sharing your ideas with those closest to you can give you more confidence about what you are truly meant to do with your life.

1. What are my talents?

2. What am I passionate about?

3. What do I obsess about, daydream about?

4. What do I wish I had more time to put energy into?

5. What needs doing in the world that I’d like to put my talents to work on?

6. What are the main areas in which I’d like to invest my talents?

7. What environments or settings feel most natural to me?

8. In what work and life situations am I most comfortable expressing my talents?





Setting Purpose-Driven Goals

For each of us, our purpose is the major thing we want to accomplish in life. Our goals are more concrete things we’d like to accomplish to fulfill our purpose. The more aligned our goals are with our life purpose, the more effective we’ll be as a person and as a leader. An easy and powerful way to decide on your life goals is to use the Widdy Wiffy process Roy Geer developed and which he and Doug Lennick detailed in their book How to Get What You Want and Remain True to Yourself.5 Widdy Wiffy is the phonetic pronunciation of the acronym WDYWFY which stands for “What Do You Want for Yourself?” The title contains a bias: Getting what we want is good. Our goals can be at the same time “selfish” and morally aligned. Getting what one wants for oneself is a rightfully selfish process provided that what one wants is in alignment with our moral compass—our principles, values, and beliefs.

The WDYWFY process involves five profoundly simple steps:

• Have a goal (and write it down)

• Have a plan (and write it down)

• Implement the plan

• Control direction (keep score and when necessary redirect)

• Throw off discouragement (stay on track despite setbacks)

The importance of having specific goals is to ensure that what we actually do helps us create meaning out of our actions. Without goals, our ability to fulfill our life’s purpose would be a matter of chance. Setting deliberate goals allows us to satisfy our wants in a way that is aligned with our moral compass.

Not only does your goal frame help you satisfy your personal desires within a moral framework, paying attention to your goals also increases the odds that you will actually accomplish what you desire. If you don’t work on your goal frame, there is a random occurrence of achieving your goals. Career expert David Campbell made that point famously in his book If You Don’t Know Where You’re Going, You’ll Probably End Up Somewhere Else.6 Apparently, it’s not enough to have a set of goals in your head. You will boost your ability to achieve your goals when you write down your goals and your plans to achieve them. Why do written goals have such a positive impact? The most basic reason is that we tend to forget things. The physical process of writing helps our brain retain and recall the things we want to accomplish. When we write down goals, we have an opportunity to reflect carefully on what we actually want and consider the best ways to accomplish them. When we record our goals, we can use our list as a reminder to stay on track. The process of writing down goals enhances our commitment and capacity to be responsible for the choices we make. We have all known of highly intelligent individuals who never lived up to their potential. Goal setting can help you leverage the power of your moral intelligence to have a positive impact on your organization and the world.

Why Leaders Love Goals

Every effective leader we know has crystal clear goals. Goals are crucial to effective leadership because they move you beyond awareness or good intentions to specific actions. Effective leaders accept responsibility for their choices by “getting on the record” with their goals. Effective leaders have goals that they truly care about. They also encourage their followers to develop personally satisfying goals. One of the most powerful motivational tools of a good leader is to show that you care about the wants and goals of the people who work with you. Employees with that rare boss who shows genuine interest in their goals—and who spends time helping them chart a course to reach those goals—respond with loyalty and commitment.

Actifi’s Spenser Segal is one such leader. “I take the WDYWFY thing seriously, and I really know what my people want. I use the alignment model to learn what people value and what their goals are. Money is never most important to my people, but meaningful work and making a difference is.” Spenser’s focus on his people’s goals contributed greatly to the company’s capability to weather the economic downturn. Although Actifi restructured and deferred compensation, it did not lose any employees during the downturn, and the company has emerged stronger than ever.

Your Goals

What exactly do you want for yourself? What are your goals? The majority of us want to play the roles we have in life well. Most people who are parents want to be good at it. Even terrible parents want to be good at it. There are few of us who don’t care about how we perform. How many of you want to be part of a family that you are proud of? How many of you want to be part of an organization that you are proud of? What do you have to do to accomplish that?

Put It in Writing

Whether you are developing new goals or reinforcing long-standing goals, writing your goals down here can make them more real. Keep in mind that there are two kinds of goals. Some goals are a state of being goal, such as “I have three children. I want to be a good father now.” Another type of goal is a future-based goal, for example, “I want to retire within five years” or “I want to lose weight.” We recommend that you include goals of both types. We also recommend that you be clear with yourself about goals in three different areas: professional, personal, and self-development.



Exercise: My Most Important Life Goals

1. _______________________________________________________

2. _______________________________________________________

3. _______________________________________________________

4. _______________________________________________________

5. _______________________________________________________






Exercise: Goal Alignment Test

Think about your top long-term goals. How well do your goals fit with your principles, values, and beliefs?

Sample:

My goal: Buying a family vacation home.

My values and beliefs: I have a responsibility to care for others who are in need. I believe that it is important to do things to increase my family’s happiness.

Potential goal alignment: Buying a vacation home would support my commitment to my family’s happiness.

Potential goal misalignment: Spending money on a vacation home could reduce the amount of money I have to support charitable causes.





You don’t need to abandon any goal that would make you wildly happy. But you will find that your overall happiness and effectiveness will be enhanced if each of your goals is strongly aligned with your moral compass.

Frame 3: Behavior
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The behavior frame puts the “living” in “living in alignment.” Your behavior frame represents what you actually do, including your thoughts, emotions, and outward actions. Your behavior frame takes your values and beliefs from frame 1, and your goals from frame 2, and makes them real. We cannot be successful leaders—or human beings—unless we embrace principles and values, set clear goals, and act accordingly. Although we don’t get to choose our emotions, we do get to choose our thoughts and actions. And wonderfully, we discover the thoughts and actions we choose actually do influence the emotions we experience. When we make choices that are not in alignment, we may give ourselves the benefit of the doubt, but our families, our colleagues, and our financial institutions do not. So keeping our behavior in alignment with our moral compass and goals is an essential task of a good leader.

Thoughts

What makes thoughts part of our behavior frame? Psychologists recognize thoughts as a form of cognitive behavior. Thoughts profoundly affect our emotions and our outward behavior. And the trouble with thoughts is that they often mask as facts. Even when we think we are being logical and objective, often that’s not the case. Most of us are biased about many things, and some of those biases get baked into our logic. For example, if I’m an avid fan of my local football team that just made it into the Super Bowl, I might find it easy to justify spending a few thousands of dollars to travel across the country to see the big game. I may unwittingly “underestimate” the cost of the trip, because I really want to go. And I might justify the expense even if it will add to my credit card debt or cause me to miss my daughter’s birthday.

We also tend to rely on rules of thumb, or mental shortcuts for making decisions. One of my rules of thumb might be “only hire people who graduated from Ivy League colleges.” But how effective is my rule of thumb? What are the consequences of taking a mental shortcut when making hiring decisions? My rule of thumb might help me shrink the pile of resumes sitting on my desk. But by routinely ignoring potential employees who didn’t attend certain schools, I probably lost the opportunity to hire some talented people who could have made significant contributions to my organization.

So always question your logic. It’s important to think through your choices relative to your moral compass and your goals. Even careful questioning won’t mean you will always be right. There is no silver bullet for making optimal leadership choices. But challenging your logic can make it more likely that you make the most of all your cognitive and technical abilities in support of your organization.

Emotions

Everyone has them, even the most rational and composed of us. Emotions have a strong influence on our view of financial situations and our response to them. That’s because your brain is hard-wired to encourage emotional decision making. When we’re in the presence of a strong external event—say a looming merger or downsizing—the part of our brain that processes emotions gets the message first. In other words, the triggering event stimulates our emotional intelligence before it stimulates our cognitive intelligence. Our emotional intelligence sacrifices accuracy for speed. We act on a flood of emotions—fear or excitement before the logical part of our brains gets a chance to evaluate the situation objectively. Why does our brain do something that can make it so difficult to apply our moral intelligence? As we learned in Chapter 2, our brain evolved to promote our physical survival, to keep us out of danger, and to encourage us to nourish ourselves. When we sense danger, our brain’s “danger system” activates. It immediately sets off a whole host of physiological changes that help us get away from the source of the danger. Our danger system turns our analytical centers off, as if to say, “You don’t have time to figure out the nuances of this situation. Just get out of here!” But even when we’re not in physical danger, our automatic danger response still kicks in with a flood of emotions that are better suited for escaping from a bear than dealing with a business crisis. When we truly are in a life-threatening situation, we need a speedy response. It saves us. But business challenges, although often emotionally painful, are not life threatening. So sacrificing the accuracy of our thinking brain for the speed of our emotional brain begins to work against us.

Now take the case of a business opportunity that seems promising, not scary. As soon as we feel stimulated by such a positive opportunity, our brain’s reward system turns on. It secretes a chemical called dopamine, which gives us a sense of security and confidence that enables us to pursue opportunities. But when our reward system is turned on, our danger system is turned off. So we can’t notice the risk that may be involved.

Keep in mind that emotions, in and of themselves, are neither good nor bad. They are simply emotions. But because strong emotions, whether positive or painful, can get in the way of effective decisions, emotions must be managed. The most effective leaders know how to regulate their own and others’ emotional responses in a way that promotes a positive and high-performing work environment. If leaders lack emotional control or insight into the emotional needs of their followers, the work environment suffers.

Earlier in her career, when Menttium President Lynn Sontag was a senior leader in executive development at a Fortune 100 company, she once made the mistake of transferring a call from an irate executive spouse to her boss. The caller, who had considerable clout, was having a temper tantrum about something that the organization wouldn’t as a matter of policy give her. Lynn realized too late that she should have prepared her boss for the call so that he wouldn’t get stuck in a political bind. She still has vivid memories of his reaction and the impact on her subsequent performance:

I can visualize the whole thing. My office was kitty corner from the executive director, and I could see his expressions as he talked to her, and it was pretty visual. His door was closed, but I could see him through his window, and I knew where he was heading as soon as he opened the door. He blew up in front of me and everyone else around. The next day he calmed down, and we walked through it and processed it so that it wouldn’t happen again. We got through it, but I was derailed on a personal level for a long time. I still had to work with the woman for another year and a half. It took me more than a couple months to let go. It hit me right where my confidence was. I didn’t trust my own judgment, and I became unwilling to make decisions without checking with a lot of people first.

Actions

We all know that actions speak louder than words. Having a moral compass and admirable goals is worthless unless we do what it takes to make them real. Failure to act in concert with our values and goals is worse than worthless. It is a failure of the core principle of responsibility. It does harm to everyone and everything we care about—family, co-workers, and community. And it does us harm. Often we lose something extremely precious—other people’s trust and respect.

In Search of Alignment

Now that you see the canvas inside each of your frames, how do you keep your frames aligned? Most people agree that the notion of living in alignment makes sense. If that’s true, then why is living in alignment so hard? Why is it so difficult to use our inborn moral intelligence to make smart choices that support our values and goals? In the next chapter, you begin to discover the obstacles to living in alignment—and the secrets for overcoming them.
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4. Staying True to Your Moral Compass

Knowing who you want to be—an honest, responsible, and compassionate leader—is one thing. Knowing how to become your best self is another. Actually doing what you know you should is still another matter. That is the essence of alignment, a shorthand term that means “your goals and your behaviors are consistent with your moral compass.” We need three qualities to help us keep us in alignment:

• Moral intelligence—Part of us that shapes our moral compass and ensures that our goals are consistent with our moral compass

• Moral competence—Ability to act on our moral principles

• Emotional competence—Ability to manage our and others’ emotions in morally charged situations

Moral intelligence. Can you interpret this formula?
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Here’s a hint: The equation here represents the “fundamental theorem of calculus.” It expresses that differentiation and integration are inverse operations of each other. Now do you understand? If you’re like most people, that explanation helps a little, but not much. You can tell that the diagram is a mathematical equation, and you’ve heard of calculus, but you might not understand or remember the distinction between differentiation and integration. For people who are mathematically inclined, the fundamental theorem of calculus probably looks as simple to them as 2 + 2 = 4 does to the rest of us. A complicated equation makes sense to the mathematician because she has two qualities—mathematical intelligence (basic aptitude) and mathematical competence (learned skills). Mathematical intelligence isn’t sufficient to be good at math, but no amount of practice can make you a good mathematician if you don’t have an underlying aptitude. Moral intelligence is another kind of aptitude. Without it, no amount of training can turn us into moral leaders. Recall the brain-injured toddlers. No matter how hard their parents tried to instill positive values, they simply lacked the basic neurological equipment to distinguish between right and wrong.

Moral intelligence is our basic aptitude for moral thought and action. We call on it to make sense out of moral principles (the “fundamental theorems” of morality). Moral intelligence enables us to develop moral values and beliefs and to integrate those values and beliefs into a coherent moral compass. Because it’s the part of us that knows what’s right, we use it to ensure that our goals and behavior are in alignment with our moral compass. Like a smoke detector, our moral intelligence sounds the alarms when our goals or actions move out of synch with our moral compass.

When Charlie Zelle was a young New York investment banker, his family’s Midwestern transportation and real-estate business went into a financial tailspin. After he returned home to help save the business, company lawyers called a meeting of management and key family shareholders to decide the firm’s fate. When lawyers and family members began to talk, Charlie was astonished at how glib they all seemed. It was clear that they had already decided to throw in the towel and no one seemed all that upset about it. Charlie got angry—his moral intelligence alarms were deafening. He thought shutting down the company was unfair and a selfish move on the part of his family. If the company folded, 500 employees would lose their jobs, and people in the community would lose access to the public transportation they provided.

Moral competence. Although moral intelligence involves knowing what to do, moral competence is the skill of actually doing the right thing. How do we do what we know is right? How do we do the right thing even when we are scared or pressured? For that, we need moral competence. We need it to understand what goals will enable us to be true to our principles, and we need moral competence to act in alignment with our values and beliefs. Charlie Zelle’s moral intelligence told him that it was selfish for his family to simply cut their losses at the cost of fairness to employees and the community. But it took moral competence for Charlie to act on that awareness. He was just a kid, but fueled by his anger and encouraged by a mentor, Charlie found his voice. He found some investors, formed a new company, bought the buses back from bankruptcy court, and rehired all the employees from his family’s old company. The odds of success were low, but with the help of a senior vice president who knew and loved the business, they survived. Fifteen years later, Charlie’s company, Jefferson Bus Lines, is a thriving regional bus operator.

Emotional competence. To live in alignment, we also need to be emotionally competent. Emotional competence helps us manage our emotions and the emotional quality of our relationships with others. It’s almost impossible to be morally competent without being emotionally competent as well. For example, most of us value honesty and most of us have the moral competence to be truthful. After all, we’ve told the truth countless times. But if we’re such experts at telling the truth, why then do many of us lie so often? A UK women’s magazine survey, for instance, found that 94% of women admitted that they tell lies, half of them lying on a daily basis. Emotional competence helps us answer questions like these:

• What makes it hard to tell the truth in a particular situation?

• How will others act if I tell the truth or fail to tell the truth?

• How can I tell the truth in a way that will preserve my relationships with others?

Emotional competence enables us to understand our own emotions, especially those that can get in the way of doing the right thing. Emotional competence also helps us understand and respond intelligently to the emotions of others. That ability to respond to others’ emotional needs in turn creates a positive work environment in which people feel safe enough to do what is morally right—and not incidentally, perform at their best.

When leaders lack emotional competence, they create a negative climate that encourages self-protection rather than integrity. Lori Kaiser, Pacific Northwest Managing Partner at Tatum LLC, ran into an emotionally incompetent manager at a previous company where she had worked early in her career. He was a foul-mouthed senior manager who routinely harassed his juniors. Everyone knew he was obnoxious, but no one called him on it. Lori tolerated it for years. Then while on maternity leave, she realized how great it felt to be away from him. When she returned from leave, she took advantage of her newfound status as the company’s most senior woman to draw a line in the sand. Lori told her superiors she would return only if she did not have to work with the obnoxious manager. Her superiors agreed but did nothing to correct his behavior. Other employees, in part weary of dealing with him, began to leave the company. Only then did management begin to pay attention to his behavior, but by then, they had lost some valuable people—largely because of the negative environment created by one emotionally incompetent leader.

Lori faults herself for failing to act sooner. She tolerated his negative behavior for a long time because the company paid her well to do the kind of work she wanted to do. Though she was not the source of a negative environment, she believes she was partially responsible for allowing it to continue. “Even though I may be able to tolerate difficult people,” says Lori, “the people who follow me need someone who can speak up. If I condone bad behavior in front of junior men or women, it’s unacceptable. Now I speak up for all of the people who are junior to me and can’t speak up, even if it makes me look like I’m not one of the gang.”

Staying aligned. When you consistently use your moral intelligence, moral competence, and emotional competence, you will find that you are spending more and more time living in alignment with your moral compass. When your three frames are in synch, you feel as though you are “in the zone,” and your creativity and performance are at their best. When you are in a leadership role, your state of alignment is palpable and appealing to followers. Your state of alignment contributes to an emotionally positive and high-performing work environment for others.

Think of the leaders who have inspired you the most. They are almost invariably those who consistently demonstrate their commitment to principles that you also believe in. Lynn Fantom, CEO of ID Media, says of her former boss, David Bell, now Chairman Emeritus of parent company Interpublic, “I would do anything for him because he shows respect to me and everyone in the company by doing simple things like sending short email messages of appreciation.”

Moral misalignment. The most successful leaders spend the majority of their time in alignment. But all of us experience times when it is hard to stay in alignment, times when our moral intelligence doesn’t seem to be having an impact on what we want or what we actually do. Instead of being connected to our ideal selves—who we would like to be at our best—we disconnect from our moral compass. Misalignments don’t usually happen because we lack moral or emotional skills. Typically, they occur because moral viruses or destructive emotions are interfering with our ability to use moral and emotional competencies that we have successfully used in the past.

Moral viruses are disabling and inaccurate negative beliefs that interfere with alignment (see Figure 4.1). Moral viruses infect our moral compass and lead us to adopt goals that are inconsistent with our moral compass.
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Figure 4.1 Alignment Model

Diagnosing a moral virus. Moral viruses are unfounded negative beliefs that are in conflict with universal principles. Like computer viruses that infect a computer’s operating system, moral viruses invade your moral compass and often lead to breakdown. Moral viruses remind us of computer “adware,” the insidious advertising software programs that are installed on your computer via the Internet without your consent. Suddenly, your computer desktop is overwhelmed by pop-up ads, and when you try to find and delete the adware program, you find it’s difficult. Your antivirus software probably will not work. The unwanted program has the capability to hide its files and to resist attempts to remove it. Like adware, moral viruses sneak into your moral operating system. They hide themselves well: At a conscious level, you may articulate a set of principles, values, and beliefs that are admirable, without realizing that you are secretly harboring an unsavory belief that affects the quality of your goals. Your “official” goals are in alignment with your moral compass. But without your awareness, you have adopted some “unofficial” goals that are at odds with your moral compass. The end result is that you do things that are inconsistent with your moral compass, and you are probably pretty confused about the reasons why.

Consider the experience of John Simmons (pseudonym), founding partner in a growing professional services firm. He was attending a partner’s meeting for his firm. Compensation was on the agenda, and during the discussion, John found himself insisting that his fellow owners adopt a lot of legalistic provisions that he thought necessary to ensure he would be compensated fairly for all his efforts. During the discussion, John became increasingly rigid, frustrating his partners. Finally, they told him he was acting as if they were his enemies rather than people who shared his goals. John knew instantly they were right, but it took a few hours of reflection to figure out why he had behaved with such suspicion.

John explains, “When I was about four years old, I got into an argument with my older brother and I bit him! My father insisted that I apologize. I refused. Before I realized the stakes of the game I was playing, my father said, “If you don’t apologize, you can’t be a part of this family.” He proceeded to take me about a half a mile away from our farmhouse and dump me off in the pasture. I recall running back home, crying as I ran. My false conclusion was that when it comes to basic needs like personal safety you really can’t trust anyone, even those close to you. Even people who have never actually taken advantage of you might still turn on you in unpredictable ways. Always be on guard!”

When John uncovered his “moral virus,” he went back to his fellow owners to own up to the negative beliefs that had infected his moral compass and disrupted their meeting.

Common Moral Viruses

• Most people can’t be trusted.

• I’m not worth much.

• I’m better than most other people.

• Might makes right.

• If it feels good, do it.

• My needs are more important than anyone else’s.

• Most people care more about themselves than anyone else.

• People of other (races, religions, and nationalities) are not as good as people of my (race, religion, and nationality).

Dealing with moral viruses. A good way to manage moral viruses is to scan for them in your thoughts. To figure out what you are thinking, tune in to your “self talk”—the continuous internal conversation that you have with yourself. Like computer antivirus software that periodically scans for new viruses, you should regularly scan your self talk to stay aware of the internal beliefs that are influencing your daily actions. In addition to regular moral virus scans, we recommend that you scan your self-talk for possible moral viruses whenever you experience strong emotion, either positive or negative. Because thoughts and emotions mutually influence each other, it is especially important to understand the beliefs that may be the root cause of uncomfortable emotions.

Disabling a moral virus. When you have detected a moral virus in your thoughts, you have the opportunity to replace it with a thought or belief consistent with your moral compass. Countering a moral virus is effective in the moment, but it is not a permanent fix. Moral viruses sometimes act like certain biological viruses that lurk indefinitely within us. For example, the virus that causes shingles, a relative of the chicken pox virus, is a chronic virus. After an outbreak of shingles, the virus doesn’t die. It retreats to the base of a bundle of nerves, where it lies dormant unless the affected person’s immune system is weakened by another illness, allowing the old virus’ symptoms to reappear. Similarly, when we are under stress, the symptoms of a moral virus can once again resurface. In the example just described, John Simmons figured out how he had been infected by a moral virus, but he knows he may run into the same virus in the future. John is not “cured,” but his awareness can help him to recognize moral virus symptoms and move quickly to minimize its negative affects in the future.

Because none of us had a perfect upbringing, most of us will have at least one moral virus lying in wait to overtake us in a difficult moment. That is why it is important to scan our thoughts regularly and why it is necessary to actively remind ourselves of our more desirable Frame 1 beliefs. A good rule of thumb is this: When you find yourself doing something that is puzzling to you when you say to yourself, “I don’t know why I behaved that way...,” you are likely dealing with some sort of moral virus. That is a good signal to talk it out with a good friend or trusted advisor. Like a virus that thrives in the dark, moral viruses brought out into the light often wither and die.

Destructive emotions. Destructive emotions are the most common culprits in keeping us from acting consistently with our goals. Emotions such as greed, hate, or jealousy are powerful and can overwhelm our normal ability to act in a morally and emotionally competent manner. It is human nature to experience periodic emotional “breakdowns”—not usually the kind that sends us off for a long rest cure, but the more commonplace stresses that can lead us to become emotionally overwhelmed. Our moral compass is intact, and our goals are clear, but in the heat of the moment, we act in a way completely inconsistent with what we say we want. We lose control and allow destructive emotions to take hold. Greed is an especially destructive emotion, one that likely lies at the heart of the corporate accounting scandals of the early 2000s and the more recent economic crisis of the late 2000s. It’s hard to imagine that any of the executives implicated for accounting or securities fraud in the last decade needed more money than they already had. For an executive in the throes of greed, however, enough is never enough. We’re all too familiar with the impact of greed-driven schemes—employees deprived of jobs and retirement funds, shareholders betrayed, homeowners being evicted, and companies going out of business.

Managing destructive emotions. There will always be occasions when you feel negative emotions. Your goal should not be to eliminate all traces of negative feelings from your experience, but rather to develop the emotional control to manage destructive emotions so they don’t derail you. Managing destructive emotions is vital to a successful leadership career because left unchecked, they are a frequent cause of career derailment among executives. A senior manufacturing executive interviewed for this book notes the importance of managing potentially destructive emotions: “Someone will renege on something or not do something they promised, or they’ll misrepresent things and I just want to get even. I’ve had to develop a lot of self-control. I don’t often lose my temper and if I do, I try to do it behind closed doors with my team. So the challenge is treating people the way I’d like to be treated versus the way I’d like to treat them because they screwed me. I don’t feel like I’ve had to be extremely sensitive so much as I’ve needed to control my revenge motive and be professional.”

A powerful antidote to negative emotions is the deliberate cultivation of a positive emotional state. Controlling emotions must come from within. No one having a temper tantrum—child or adult—wants to be told by others to “calm down.” Fortunately, we can learn how to short-circuit highly charged negative emotions. Deep breathing exercises, deep muscle relaxation exercises, and meditation, are just a few of the scientifically documented ways to produce more positive emotional states.1 Depending on your personal preferences, activities as varied as hobbies, community service, spending time in nature or with family members, even washing the dishes can trigger a positive mental state. They work because you cannot have two incompatible physiological states at the same time. You cannot be angry when you are happy. You cannot be anxious when you are calm. Regular practice of your preferred technique is key to your ability to manage your emotions. Through practice, you can create a calm and peaceful internal state that automatically kicks in when you need it. When you deliberately cultivate a positive and relaxed emotional state, you can call upon that positive state whenever a destructive emotion is beginning to take hold.

The experiential triangle. We each operate within an experiential triangle of thoughts, emotions, and behavior, all of which mutually influence one another. Although we discussed moral viruses and destructive emotions as though they were separate phenomena, in reality, they are typically found together and often reinforce the negative effects of each. Emotions are usually the product of our thoughts. When we admire someone, for example, our happiness in seeing that person stems not from their physical existence, but because of the ideas we have about them. Similarly, when we are in the throes of a destructive emotion, we have a reason. Our negative feeling is prompted by some thoughts or beliefs we have about the situation we are in. You think, “I knew I couldn’t trust them,” or “I should have gotten more,” and you feel terrible. The worse you feel, the more likely it is that a moral virus has invaded your belief system. Destructive emotions such as anger and jealousy are the “fever” that often accompanies a moral virus. But emotions also stimulate thought processes. When a destructive emotion overcomes you, it can negatively influence the way you think about yourself or others, thereby causing a moral virus. Finally, our thoughts and emotions affect our behavior. The behavioral impact of moral viruses and destructive emotions is widespread and obvious. For a leader, the effects of moral viruses and destructive emotions can be career-ending. At the very least, your performance suffers along with that of your co-workers.

Consider these contrasting experiential triangles.



A Case of Alignment

The situation: My boss is hiding the extent of a new product line’s manufacturing problems from the senior management group until performance reviews are completed.

Thought: I know that my boss’s actions are violating the principle of integrity and I have a responsibility to get involved.

Emotions: Some apprehension about challenging my boss’s decision, mixed with confidence and determination.

Behavior: I confront my boss about her actions and urge her to provide accurate information about production problems.





Suppose, on the other hand, that you found yourself unable to confront your boss. Would it be because you were unaware that what she was doing was wrong, or because you did not know how to raise the issue? Probably not. More likely, your failure to act would be the result of your beliefs about the situation. Your beliefs create a context, or framework, for deciding how to respond to your boss’s actions. You might then be operating in an experiential triangle that operates something like this:



A Case of Misalignment

Thoughts: What other people do is none of my business. Human nature being what it is, I will probably be punished for standing up for what is right. If I do get involved, my boss might retaliate and I could lose my bonus or even my job.

Emotions: Fear and anxiety.

Behaviors: I look the other way, or I help my boss conceal the extent of the production line problems.





In this example, we can detect a moral virus in the belief that one should “mind one’s own business,” coupled with the belief that others will do you harm if you challenge their negative behavior. This moral virus is likely contaminating more positive beliefs about human nature and our responsibility to do what is right. But a moral virus can deactivate positive beliefs in a difficult moment, replacing them with negative beliefs about other’s motives and our own responsibility. In this example, we can also see the destructive power of emotions such as fear and anxiety that further reinforce negative beliefs and the misguided actions that result.

Preventive maintenance. Staying in alignment requires regular tune-ups to monitor and prevent damaging effects of moral viruses and destructive emotions. But most important, alignment depends on continuously developing our moral and emotional competence. But how? What are the practical day-to-day actions we must take to stay in alignment? For that, we need to be proficient in a group of specific moral and emotional skills—as you see in the next several chapters of this book.

Endnote

1. Many techniques for inducing positive emotional states can be found in Herbert Benson, M.D. and William Proctor’s The Break-Out Principle, New York: Scribner, 2003.


Part II. Developing Moral Skills


5. Integrity

Every individual, like a statue, develops in his life the laws of harmony, integrity, and freedom; or those of deformity, immorality, and bondage. Whether we wish to or not, we are all drawing our own pictures in the lives we are living....

—Harriot K. Hunt (1805–1875), U.S. Physician and Feminist

To starve to death is a small thing, but to lose one’s integrity is a great one.

—Chinese Proverb



The Integrity Competencies

• Acting consistently with principles, values, and beliefs

• Telling the truth

• Standing up for what is right

• Keeping promises





Acting Consistently with Principles, Values, and Beliefs

This is the primary moral competency that encompasses the others. Acting consistently with principles, values, and beliefs means being purposeful in everything you do and say. Integrity is authenticity. It is saying what you stand for and standing for what you say. Awareness is the first step to acting with consistent integrity. That’s why it’s so important to be clear about what’s in your moral compass. Acting consistently with your moral compass also means letting others know the principles that are most important to you, and holding yourself accountable for decisions and behaviors consistent with that. Before becoming an advisor with financial services company Thrivent Financial for Lutherans, Walt Bradley spent 20 years selling cars. One day, a young woman came on the used car lot to buy her first car. The only car she could afford had a lot of miles, a few dents, and a leaky exhaust. Walt told her that if she bought the car, they would check out the leak and fix it. “When we inspected it, the pipe was shot,” says Walt. “My boss said to just patch it. I argued with him, but he said, ‘I don’t give a shit. Just get it out of the building. There’s no warranty.’ Right in front of my boss, I told the mechanic not to do that—to fix the car right. My boss and I got into a shouting match about it, but the mechanic fixed it.” Asked how hard was it to stand up to his boss, Walt replies, “I hate confrontation, but the woman trusted me, and I know that if my word isn’t any good, then my product isn’t any good.”

The high cost of inconsistency. Leaders who blatantly ignore universal principles do great harm to their constituencies and ultimately to their bottom line. But just as bad are leaders who pay lip service to integrity while ignoring it in practice. Take this example of Kevin Reynolds (pseudonym), CEO of a $400 million dollar consumer products company. Kevin talked a lot about integrity in his speeches to shareholders, employees, and his board. But Kevin’s direct reports didn’t trust him at all, and each could cite numerous examples of betrayal or deception on Kevin’s part. None of Kevin’s direct reports was willing to go out on a limb for their company in the environment that he had created. Some of them spent a lot of time planning how to protect themselves from his treachery, while a few braver souls openly threatened to leave if the board did not fire him. The final straw came when, at the end of a financially troubled year, Kevin manipulated the bonus pool to get his maximum year-end bonus, leaving his team with unfairly low payouts. For a time, Kevin managed to conceal his bonus scheme by withholding information and presenting confusing data, but eventually, his mishandling of the bonus money leaked out. The board asked for his resignation. No one mourned Kevin’s departure. His reputation for dishonesty dogged him in the industry, barring him from landing a top executive post anywhere else.

In corporate settings, a lack of integrity usually signals a lack of moral competence, as was the case with Kevin. But at times, a lack of integrity stems from a deeper lack of moral intelligence. There are some people whose moral compass is badly dented, like Jeff Walsh (pseudonym), who applied for a job as regional sales manager for a large Fortune 500 company. On paper, Jeff had a great track record in sales and management and an MBA from a prestigious university. The vice president of Sales was so impressed after interviewing Jeff that he was ready to hire him on the spot. “Don’t let that one get out the door,” he told the recruiter. But when the recruiter checked his credentials, he discovered that Jeff had no undergraduate college degree, let alone an MBA; he had never taken a single college course. When the recruiter confronted him, Jeff broke into a sweat and admitted that he had faked his resume. You might think that the sweat on Jeff’s forehead was evidence that he knew right from wrong. But Jeff recovered his composure quickly and promptly talked his way back into the VP of Sales’ office to try to convince him that it really wouldn’t matter that he did not have his MBA. Without a functioning moral compass, Jeff completely missed the notion that lying about his credentials was a big deal. He might sweat because he was caught—but not because he had a guilty conscience.

Telling the Truth

Susan Desimone (fictitious name) was chief financial officer for a major division of a huge financial services firm. Her CEO, a demanding and explosive character (in actuality a high-profile top executive), was determined to meet Wall Street’s expectations for the quarter’s profits—no matter what it took. The financial analysts who worked for Susan were stressed. “The CEO is badgering us to make these numbers work,” they complained. “If we show him the results we have right now, he will blow his fuse.” Susan knew they weren’t exaggerating, but she also knew she could handle her CEO’s tantrum without letting it unhinge her. “What is the worst thing he can do to us?” she replied. “He’ll yell at us for sure, but he’s yelled at us before, and we are going to tell the truth.” Susan’s moral stance did more than keep her company out of the scandal section of The Wall Street Journal. She provided “cover” for the people in her finance unit and by her actions made it safer for them to do what they knew was right. Her truthful response to the CEO’s pressure was both morally skilled and fiscally smart. She motivated her people to keep working for the company during an economic boom when their skills were highly marketable and corporate attrition was at record high levels.

Leading with the Truth

Imagine that you are captain on a sailboat cruising through the Caribbean. When you left dock a few hours ago, it was warm and sunny with a gentle breeze pushing the boat forward. Then the weather turns suddenly ugly. Before long, the wind is fierce, the waves are pounding, and your passengers are afraid. What should you do? You tell them the truth. You say, “This is a dangerous storm. Something bad could happen. You need to keep your life jackets on and stay below deck while I get us through this. I have been through storms like this before, and I am very optimistic that we are going to weather the storm.”

In organizational settings, telling the truth often means defining reality under challenging circumstances. When times are tough, leaders need to tell the truth while providing people with real reasons for hope and optimism.

Sally Jewell, CEO of outdoor gear retailer REI, agrees: “Over the past two years we have learned some tremendous lessons, and one is about the importance of consistently telling people the truth about what’s going on.” Sally continues

Shortly before things started falling apart in the fall of 2008, we started sending weekly messages to employees about the storm clouds on the horizon and what we were doing about it. At the time we felt that perhaps we were even over-communicating. But we’ve discovered that trust in senior management went up during that period. The confidence in the company went to an all time high. It fell a bit this year and we realized that we haven’t been communicating as consistently this past year as we did during that period. We weren’t over-communicating at all—this is what we need to do all the time!

We also had a layoff during 2009. We were upfront about this as well, and gave the business reasons why we needed to do this. We worked really hard to train managers and to role play with them how to answer questions. Afterward, multiple people who had been laid off sent me messages about this. Some said they obviously didn’t like being laid off but they understood why it had to happen. Many said they’d come back to work for us in a heartbeat.

So, what did we learn? Taking the mystery out of the situation and speaking the truth right up front was the lesson we learned. The more we communicated the more we were reinforced for communicating. And people expressed their appreciation. Several said things like, “Thank you for being on top of these things.” It was a great opportunity for our leaders to reduce the uncertainty that people were feeling.

Larson Doors’ Dale Larson is another advocate of the need for leaders to tell the truth:

We had a period of time when we lost a big account—Home Depot. We had to tell everyone that their jobs might be in jeopardy. I guess we could have held off that information for a while, but we felt that we needed to be honest with our employees about what was happening. And because we did, we came bouncing back and are a lot better for it today. We did have to lay off a lot of the factory workers for three or four months but many of them came back. And at least we were able to give them as much time as possible to prepare for tough times.

Lon Dolber, president and CEO of American Portfolios Financial Services. doesn’t shrink from telling unpleasant truths either. He’s discovered it’s the only way to secure the trust of employees and customers. Until a few years ago, American Portfolios used two firms to clear financial transactions. Then Lon realized that it would be best for the business to merge into one clearing firm. But there was a catch: The clearing firm’s charges would result in financial gains for Lon’s business, while lowering brokers’ compensation. As Lon relates:

I could have said we had to consolidate, that we had no choice. The truth was I decided that we needed to do this to be competitive. I didn’t hide the fact that the brokers would make less and the efficiencies we gained would actually mean more profit for us. I pointed out that we need to do this to grow and sustain ourselves during the economic downturn. I explained why I did it. I could constantly blame the government and regulators, but I never do that. I’m always honest about it. I say, “We are doing it and these are the reasons.” So I’ve developed more trust with the brokers. If you’re truthful, you’ll develop trust. You’ll develop loyal customers [the brokers] with trust. I believe that truth leads to trust and trust leads to loyalty and loyal customers are the best customers. Our customers recognize and feel very comfortable with that.

Telling the Truth About Performance

Many of us are afraid to discuss poor performance with a subordinate. We imagine that people will be upset, and we don’t want to be responsible for causing them pain.

Paul Clayton, former president of Burger King North America, and former CEO of Jamba Juice, is not known for pulling his punches. The only time he can recall when he has withheld the truth was when he had to sit down with someone and talk about his or her performance. “I have made mistakes in not being direct enough. I had to give a negative performance review and circled around the issues, and I’ve had that happen to me as well. I’ve always been critical of my communication skills, but for a long time, no one said a word to me. I knew that if someone had the courage to tell me sooner that I needed work, it would have helped me.”

We have all heard horror stories about co-workers who got a glowing performance review coupled with a bonus, only to be fired a month later. When that happens, it is usually because the manager has not been honest about the employee’s performance problems over some period of time. Some managers are so nonassertive that employees who are being given negative feedback have no idea that they are being criticized. We know of several extreme examples when an employee who was fired on a Friday showed up for work as usual on Monday because she didn’t realize she had been terminated.

Exceptions to the rule of honesty. A seemingly contradictory aspect of the competency of telling the truth is that it includes knowing when not to tell the truth. Consider an example posed by 18th century philosopher, Immanuel Kant. Imagine that a murderer comes to your door, wanting to know where your friend is—so that he can kill her. Your friend is hiding in your bedroom closet. Most people would probably agree that your obligation to your friend overrides your general obligation to tell the truth. For some brave World War II Europeans, this scenario was not hypothetical—they risked their lives sheltering Jews from the Nazis. The Diary of Anne Frank is a famous telling of the story of a Dutch Jewish family hidden by a former employee of Anne Frank’s father. When the Nazis made their regular sweeps of their Amsterdam neighborhood in search of Jews, the family protecting the Franks would have failed in moral competence if they had told the truth about what they were doing.

Honesty is often complicated for business leaders as well. At times, a leader has information that cannot be divulged. This is common in situations involving downsizings, initial public offerings, and mergers and acquisitions. When planning workforce reductions, for example, leaders know that employees would find it helpful to get advance warning that their job could be at risk. On the other hand, leaders have a responsibility to owners not to divulge information that could be harmful to the market value of their companies. To tell the truth prematurely would be a disservice to the business, yet to say when asked that no reorganization is looming would be dishonest. If there are legal requirements to withhold information, the leader should simply acknowledge that. A leader can still be truthful by saying something like, “We do have plans but we cannot discuss them at this time. Please know that we will implement the plan with high regard for our employees, our customers, and the people who own the company.”

Withholding information is also justified to protect the privacy of employees. Consider computer programmer, Jeanetta Shaw (pseudonym) who discovered that her husband and his family were all involved in criminal activity that was about to hit the newspaper headlines. Her distress was obvious to her co-workers, and they began to ask their manager what was going on. The manager decided to tell the truth, but not the whole truth. He told Jeanetta’s colleagues that there were personal circumstances beyond her control that were causing her a great deal of stress. He expressed his commitment to help her get through a rough time and asked others to do the same.

The painful truth? Telling the truth and tact are not incompatible. Some of us pride ourselves on being honest to a fault. We might say things others would be afraid to say, but it doesn’t necessarily add up to more truth. Some of us use “honesty” as an excuse to vent our hostility. We might make cruel, competitive, or aggressive comments under the guise of “calling it like you see it” and then excuse ourselves by claiming, “I’m only being truthful.” According to Jefferson Bus Line’s CEO, Charlie Zelle, the disclaimer “‘I’m just being honest’ is a classic Minnesota passive-aggressive way of being hurtful.” When we go out of our way to communicate a hurtful truth, we are usually not being honest with ourselves. So, when we feel obligated to tell another something “for his own good,” we need first to examine our own motivations. Are we competitive? Are we jealous? Are we trying to even up an old score? And we might be wise to add one more question: Is there a way we can be compassionately honest versus brutally honest?

Good intentions. Truth telling works best when paired with the emotional competency of self-awareness. We need self-awareness to understand how our own goals and desires influence what we say to others. Leaders who limit information about pending changes should rigorously examine their motivations. Although it is important to protect their companies, leaders who withhold information because they put personal stock option considerations over employee well being, clearly violate principle of integrity.

We also need emotional competencies to understand other’s emotions and discuss the truth in ways that people can accept and use productively. Employees sense when their leaders make self-serving decisions or shade the truth about pending changes. The resulting negative impact on morale and performance can undermine the implementation of any change effort.

How truth fuels performance. Truth telling has a huge impact on leadership effectiveness and workforce engagement. When people work for a dishonest leader, they censor information to protect themselves from a negative or unpredictable reaction. The dishonest boss creates a climate dominated by political intrigue. Instead of working productively, people who work for dishonest superiors spend a lot of time wondering about their manager’s agenda, trying to gather information, trying to jockey for power, and doing only those things they think will keep them out of harm’s way. In contrast, leaders who are known for being honest generate a powerful climate of trust. People who work for honest superiors relax because they know there will be no hidden surprises coming out of the organizational woodwork. People accomplish more and can work with great creativity when they don’t have to waste energy watching their back.

Standing Up for What Is Right

Leaders who live the principle of integrity inevitably must take principled stands.

Ben Smith began his career as an attorney and has extensive executive experience in the banking industry as a former Co-CEO of American Partners Bank, former EVP of Wells Fargo and former EVP at GMAC. Ben relays this story about taking a stand when it was difficult to do so:

One of our top loan officers was a great guy and well liked by everyone at the bank. It came to my attention he would do more than one loan per year to quite a few of his customers to both keep them from default and to generate new business for himself and the bank. What he was doing wasn’t illegal, but it wasn’t right. Sometimes he would give three loans to the same customer in one year. I knew this wasn’t good for those customers because it enabled them to stay current on loans they couldn’t really afford, and it wasn’t good for the bank long term even though it generated income for the bank in the short term. It also generated commissions for the loan officer. I chose to terminate him, and that was hard to do because I liked him personally and because people liked him at the bank, but that was the right thing to do.

Ben’s leadership approach also highlights how often the principles of integrity, responsibility, and compassion are interrelated. On one occasion, American Partners Bank had a job candidate for an underwriting position. Ben really wanted to hire her. But she had a young child and wanted the flexibility to work from home, so Ben agreed. She quickly became one of the banks’ best underwriters. When American Partners Bank was sold, Ben made sure that the new owners retained all but two of their employees. After the acquisition, the new owners planned to lay off a woman who had just had a baby. Ben knew she really needed the income, so he persuaded the new owners to retain her in a contracting role for another year. Was Ben demonstrating integrity? Responsibility? Compassion? Clearly his behavior demonstrated he was aligned with all three principles.

American Portfolio’s Lon Dolber is another role model for standing up for what is right. When clients are unhappy about the results of an investment, it’s tempting to heed the lawyers’ advice to “Make it go away.” It’s one thing if a broker does something that’s not good for the client. In that case, Lon believes the firm should stand by the client and make it right. But most investment losses are not the fault of the brokers who sold them. So there are instances when Lon believes he must stand up and fight. One time, for example, his firm had a sophisticated client who bought an investment that he wanted through a broker and the investment went bad, so the client took the firm to arbitration. As Lon recalls:

[He was] an accredited investor and knew the risk, but [he] got an aggressive lawyer who was looking to pin it on us. It was absolutely not a case of an uninformed investor or a broker misleading an investor. Well, we won the case. If I hadn’t won, it would have made me rethink the business I’m in. If we could be taken to arbitration for everyone who loses money, it would be a loser of a business. So, in fighting this, we gained more trust from our brokers and we stood up for what’s right, and the employees and the customers all see that. It’s smart both ways.

University of Washington e-commerce professor David Risher recalls this incident of standing up for an employee during his tenure as a Microsoft executive:

One day, we were in the middle of a meeting, and my strong-willed boss started to beat up on a young, new employee of mine, asking her questions she couldn’t possibly have answered because she was so new. My boss was a hard person to stand up to, but in this case, I did. I remember that it caused a bit of a commotion in the room because people couldn’t believe I was standing up to her—she was just that strong. When I later went to Amazon.com, my former boss ended up working for me. She ended up being a supporter of mine, and I think it was because she respected me for having been willing to stand up for people.

Gary Kessler, senior vice president of Human Resources, Administration and Corporate Affairs with American Honda Motor Company recalls a time when he took a quiet but vital stand. He discovered that a member of his team who was also a personal friend had fabricated his academic background. Gary knew that he could forgive his friend, and he knew he could keep anyone else from finding out what his friend had done. But Gary believed that to ignore his friend’s deception would be deceptive on his part. It would devalue the efforts of others who were expected to have a certain level of academic training. So he steeled his courage and fired his friend.

Unlike Gary’s admirable private stand, most principled stands must be taken in the face of stiff resistance. Don Hall, Jr., is the president and CEO of Hallmark Cards. Early in his career, Don headed product development. Don had a fine-tuned sense of what customers expected from Hallmark. He steadfastly resisted proposals to save on production costs by cheapening their product. To maintain customer loyalty, Don insisted that quality, rather than cost, be the company’s primary focus.

Defying conventional wisdom to make a principled stand can be challenging. In most organizations, there is a lot of pressure to agree with popular positions. People who take unpopular stands can put their career advancement or their livelihoods at risk. Acting with integrity means that you accept the risks that come with taking a principled stand because the moral consequences of looking the other way are unacceptable. Think of the hazards that have resulted when no one stood up for what was right—buildings that collapse because of poor construction, lives lost because a bridge’s need for repair was ignored, bankruptcies caused by predatory lending practices in low-income neighborhoods, and the explosion of the space shuttle Challenger after NASA executives ignored engineers’ concerns about faulty O-rings.

Keeping Promises

Keeping promises is a hallmark of integrity because it demonstrates that we can be trusted to do what we say we will do. Keeping promises is a competency highly valued in organizational settings, but in our wired 24/7 world, it’s a competency many of us have a hard time practicing consistently. We have good intentions but may let our ever-expanding to-do list overtake our earlier promises. This was the case with Kari Wang (pseudonym), a senior executive in a professional services firm, whose career was in jeopardy and whose team was delivering inferior results. Kari had lost the respect of her colleagues because of her poor track record in keeping her commitments to them. When a high-profile project came her way, Kari dug in and took over all the detailed work herself, saddling herself with more work than even an overachiever like Kari could handle. Kari resisted delegating, rationalizing that she’d be happy to delegate if only she could find someone who could do a good enough job. When Kari did reluctantly delegate, she routinely forgot to provide all the information needed for the work to be done successfully. She changed her mind about priorities seemingly every hour and then failed to communicate those changes to her staff. Kari was incapable of saying “no”—she agreed to do so many things that she inevitably dropped the ball on some important commitments.

People who knew Kari well did their best to work around her bad habits, believing that though her execution was poor, her motives were good. People who did not know Kari personally saw only her lapses. They mistrusted her and labeled her a liar. Her harshest critics viewed her missteps as deliberate efforts to advance her own career by sabotaging others. Fortunately, Kari’s boss proposed that she use a leadership coach to help her make the transition from high-powered individual performer to leader of others. As a result, Kari came to recognize the costs of her actions and developed the disciplined work habits that would eventually enable her to rebuild her credibility with her team.

Keeping promises usually requires assistance from a few emotional competencies–the self-awareness to recognize the inconsistency between our intentions and actions and the self-control to adopt disciplined work habits that enable us to keep our promises.

Honoring confidences. One of the most frequent promises leaders are asked to keep is to preserve the privacy of others. A common complaint about low-integrity leaders is that they have failed to keep confidences. Some leaders betray confidences with good intentions because they believe that sharing the information with someone else will help the person who revealed private information. Others wrongly believe that it is acceptable to share confidential information about a third party that they trust will not pass the confidential information on to others. It’s ironic that some of us expect a third party to keep a confidence that we ourselves have betrayed. When you discuss private information about another person with anyone, you can assume that it will become public—and that the person whose confidence you betrayed will know that you were the source.

When leaders betray confidences, they lose more than the respect of their work associates. They also dry up valuable sources of information because their employees and colleagues learn to withhold sensitive information from a loose-lipped leader.

Leaders who pass on confidential personal information do not suffer as much career damage as those who lack other dimensions of integrity. If the leader has an otherwise good reputation, people may try to compensate by emphasizing forcefully to the leader that certain information must be held in confidence. When a well-intentioned leader hears the urgency of the request, he will usually get the message.



Acting on Confidences Without Betraying Them

If you hear something in confidence that you strongly believe needs to be shared with others, ask for permission to share the confidence, or work with the person who disclosed the information to find a way to communicate about the issue in a protective way. Finally, if you hear something in confidence that you have a legal requirement to disclose, inform those who provided the information that you have that obligation.






6. Responsibility

I think of a hero as someone who understands the degree of responsibility that comes with his freedom.

—Bob Dylan

We’ve gotten to the point where everybody’s got a right and nobody’s got a responsibility.

—Newton Minow, former chairman of the FCC



The Responsibility Competencies

• Taking responsibility for personal choices

• Admitting mistakes and failures

• Embracing responsibility for serving others





The Buck Stops Here. That was the saying on the plaque on President Harry Truman’s desk in the Oval Office. He referred to it on several occasions to underscore the idea that an American president didn’t have the luxury of passing off accountability for decisions to anyone else. That the expression has survived for over half a century is testament to the importance of the responsibility principle. Needing the reminder is an indication of how difficult it can be to live in alignment with the responsibility principle.

Irresponsibility is nothing new. In biblical lore, the first human excuse followed close on the heels of God’s creation of the species: When God caught Adam eating the forbidden fruit, Adam promptly claimed, “Eve made me do it.” We live in a culture that tolerates a high degree of daily responsibility-dodging, but when it gets to the level of, say, widespread corporate scandals, it’s the failures of responsibility that upset us most. As one example, until the day he died, Enron CEO Ken Lay never admitted that he had any idea former CFO Andrew Fastow was manipulating the accounting ledger. Fast forward to the economic crisis of the late 2000s. As The Wall Street Journal reported in December 2008:

For the U.S. securities industry to unravel as spectacularly as it did in September, many parities had to pull on many threads. Mortgage bankers gave loans to Americans for homes they couldn’t afford. Investment houses packaged these loans into complex instruments whose risk they didn’t always understand. Ratings agencies often gave their seal of approval, investors borrowed heavily to buy, regulators missed the warning signs.1

Despite this seemingly obvious and widespread irresponsibility on the part of financial services companies, regulators, politicians, and even consumers, no one seems to accept responsibility for the part they played in the worst economic crisis since the Great Depression. No one has admitted that they or their organizations were at fault in any way. And so far, no one has gone to jail. It seems that no one involved in the corporate accounting scandals or the subprime mortgage debacle ever heard about the sign on Truman’s desk. Leaders are responsible. It comes with the job. We can shirk it, and we can make excuses when things get tough, but we do so at our peril. We suffer and so does our business. But as challenging as it may be to accept responsibility, the rewards of accepting responsibly are great. As with every other moral competency, we do it because it’s morally right and then discover that it’s right for our business as well.

Taking Responsibility for Personal Choices

The hallmark of personal responsibility is our willingness to accept that we are accountable for the results of the choices we make. Everything we do follows the law of cause and effect. When we cause something to happen, there is an effect, usually more than one effect. Some of the consequences of our actions are planned; other consequences come as a surprise. Owning personal choice entails that we take responsibility for all consequences of our behavior, both anticipated effects and unintended consequences.

Middle managers frequently struggle with the responsibility competency because they often feel caught between their responsibility for the people they lead and the demands of their senior managers. Frustrated middle managers often complain that they have all the responsibility and none of the authority. That complaint may be code for “I am not really responsible for my actions because my boss made me do it.”

Responsibility is a radical competency because it requires that we accept personal responsibility for everything that we do, even though we each live in a complicated world where bosses, family members, and friends all exert pressure on us to act in certain ways. Responsibility means no excuses, even though none of us is perfect and all of us have good explanations for failing to do what we know is right.

No excuses. Mike Manning (pseudonym) loves golf. Ironically, his passion for golf led him to a moral crossroads early in his career. Mike’s goals at one time were to be successful in business, be a great golfer, and be a good father. Mike was clear about what he needed to do to be successful in his work. He knew what he had to do to become a better golfer—he had to get in a certain number of rounds per week to improve his game. “The trouble is,” Mike said, “I don’t have time to be a good father if I want to do well in business and excel in golf.” Someone suggested he kill two birds with one stone by golfing with his kids. Mike was scornful. “That wouldn’t work at all,” he complained. “It wouldn’t be fun, and it certainly wouldn’t help my game.” But on reflection, Mike came to this realization: “Saying I don’t have time to be a good father makes it sound like it’s not my responsibility, as though time is at fault. Being a good father is a more important goal than being a good golfer. If I want to be a good father, I have to make choices about how I spend my time.” At first, Mike thought he would have to give up golf, and then he realized that the idea about golfing with his kids was a good one. He could enjoy playing golf and let go of the need to aggressively improve his game. Mike admitted responsibility for his choice to put other goals above his desire to be a good parent. Only when he realized that the choice was his could he take steps to be a more responsible father.

Accepting responsibility for personal choice does not mean mindlessly holding to decisions no matter how unproductive they turn out to be. But neither does it mean that we have to be sure we have made the perfect choice. Responsibility is not about making the perfect choice. Instead, it is about making the choice you have made the perfect choice for you. Some leaders make it a priority to find work consistent with their moral compass, even if it involves declining promotions or passing up tempting external job offers. Jim Thomsen, senior vice president of Member Services with Thrivent Financial for Lutherans, says,

What has kept me with this organization is that I can make a difference while honoring my values. I’ve had opportunities to make more money, and I’ve had opportunities that would give me more prestige. But values have played a central role in my decision to work where I work.

Other leaders who have been seduced by jobs, with attractive compensation and perks, come to feel trapped in roles that might not reflect their most deeply held values. They may sense a need for change, but out of a misguided notion of responsibility cling to their current position. “I took this job, so I need to see it through.” A leader who senses he or she is in the wrong job can demonstrate responsibility in one of two ways—help reshape the organization so it is worth remaining or have the courage to make a values-driven career change.

Admitting Mistakes and Failures

Another important aspect of responsibility includes the willingness to take responsibility when things go wrong. Many of us grew up naively assuming that when we turned 21, graduated from college, got married, or got our first job, we would then be perfect finished products. Others have found that career success has enabled them the illusion that they are indeed perfect. The higher you go in an organization, the less likely it is that people around you will give you accurate feedback, so it becomes easy to forget that you are as flawed as the most junior staffer. What’s more, the higher you go in an organization, the easier it is for you to confuse power with perfection. So, the best advice to senior managers is, “Don’t believe your PR.” The more elevated your organizational status, the more important it is for you to actively solicit feedback on your weaknesses.

Even if you know you are not perfect and even if you realize that you make mistakes, it may be frightening to admit it. Some organizational cultures are punitive, and the cost of failure can be high. You may worry about losing a raise, a promotion, or even a job if your mistake is discovered. The irony is that punishing mistakes dampens the risk-taking and experimentation so crucial to sustainable business performance.

If you work in an organization that does not tolerate mistakes, our advice is to get out as soon as you can.

Fortunately, most of us work in organizations that tolerate our mistakes, even if they aren’t happy about them. Even more fortunately, admitting mistakes and failures can enhance our leadership reputation more often than it damages it. Caroline Stockdale, senior vice president and chief talent officer for medical technology company Medtronic, can attest to that. As Caroline recalls:

Earlier in my career, I was two weeks into a new senior job with a company. I’m a bit of a data geek and I started looking under the covers right away to see what was going on. I discovered we had an issue with our own benefits plan for our people. The people working on the program were good people but were inexperienced, and I discovered a major and potentially very expensive mistake. I went to the CEO and shared with him the problem and suggested he had two possible courses of action: one, eat a several million dollar mistake without passing on the cost of the mistake to the employees; two, go back to the employees and tell them you aren’t going to be able to honor the commitment you had given them just a couple weeks before. He knew and I knew that trust is hard to build and easy to break. He chose to eat the expense, and that was the right choice. He kept his promise. He did what was right.

Don MacPherson of Modern Survey can also attest to the positive effects of admitting mistakes. “One time, we had prepared a report for the SVPs of a Fortune 500 company. We made a mistake in some top line data. We inadvertently didn’t include all the survey responses in the results, and it seriously distorted the picture. Of course, we realized that if we didn’t tell them about our mistake, they would have no way of knowing that the report was inaccurate. But we didn’t want them to make decisions based on faulty data, so we never debated whether or not to tell them, only how we should go about it. I called my client contact, let her know the extent of the problem, and shared what I thought we should do to fix the problem. Her reputation was important to her and to us, and it was essential that we take 100% of the responsibility for the error. We redid the report—of course, at no cost—and we submitted a signed memo taking the blame. They are now our best client, and our client contact is the same woman, and she is fiercely loyal to us.”

Admitting personal mistakes helps an organization be healthier in several ways. First, admitting that you have screwed up prevents someone else from being blamed for your mistake. It’s common in organizational hierarchies for junior staff to take the fall for their senior managers, and few things are more demoralizing to employees than unfair criticism. Second, admitting mistakes creates a bond with other employees who feel that you are more approachable by virtue of your admission of fallibility. Finally, admitting mistakes communicates a strong message of tolerance to the organization at large. It says, “We all make mistakes. We know that mistakes and failures are a part of the road to success. We want you to learn from your mistakes, and we hope in the future you will make new mistakes and not repeat old ones.” By admitting mistakes and failures, you can help create a more risk-tolerant climate that leads to innovation and financial success.

Rick Clevette, now corporate vice president, Human Resources at the Carlson Companies, tells a story from his days as an executive in a large Fortune 500 company. One of the firm’s top business heads was a pillar of a leader, long on integrity but a bit short on patience. He had a reputation for being hard on people. The training department had brought in Ken Blanchard of “The One Minute Manager” fame to talk to hundreds of top and mid-level managers. Ken gave his usual entertaining and enlightening stump speech about the importance of looking for opportunities to give employees “one minute” of praise. Not long after, this leader blew up at a junior manager who was making a presentation. The leader soon realized his mistake. He apologized—in writing. He sent a memo to the manager and a copy to the training people, asking them to contact Ken Blanchard about adding another principle to the “One Minute Manager,”—suggesting the need for a “one minute apology.” By apologizing in such a public way, this leader not only admitted his own error, but modeled the value of admitting mistakes to his whole organization.

Admitting mistakes makes sense, not only as a moral imperative, but also as a practical one. Covering up mistakes takes a lot of time and energy and often makes a situation far worse than it need be. Martha Stewart’s conviction and prison sentence is a famous example. Stewart was not convicted of insider trading but of obstructing justice. When the FBI interviewed her in connection with their investigation of insider trading, they concluded she lied about why she had sold her ImClone stock. Had she admitted that she sold her stock when she heard that ImClone’s CEO was dumping his, she would probably never have been charged with a serious crime.

As important as it is to admit mistakes, it is not a “free pass.” It does not absolve you of responsibility for the situation you created or magically undo the harm you may have caused. Though most people would understandably prefer to avoid mistakes that hurt others, there are times when admitting a mistake creates opportunities that would not have existed otherwise. Consider this example of a mistake that transformed a contentious work relationship. Faith Shanley (pseudonym) was a bright, up-and-coming executive who was frequently on the opposite side of issues from her colleague Louis Draper (pseudonym), a seasoned executive who had been with their company since its inception. At a management meeting both attended, Faith decided she needed to make a stand about a proposal she viewed as unethical. She made her point forcefully and, in the process, became sarcastic and confrontational with Louis. Faith felt great after the meeting, proud that she had said something important and confident that her views were well founded. Shortly after, Louis walked into Faith’s office and told her he was upset about what she had done in the meeting. In a flash, Faith realized that she had been so caught up in standing up for what she thought was right, that she was oblivious to the impact of her confrontational style on Louis and the rest of the group. Faith promptly apologized to Louis. She admitted that she should have come to him privately before the meeting to explain her point of view because she knew in advance that there would be a conflict with his ideas. Faith was grateful that Louis came directly to her to discuss her behavior instead of gossiping behind her back. Louis was impressed with Faith’s willingness to admit her mistake. Instead of avoiding each other as they had done in the past, Faith and Louis began to meet regularly on the issues that affected them, and over time, their once-distant relationship became closer and more productive.

Embracing Responsibility for Serving Others

We are all responsible for contributing to the well-being of others. Why is serving others an essential moral competence? Think back to the biological origins of morality. We come into the world programmed to be interdependent. We wouldn’t be around today if our earliest human ancestors hadn’t huddled together to help their fellow tribes people survive. If we do not work to serve others, we fail to act as morally intelligent leaders. Serving others is a great way to show integrity and to encourage others to model it—in other words, to lead by example.

Ken Krei, president of the Wealth Management Group of M&I Bank, is a strong advocate of the principle of responsibility:

We all have personal accountability. At M&I we focus on customers, shareholders, and community. We have responsibility to our employees in terms of their safety and their families. From the shareholders perspective, we have to realize that they expect and deserve a return. And with the community we have to give back to the community’s welfare, to culture and arts, etc. That’s an awesome responsibility and I personally take it seriously. Responsibility is a pretty awesome part of running a successful business. The customer is most important. If we don’t provide good value and products and services we’re not doing the job that will win their loyalty and attract new customers.

When Charlie Zelle bought out his family’s troubled transportation business, much of his motivation was to be of service to his employees and the community. Explaining his distress at the family’s plans to close up shop, he added, “I just felt that some kind of moral boundary was being violated—perhaps it is the idea that you should consider everyone, not just yourself, in any decision.”

Suppose you don’t buy the idea that interdependence is innate. It still makes sense to actively care about the well-being of others. Here’s why: We all value personal happiness. We want to be happy even though we know it is a self-centered motivation. For most of us, the happiness we seek doesn’t happen in a vacuum. Happiness is hard to come by without help from others. Most of us need others to help us be happy.

Gary O’Hagan agrees that service is important, but he thinks that serving others serves himself at least as much. “Every time I’ve done something for others, it’s given me a better feeling about myself. When I help family or friends or even charities, I actually have stopped and asked myself if I’m really serving others or if I’m just being selfish.”

Ignoring the needs of others keeps us from experiencing the genuine pleasure that Gary experienced in helping others. The mentality expressed by the 1990s bumper sticker, “Whoever dies with the most toys wins,” describes fleeting pleasure but not true happiness. For most people, lasting happiness comes from activities that give us a sense of meaning and purpose—such as serving others. Recent studies on longevity have found that serving as a volunteer with some worthwhile organization adds years to our lives (not to mention life to our years).

Accepting responsibility for serving others is also a secret weapon for leaders who want to promote high performance among their workforce. To make their businesses successful, leaders need committed employees. One of the best ways to encourage people to unleash their creative energy in service to their company is for their leaders to serve them. Employees don’t need to be coerced into doing their best work for your organization. People have an inherent and insatiable appetite for personal growth. Left to their own devices, employees will spontaneously contribute to your organization as their way of growing and succeeding in life. That is why leaders don’t need to impose goals from on high. Much of the time and effort companies devote to complicated performance management systems is unnecessary. The most efficient way to elicit strong financial results is for leaders to serve their employees. When we serve our employees, we send them this message:

I know that what you are capable of producing is far greater than what our company needs to succeed. So my opportunity as your leader is to serve you as you do what you want to do, which I already know goes beyond what I need from you. My goal is to serve your needs and help each of you be as successful as you want to be and help you get out of life what you want. If I can help you accomplish what you want to do, then I know our company will do very well. I don’t have to focus on the numbers. I have to focus on you and all our people. Then the numbers will be fine. Because together our people will perform better than our financial targets require. I know that serving you serves the bottom line.

The retention value of servant leadership. Imagine how your employees will respond if you consistently demonstrate that your primary leadership job is to help employees accomplish their own goals. They will stay. Because most businesses yield more value from experienced employees than new recruits, your decision to serve employees will translate into higher levels of knowledge and performance. Because you respect your employees’ goals, they will be highly motivated to give their best efforts to you and your organization.

At Ameriprise Financial, managers are encouraged to spend considerable time helping financial advisors to develop life goals that include business goals and important personal goals. Managers are also expected to find ways to support their advisors as they reach for their goals. This approach has resulted in excellent retention and bottom-line performance. Because the company can keep a high percentage of financial advisors, it generates revenue it would have otherwise lost—while at the same time lowering expenses through reduced turnover costs.

Endnote

1. Susanne Craig, Jeffrey McCracken, Aaron Lucchette, and Kate Kelly, “The Weekend that Wall Street Died—Ties that Long United Strongest Firms Unraveled as Lehman Sank Toward Failure,” Wall Street Journal, December 29, 2008.


7. Compassion and Forgiveness

If you want others to be happy, practice compassion. If you want to be happy, practice compassion.

—The Dalai Lama

Forgiveness is almost a selfish act because of its immense benefits to the one who forgives.

—Lawana Blackwell, The Dowry of Miss Lydia Clark



The Compassion Competency

• Actively caring about others





Actively Caring About Others

When you are a leader, embracing your responsibility to serve others flows into compassion. Actively caring about others means that you do things that actively support the personal choices of others. Sometimes, it means you care about others’ goals as much as they do. At times, you might find yourself taking others’ goals more seriously than they feel able to. Mike Woodward, former SVP of Amerprise Financial and now a senior advisor at Ducks Unlimited, is a conscientious and productive leader but also a private person who, early in his career, was reluctant to share his personal goals with his manager. After some nudging from his boss, Mike confided, “I really want to spend more time with my daughters. I have done a lot of hunting and fishing with my sons, but I haven’t spent as much time with my girls, and I’m missing that.” Then, soccer season rolled around for one of his daughters who was a strong athlete. Mike had arranged his schedule to attend her soccer games. Then, Mike was called to a meeting of the top national sales managers to be held in Minneapolis. The meeting was running late, and Mike’s boss realized Mike would need to leave before the meeting ended if he wanted to see his daughter’s soccer game. But Mike wasn’t moving. Mike’s boss interrupted the meeting. “Mike, don’t you have a flight to catch?” he asked. “Yeah,” Mike answered, “but the meeting is going long.” His boss then demonstrated his support for Mike’s personal goals, saying, “Leave now. Go to the airport. Go home and see your daughter’s game.”

Former president of Ameriprise Financial’s Personal Advisor group Brian Heath, a body-builder with a bouncer’s physique, doesn’t look like a compassionate type. Appearances to the contrary, he is deeply compassionate. In Brian’s mind, compassion isn’t just about taking pity on the helpless. It is about taking people’s hopes and dreams seriously and doing what he can to help them achieve their aspirations. He sets ambitious goals, but only after he is sure he understands what his people hope to accomplish.

IMG Coaches’ division president Gary O’Hagan also subscribes to the notion that compassion means challenging people to do their best, believing that they can accomplish their goals, and providing the tools they need to succeed. There was a time right after Gary was cut by the New York Jets when he coached junior varsity high-school football. There were only 25 teens on his team, and 4 of them were handicapped. He wasn’t sure what to do. He was afraid his handicapped players would get hurt, but they wanted to play badly, so he decided that they were going to play. Gary explains, “The handicapped kids were offside all the time, but we decided to work on that. With the help of the nonhandicapped kids—who were phenomenal—we instituted a special series of concentration drills—that by the way had nothing specifically to do with football. We put in some penalties for not doing the drills right. We were very nurturing, and the coaching staff and the whole team were very compassionate, and we converted the handicapped kids’ weakness into a strength. We never went offside during a game that whole season. Their progress was incredible. The solution was unique, and it allowed everyone to contribute.”

Jefferson Bus Line’s CEO, Charlie Zelle, points out that compassion doesn’t mean ignoring bad behavior—that sometimes the most compassionate thing a leader can do is hold an employee accountable for unacceptable behavior. A number of years ago, Charlie had a senior manager who began to act like a loose cannon. It was a stressful time because the company had to close down a division. In a misguided attempt to show compassion for an employee he was letting go, the manager started badmouthing the company’s decision during his termination discussion with her. Every employee he laid off got a different explanation for the layoff. Then, the manager began an affair with someone in the corporate office. Other people tried to ignore the manager’s missteps, but Charlie knew he had to let him go. If Charlie ignored the manager’s bad behavior, it would wreak havoc with the trust other employees had in him and the company.

Three years later, the manager he had fired came back and asked for a half hour with Charlie. Turns out, he came to thank Charlie. He had been drinking heavily during those last few months with Charlie’s company and getting fired had been the wake-up call that prompted his entry into a treatment program. If Charlie had kept the manager on board out of misplaced compassion, it might have taken a lot longer for him to get the help he needed. Charlie’s reaction? “This said to me, you’ve got to do the right thing even if at the moment it feels like the person will really hate you.”

ID Media’s Lynn Fantom has an unusual appreciation for compassion. She considers it central to her leadership approach. “I take my model for management from my mother. To me, the behavioral model of a mother is perfect for management. A mother is compassionate and encouraging and forgiving. Think about how a mother behaves when she is helping a young child learn to walk. When I became a mother, I became a much better manager.”

Forgiveness



The Forgiveness Competencies

• Letting go of one’s own mistakes

• Letting go of others’ mistakes





The two forgiveness competencies are frequently considered “mirror competencies,” clearly closely related. It is hard to talk about one without the other, but they are not the same skill. Some of us are much better at forgiving ourselves than others and vice versa. Many of us are hard on ourselves because of perfectionism. We can let go of other’s mistakes but hold on to our own. Sometimes, we are our own worst critics. Others of us have an easier time forgiving ourselves because we know our own underlying good intentions, whereas we may resist forgiving others because we distrust their motives. Effective leaders know that letting go of mistakes—their own and others—clears the way for better future performance.

Letting Go of Your Own Mistakes

The founders of Modern Survey were riding high. They knew they had developed a unique technology for providing survey-based business information. Right out of the gate, they landed a big contract with a Fortune 500 client and had several projects going on at the same time, each with a different contact person. They worked hard on the various projects and were sure the results had impressed their clients. They geared up to bid on another project for this company. Then co-founder Don MacPherson got an unwelcome call from a key contact in the company. They were taking all their business to a competitor and wouldn’t even let Modern Survey submit a bid. The problem? Don and his partners had assumed that their superior technology was the only thing they needed to be successful. Don was responsible for managing the account, and he hadn’t spent any time cultivating high-quality relationships with his client contacts. They wanted more attentive service, and when they didn’t get it from Modern Survey, they went elsewhere. Don says, “My mistake was not taking good care of that relationship. We expected the business. We felt entitled to the business rather than understanding we have to continually work for the business. We’ve never gotten the client back.”

Don’s partners were upset about the situation, but they didn’t blame Don. Don, however, blamed himself. He dwelled on his mistake for almost six months. Several years later, he still thinks about it occasionally and gets upset. But only by letting go were Don and his partners able to think more clearly about how to change their business practices, and those changes have helped the company with their other clients. “Now,” says Don, “I make sure I give all my clients the kind of service and nurturing that I failed to give the one we lost.”

Letting go of our mistakes doesn’t mean we have to excuse or explain away unacceptable behavior. It is important, after all, to accept responsibility for what you did and commit to do better going forward. But we do have to give up the negative self-talk that can crowd our brain when we have disappointed ourselves. Why? When we are busy talking to ourselves about our frustration, anxiety, and guilt, there is no mental space for learning the lessons of our mistakes. If we can’t forgive ourselves, we stay stuck; we hold ourselves back from fresh experiences and opportunities.

Brian Heath discovered that the hardest part of letting go of a mistake is first to admit that you have made one (the responsibility competency of admitting mistakes). When Brian was promoted from a regional VP to the newly created Group VP job, he had a stellar track record for developing high-performing sales teams. Several months into his new role, his group’s performance had slid below the national average. For someone who had never been in that territory, the experience was shocking and debilitating. It took him a while to figure out what was going wrong. He was frustrated in his job and missed the direct contact he used to have with his field sales force. Now, instead of concentrating on developing his field team, he was spending a lot of energy developing a new piece of the bureaucracy—a mandated coordinating team intended to link him to the regional market groups. Finally, Brian had an epiphany, “I was focusing more on a method than an outcome. The evidence was there for several months, but I couldn’t or wouldn’t see it. It was hard to let go because I was vested in my own decision how to go about my new job. Finally, I realized I needed to be more courageous at helping advisors and helping clients.”

In some professions, constant self-forgiveness is the only way to survive. When Gary O’Hagan was a young bond trader with Solomon Brothers, he found that if he didn’t quickly let go of trading mistakes, he would be immobilized. When he made a mistake, he had to let it go, so he’d have the courage to trade another day. Gary reminisces, “I recall one day when I was managing the municipal bonds trading desk. For some reason, the municipal market was lagging in spite of other bond markets doing pretty well. I decided to take more risk and add to our position. I didn’t find out until the day was over that Congress was considering removing tax exempt status from municipal bonds. I could have and should have paused and dug in to find out why the municipals’ prices were dropping. Another bond house had done its homework, but I didn’t, and it cost the firm a lot of money.” Asked what happened after that, Gary responds, “Although we lost a lot of money that day because of my mistake, I was able to let it go the next day, and we went on to have a very good year!”

Letting Go of Others’ Mistakes

There is an apocryphal story about legendary IBM CEO, Thomas Watson. A high-potential junior manager reputedly made a mistake that cost IBM $5 million dollars. Devastated by his error, the junior executive offered his resignation, but Watson would not accept it. The young man was confused. “I don’t understand,” he told Watson, “I made a terrible mistake. Why on earth would you want to keep me?” Watson replied, “I just invested $5 million on your learning curve. Why would I want to waste that kind of money?”

Forgiving others is not only the compassionate thing to do but it’s also essential to keep valuable employees engaged and productive. Medtronic’s Chief Talent Officer Caroline Stockdale has applied this lesson well:

Just last week one of my teams was preparing material for a board meeting and had made a huge mistake. We had already sent the preliminary material to the board with the mistake in it. The head of compensation called me and told me about it when he discovered it. I have always fostered an environment where people can do that. We sent out a correction sheet prior to the meeting. I personally called the woman who made the mistake and told her “I’ve got your back.” I said, “I have made mistakes, too.” I knew she felt panicked, but I told her “We’re going to move on. You’ve been your own harshest critic, and you don’t need me to pile [it] on. You will learn from this, and you will not make this mistake again.”

ID Media’s Lynn Fantom also recognizes the business benefits of forgiving others:

Just yesterday I was sitting with a senior employee of mine. We were discussing a project where she had failed to supervise effectively. We talked about the dynamics of her relationship with people on the project. If I had accused her of failing, I’m pretty sure she would have become defensive. But on the spot I could see that and forgave her and was able to help her think about the relationship she had with others. I offered the hypothesis that she was maybe too directive and not collaborative enough. I immediately expressed my forgiveness for the result and asked her to give that some thought. She knew I cared about her. She trusted my input. We all make mistakes, and when we admit it we don’t have to accuse and defend. We will move on. She will move on. I already know she will handle things differently next time.

The forgiving leader’s perspective. Imagine that I have made a mistake that affects you or causes you harm. Forgiving you does not mean that I endorse what you have done. In the case of serious harm, it does not mean giving up my claim for justice. You are still accountable for what you did. When I forgive you, what remains is a belief in your probable good intentions (unless you are a very bad person). But when I forgive you, I allow my resentment and anger to recede, along with my negative judgments about you that would prevent me from considering you as a potential resource. When I forgive you, I continue to recognize that you have flaws, but I do not define you completely in terms of your flaws. I allow for the possibility that you have strengths that I can draw on in the future.

Without forgiveness, human life is virtually impossible. Intimate relationships with friends, family, and co-workers cannot exist without forgiveness. Without forgiveness, a leader’s organizational performance is artificially capped. The effective leader forms a relationship with followers with forgiveness at its core. The forgiving leader’s message to followers is essentially this:

You might as well know in advance that I will make mistakes, and so will you. As your boss, there are times when I won’t be doing my best work. There will be days when you’re not in top form, either. If you can’t forgive me for not always being your perfect boss, our relationship will be ineffective. It will be not only emotionally hurtful, but also neither of us will perform as well as we should. If we can forgive each other for not being perfect, we will both be able to use each other as a valuable resource. We will be able to help each other be happy and perform at our best.

In the previous three chapters, we have talked about the specific moral competencies we need to live in alignment with our principles. Taken together, our moral competencies are the behavioral glue that binds together all the frames of the alignment model. Though we’ve considered them one by one, it’s rare to find moral competencies in isolation. The moral competencies overlap because the universal principles themselves overlap. It’s hard to imagine someone who has integrity but lacks responsibility or someone who has compassion but lacks forgiveness. Our moral competencies act synergistically to keep our day-to-day actions lined up with who we want to become and what we hope to achieve. We each have relative strengths and weaknesses in our moral competencies. The more competent we become across the full spectrum of moral competencies, the more we will live in alignment. The more aligned we are, the happier we will be, and the more productive and successful our organizations will be.


8. Emotions

Usually, we know the right thing to do (using our moral compass), and frequently, we know how to do the right thing (using our moral competencies). What then stops us from doing what we know is right? Moral challenges usually provoke highly charged emotions. How can we manage our emotions in a positive way? This chapter explores how our emotional intelligence competencies can help us reinforce our moral intelligence. By acting together, our emotional and moral competencies can enable us to conform more deeply to universal human principles and gain greater moral intelligence.

Recall the potential obstacles to staying in alignment. When destructive emotions and moral viruses threaten, our emotional skills help us stay connected with our values. There is nothing necessarily moral about emotional competencies. But emotional competencies are essential tools for the morally smart leader.

Keith Reinhard, Chairman Emeritus of DDB Worldwide tells this story:

I can remember being excited when my boss decided that he wanted me to be his successor. But there was a hitch. Charlie, the guy everyone thought would get the job, figured he had it all wrapped up. So my boss decided that he would create a new job for Charlie and sell it to him as a promotion, thereby getting him out of the way so I could have [a] clear shot for my boss’s job. Then after I got my new job, my boss would find a way to get Charlie out of the company. I wouldn’t accept it. I told my boss that Charlie had always been straight with me and I couldn’t do this to him. I thought it would be better for my boss to be straight with Charlie. I even quoted him some of his own public statements about integrity. So he was honest with Charlie after all, and things worked out fine.

How tempting it would have been for Keith to let his promotion play out the way his boss originally planned. Keith could have stood by quietly while his boss cleared the playing field by offering a bogus job to the heir apparent. Keith wanted that job, and he knew he could get it without being personally responsible for sidelining Charlie. All he had to do was keep his mouth shut. But as much as he wanted the job, Keith knew that his personal integrity was at stake. So he told his boss that he wouldn’t take the job if it meant treating Charlie badly. Some executive power players may not have taken that message kindly. But Keith was no fool. He gave his boss a way to deal with Charlie that was aligned with values—both his and his boss’s. Keith’s goal of advancement could have easily overcome his values had he not tapped into his moral and emotional skills to find a morally acceptable way to get promoted. Keith needed the moral competencies of acting consistently with values and telling the truth. But he also needed the emotional skill of self-awareness to recognize two conflicting emotions—both his strong desire for the job and his discomfort about how Charlie might be treated. He needed the confidence that he could handle a negative reaction from his boss if he challenged him about his treatment of Charlie. He needed the interpersonal savvy to convince his boss to deal with Charlie in a morally competent manner.

Self-Awareness

Every waking moment, we face the world from within an experiential triangle of thoughts, emotions, and actions. No matter what is going on, we are always thinking, feeling, and doing, and we are doing all those things simultaneously. As leaders and decision makers, many of us are more comfortable operating in one of those three domains. Some of us are thinking types who tend to rely on logic and ideas; others are feeling types who tend to make decisions based on emotion, or some are physical types who want to do, to take action, as a way to respond to a problem. Research on work styles shows that American business leaders tend to be thinking and doing types, rather than feeling types. It’s not that business people don’t know they have feelings. It’s just that many feel uncomfortable expressing them. Why the discomfort? English-speaking cultures place a high value on the products of the cognitive mind. No doubt thoughts are powerful. What we think certainly affects how we feel and what we do. But emotions are equally powerful. How we feel strongly affects what we think and what we do. Fear may paralyze us into inaction; anger may prompt us to strike out; optimistic beliefs may give us courage. Life’s experiential triangle is an endless loop in which thoughts, feelings, and actions are continuously and mutually influencing one another.

Whether you are aware of your own experiential triangle, people around you see the outward behavior that results. What your colleagues notice about you and how they interpret what they see have an enormous impact on your work relationships, for good or ill. Because those around you can’t read your (thinking and feeling) mind, it is easy for them to misunderstand your actions. If you want to be an effective leader, you need your colleagues to accurately understand what you mean and why you do what you do. Without self-awareness, you will remain a mystery to yourself, and you’ll be in the dark about how you come across to your colleagues. If you are unaware of your feelings, you are at their mercy. Without self-awareness, your capacity for self-correction is extremely limited. In Chapter 9, “Making Moral Decisions,” you learn a systematic method for accessing self-awareness to make optimal moral choices.

Modern Survey’s Don MacPherson is seething. Earlier today, he was presenting a software demonstration to a new client, and the demo didn’t work. “I can be very hard on my partners. They are the ones who create what I sell. If something goes wrong with the technology, it upsets me. And I’m the one who has to deal with the fallout. I handle it professionally with the client, but then I go back to my partners and get angry with them.” Don pauses, leans back in his chair, and then continues, “I haven’t told my partners yet about the problem today, and now that I’m talking about it I’m sure I will handle it better and not blame them. I know they’ll get it fixed, and the fact that the demo didn’t work won’t be a big deal. Sometimes, the software is complicated and mistakes happen.”

Don’s story illustrates the power of self-awareness. He recognized that his typical pattern when angry about technical problems was to haul off and blame his partners. But this time, he reflected on the situation. He became aware of his frustration. He had time to put some distance between how he felt and what he would do about it. That self-conscious pause—between reaction and action—made a big difference. It enabled Don to plan how to talk constructively with his partners about the failed demo. He was even able to change his attitude about it: Instead of thinking “woe is me” because he had to deal with clients when things go wrong, Don could now see technical problems in a way that was both realistic and optimistic. That moment of self-awareness will pay dividends in reduced personal stress and a smoother relationship with his partners.

Recognizing feelings. When a moral choice is at stake, self-awareness is essential. Recall Keith and his promotion. Keith’s awareness—of his excitement about a likely promotion and discomfort about the impact on a trusted colleague—was crucial to communicating with his mentor in a way that produced positive results. Without awareness, Keith’s desire for advancement might have overridden any moral reservations he had. Without sensitivity to the pain his colleague would feel at being passed over in a manipulative way, Keith might have remained silent. If emotions—Keith’s and Charlie’s—had been factored out of the decision process, Keith’s promotion would have played out in a way that was morally suspect and likely damaging to Keith’s credibility in his new role. All business decisions have wide audiences. Keith and Charlie’s colleagues would have known that Charlie had been manipulated. Charlie’s closest colleagues probably would have resented Keith, even though he was not directly responsible for Charlie’s bad fortune.

Inner feelings affect the outer world. Awareness of your feelings is also vital to your ability to create a positive work climate for your employees. Because emotions are contagious, you need to monitor your feelings so that the mood you project is a stable one. Leaders accomplish far more when they don’t put their people in a position of wondering what kind of mood their leader is going to be in each day. If you can save your colleagues the trouble of having to navigate around your unexamined emotions, you will liberate more creative energy for performance that would otherwise be sapped by your employees’ anxiety.

Understanding Your Thoughts

Tune in to your thoughts, and you can realize that you are in constant conversation with yourself. Listen in while you head to work: You pass a Lexus and think, “I’d love to have a car like that.” You’re stopped at an endless red light. When the light changes, you accelerate and someone cuts you off. “What a jerk!,” you say to yourself. That constant internal dialogue is often called self-talk. Whether we are alone, our minds are full of ideas and attitudes that we express in the inner language of self-talk. That self-talk, in turn, has a major impact on our emotions and our physical state. Thoughts are powerful. We may shed tears when we think of a lost parent or smile when we think about our last vacation. We did not decide to cry or smile; our physical reaction happened spontaneously in response to our thoughts.

Effective leaders tend to be highly conscious of their internal thoughts. Ed Zore, Chairman Emeritus of Northwestern Mutual, is constantly aware of his feelings and reactions. “I sometimes have to sort them out from the objective facts because my feelings and the facts about a situation can be very different.”

We need to understand our thoughts so that we can monitor and manage their emotional and physical effects. Our thoughts don’t have to be random, and we are not at their mercy. As you’ll discover in the next chapter, you can choose your thoughts. And when you change your thoughts, everything can change for the better.



Time Out to Tune In: A Self-Awareness Break

Pick a few times during each day to perform a mental check. Ask yourself:

• What am I thinking right now? What am I saying to myself?

• What am I feeling about that? Am I excited, frustrated, peaceful, annoyed?

• What am I doing physically at this moment? How is my breathing? Are my jaws clenched? Am I hungry or thirsty?





Personal Effectiveness

We don’t cultivate self-awareness for its own sake, but because it provides us the data we need to manage ourselves and our emotions. Managing emotions, by the way, does not mean trying not to feel, denying hurt, or even necessarily concealing strong emotions. We are not meant to be unemotional automatons (like Star Trek’s Mr. Spock). It is human to feel uncomfortable emotions. Personal effectiveness helps us channel our emotions so that we can spend more time living in alignment. The goal is not to increase our emotional awareness and emotional skills per se; it is to increase these competencies so we can achieve greater alignment and moral intelligence. Personal effectiveness encompasses all the skills we use to perform well in the face of strong emotions. These include

• Changing self-defeating beliefs that lead to upsetting emotions

• Deciding to behave well under trying circumstances

• Rolling with the punches when things don’t go our way

• Taking care of ourselves so we can better handle stressful situations

Deciding What to Think

If your thoughts are self-critical, you will notice that your emotions are negative, your body is tight, and you cannot perform at your best. If you spend a few minutes to replace your critical thoughts with statements of realistic confidence in yourself, your mood lifts, your body relaxes, and your work performance improves. Negative self-talk is a program for failure, whereas positive self-talk frees you to do your best. A caveat: We are not advocating that you mindlessly allow only positive self-talk or that you ignore fears or failings. There are negative thoughts that are realistic and must be confronted seriously. But no matter how dire the situation at hand, realistically positive self-talk is the best way to get your mind and body ready to perform effectively. If we think we can’t run a marathon, we won’t even try. Now imagine replacing that belief with a different thought—“If I train hard, I’ll bet I can finish the marathon.” Our new thought makes it far more likely that we will ultimately reach the finish line. Why? Because now we have created the motivation we need to get ready for the race.

As you see in Chapter 9, when you are in a morally charged situation, it helps to remind yourself of your principles, values, and beliefs. Self-talk about your beliefs allows you to counteract disruptive emotions that can drive you out of alignment with your moral compass. When Tatums’ Lori Kaiser is troubled or searching for direction, she thinks about the three principles that she tries to live by: “First, if I don’t speak up, nobody will—don’t assume it will be handled by someone else. Second, Winston Churchill said, ‘Never, never, ever give up!’ That kind of tenacity is important in business. Third is a quote from existentialist philosopher, Albert Camus, ‘In the midst of the darkest day of winter, I find within myself the eternal day of summer.’”

Lori’s practice of mentally recalling her principles is an example of the value of deliberately interrupting negative thought processes or feelings. When our minds are clear, we are ready to tackle the situation at hand. Then we can ask ourselves, “What do I need to think about to deliver what I need? There is a bonus that comes with changing our self-talk: When we alter our internal thoughts from negative to positive ones, any emotional and physical discomfort we may feel usually lessens or goes away entirely.

Self-Control

Effective leaders rely on self-control to maintain alignment with principles. Most successful leaders know from experience that losing emotional control is bad for their self-esteem, their reputations, and their business performance. A healthcare executive we’ll call Ellen understands the importance of emotional control. “I’ve blown up at someone only twice in my career. In the heat of the moment, I felt there was such an injustice, and I felt so ‘in the right’ that I justified my actions. But in reality, I violated my moral code—I certainly didn’t treat them the way I’d like to be treated. Of course, they were treating me badly too, but that’s no excuse. In both cases, it damaged my relationships, and that has had its costs.” Asked what she learned, Ellen says, “When I get really angry, I now know to say, ‘I need some time to think about this; let’s talk tomorrow.’ I’ve also learned when to consult with someone who’s not personally involved before I decide what to do.”

An emotionally intelligent leader knows when not to trust gut reactions. A marketing executive says this about self-control: “I conscientiously think about exercising self-control over my emotional responses. A few months ago, I had a job opening and knew someone in another department would be perfect for that spot. I started to recruit him but then got a call from his boss telling me, ‘No way.’ My first thought was, ‘Okay, fine—someday I’ll do the same for you.’ But then my self-control kicks in. I know better than to retaliate.”

Nurturing Emotional Health

Leaders need emotional reserves to deal effectively with moral challenges. It’s hard to manage stressful situations without a baseline level of emotional well-being. You can’t expect yourself to deal with the demands of leading morally if your emotional tank is empty. You can’t expect to influence others to be morally competent if they don’t respect the way you live your life. Dan Marvin (pseudonym), CEO of a large retailing business, told us this story of a failed executive:

Recently, I had to let go our chief operating officer. He was probably the brightest and hardest working human being I’d ever worked with. He is the first person I’ve ever told that they worked too much—I’ve never been the poster child for personal balance myself. He would come in at 9:00 a.m. and leave at 1 in the morning. When he got home, his wife would get up and serve him dinner and talk to him for an hour and then go back to bed. For the two years he was here, he never got to a soccer game or baseball game of his kid. He never did anything with his wife. He’d leave early—at 11:00 at night—on birthdays and anniversaries. People hated working for him. He’d call them at 10:00 at night, and he did nothing to develop them. He lost three VPs who worked for him. Though he worked a ton of hours, he really didn’t do a good job, and he put his entire family and marriage at risk.

Balance. One of the best emotional nutrients is a balanced life. Balance means achieving equilibrium in the amount of time and energy you spend on each of the many dimensions of your life. You establish emotional equilibrium by allocating personal resources—such as time, energy, and money—to life areas in a way that makes sense to you. There is no rule for creating balance. Only you can determine how much time and energy you spend on which areas of your life. Only you know the right mix of pursuits for each stage of your life.

Human resources expert Judy Skoglund was the first professional to work part-time at the financial services company now known as Ameriprise Financial. Judy was a role model for women who saw that she was highly productive because of her decision to spend more time with her family, not in spite of it. Today Judy works with nonprofits and coaches women on managing their careers. “I don’t call it work life balance anymore,” Judy says, “I call it work life happiness. People don’t necessarily care about balance; they want to be happy.”

Women are not the only folks who care about the quality of their whole lives—men do, too. Consider the case of Frank, a successful broker who makes more than $200,000 per year. Although Frank works hard, he also values family time, taking one week off every seven weeks to spend uninterrupted time with his family. His schedule was so personally rewarding that he started thinking about taking one week off every five weeks. But after planning to reduce his work hours, he then launched a new business partnership, a decision that would require he keep to his current work schedule. Frank was excited about his new business but wondered if he was copping out on his plan to spend even more time with his family. We don’t think so. We think he made the decision he did because he had already achieved equilibrium. His work and family life were balanced in a way that worked both for him and his family.

Ecolab’s Doug Baker works hard to keep his time expenditures aligned with his values. “Family, marriage, career, and community are all important to me. I barely have time for those four. So friends get the short end of the stick. I may only have three golf games a year that are just for fun with friends. Guys will call me and want to go golfing for two days—I’d love to but can’t. I can golf or I can see my kids.”

Despite the importance of creating balance, many managers, and executives in particular, do it poorly. Corporations may offer lip service about work/family balance, and some companies provide flexible work schedules or family-friendly services to enhance retention. But American business leaders rarely recognize the positive business benefits of encouraging employees to lead fulfilling and balanced lives. If they did, balance-enhancing strategies would be mandatory rather than tolerated.

Companies that support balanced lives among their employees soon discover the business benefits. They attract high-performing people who are happy and productive in multiple roles. Those content employees produce excellent business results independent of how many hours they spend at work. Consider American Express, which enjoys an enviable history of strong financial performance. The company employs approximately 80,000 people, some of whom are undoubtedly workaholics. But the American Express executive team doesn’t believe it’s reasonable to base a business model on an assumption that most of its employees are workaholics. The company bases its business model on the assumption that people care about other aspects of their lives beyond the office. The American Express workforce is energized because they know that the company they work for recognizes that they have lives and that the company’s leaders truly want their total lives to be successful and joyful—and by the way—they do want their employees to “work their butts off” when they are at work.

Recharging your emotional batteries. You are your most precious asset. When you prioritize your activities, it’s important to carve out time for yourself. Physical fitness, for instance, is a key contributor to emotional health. Aerobic exercise triggers the release of brain chemicals associated with feelings of pleasure and well-being. Evidence of the emotional importance of exercise is that medical research has found that regular aerobic exercise (such as brisk walking) is as effective as medication in reducing symptoms of moderate depression. Your emotional well-being will be enhanced if you choose activities that you enjoy, rather than activities that you do only because you think they are good for you. Daily relaxation activities also can contribute significantly to emotional and physical well-being. Medical research underscores the benefits of planned relaxation—from lowered blood pressure to faster healing and greater pain tolerance. Dr. Herbert Benson in his perennial best-selling book The Relaxation Response, provides an easy and efficient method for achieving a relaxed state.1 Just as people need a unique balance in their life endeavors, each of us differs in the kind of activities that promote relaxation. Many people find deep breathing and meditation to be effective in calming their minds and bodies, whereas others may find it maddening to sit down and meditate, preferring a yoga class, a massage, or a relaxing after-dinner stroll. The important thing is to choose some daily practice that enables you to recharge your body, mind, and spirit.

Managing emotions for peak performance. The self-awareness competencies and personal effectiveness competencies discussed here are clearly synergistic. Taking charge of your emotions means mustering all your emotional resources to manage the competing demands of work and personal life. Most of us will never get to a state in which we perform at the absolute peak regardless of how we feel. However, the more we practice self-awareness and personal effectiveness skills, the more often we can outperform ourselves, and the more often we find ourselves conforming our behavior to universal moral principles. Rehearsing for emotional challenges is critical to effective performance. You cannot control what will happen to you in the course of a day. But you can imagine it. You can prepare for it. You can get ready to be successful. As the old saying goes, “Good luck happens when preparation meets opportunity.” Coping effectively can keep you from being knocked off course by destructive emotions and ensure that your behavior stays in alignment with your goals and beliefs.

Interpersonal Effectiveness

Personal effectiveness skills such as deciding what to think and self-control are obvious aids to moral competence. We know we need emotional control to do the right thing. But why do we need people skills to be morally competent? To serve the needs of others, we have to understand them. To be compassionate or forgiving, we need to see the world through another’s eyes. Interpersonal effectiveness is an indispensable leadership tool. Leaders get little done by themselves—they rely almost completely on the energy, strength, and commitment of the people who work with them. If we want to influence others, we must understand the complex emotional worlds of others and communicate to them in ways that satisfy their emotional needs.

Northwestern Mutual’s Ed Zore knows this as well as anyone, “If you’re oblivious about your impact on others you’ll hurt people. So you have to make an appropriate response, and that means first being aware of the wake you’re leaving.”

Empathy

Empathy is a kind of “as if” mental state in which you experience a challenging situation through the eyes of another person. It is as though you put on a virtual-reality headset that instantly gives you the emotional mindset of another person. Empathy is critical to moral competence because it neutralizes destructive emotions that can interfere with living in alignment. Take college President James Norwell (pseudonym), for example. When James was the VP and Dean of another liberal arts college, he found himself in an awkward position. The college president at the time had been a highly popular appointment but turned out to lack the depth needed to meet the challenges the institution faced. Frustrated with his inadequacies, the board of trustees turned to James as a sounding board, problem solver, and potential presidential replacement. James recalls, “It would have been easy to let the board push the current president aside and put me in his job. But I knew how much he was struggling and wanted to do well. And because I was able to look at the situation from his point of view, I decided to take myself out of consideration so that I couldn’t be used by the board in their attempt to resolve his limitations. I had to lay my own ambitions aside for him to be treated the way I would like to be treated in that situation.”

Empathy as a conflict antidote. When we are at odds with others, often the last thing we want to do is to consider the situation from their point of view. Nevertheless, empathy is a powerful tool for managing conflict in a way that produces the best outcomes for you and your adversary. Recall the experiential triangle of emotions, thought, and action. If you have been clashing with a work associate, you are probably caught up in a high-energy negative emotional state that is clouding your thinking. Without empathy, you are limited by your own subjective view of reality. If you can see only your side of the conflict, you risk lashing out in anger. You may decide you have to win the battle at all costs; you may try to retaliate; you may make hurtful accusations—all actions that are inconsistent with your moral compass, actions that will also damage your reputation as a good leader.

After you experience a conflict from the perspective of another person, it is then possible for you to stay in alignment. With the expanded perspective that includes your feelings and the feelings of others, you can think more clearly, and the odds that you will make an aligned choice improve dramatically. Your ability to help your partner in conflict stay in alignment also improves because empathy activates both forgiveness and compassion. If you can imagine how someone else feels, you can understand why they acted as they did. With that understanding, you are more willing to let go of their mistakes and more disposed to help them accomplish their goals.

Misplaced Compassion

Empathy for another’s life situation often inspires us to want to help them. It’s important to distinguish between understanding another’s world and being controlled by another’s needs and preferences. It’s possible to go too far in translating our empathy into unproductive caretaking. Pam Moret, senior vice president of Strategic Development at Thrivent Financial for Lutherans, demonstrates how to be empathetic without compromising your business. When two companies merged to form Thrivent, Pam decided to consolidate her dispersed workforce into a single location. Some employees were upset by the prospect of the move, and though Pam empathized with their feelings, she was convinced of the need to locate her group together. Though her empathy didn’t change her business decision, it did cause her to engineer softer landings and lengthier transitions than many companies offer.

Listening. Leaders are generally rewarded for being decisive, for taking action, for being the experts, and for having something to say. That action orientation can make it difficult for leaders to value what may seem like the passive act of listening. Hearing may be passive, but listening attentively is an active skill requiring concentration and emotional intelligence. Thrivent’s Pam Moret says, “Active listening is an unbelievably powerful personal skill. If you signal to someone that they’re fourth priority on your list...for example, by canceling one-on-ones or doing email while you’re meeting with them...it can really adversely affect them and the situation.” To counteract her natural inclination to multitask when with others, Pam has established informal contracts with her direct reports that commit her to giving them her undivided attention. When she meets with them, she tries not to sit behind her desk, look out her window at her secretary, or take a quick glance at her computer. That, says Pam, keeps her from hurting someone or missing important information.

Listening attentively is essential to moral competence. Careful listening demonstrates respect for the values, beliefs, goals, and emotions of others. Listening skillfully also makes empathy possible because it provides the data on which compassion and forgiveness are based. Little of the meaning of what is said comes from the words themselves. What people really mean when they speak is found in their tone of voice and the physical movements (“body language”) that accompany their spoken words. That is why active listening is so much more important than passively listening to words alone. You can get the message if you get the whole message. Suppose you get a call at work that your daughter is sick and needs to be picked up from school. As you rush out the office, your boss says, “Are you leaving again to pick up your daughter?” Stripped of your boss’s tone of voice, the words themselves could represent a simple request for clarification. But you heard the way she made that statement. Embedded in the words was a point of view. Her tone suggests she thinks you are not getting your work done. Listening carefully allows you to form a useful hypothesis that your boss is not happy with you. But active listening goes a step further. Instead of simply assuming that you have correctly assessed your boss’s attitude, you check with your boss about what she meant. If your boss was just asking for information, then you can let go of the anxiety that your interpretation of her message caused. If she really is annoyed with you, testing your assumption gives you and your boss an opportunity to resolve a problem and keep you both in alignment.

Listening to understand the contents of all three frames. Active listening is typically used to uncover underlying emotional messages. But listening well can provide information about all three frames. It is important to listen in a way that allows you to discover others’ values and goals. If you listen only for emotional messages, you might be missing clues that can help you stay in alignment, and help you to help others to stay in alignment. If you simply listen to another’s emotions without understanding their values and goals, you don’t know whether they are in alignment.

Respecting Others

It’s easy to work with people we like, or whose views match our own. But we all must work with some people we don’t enjoy or who express opinions with which we disagree. Disrespect is a product of our inability to understand that each of us sees only part of what is true or real. We think we have all the facts, so when someone disagrees with us, we assume they are wrong. Respect comes when we understand that truth has many colors and we can’t see all of them. Our view of the world is necessarily incomplete. None of us has perfect seats in the theater of life. When we realize that our sight lines are limited, we can then respect those who disagree with us—because we then appreciate that their opinion is based on seeing what we cannot see.

Respect is the glue that enables people of different backgrounds, perspectives, and habits to work together. Moral leaders know that they can only inspire people they respect. Respect is a tricky skill. It goes beyond the easy task of appreciating people whose ideas you like or the bogus politeness of “respectfully disagreeing” with someone. Respect comes from our deep appreciation of another’s ideal self. When we say that we respect someone, what we are actually saying is that we connect with the best intentions of that other person. When we respect others, we establish a relationship with their ideal self, a positive relationship that is independent of our judgments about their current opinions and actions. Our respect for their positive intentions becomes the basis for our work together. When you respect a co-worker, you open yourself to the possibility that your co-worker—who you might not like and who sees the world differently—has something important to teach you that can help both of you succeed. When you genuinely respect another—when that other person feels respected by you—only then is that person open to the possibility that your perspective may also have merit.

It’s not easy to stay connected to the ideal self of an obnoxious or seemingly wrong-headed co-worker. But you can keep the channel of respect open if you also call on your capacity for empathy and listening. To see what is ideal in another’s mind, you have to listen. You need to observe. When you visit a co-worker’s office, what do you see? What is there, and what is not there? What do those family pictures, trophies, or pieces of art tell you about what your co-worker cares about? You might not agree with their approach to a customer’s problem, but your ability to connect with their ideal values allows you to negotiate from a position of respect.

Respecting differences. Imagine that you have hired a team that thinks a lot like you do. You like their ideas, and they like yours. Staff meetings are pleasant and convivial. Decisions are made quickly, and you are confident in those decisions because so many people agree. When you are right, things work out well. But because you share the same blind spots with your colleagues, before too long you make a big mistake that could have been prevented, or you lose a significant business opportunity that could have been identified with more diverse views on board.

Few leaders would deliberately hire their own clones, and most leaders intellectually understand the value of diversity. In an emotionally charged situation, however, it is tempting to over-rely on the opinions you trust the most—yours. That is why you must consciously cultivate an appreciation for others’ ideas. You do that by ruthlessly challenging your own views, while aggressively looking for the wisdom in others’ ideas.

By doing this, you can discover that the existence of differences creates great opportunities for synergy and gives people who work together the potential to accomplish far more than individuals can achieve on their own.

When financial planning was first coming into its own in the 1980s, most financial planners were paid for selling financial products, such as stocks or insurance policies. Industry critics had pointed out that commission-based financial advisors could be tempted to push certain profitable products, even if they were not in their clients’ best interests. Martin Levy (pseudonym), division vice president of sales for a growing financial services company, vehemently objected to a proposal to charge clients for developing their financial plans. Martin thought the financial plan should be a free, relationship-building activity that would demonstrate the salesperson’s competence and set the stage for subsequent sales of financial products. Only one thing disturbed Martin’s argument. Jerry Masters (pseudonym), one of his sales managers, was as vocal an advocate of fee-based financial planning as Marty was an opponent. Over time, Martin decided, “If Jerry thinks it’s a good idea, I have to find out what he sees that I don’t see.” Martin asked Jerry to convince him, and he did. Jerry laid out his rationale about the importance of charging for objective advice because of the integrity that brings to the equation and the increased confidence that customers have in the financial advice they get when they pay for objective information. Jerry also pointed out that other disciplines, including medicine, have emerged as respected professions because they acquired a body of knowledge and were then able to charge for what they knew. Martin was convinced. Because he respected Jerry and had learned to listen to divergent views, Martin let go of a strong personal bias and cleared the way for a new product that led to significant revenues increases in years to come.

Getting Along with Others

Because leaders need others to accomplish their goals, they have to get along with them. Empathy, listening ability, and respect are hallmarks of individuals who get along well with others. Leaders who get along exceptionally well with others share four additional qualities: They show genuine interest in other people’s lives; they are open and approachable; they are flexible in accommodating other’s preferences and needs; and they enjoy the differences among us. When people are skilled at getting along with us, we like them. And because we like them, we are more apt to view their ideas positively and more likely to cooperate with them. So personal likeability is an asset to moral competence because when we need to enlist others to help us do the right thing—especially when it’s a hard thing to do—people who like us will be more motivated to join us.

Being approachable. Positive personal connections with your co-workers fuel highly committed and creative approaches to the work at hand. It might seem obvious that good leaders need to be approachable, but it is striking how often leaders make themselves inaccessible. Some maintain distance from their employees as a matter of personal style. Others may discourage contact unintentionally because of work overload. As managers are promoted to higher levels, there is a tendency for them to become invisible—they disappear to more remote offices or spend most of their time traveling or attending meetings with other senior managers. Even when you are in a high-pressure leadership job, it is vital to make time to deliberately cultivate warm and approachable relationships with others. We’ve all read books advocating the “open door policy” or “management by walking around.” These are simple tools that are effective if actually applied.

Being an approachable leader begins with your willingness to share the contents of your moral compass—your principles, values, and beliefs. You add to your approachability by sharing your personal interests and human foibles. Do you play in a rock band on the weekends, sing in a church choir, or fix up vintage cars? Sharing your interests and asking about others’ interests sets the stage for warm work relationships.

Being approachable does not mean “telling all.” Each of us has a private zone of personal information that should not be shared indiscriminately. Neither does approachability require that you become a raving life-of-the-party extrovert. But you do need to actively help people feel comfortable around you because your approachability is an important element of a positive, highly productive work environment.

Being flexible. People who get along with others don’t get stuck on doing things their way. Whether you are a work peer or leader, your success depends on your willingness to let others have a say about how work gets done. You also need to accept mid-course changes that affect how work gets done. What happens when your teammate who was slated to give a big presentation gets laryngitis and asks you to fill in at the eleventh hour? How do you handle an employee’s request to work at home for the next few weeks? What if your boss asks you to head a project that you think the company doesn’t care about? Rolling with the punches may not always get you exactly what you want in the moment, but over the long term it will cement important work relationships and help you cultivate inventive ways to solve inevitable problems.

Enjoying differences. People who are seen as getting along with others usually have a diverse network of people with whom they have positive relationships. It’s easy to get along with people we like, but if our network is limited to people who are just like us, we will be seen, not as emotionally skilled, but as interpersonally biased.

Appreciating differences goes beyond respecting or valuing the diverse perspectives that others bring to the table. It is the capacity to savor those differences among us that makes us interesting. People who get along well with others don’t merely tolerate differences; rather, they feel enriched by the unique personalities and perspectives that people of different backgrounds offer.

Endnote

1. Herbert Benson, M.D. with Miriam Z. Klipper, The Relaxation Response, HarperTorch, 1976.


9. Making Moral Decisions

Today, Roger Arnold is executive vice president and Chief Distribution Officer for Wealth Enhancement Group, a financial advisory firm based in Minneapolis that serves the Midwest. Roger recalls a dilemma he faced a few years back when he had the national responsibility for distribution for products for a large financial services company. His top-producing regional manager, whom we’ll call Sam, was using a questionable sales technique to boost revenues. Sam’s approach wasn’t illegal. Roger wasn’t even certain it was unethical. But deep down, Roger just knew that Sam’s technique wasn’t right. It wasn’t in their clients’ best interests. So Roger told Sam to stop using his technique. Roger thought he’d made it clear that he was serious: “If you do this again, Sam,” Roger warned, “I’ll fire you.”

So Sam did it again. Roger thought briefly about how he should respond.

I could have kept it a secret and protected Sam, thereby protecting my own bonus. But I confronted him and gave him thirty days’ notice. And my bonus was indeed negatively affected. It would have been easy to wink at Sam’s behavior or turn the other way and act like I didn’t know what he was doing. But I knew what the right thing to do was, so I did it. And because I was willing to let Sam go despite his impressive financial results, I sent a clear message to all the other sales leaders across the country that doing what’s best for our clients really does matter.

What allowed Roger to do the right thing—the hard thing—when he knew it would cost him personally, and when he could so easily have kept Sam’s sales technique a secret? Roger practices the “4 Rs,” a four-step decision-making method that overrides our natural tendency to make emotionally driven decisions that have moral implications when in the face of strong emotions such as fear or excitement. The 4 Rs consist of four steps (or skills): recognize, reflect, reframe, and respond.

Roger uses the 4Rs to keep his excitement about his group’s financial performance, and the promise of a hefty bonus from driving a decision that was not consistent with his, or his company’s, values.

In the following section, you see how Roger uses those critical skills, and as you proceed through the chapter, you learn how you can develop those same skills.

How Roger Used the 4 Rs

RECOGNIZE all the elements of the situation you are in. Stop whatever you are doing to take notice of everything you’re thinking, feeling, and doing related to the situation you are in. Pay particular attention to what stimulates your thoughts and emotions.

Roger paid attention to everything he was thinking, feeling, and doing. He recognized how stimulated he was by his excitement about the financial results that Sam was producing. He also recognized that he was uncomfortable about the methods Sam was using to deliver those results. Finally, Roger recognized that he was tempted to look the other way and that he felt a conflict between his values and the potential for recognition and financial gain he and his group could obtain if he allowed Sam to continue doing what he was doing.

REFLECT on how you are interpreting your situation. What does the big picture look like for you? What values are important to you, and how should they influence your choices? What biases might influence your understanding of the situation you’re considering?

Roger actively reflected on his situation. He thought about his values, including “Doing the right thing,” and his company’s value of doing what was best for the customer. He reflected on his potential short-term loss of some of his bonus if he were to let Sam go, and weighed that against the long-term opportunities that would come from doing the right thing for customers, and sending the right messages to other sales leaders about the right way to do business. Roger also recognized that he needed to stay clear about what “success” should mean to him and his team. Success didn’t mean selling products at all costs, but about being financially successful by looking out for the best financial interests of their customers.

REFRAME your ideas about the situation by stating the most positive yet still realistic outcome for the decision you need to make.

Though Roger knew he would personally suffer financially in the short term if he terminated Sam, his reflection led him to reframe the situation as “Short-term pain. Long-term gain.”

RESPOND by making a decision consistent with your values and goals and take the reality of your current situation into account.

Roger terminated Sam. He set an example about the kind of culture he expected in his organization. And he inspired other sales leaders to be responsible about their own groups’ sales practices.



The 4 Rs of Financial Intelligence

• RECOGNIZE all the elements of your current situation and how you are interpreting (that is, framing) your situation.

• REFLECT on the big picture and what matters most (your values and guiding principles).

• REFRAME (modify) what you are thinking and how you are describing the situation to yourself.

• RESPOND in a way consistent with your values, goals, and the big picture.





How the 4 Rs Work

Using the 4 Rs rewires our brains to make values-based decisions in the face of strong emotional responses that override rational thinking. Over time, these emotionally based responses to life situations become habits. These habits are encoded in the brain in the form of neural pathways that increase the likelihood that we will respond in the same emotionally driven manner time and time again. Fortunately, we’ve also learned that we have the power to change our response patterns in ways that allow us to make smarter decisions. The 4 Rs are designed to help us develop that power. By practicing the 4 Rs regularly, we create new neural pathways in the brain. By doing so, we establish new habits that, over time, replace our reflexive emotional responses with deliberate and reflective responses that take our values into account. The 4 Rs help retrain our brains in a number of ways.

The 4 Rs interrupt our brain’s default responses to external situations.1 When faced with highly stimulating events, our brain’s emotional center typically disables our brain’s rational center, thus provoking a fear or anger response that Daniel Goleman, author and emotional intelligence pioneer, labeled the “amygdala highjack”2 Jeffrey Schwartz, noted psychiatrist and researcher in the field of neuroplasticity, has conducted research that explains the mechanisms underlying an amygdala highjack. According to Schwartz, in the process of shutting down our rational center, the amygdala leaves our habit center intact.3 Our habit center, which activates primitive physiological behavior and habitual unthinking responses to events, is now in charge of complicated decisions such as those leaders face every day.

To prevent this chain of events, think of the 4 Rs as hitting the pause button on our brain’s programmed responses to highly charged situations. We cannot always prevent our brains from kicking up an emotional storm in the face of a business challenge or opportunity, but we can, by practicing the 4 Rs, keep our emotional brain from hijacking our rational brain and setting our habit center free to run the show. And, because of the brain’s capability to develop new neurons and new pathways (neuroplasticity), when we hit the play button again, whatever we did during the pause contributes to changing our brain’s actions going forward.

The 4 Rs spur the development of new brain pathways that actually change the way we process information related to moral decisions. Extensive neuroscience research has left no doubt about the brain’s capability to change. We can change our brains, but only if we deliberately try. As Jeffrey Schwartz explains, “Physical changes in the brain depend for their creation on a mental state in the mind—the state called attention.”4 That is why the 4 Rs are effective in changing our brains—because they force us to pay attention to what we are doing.

When we respond to a leadership challenge or face a key decision, we usually react emotionally to stimulation from the outside in. The 4 Rs give us the tools to respond to leadership challenges, such as the one Roger Arnold faced from the inside out. They change the power balance between the reflexive emotional center of our brain (which sacrifices accuracy for speed), and the reflective, rational center of our brain (which is more accurate, but not quite as fast). The 4 Rs give us better access to our rational, thinking brain. But they do more than that: The 4 Rs greatly improve the quality of the data upon which we make thoughtful decisions. The 4 Rs won’t increase your IQ, but they can help you more effectively access the IQ you have, thereby enhancing your decision making effectiveness. The 4 Rs also ensure that you make decisions aligned with your most important personal values.

Practice Makes Permanent5

When practiced regularly, the 4 Rs create a strong foundation for making smart, responsible, values-based decisions about any aspect of our personal or professional lives. But changing habits requires commitment and persistence. Think about the last time you tried to change your behavior. Maybe you decided to lose a few pounds, or become more physically active. In each case, the process is simple: Maybe it’s a matter of eating less, or eating more fruits and vegetables, or signing up for a yoga class, or getting up an hour earlier each day to take a walk. Maybe it’s a decision to quit smoking. None of the things we need to do to make positive changes are complicated. But they can be hard to do. For example, nothing could be simpler—or harder—than not lighting up a cigarette. Why? Because our brains are wired to keep doing what we’ve already been doing. Similarly, the 4 Rs are both simple and hard. They are not complicated, but it can take some effort to make them part of how you live and think. You need to decide that you don’t want to be at the mercy of your reflexive brain. You need to decide that living in alignment is worth the initial discomfort of developing new habits. You need to decide that you want to be someone who makes moral choices that benefit you, your company, your loved ones, and your community.

Practicing Recognition

To manage the emotions that affect your decisions, you must first recognize them. That’s easier said than done. Most of us think we’re self-aware. By the time we get to be adults, we think we know ourselves well. And most of us like to think that we’re objective, even when we’re not. But as we learned from Chapter 2, “Born to Be Moral,” when it comes to making the best choices, we’re simply not aware of how our physiological state may be clouding our thinking. So, the first step to greater moral competence is to recognize exactly what you are thinking, feeling, and doing when in the throes of a stimulating situation. And to recognize your cognitive, emotional, and physical states when you need to, you must train yourself in advance. You want to become so skilled at recognition that it becomes second nature for you. By practicing the skill of recognition, you can transform yourself from a reflexive responder to a reflective recognizer.

Recognition in the Moment: The Experiential Triangle

All our life experiences fall into one of three categories (see Figure 9.1):

• Cognitive (our thoughts)

• Emotional (our feelings)

• Physical (our physiology and our actions)

[image: image]

Figure 9.1 The Experiential Triangle

Think of these three categories of experience as points on a triangle. Thoughts, feelings, and actions are interconnected and usually influence one another. For example, if I think about someone who punched me yesterday, I am likely to feel angry; my heart rate will go up (physiology) and I may clench my fists (action) at the thought of what happened. My feelings and actions may even set off a new cycle of the experiential triangle, perhaps causing me to think about exacting revenge, which in turn stimulates new feelings, and so on.

Try this to experience the powerful connections between thoughts, emotions, and physical responses:6

• First close your eyes and identify a memory of something that happened that made you angry.

• Focus your attention on what happened and who was involved, and think about that situation for two minutes.

• After two minutes, open your eyes and recognize what you just experienced relative to your thoughts, your emotions, and your physical being.

What you will notice if you are self-aware is that you thought about what made you angry. It usually was a person, and within two minutes you might have thought about how that person angered you more than one time, to other occurrences when that person angered you.

You may also have noticed that your emotional state changed. You might have become angry again; or you might have felt guilt or regret. Your focus on your initial response may change how you feel emotionally within the two minutes. You probably also noticed that you were beginning to feel physical tension in your shoulders, your heart rate picked up, and your breathing became shallower.

Everything that happened to you was a result of what you were thinking about. As neuroscientist Jeff Schwartz points out, “Focus is power. What you choose to focus your attention on has power over your emotional and physical state.”7

Now, take the exercise to another step:

• Take a few deep breaths, close your eyes, and for the next two minutes, imagine that your brain is a radio receiver and that you have three channels permanently programmed into your automatic selections. One channel is the gratitude channel. The second channel is the love channel. The third channel is the beauty channel. For the next two minutes, turn on one of those channels. Depending on the channel you choose, focus completely on what you are grateful for, or whom you love deeply, or what beautiful aspects of life and your environment you most appreciate, for instance, mountains, ocean, desert, and so on.

• Now open your eyes and recognize what you have experienced.

If you’re like most people, you notice that your emotional state became much more peaceful. You begin to feel love, relaxed, and calm. You might think about all the things you are grateful for; or you may discover that you have a deep appreciation for certain people or natural settings. What you surely notice is that your physiological state changed. Your heart rate and breathing are slower, and your face is relaxed. You might even notice a smile come across your face. Once again you discover the power of focus, and the surprising amount of control you have over what you think and feel.

These exercises help us understand the importance and power of recognizing our experiential triangle. Managing our thoughts, emotions, and physical state is central to our ability to make smart, responsible, values-based decisions. Therefore, cultivating the art of recognizing our thoughts, feelings, and emotions is a crucial skill of moral intelligence. Recognition helps us fully access our experiences so that we have information we need to choose our responses to events rather than automatically (and often unconsciously) reacting to them.

Freeze!

One of the simplest and most powerful ways to cultivate the skill of recognition is to practice the Freeze Game.8 When you use the Freeze Game, you declare a short time out from whatever you happen to be doing in the moment. Imagine you’ve just hit the pause button on the DVD of your life. Then ask yourself these three questions:

• What am I thinking right now?
For example, what am I saying to myself inside my head? Am I thinking about a problem at work? A relationship issue? The weather?

• What am I feeling emotionally?
Emotions are words, not sentences; for example, I feel sad, excited, angry, or frustrated.

• What am I doing and what is happening with me physically right now?
For example, am I sitting or standing? Am I smiling or frowning? What’s the look on my face? Is my heart racing or calm? Is my breathing pattern normal or accelerated? Am I tense or relaxed?

As you probably noticed, each question is intended to help you become aware of one aspect of your experiential triangle of thoughts, feelings, and actions/physiological state. Why not try playing the Freeze Game right now?

When you played the Freeze Game, what did you become aware of that you hadn’t noticed before? Your experiential triangle might not be too dramatic at this moment. But imagine now your experiential triangle when faced with a stimulating situation that could compromise your ability to make values-based decisions. Using the Freeze Game enables us to catch flaws in our thinking before they can cause us, or the people whom we lead, any harm.

Recognition is a powerful tool, but only if you use it. If you’re not accustomed to taking time out for recognition, it probably won’t occur to you to hit the pause button when in the throes of an emotionally charged situation. Your ability to call on recognition when you need it depends on your ability to make recognition second nature. That takes practice. The more you play the Freeze Game, the more natural it will become to check in with yourself to see what you’re thinking and feeling and doing. After the Freeze Game is a habit, you are that much more likely to use it when you most need to stay in alignment. As you regularly play the Freeze Game, you’ll probably begin to notice many other benefits in your life. You’ll develop more self-awareness, and that deeper understanding of how you really think, feel, and act may translate into more positive relationships with family and friends, and even more productive behavior at work.

Recognizing Thinking Patterns

Our supposedly rational thought processes may not be as objective as we think. That’s why it’s useful to pay attention to the ways in which patterns of thought affect our actions. Our ability to make smart, responsible, values-based decisions is dependent on the way we typically think. One aspect of our thinking patterns is especially important to moral decision making: mental biases. Mental biases are a form of “self-spin” that fools us into thinking we are logical and objective when we actually aren’t. Everyone has mental biases. And they’re not necessarily bad. They are shorthand principles that the brain uses to manage the thousands of decisions and actions we must take in any given day. For instance, we may have a mental bias that “people are trustworthy.” This principle enables us to deal with people in an efficient way. By assuming that most people can be trusted, we feel fine about answering the door, asking for directions, working on a project with a fellow employee, eating food prepared by others, and going to sleep at night next to our spouse. Imagine what your life would be like if, every time you came into contact with another person, you had to figure out whether that person could be trusted. Your daily life would probably collapse under the strain of gauging each person’s trustworthiness from scratch. So, for the most part, our mental bias that “people are trustworthy” is highly functional—even though it’s not completely true. Some people are not trustworthy. Some people could harm us, and everyone has had occasional negative experiences with untrustworthy people. Mental biases become a problem only when we forget that we have them. For example, assuming that people are trustworthy can blind us to the warning signs that a particular person may not have our best interests at heart. That’s why we need to recognize our mental biases, not so that we can eliminate them (an impossible task) but so we can be aware of how they could influence the decisions we make. Some common mental biases include the following:

• Overconfidence: As opposed to appropriate self-confidence.

• Excessive optimism: The bias that can cause us to overestimate how frequently we will experience favorable outcomes and underestimate how often we will experience less than desirable results.

• Confirmation bias: A tendency to look for or interpret information in a way that confirms what we already think. Confirmation bias also involves ignoring information that would contradict what we already think.

• Familiarity bias: This is a tendency to apply too much weight to information with which we have had prior contact.

When it comes to moral decisions, mental biases operate in various ways; for example, they can cause us to ignore important data, attach too much importance to certain data, or encourage us to make decisions based on misguided beliefs about ourselves or the situation we’re in. Imagine that you have a tendency to be trusting and are excessively optimistic and prone toward confirmation bias. If you have a colleague who behaves in an untrustworthy manner, your excessive optimism bias may lead you to believe that your colleague is basically a good person, and your confirmation bias may cause you to ignore data that your colleague should not be trusted. Therefore, you might continue to work with that person, exposing you and your organization to potential harm.

Recognizing Emotional Patterns

When you play the Freeze Game frequently and consistently, you may begin to notice similarities in how you react to everyday situations, positive and negative, at home and work. You may begin to see a pattern in your responses to situations as varied as being cut off by an aggressive driver, dealing with a difficult co-worker, tucking your kids in for the night, or facing a huge mound of laundry. Recognition of these patterns can further increase your self-awareness about common reactions that can trip you up in your decision making and behavior. We know that the emotions that cloud our judgment are those that are strongly positive or negative. So we can increase our recognition of emotional patterns by looking at past experiences that have prompted us to respond with strong emotions. You may, for instance, want to ask yourself the recognition questions such as During what experiences in my past have I felt happy, excited, hopeful, angry, sad, or fearful? Answering such questions can help you recognize some of your most important emotional patterns.

Practicing Reflection

Recognition increases your awareness of what you are experiencing in a particular moment and of your habitual responses to highly charged emotional events. Armed with that crucial information, you are in a much better position to practice reflection.

The primary purpose of reflection is to change the source of stimulation from the outside-in to the inside-out. Reflection begins the process of creating an internal source of stimulation, one based on your moral principles, personal values, and the big picture of your life. Following are three aspects to the practice of reflection:

• Preparing to be reflective. Like any habit, reflection often requires a “cueing mechanism” to help us get into the frame of mind required for reflective thought.

• Making reflection a daily habit. As with recognition, your ability to use reflection when you need it most requires routine practice. This means taking time to be reflective several times a day.

• Using your reflection skill in any moment when you are being actively stimulated by a personal or leadership challenge.

Preparing Your Mind for Reflection

Juggling the demands of family, work, and community obligations can leave us in a chronic physiological state in which our danger system is always operating at some level. That’s why it’s necessary to do something to help us break from our routines or detach from the emotions of the moment. Of course, practicing recognition is key to clearing the path to reflective thought. We stop action and observe what is going on in us. In addition to practicing recognition, a number of practices can calm the mind and body, paving the way for a more reflective and rational state of mind. Dr. Herbert Benson, founding president of the Mind/Body Medical Institute, calls these practices “triggers” because they change our physiology in ways that in turn trigger well-being and improved performance. Triggering activities include prayer or meditation, listening to your favorite music, biking or walking in nature, soaking in a hot tub, or even mundane tasks like yard work or dishes.

Making Reflection a Habit

When you’re in the grip of a challenging situation, it’s vital to reflect on your values, your big picture, and the realities of whatever situation you face. Developing the habit of reflection makes it much easier to be reflective when you need it most. When those exciting opportunities or scary crises do come along, we’ll be programmed to use our values to make the best possible decisions. Cultivating the habit of reflection helps us align all our varied daily actions with our values and the realities of our lives and the world in which we live.

Reflecting on Values

In Chapter 3, “Your Moral Compass,” you had an opportunity to identify your most important values. Reflecting daily on those values is a powerful way to set the stage for acting on challenging situations whenever they strike. Choose a regular time each day to reflect on your values and your life context. The more you practice reflection, the more easily you can call on it when you need it most.



Exercise: Daily Values Reflection

Use this technique daily to keep your values top of mind. For each of your top five or six values, say the following to yourself:

• Name the value. For example: “Family.”

• Use verbs in front of your values to create an action orientation to each value. For example:

• Love your family (directing yourself to put value into action).

• I choose to love my family (making a choice to live out a value).

I love my family (reinforcing a desired state by visualizing it as already true).





Reflecting on the Big Picture

Understanding the big picture of your life creates a context in which you can make better decisions. Your big picture includes five major areas of life:

• Family

• Goals (business and personal)

• Finances (business and personal)

• Health

• Environment (business and personal)



Drawing a Picture of Your Big Picture

This activity can help you create a visual map of your big picture. After you completed your big picture, you can display it for a quick reminder of what to reflect on when you’re reacting to a challenging situation.

Materials: A large piece of paper (newsprint or drawing paper) and colored markers or crayons.

Lay your paper on a table or floor. Draw a large circle, and divide the circle like a pie into five sections.

Label each section with the five parts of your big picture:

• Family

• Goals

• Finances

• Health

• Environment

In each section, jot down the most important facts—positive and negative—that apply to that part of your life. Repeat this exercise every four months or so to stay updated on the realities of your big picture.





Armed with the reflection skill, we are ready to be reflective in those highly charged moments or during those challenging times when a personal or leadership situation is causing us either anxiety or excitement.

Although all four of the Rs are important, reflection is probably the most central to our ability to make smart, values-based decisions. Reflection forces us to evaluate the reliability of our automatic outside-in responses to situations. Building our reflective skill is key to ensuring that the decisions we make are not impulsive but are aligned with what we want to accomplish in our lives. And as you may have already noticed, after you reflect on what’s most important to you, and on the realities of the environment in which you live, it’s almost inevitable that you will begin to think differently about the situations you face. Reflection can naturally lead to the third R—reframing—a new way to see yourself and interpret your reality. Reflection done well and consistently can dramatically alter your sense of what is and can be true for you.

Practicing Reframing

Our typical way to interpret reality is based on long-standing habit patterns burned into our brains. But because of our brain’s plasticity, we can change the way we view situations we face. And that’s what reframing is all about: taking the results of our reflections—about values, goals, and the big picture—and re-interpreting whatever situation we are in.

Every decision we face happens in the context of the attitudes and beliefs we have about our situation. That collection of attitudes constitutes our “frame” for that situation. And that frame, in turn, powerfully influences the actual decision we make. Often, our frames for leadership situations consist of attitudes that get in the way of our ability to make smart, responsible, values-based decisions. Say, for example, your boss has asked you to withhold information from senior management about a mistake your unit has made in manufacturing a product. What you say to yourself about this challenging event affects everything you do—or don’t do—about it. The economy happens to be bad, and so you frame your situation like this: “If I don’t go along with my boss, I’ll lose my job, and I won’t get another one.” Of course, there is a chance that could happen, but by treating our beliefs about a situation as though they are objective facts, we limit our options for responding in a smart, values-based manner. And many of the frames we adopt may be unrealistically negative. When we reframe, we adopt a perspective about our situation that is realistically optimistic. For instance, we may adopt the following frame: “Our company’s code of ethics calls for us to admit our unit’s mistakes. There’s a chance I can help my boss see that it’s in our best interest to come clean about the manufacturing problem. Even if I can’t convince him, he probably won’t fire me. And even if he did fire me, I’ve got a good track record and should be able to get another job.” Notice that this frame is optimistic but not unrealistic. We know there’s no guarantee that our boss won’t fire us if we don’t go along with a deception, but our new perspective increases the odds that we will act in ways true to our values.

The way we reframe a situation virtually dictates how we respond to that situation. Reframing sets the stage for making a better decision than we would have made had we responded reflexively to our emotions. Dr. Rick Aberman of the Lennick Aberman Group came up with a simple way to understand and begin to practice reframing. He quotes Winnie the Pooh: “I was going to change my shirt but decided to change my mind instead.” Once Winnie reframed, he no longer needed to change his shirt. As a leader, you might say to yourself, “I was going to scream at my assistant, but I decided to change my mind instead.”

Responding

The first three Rs—recognize, reflect, and reframe—are meant to change a highly charged emotional state to a calm and productive emotional state that supports objective, unbiased thought. That is the state of mind that enables us to respond optimally to any challenging situation. Therefore, after we recognize our current state—reflected on our values, capabilities, and options—and reframed our situation, the next step is the fourth R—to respond with the best possible decisions. But it’s not actually a “final” step. Although each of the 4 Rs is discussed separately, it’s hard to separate them from one another in practice. Each R flows into the next—almost as soon as we recognize our thoughts, feelings, and physical state, we begin reflecting on what is going on in and around us. Almost as soon as we start reflecting on our values and the big picture, we begin to reframe our situation differently. And almost as soon as we reframe, we begin to think about how we want to respond. Many of us feel a strong desire to respond, that is, to act on those choices as soon as we’ve thought about them.

After we work through the first three Rs, it’s tempting to assume that we are automatically ready to make an optimal decision. However, that’s not necessarily true. When practiced regularly and thoroughly, the 4 Rs greatly increase the odds that we will be in the right cognitive and emotional frame of mind for smart decision making. But because we are not perfect, it’s possible to use the 4 Rs in an imperfect way. There are two major reasons for putting on the brakes before responding:

First, the 4 Rs do not always produce the optimal cognitive state for making challenging decisions. The quality of our ultimate response depends of the quality we have brought to each of the previous three Rs: The quality of our response depends on the quality of our reframing, which depends on the quality of our reflecting, which depends on the quality of our recognizing. At each step of the way, it’s possible for us to make cognitive mistakes. As you’ll recall, when we stop to recognize, it’s important to notice how mental biases may affect our thoughts. Unexamined biases affect the quality of our reflecting and therefore the value of the reframing we make in response to our reflecting. And if our reframing is not ideal, the options we act on when we respond might not be in our best interest or in the best interest of our organization.

Second, the 4 Rs do not always produce the optimal emotional state for making challenging decisions. The 4 Rs are meant to defuse emotions stimulated by outside events. However, each of the Rs can itself stimulate other emotions that occasionally get in the way of thinking at our best. For example, our collaborating writer Dr. Kathy Jordan lost a substantial number of clients in the economic downturn that began in the fall of 2008. Initially, she felt panicky about the drop in income. She had then reframed her situation as an opportunity to shift her career direction. She felt elated about this new opportunity, and in high spirits, responded by trying to market her new services, but without a lot of success. It took Kathy a few rounds of 4 Rs to recognize that she had become caught up in highly charged emotions that had been stimulated, not by outside events but as a result of her own reframing. She had unknowingly flipped her frame from excessive pessimism to excessive optimism. In effect, Kathy had replaced one set of highly charged emotions with another, interfering with the quality of her response. Had Kathy taken more time to reflect and spent more time analyzing the realities of the downturn, she would have recognized that it would be as difficult to find clients for her new services as it was to find clients for her original services. Economic conditions were a big picture reality that Kathy had to deal with no matter what kind of services she hoped to provide.

Recycling Before Responding

As tempting as it is to respond, after you’ve recognized, reflected, and reframed, there are times when it makes the most sense to postpone a response—postponing a response is frequently the best response. It’s fine to consider how we want to respond, but before carrying out a decision, it’s wise to repeat the first three Rs at least one more time. Responding naturally flows out of these other things, but the key is to keep cycling back among the other three Rs. As you prepare to respond, you have to continually keep recognizing what’s going on in your mind. Before you act on your choices, it’s essential to make sure you have done enough problem solving while reflecting. Look for aspect of your situation that you may have missed in your first go-around. For instance, ask yourself: “What haven’t I noticed about my situation that I should consider?” or “What might be some unintended consequences of the response I am considering?”

As you reflect, it’s also important to go back to recognition to confirm that reflecting actually has put you in a calm and productive state for decision making. For instance, how energized and how emotional are you as you reflect on your values? If you are excessively energized, you should recognize that you are still in a difficult situation to access your full faculties. As you think about your possible responses, use recognition once again to spot any mental biases. Are you looking for something to confirm your judgment? Are you choosing a course of action just because it’s easy or familiar to you?

Finally, before responding, it’s important to recheck your framing. Are you realistically positive or unrealistically optimistic in your view of your situation? The value of reframing is in seeing things clearly, with a slant toward optimism about your ability to deal with your situation. Looking at the situation through rose-colored glasses could lead you to consider responses that would be harmful to your organization or your personal well-being.

Now you have all the basic tools you need to be a morally intelligent leader: You understand how your brain works; you’re in touch with your values; and you’ve learned the key moral and emotional competencies that make great leaders. And you have the 4 Rs to help you access those critical moral and emotional competencies. In Part III, “Moral Leadership,” you discover how to put all these tools into action as you face the daily challenges of being a moral leader.
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Part III. Moral Leadership


10. The Moral Leader

Dick Harrington served as president and CEO of The Thomson Corporation, a global electronic information company, prior to its acquisition by Reuters in 2008. On September 11, 2001, Dick was in London for a meeting of The Thomson Corporation Board of Directors. He was talking on the phone with his Connecticut headquarters when he got word of the attack on the World Trade Center. Harrington, along with the other members of his executive team in London, was thunderstruck. More than 2,200 Thomson employees worked in the neighborhood of the World Trade Center, with offices of approximately 200 employees in the twin towers. It would be days, even weeks, before it knew for certain that 11 of its employees had been killed, including one who had been a passenger on the plane that struck the North Tower.

In the early hours following the terrorist attack, nothing was clear. But Dick and his team quickly shook off their shock and prioritized: people first, business second. They mobilized cell phones and Blackberries to track down missing employees. They commandeered limos from Connecticut to pick up employees who had escaped uptown or across the river to New Jersey. As they confirmed who was missing, they contacted family members, they sent cash and catered meals, and they arranged for transportation so that family members of victims could be together.

Beyond that, Dick and his team extended generous benefits to victims’ families that they were too modest to publicize. What’s more, even while they attended to the needs of victims’ families, they didn’t miss a beat when it came to serving their other constituencies—employees, shareholders, and customers across the globe. They communicated early and often. They comforted traumatized employees. They reassured investors and customers.

The moral leadership that Harrington exhibited was the norm for him and his fellow executives—and it was reciprocated with the same degree of loyalty from Thomson’s employees. One employee’s first act after escaping from the World Trade Center was to race to the back-up facility in New Jersey. Other employees talked their way back into condemned buildings near Ground Zero to rescue critical financial data. By September 13, Thomson announced that the financial information technology so crucial to Wall Street was up and running.

Other leaders demonstrated powerful moral leadership in the crucible of the 2001 attacks. Nine days after the World Trade Center towers collapsed, American Express CEO Ken Chenault gathered nearly 5,000 New York employees for a meeting at Madison Square Garden. Eleven American Express employees had died in one of the towers, and the company’s headquarters across the street from the World Trade Center had been seriously damaged. Employees were shell-shocked and suffering from the loss of relatives, colleagues, and friends in the financial services community. Although business continuation was vital, Ken’s first priority was his employees’ well-being. The meeting wasn’t about “busting butt” to keep the company on track. Instead, Ken expressed his grief about those who died in the attacks and invited his employees to share their own feelings of loss and remembrance. He encouraged people to reflect on all they were grateful for and to spend time attending to the parts of their lives that mean the most. Then he communicated his sense of hope and confidence in the face of tragedy. He told the gathering how the company was helping those who were affected—employees, customers, and the New York community—in their recovery. Ken’s employees didn’t need to be told to work hard. They needed to hear that their leaders cared about them. That is what enabled American Express employees to move forward in the aftermath of the attacks.

How did Ken Chenault manage to inspire and comfort his employees at a time when he was personally grieving and facing unprecedented threats to his business? Ken made hundreds of conscious decisions—and every one of them required not just business skills, but moral skills. Though we all need moral skills to be effective in our lives, as leaders we have a special responsibility to use our moral intelligence to ensure that the people and groups we lead act consistently with the principles of integrity, responsibility, compassion, and forgiveness. As leaders we have influence and power that we can use to communicate the importance of moral skills to the rest of our organizations.

Not all CEOs affected by 9/11 responded like Dick Harrington or Ken Chenault. Some had to consult professional handlers, PR firms, or legal experts before they did anything. Some took so long that when they finally did respond with compassion for victims’ families, it came across as artificial and forced. Harrington and Chenault succeeded where others dropped the ball because they both operate from a set of principles, values, and beliefs that factor into every business decision they make. The result? Morale and job performance has remained consistently high in both companies. Thomson (now Thomson Reuters) employees say their company is a place they’re proud to be part of. “No matter what my job level,” said one information specialist not long after 9/11, “I know that Dick Harrington respects me enough to communicate about significant issues. I’m going to stay, and I’m going to recommend Thomson as a great place to work.” With the kind of moral leadership that engages its workforce to do its best, Thomson Reuters has continued to produce enviable returns during both economic recession and recovery.

Leveraging the spotlight. When you are a leader, you are always on stage. Everything you do is scrutinized, analyzed, and interpreted by those around you. Celebrities and politicians recognize that visibility is a double-edged sword. On the one hand, you can use the spotlight to promote worthy causes. On the other hand, it’s nearly impossible to hide bad behavior from the public eye. Sam Bronfman, former senior executive with Seagram Company, recalls a time when he eviscerated a marketing manager for presenting a merchandising plan that Sam thought was ridiculous. “Everyone was shocked. I eventually apologized for it—but people still remember the incident. I hope they remember the apology, but I think people remember the outburst more.”

Sam’s incident reminds us that a leader’s high profile requires a particular sensitivity to those emotional states (in self and others) that have the strongest potential to stimulate either moral alignment or moral breakdown. Greed, jealously, envy, hate, and anger can all easily disrupt alignment, whereas emotions such as love, compassion, happiness, and joy have a tremendous capacity to enhance moral competence. Leaders who consistently display negative emotions tend to get involved in negative behavior, and by example encourage negative behavior in those around them. Leaders who act out of love, who demonstrate respect and regard for people, tend to encourage moral competence in others—like the CEO we know who spends $1,500 a month more on his commercial cleaning service than he could negotiate with another vendor because the woman who owns the cleaning business has been loyal and responsible, and he knows that their family relies on that income.

There is an upside to your visibility as a leader—you can capitalize on it by modeling moral skills for others in your organization. To communicate moral messages effectively, it might be necessary to stand up for what is right in an exaggerated way. In live theater, for instance, actors’ makeup is plastered on thick so that their faces can be seen throughout the audience. You as a leader may need to “lay it on thick” to make your values clear to all of your audience. You may think that it should be obvious to others that certain business tactics are wrong and that you would never approve of them. But to avoid saying so is to miss an opportunity to underscore the importance of integrity to everyone’s success. Harvey Golub, retired chairman of the Board and CEO of American Express agrees. “I made it a practice,” Golub says, “to always model the behaviors I wanted others to show...I didn’t just hope they observed well, but would point out behaviors to make sure they understood.”

Leveraging power. Power is another leadership asset that you can use to influence your organization to adopt moral skills. Leadership and power are virtually synonymous, as evidenced in the characterization of leadership as “being in power.” A common definition of power is that it is “possession of control, authority, or influence over others.” Power, like visibility, is a double-edged sword. Certainly, you can use power to accomplish worthy goals through others that you could not reach on your own. But there is something about power that makes it potentially as dangerous as it can be helpful. Power is addictive. Using power activates brain chemicals called endorphins that create a highly enjoyable physiological state. Power can provide pleasure much like the satisfaction offered by food, sex, or vigorous physical exercise. Most people in formal leadership positions value power. But some leaders crave it. It is easy to get accustomed to the perks of the leadership role. It feels good to have people with less organizational power defer to our ideas and desires, so unlike our experience with family members who treat us like the fallible humans we actually are.

Leadership power is not just asserted by the leader—it is given to leaders by followers. Followers allow leaders to be powerful. Because leaders have power, followers are careful about how they present information to their leaders. Research has demonstrated that the higher one goes in an organization, the more distorted the information they receive. Followers provide information that they believe leaders want to hear and censor information that they fear would upset or anger leaders. The more heavy-handed leaders are in their use of power, the more distorted the information they are given. But even benevolent leaders who are careful in their use of power have trouble establishing accurate communication channels because of followers’ strong tendency to defer to the leaders’ position power, independent of the leaders’ actual behavior.

Deference to power affects not only the quality of “hard” business data related to financial reports, product quality, and customer attitudes, but deference to power also limits the amount and quality of “soft data” available to the leader. When leaders make mistakes, it is difficult for followers to tell them so. Many organizational cultures discourage interpersonal feedback, even among peers, so imagine how reluctant most followers would be to openly criticize the actions of someone with greater power. This leaves most senior leaders operating in a feedback void. Their accomplishments might be praised, but their personal flaws are not brought to their attention. The absence of appropriate negative feedback about our leadership behavior can leave us with the mistaken notion that we are far better leaders than we actually are. Without accurate information about the business and about our own capacities, we are at risk to making a big mistake that can lead to a devastating business outcome. Workaholism can reflect a subtle abuse of power. When you insist on doing everything yourself rather than delegating work, you deprive others of opportunities for development and their own share of power.

So use power with caution. It’s not a drug you can quit cold turkey. Like food, power can’t be eliminated completely from your life. For a formal leader, power is inescapable; it comes with the territory. But power, like food, can be used carefully to promote health and well-being. You can leverage your power to accomplish morally positive goals that also produce higher business performance. As a moral leader, you can use power positively by modeling the moral skills that keep you in alignment. You also can use your power to encourage followers to live in alignment with their own moral compasses.

Higher standards. When you are highly skilled in all the moral competencies, you can use your leadership power and visibility to produce the best business results. We do know business leaders who are quite effective despite some gaps in their moral competencies. But we have never known a consistently successful business leader who was not highly skilled in the integrity and responsibility competencies. Many effective and honest senior executives are respected because they demonstrate integrity and responsibility, even though they lack notable compassion or forgiveness. But leaders who inspire their followers’ best efforts are compassionate and forgiving as well. When followers see that such leaders actively care about them and are willing to let go of mistakes, they forge a bond with their leaders that just doesn’t happen otherwise.

Why does emotional bonding between follower and leader matter? When leaders show compassion and forgiveness, they create a safe emotional environment. In this positive climate, followers feel free to be creative because they know their leaders will tolerate the inevitable mistakes that come from creative risk-taking. When followers believe their leaders care about them, they want to give their best efforts to the work at hand. It is as though the integrity and responsibility competencies come from the “head,” while the compassion and forgiveness competencies come from the “heart.” The most effective moral leaders are those who have both the head and the heart fully engaged.

It is interesting that moral competencies of the “head” are necessary and sufficient for a minimal level of leadership effectiveness, but moral competencies of the “heart” are not sufficient for effective leadership. Leaders could seem to actively care for others (“I feel your pain!”), could forgive themselves or others, and be open about mistakes, but if they do not tell the truth, don’t keep promises, and don’t act consistently with the values, beliefs, and principles of the organization, then they will not be effective leaders. Leaders who are known for their compassion and forgiveness, but who lack integrity and responsibility are often considered “nice people” but by virtue of their lack of integrity do not command the respect and trust required for high performance.

How moral leaders look at followers. So far, we have seen why moral leaders need to operate at the top of the moral competence scale. Because of their power and visibility, their behavior has a major impact on the behavior of those around them. In addition to high proficiency in moral and emotional competencies, the most effective leaders operate from a central organizing belief that informs their transactions with followers. Everything they do is inspired by a belief in the essential goodness of people. It can be summarized as follows: Even though people are not perfect, and even though they make mistakes, most people have good intentions. This belief is the moral leader’s key to inspiring the best in others because your belief that people are essentially good has a profound impact on your leadership behavior. Knowing that the person with whom you are working has an ideal self (who he would like to be at his best)—and that the person would rather be his ideal self than his current flawed real self—allows you to practice compassion, forgiveness, and integrity. When you believe in a person’s essential goodness, you cannot help but commit yourself to helping him become who he most wants to be.

Belief in the goodness of people is not a “technique.” It is a potent frame of reference that, paradoxically, enables you to be as tough as nails in managing individual performance. Why? When followers sense your deep belief in their ideal selves—their potential to be their best—they are much more receptive to your feedback about their mistakes and failures. Similarly, when good performers recognize your belief in their ideal selves, they are inspired to give even more effort to your shared work.

Tom Perrine is senior vice president of Enterprise Systems IT with Cardinal Health, the largest health-care products distributor in the United States. Tom demonstrates his belief in the goodness of people when he says, “Helping others create who they want to be is a way of life for me.” Tom adds, “Number-one value to me is people matter most, and they deserve to be treated with respect, consideration, understanding, and empathy. Do you brighten their light bulbs or dim their light bulbs? How are you managing the energy of your people? The greatest job of leadership is not personally doing things but helping others do things, and managing the energy of the workforce is what it’s all about. If you do that well, you can accomplish great things as a company or in the world.” Tom also notes the cost of temporarily losing touch with his positive beliefs about people. When Tom was chief development officer at Coca-Cola, he was forced to make a unilateral decision about an important issue because the team responsible was argumentative and uncooperative. Tom thought the resulting decision was not as good as it could have been if the team had focused on solving the problem instead of fighting with one another. So he convened the team and told them what he thought of them. “No one likes to be called on the carpet,” recalls Tom, “and I called the group on the carpet. The manner in which I delivered the message was culturally unusual at Coca-Cola because people there weren’t used to being reprimanded as a group. I didn’t name names, but I was clearly angry and upset. After that, many of them decided they couldn’t trust that wouldn’t happen again, so for quite a while, they avoided coming to me with issues. My comments about their poor teamwork were factually true, but I delivered the message in the wrong spirit and mismanaged the energy of the group.”

Developing employees. The moral leader’s approach to performance management and development is guided by the leader’s belief in the essential goodness of the people who report to him or her. It is an approach that encourages employees to live in alignment, releases their positive energy, and inspires their best efforts.

As a moral leader, you hold yourself responsible for helping others stay aligned with the ideals that are important to them. How? First, you do so by believing in employees’ potential to do wonderful things for themselves and your organization. Second, you can use performance discussions to discuss the life goals that your employees care about—not just their business goals. Third, hold them accountable for meeting all their personal and professional goals.

When you acknowledge your employees’ whole selves—ideal and real—they are energized by your support. Because you care about them and believe in them, employees are inspired to give you—and your company—their best efforts. Employees do not have to be coerced into performing—over the long term, you can’t force people to produce. You cannot create good employees. You can only create conditions that spark their talents into a bonfire of innovative thought and action.

Developing employees is the central building block of moral leadership. Why? It’s because people development is the way you create a workforce committed to the moral principles necessary for the sustained success of your organization. When moral leaders invest in employees’ development, they goes beyond the typical focus on technical skills and behaviors that produce short-term corporate results. Development plans that lead to lasting business performance are comprehensive—they include actions that help employees realize not just business goals but also all their important personal and professional aspirations. An effective development plan is not the sole responsibility of your employees—it is a shared plan for the employees’ growth to which both you and you employees are committed. You and your employees collaborate to achieve goals that are important to the employees and at the same time are intended to produce desirable organizational results.

Leaders who accept responsibility for helping employees achieve their development goals spend substantial amounts of time coaching employees. Leaders who are too busy meeting among themselves to spend time helping employees grow miss golden opportunities for better business results. Investing time in developing employees may seem daunting, but the payoff is exponential. Every hour we spend coaching employees translates into countless hours of enhanced performance.

Each element of a performance development discussion—communicating belief in the employee, reciprocal disclosure of beliefs and goals, contracting for mutual feedback, and mutual accountability—should be discussed and negotiated with every employee for whom you are responsible. If you are a leader responsible for a large organization, it is important to ask all supervisors in your organization to use this approach with their direct reports.

Communicating belief in the employee. Actions may speak louder than words, but communicating a belief in the goodness of the follower needs to be actively spoken as well. In reality, most of us are starved for affirmation. We appreciate any genuine communication of caring. The effective leader affirms employees most powerfully by acknowledging their strengths. Verbal references to the employees’ accomplishments and abilities reinforce the notion that the leader believes in the employee’s best self. Beyond acknowledgment of strengths, the leader should look for opportunities to state directly, “I believe in you. I know that you are capable of even more than you have already achieved.” In our hard-nosed Western business culture, such a message may sound saccharine. When an employee makes a serious mistake, however, stating your belief in that employee’s ideal self helps him or her deal more productively with the fallout of his or her real self failure. Even when employees under-perform, the wise moral leader concentrates primarily on how to improve performance by leveraging their strengths. Emphasizing an employee’s weaknesses is rarely useful, as London Business School Professor Nigel Nicholson, reminds us:

... emotions can never be fully suppressed. That is why, for instance, even the most sensible employees cannot seem to receive feedback in the constructive vein in which it is often given. Because of the primacy of emotions, people hear bad news first and loudest.

Managers should not assume they can balance positive and negative messages. The negatives have by far the greater power and can wipe out in one stroke all the build up-credit of positive messages. In fact, because of the primacy of emotions, perhaps the most discouraging and potentially dangerous thing you can do is to tell someone he or she failed. Be careful, then, of who you put in charge of appraisal systems in your organization. These managers must be sensitive to the emotional minefields that all negative messages must navigate.1

Reciprocal disclosure of the manager’s and employee’s respective moral compass and goals. Sharing your beliefs and goals and inviting your employee to do the same provides the basis for both to support the other’s actions. You may want to introduce this idea to your employee by saying something like this:

To be a good manager, I need to know where I am and disclose that to you. I also need to know where you are at, and our shared knowledge of each other will give us the foundation for a trusting relationship.

Begin by sharing the principles, values, and beliefs that form your moral compass because many employees will not have had a previous experience with a superior who asked for this kind of information. Your willingness to disclose personal beliefs will usually minimize any discomfort on the part of your employee. But you also should make it clear that your disclosure of beliefs and goals is not a formality. You are sharing your beliefs and goals because you also want help from your employee. You can tell your employee that you hope that together you can be enablers of each other. After you have discussed your own beliefs and goals, your dialogue as manager might sound something like this:

My job as your boss is to help you develop the necessary habits and routines that will help you achieve your goals while honoring your principles and beliefs. I start with a belief in you, but if we are going to work together closely, I need to do more than imagine greatness in you. I want to know what you really want your life to be about—the things that really matter to you. What roles do you play, and how good do you want to be at each of them?

Contracting for feedback. Managers often assume that they have a unilateral right to dispense feedback by virtue of their position. Unsolicited feedback is neither welcome nor effective. Managers are often frustrated to discover that negative feedback frequently results in further performance deterioration rather than improvement. This performance drop is caused by the negative emotions that uninvited feedback causes. Employees who receive unsolicited negative feedback feel unappreciated, misunderstood, and powerless. These are destructive emotions that cause further breakdown, not alignment. In contrast, critical feedback solicited in an environment in which the employee feels empowered is likely to enhance performance. The manager should seek permission to offer feedback and to solicit feedback from the employee about the manager’s own performance. Seeking permission to give feedback and asking for feedback levels the emotional playing field for the employee. Because receiving feedback is part of a contract and because the employee has the opportunity to provide feedback to the manager, the employee feels empowered rather than ashamed. If the manager has been successful in communicating deep caring and belief in the employee, the employee can calibrate the negative aspect of the feedback in the context of feeling positively valued by the manager. Finally, if the manager can characterize the feedback as an opportunity to help the employee accomplish important personal or professional goals, the employee will see the feedback as a performance aid rather than an attack.

In contracting for mutual feedback, you might want to say something like this:

I know we will both make a bunch of mistakes. I want us to agree to help correct each other. I’m going to mess up. Would you be willing to let me know when you see me making a mistake?

Now who would not agree to that? When you have your employee’s agreement, you may then ask this:

If there are times when your performance is not consistent with the goals you have shared with me, may I let you know about that?

Now you have set the stage for discussing performance problems in the context of goals that are important to your employee.

Mutual accountability. Contracting for feedback sets the stage for confronting performance gaps that will inevitably arise. Because you have invited your employees to call you on your own behavior, the way you respond to their first attempt will affect the quality of the relationships going forward. In short, you need to make it easy for your employees to offer feedback in the future, by responding well to their feedback. Responding well to employee feedback does not necessarily mean that you agree and instantly change your behavior. It does require at a minimum that you actively listen to their feedback, play it back to ensure that your employees know they have been heard, tell them how you plan to respond (even if you plan simply to think about it), and thank them for the respect they showed you by offering their feedback.

When you need to give negative feedback to your employees, it is important to reinforce the context of your belief in them. You might say something like this:

Based on everything you’ve shared with me, I know you want to be great at the work you do. I’m sure that you are aware that [your performance in this area] has not been good, and we need to focus on these few areas to help you reach the goals you agreed were important to you.

Performance Problems

Focusing on others’ strengths and goodness does not mean that the moral leader ignores performance deficits. On the contrary, it is exactly that focus on others’ ideal selves and the respect created by reciprocal disclosure of beliefs and mutual feedback that establishes an emotional bond between the manager and employees. That bond, in turn, enables a manager to be extremely tough in tackling performance issues.

When values collide. Caring for people and believing in their essential goodness does not necessarily make your leadership job easy. Perhaps the most daunting challenge moral leaders face is how to manage individual performance in a way that reconciles competing commitments to their people and their organizations. Jim Thomsen of Thrivent Financial for Lutherans understands the challenge well. Jim recalls how he dealt with the performance of a direct report who was also a close friend, “I should have decided to get him out of his job much earlier than I did. My personal relationships with the people I work with tend to be very strong. So it took me six months after I had made the decision to act on it. I tried to help him see that he was in the wrong job, but he never came to that conclusion. My decision to let him go damaged our friendship, but letting him stay would have had negative consequences for the organization. People who weren’t close to this person thought it was about time we held an executive accountable for under-performing. For those loyal to him, I became the ‘evil empire.’ Emotionally, it was very hard. Out of integrity and responsibility I had to act, but I also had to be compassionate.”

Moral leadership and management techniques. Believing in the goodness of people and managing employee performance consistent with that belief does not imply abandoning any of the leadership tools you may have found useful in the past. Most organizations provide leadership training and other resources that enhance their effectiveness in the day-to-day management of work and people. Other leadership techniques work best when you begin with your employees’ ideal selves in mind, focus at least as much on their strengths as their weaknesses, and invite them to help you improve your personal performance just as you are trying to help them improve theirs. Any leadership technique will be that much more effective when you genuinely care about and believe in your employees and their potential. Leadership tools applied in the absence of caring and belief in others often backfire because employees may experience them as mechanistic or manipulative. On the other hand, leadership techniques infused with the spirit of caring tend to work very well, even when not perfectly applied.
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11. Leading Large Organizations

The Fabric of Values

It was a blazing summer day outside the conference room in Sedona, where American Express executive Brenda Blake and her former colleague Dave Edwards gathered their two teams of international managers. Brenda stepped to the podium to roll out the company’s two new corporate values. Amex had long espoused six values; now it had eight. For the past two weeks, Brenda had been pondering how to make the values memorable so that people would be more likely to practice them.

She decided to group the values into three categories—moral values, social values, and business values. Pushing aside her concerns about how her audience would react, she reminded them that success depends on a clear sense of what American Express stands for. She explained how values drive both business practices and business results. Then, before launching into the new values, she put one more PowerPoint slide up on the screen. It said this:

If you don’t subscribe to Amex’s moral values, you probably shouldn’t work here.

In making that claim, Brenda was out on a limb. It certainly wasn’t a politically correct thing to say. No one had authorized her to say it. She hadn’t even reviewed it with her superiors.

Indeed, it was only following the meeting in Sedona that Brenda emailed the presentation material to her boss. It would be two weeks before she found out his reaction. Over dinner, the night before she was to repeat her presentation to a group in London, he approvingly quoted the new mantra back to her: “If you don’t subscribe to Amex’s moral values, you probably shouldn’t work here.”

It turns out that Brenda, one of 25 designated “culture champions” at American Express, needn’t have worried about her presentation. Employees at every level say that when she talks about the three sets of values—moral, social, and business—they immediately “get it.” No one blinks an eye at the mention of moral values. The only question asked by some is how to reconcile conflicts between a new business value, “the will to win,” and the longstanding value of “integrity.” The Amex answer comes easily: Amex will win with integrity. It is not winning at any cost. If there is a conflict, integrity comes first. So far, though, the conflict has not come. Any senior manager at Amex will insist they can win in their markets without sacrificing an inch of their other values.

Brenda Blake’s presentation captured lesson one about moral leadership of any large organization: Effective leadership depends upon the successful integration of moral, social, and business values. You cannot just be a moral leader, even as you cannot just be a strategic leader. The values that drive an organization do not work in isolation. Choices about moral values are an intrinsic part of the cultural fabric of every organization. Ask great business leaders about their values and you will inevitably hear them mix “integrity” in the same breath as “beating the competition” and “quality” along with “giving back to the community” and with “honesty.”

Is There Such a Thing as a Morally Intelligent Organization?

In the last chapter, you considered the concept that the major task of moral leadership is to bring all of an organization’s values to life so that employees can connect to them personally and understand how to translate those values into action. With that goal in mind, every aspiring leader will at some time ask, “Is it my job to influence individuals or groups? Does one lead organizations, or does one lead people? Is it even possible to talk sensibly about a morally intelligent organization?”

A morally intelligent organization is one whose culture is infused with worthwhile values and whose members consistently act in ways aligned with those values. A morally intelligent organization’s major characteristic is that it is populated with morally intelligent people. After all, if you put enough morally intelligent people in one place, the culture will eventually catch on. But moral leaders realize that their job goes beyond simply hiring others who act in a certain way, just as a morally intelligent organization is more than the sum of its individual members. Moral leaders accelerate and enhance high performance by actively encouraging everyone in the organization to apply their moral principles to their individual actions while also creating organization-wide policies, practices, and reward systems based on moral values.

The Morally Intelligent Organization—An Aerial View

PBS periodically airs a program on Italy that consists of nothing more than exquisite video of the Italian countryside shot from a helicopter. No sound track, no plot, just moving pictures of mountains, valleys, and water as the camera followed the curves of landscape from north to south. Unlike the normal tourist’s eye view, the video shot from high above the terrain gives a context for understanding the character of the country in a way that would be impossible from the ground.

If we had an aerial view of the ultimate morally intelligent organization, what would we see? First, we would not see people being simply moral, or simply social, or simply focused on the technical aspects of their work. We would see moral values lived out in their “natural habitat,” interwoven with other social and business values important to a successful large enterprise. We would see leaders who believe that some shared human moral values apply to humankind all over the world and therefore apply both at work and outside of work. We would notice leaders who speak passionately about their beliefs and the values that their company stands for. We would also notice that the leaders are as morally competent as they are strategically gifted.

As we rise higher, so that we can see the entire organization, we would see job candidates scrutinized to ensure that their beliefs and values are consistent with the beliefs and values the company upholds. We would see employees given opportunities to develop competencies that translate values into action. We would see people solving problems and making decisions in ways consistent with the organization’s values. We would see managers at all levels sharing their personal values and goals and inviting their peers and employees to hold them accountable to those values and goals. We would watch as employees go the extra mile for their leaders and their company because they feel respected and trusted by their leaders. We would observe employees rewarded, not for being workaholics, but for results. We would see employees who deliver superior results, while reserving adequate time for their families, community service, or other passionate interests. If we look closely, we can even see people make mistakes. We can also see that mistakes are usually treated as normal byproducts of innovation and growth and that people are given a chance to correct them and move on without being negatively branded.

Higher yet, we would see an organization that does not abandon its values when the economy sours, or a disruptive technology threatens, or a natural disaster strikes. We would see a company that has a long track record of profitable growth. We would see the organization dedicate a certain amount of its resources to helping others in the larger communities where it is located.

If our vantage point were high enough, we would see in the global organization the intertwined threads of moral, social, and business values reaching across countries and continents to join together people of different languages, social customs, and traditions in pursuit of a shared dream of individual and professional performance.

Morally Intelligent Policies

McKinsey co-founder, Marvin Bower,1 observed that virtually every successful company codifies its culture, rather than letting it grow through an inevitable self-molding process. Many effective leaders have discovered the wisdom of this advice. A senior management team of a defense laboratory attended a session on managing conflict during an especially stressful period of organizational change. Its workshop leader suggested that one way to prevent conflict in organizations was to develop a “social contract”—a code of behavior that everyone in the organization would agree to. The management team thought that was a good idea. It asked its employees to get together in small groups and talk about what should be in the “social work contract.”

Managers admit they were somewhat apprehensive. Most of the laboratory’s employees had worked there for decades. They had seen management fads come and go. Would they be cynical about the idea of a social work contract? But when the groups met, it was thoughtful and engaged. When it came time to merge the results of the small groups into a social work contract for the whole laboratory, the managers were surprised and relieved to see that the small groups’ proposals were remarkably similar.

They didn’t call it a statement of moral values, but what they developed was clearly a shared moral guidance system. With the support of their leaders, they did the collective work of codifying how they wanted to be treated and how they believed they should treat one another. Many months later, it is clear that the words still mean something to this group. Employees display copies of the contract in their cubicles and on corridor walls—reminders of how they want to be at their best. In a year of massive change and unremitting workload, when people are overtired and tempers could easily unravel, there have been no meltdowns. The people in the laboratory have kept their act together. The social work contract has been a powerful influence on the laboratory’s capability to weather the organizational changes that continue to surround them.

The Principles That Matter Most

Earlier, we described the universal principles we believe are key to leadership effectiveness—integrity, responsibility, compassion, and forgiveness. These same principles are essential to organizational effectiveness. The organizations whose values reflect these principles are the most likely to be successful over the long term. Companies that embed these principles into their cultures succeed because they keep more than their fair share of the world’s most talented employees. These are the principles that resonate strongly with employees so that they want to stay and are inspired to give their best efforts to the organization. But if integrity, responsibility, compassion, and forgiveness are absent from the life of an organization, there is dissonance between what the organization stands for and its employees’ hopes and beliefs. If employees’ moral compasses don’t line up with a company’s code of conduct, it is unlikely that they will give the company their best.

Cultivating Organizational Integrity

Companies should assign four to eight values as their “core values”—including among them the principle of integrity. Based on these core values, organizations can use three key strategies that promote and demonstrate integrity. The first is for senior management to plot a communications strategy in which it engages with its employees and the public at large to identify and promote its organization’s values. Ideally, the CEO leads this strategy: She should talk about the company’s values—the core of the corporate culture—at every possible opportunity.

Second, the senior team needs to practice what it preaches and enforce adherence to the company’s declared values. Managers in many companies fail in this regard. They may not be guilty of fraud or terrible dishonesty but of a common white lie: It is common for managers to give annual performance reviews that fail to confront poor performance or behavior not aligned with core values. We’ve all heard stories of companies giving someone a bonus on Friday for “outstanding performance” and then firing them on Monday, but this behavior pattern has a high cost: Everyone in the company can see that their management does not practice integrity or really believe in it.

The third strategy is for senior management to invite their workforce to hold them accountable. An example of how to establish accountability is to set up a Leadership Alignment Task Force, a group of no more than 12 people from all layers of the organization—from Joe in the mail room to Debbie, a marketing director, or Sam, the head of production—to join this task force on a volunteer basis. The task force is charged with giving the CEO and the senior team an annual “alignment review.” During the alignment review, the task force offers feedback from their workforce on their perceptions of how well the CEO’s and senior managers’ behavior is aligned with the organization’s values. Alternatively, companies can use intranets to collect confidential feedback from their workforce on senior management practices and their integrity.

Integrity produces substantial rewards for organizations who embrace it. All stakeholders—employees, vendors, investors, and business partners—prefer doing business with organizations that have strong integrity. It is simply easier to engage with an organization that is honest, that states its mission and values, and does not diverge from them. It’s common sense: Organizations that attract employees and customers by virtue of their integrity are likely to be highly successful in the long run.

The Responsible Organization

There are two hallmarks of the responsible organization. First, it embraces its responsibility for being of service to others. Second, it acknowledges mistakes and failures. With respect to serving others, there are two levels of service. The first level of responsibility is that the organization provides worthwhile products or services. This does not mean that your organization is only a responsible one if it invents the cure for the common cold. It is, however, important that your organization has a socially worthwhile mission.

Hormel Foods is a company that takes its responsibility for being of service seriously. Hormel Foods stockholders have had a lot to celebrate lately, with record sales, earnings, and stock prices in 2010. And there is no question that Hormel is one of the great American companies, having been named to Forbes magazine’s 400 Best Big Companies List for ten consecutive years. But one of the things CEO Jeff Ettinger is most proud of is Hormel’s long-standing commitment to serve others. Following the hurricane disaster in 2005, Hormel Foods donated food and money and encouraged employees and retirees to get involved and help with the recovery efforts. Now Hormel is focusing on combating hunger in developing countries. As Jeff explains

We’ve been active in giving back to the community for years, doing pro bono work and making contributions to relief efforts. But about two years ago we launched a project to create a new protein item, SPAMMY, designed to overcome malnutrition. Right now we are focused on relieving hunger in Guatemala, where we are partnering with Food for the Poor and Caritas. Guatemala has some of the worst malnutrition rates for children in the world, and SPAMMY was designed to help address this chronic problem. We will distribute over one million cans to the needy in Guatemala in 2011, with larger goals for the future, including expanding distribution of the product to other countries.

There is an undeniable relationship between Hormel Foods’ history of being a responsible company and its financial success. But the benefits of being responsible for serving others go well beyond the bottom line. A company’s commitment to serving others enables it to attract and retain talented and engaged employees. When Jeff Ettinger initially unveiled SPAMMY at a sales meeting, he noted

The product was only 5 minutes or so of my presentation, but eighty percent of the questions and comments afterward related to that. People want to know that the company is doing the right thing. We are using our heritage of innovation on a pro bono basis and our people are really proud of that. It’s interesting that this program, while we have invested some dollars in it, clearly more than pays for itself in increased employee engagement and productivity. This is not the reason we do these programs, but it is an interesting side benefit.

In contrast to Hormel’s focus on making products that benefit others, companies that make dangerous products or provide questionable services put their long-term performance at risk. They may be profitable for a time, but eventually will falter. Phillip Morris is an example of a company that struggles with the tension between a dangerous core product and its desire to be socially responsible. Phillip Morris sells cigarettes. No one can ignore the dangers of its core product. But Phillip Morris also sponsors antismoking advertising aimed at children and contributes generously to charitable causes. Admittedly, Phillip Morris’s social responsibility efforts were court-ordered as a result of litigation. You could argue that the company has not been as aggressive as it should in diversifying its holdings so that cigarettes are no longer its only revenue stream. You might dismiss Phillip Morris’ efforts to be responsible as nothing more than a public relations smokescreen. You might be right. But it is possible that Phillip Morris genuinely wants to behave responsibly, rather than creating the disaster for shareholders that an abrupt exit from their core business would provoke.

Another example of a company dealing with adverse consequences of some of its products is Kraft Foods, maker of Oreo cookies, Oscar Meyer bacon, and Easy Mac macaroni and cheese. In 2003, Kraft announced that it would stop selling high-fat foods to schools and launched a series of initiatives to promote healthy eating. As of 2003, it had spent more than $17 million to increase the amount of fruits and vegetables distributed by U.S. food banks. You might conclude that Kraft was simply trying to forestall the kind of litigation first seen by fast-food chains by some obese customers who blame the food purveyors for their health problems. Hopefully, Kraft is making a good faith effort to ensure that its products are used in ways that do no harm. Whatever its full range of motives, Kraft does serve its broad customer base by encouraging people to make wise nutritional choices.

Although companies such as Phillip Morris and Kraft try to be responsible without altering their core product, other companies demonstrate responsibility by literally changing their product into one that better serves their customers. Harvey Golub did just that as CEO of IDS, a financial advisory company. He transformed IDS from a transactional services company to a company that offered objective financial planning services. To understand how profound a change that was, recall that the 1970s and 1980s were a time when the financial services industry had a well-deserved reputation for questionable transactions. Consider the comments of one person who worked for a brokerage house:

It was a hectic noisy place with stockbrokers crowded together talking on phones and calling out across the room to one another. Right in front of me, I saw a man on the phone put someone on hold, then yell out, “What do we have for a buck with a half?” Someone yelled back, “XYZ stock.” The man got back on the phone and proceeded to extol the virtues of XYZ stock. As I left, I asked my friend to tell me what a buck with a half meant. He told me that it is a stock for which you pay a dollar for the stock with a fifty cent load—meaning the customer paid a dollar for a stock that was only worth fifty cents. It was obvious that the guy who promoted XYZ stock didn’t care about gouging his customer and was only interested in maximizing his earnings.

It is no wonder people were suspicious of brokers, many of whom were more interested in lining their own wallets than helping their customers. It was the “me generation,” an era of excess, a time when Wall Street was synonymous with greed. Enter Harvey Golub, a McKinsey consultant called in by American Express to analyze a promising potential acquisition in the financial advising business. Golub examined IDS, a small company in Minneapolis that focused on creating wealth for its clients by offering long-term investment and insurance products. Golub’s studies showed that IDS advisors gave good financial advice. Clients could benefit from their advice, even if they decided to purchase financial products elsewhere. They didn’t use hard-sell tactics. Their first priority was helping clients reach their financial objectives. Golub thought IDS had the right idea. IDS was small, but its principles were scalable. So, he recommended that American Express buy IDS.

American Express agreed, but on one condition—that Golub take over as CEO. Golub grew IDS (eventually American Express Financial Advisors) by putting its customers front and center. He made a commitment that the financial planning documents prepared for clients would be objective. IDS’s recommendations would not be biased toward IDS products. They would recommend IDS products that fit client objectives but also acknowledge that clients could do well if they chose to go to another company to purchase financial products. He also insisted that financial planning had to be independent from the sale of products, even though he knew the company wouldn’t be profitable if it sold only financial planning services. But Golub said, “We are going to be a financial planning company and help customers make financial decisions prudently and carefully.” It was curious advice at a time when the financial industry’s high flyers were just “doing deals.”

A lot of industry insiders thought IDS would fail, especially after his predecessor lowered the sales charge customers paid for each transaction. There was a revolt in the ranks of the sales force. Many advisors threatened to quit. But Golub was confident it was the right thing to do, so IDS lowered its sales load. It lost some advisors, but, important, kept those who understood the values that drove Golub’s strategy.

Although pundits had their doubts, Golub’s values-driven strategies paid off spectacularly. From 1984 until 2000, IDS (later renamed American Express Financial Advisors, which now is an independent company, Ameriprise Financial) increased profits by at least 15% every quarter, taking the company from 60 million to more than one billion dollars in gross earnings. Before being spun off as Ameriprise Financial in 2005, AEFA helped keep American Express profitable through the worst of the post 9/11 doldrums. Providing a valuable service and being a responsible organization is no doubt the morally right thing to do, but, as the success of Ameriprise demonstrates, values-based business practices are also strategically smart. At Ameriprise, financial advisors feel energized by providing a worthwhile service for their clients. Most financial advisors would hate having to pressure their clients to buy a product. Clients, in turn, value solid advice that helps them achieve their financial goals. Being a responsible, service-oriented organization resonates powerfully with employees and customers alike. Not surprisingly, Ameriprise, led by CEO Jim Cracchiolo, performed especially well following the stock market’s slide in 2008 and 2009. By January 2011, its stock price had risen to over $60 after having fallen to nearly $10 just two years earlier.

There is a second dimension that marks the responsible organization: its willingness to admit mistakes and failures. If admitting mistakes is crucial to maintaining employee commitment, it is essential to maintaining customer loyalty as well. Some companies seem to know this in their bones; others go down in flames trying to hide the truth about their mistakes. Taking responsibility for mistakes may be painful in the short run, but admitting failure and taking steps to compensate for errors cements customer loyalty. Customers know that they can trust an organization that tells them the truth. Mark Sheffert, chairman and CEO of Minneapolis-based Manchester Companies, illustrates the business value of admitting mistakes:

One of the more meaningful experiences for me was when I became chairman and CEO of First Trust, then part of First Bank Systems and now US Bank. I knew we had some problems I was going to have to help deal with, but I quickly discovered it was more serious than I had expected. Our statements for people with 401k plans were all wrong. If you can believe it, we were $8 billion out of balance. When I met with the managers and asked what we should do, the answers were far ranging. Some thought we should finesse the situation until we fixed it, essentially through misinformation [and] essentially lying. I took the position we were going to our clients and we were going to tell the clients the truth and that the data on their employee statements would not be right for 90 days or so. I personally went to our clients, including companies such as 3M, General Mills, and Medtronic. I told them we had a problem, and I said “I need your help.” I’ve learned those four words are so powerful and use them all the time still to this day with my clients, employees, and virtually everyone. We asked them to hang in there with us, and we would fix the problem. I told them “I guarantee that not one nickel will be lost.” These clients could have said “We’re taking our business elsewhere.” I knew the financial implications for us were huge, but I also really believed if we stood on solid moral ground they would stick with us, and they did. We demonstrated that by being honest and forthright the vast majority will respond well. We lost only one small piece of business. The regulators, clients, and employees were all thrilled. First Trust went on to become the largest corporate trust company in the world.

One of the most dramatic instances of the importance of admitting corporate mistakes came in 1982. The fate of Johnson & Johnson was in the balance when bottles of Tylenol capsules were laced with cyanide, killing seven people. James Burke, CEO at the time, knew exactly where to look for direction—the company’s 40-year-old “Credo,” a single-page document that began with these words: “We believe our first responsibility is to the doctors, nurses, and patients; to mothers and fathers; and all others who use our products and services.” Johnson & Johnson ordered an unprecedented recall of all 30 million bottles of Tylenol capsules in circulation. It immediately stopped production of the capsules and replaced them with tamper-resistant caplets. It communicated constantly with the public and the media, and it was its openness and concern for public safety that that helped Johnson & Johnson to overcome its initial losses and recover its market share within a matter of months.

More recently, in 2004, drug manufacturer Merck & Company voluntarily withdrew its widely used arthritis pain medication Vioxx after a three-year clinical trial showed a higher incidence of heart attacks and strokes among users of the drug. Merck has a reputation for concern for those who use its products. It developed and distributed at no cost a drug that cures river blindness in underdeveloped regions of the world. According to Thomas Donaldson, Wharton professor of legal studies and ethics,2 Merck “has always emphasized, in effect, that the company puts the health care of the customer first, and if we do that, we will make money. If we ever just put making money first, we will lose our business.” Donaldson adds, “You can question the extent to which Merck follows this, but it’s not something that just appears [once in a while]. It is repeated fairly consistently.”

Contrast Merck and Johnson & Johnson’s handling of product defects with Firestone Tire’s handling in 2000 of the recall of tires that were implicated in fatal SUV accidents. Firestone was initially reluctant to replace the defective tires, claiming that it was the vehicle rather than the tire that was at fault. The media later discovered that Firestone had prior knowledge of the problem and did nothing. It was also reported that Firestone had earlier refused to recall another defective tire sold in Saudi Arabia because a recall would mandate reporting the problem to the U.S. National Highway Traffic Safety Administration. Instead, it had launched a quiet replacement program that left the NHTSA in the dark. The result? Daniel Eisenberg, reporting on Firestone’s tire debacle for Time magazine, concluded, “Thanks to a generally dreadful crisis management, marked primarily by silence and denials, the Firestone brand has very little credibility left. The public is becoming increasingly skittish about any of Firestone’s tires—the vast majority of which are safe.”

To promote responsibility, CEOs should carefully consider what it means to be a “responsible person,” communicate this to managers, and encourage the promotion of responsible people within the organization. A company made up of responsible people is a responsible company. CEOs can assess managers according to the following “responsibility checklist.”

Responsibility Checklist

Taking responsibility for personal choices

When I make a decision that turns out to be a mistake, I admit it.

When I make a mistake, I take responsibility for correcting the situation.

When things go wrong, I do not blame others or circumstances.

Admitting mistakes and failures

I always own up to my own mistakes and failures.

I am always willing to accept the consequences of my mistakes.

I use my mistakes as an opportunity to improve my performance.

I discuss my mistakes with coworkers to encourage tolerance for risk.

Embracing responsibility for serving others

I believe and show through my actions that an important aspect of my leadership approach is to find ways to serve and support others.

I pay attention to the development needs of my co-workers.

I spend a significant amount of my time providing resources and removing obstacles for my co-workers.

Rather than simply use this as a tool for self-examination, CEOs should discuss this checklist with senior management and ask them to rate their own responses on a scale from 1 (never does this) to 10 (always does this). The CEO should then discuss his expectations with management: which statements are the most important, which need to be adhered to the most closely, and work with them to improve their scores if necessary. The managers can then, in turn, work on responsibility within their individual departments.

The Compassionate Organization

When it’s business as usual, acts of compassion are small or subtle in the great organizational scheme of things. But when a major crisis strikes, it is easy to see the difference between the truly compassionate organization and one that gives lip service to values. Aaron Feuerstein is the former president and CEO of Malden Mills, a company best known for producing the revolutionary fabric Polartec. On a cold December night in 1995, a devastating fire tore through his factory in Lawrence, Massachusetts. In a time of corporate downsizing, many of his peers urged him to re-open operations overseas—a decision that would lead to the loss of 3,000 jobs at home. Shunning their advice, Aaron pledged instead to rebuild the mill at home—and to pay his employees during the three-month reconstruction. “I think it was a wise business decision, but that isn’t why I did it. I did it because it was the right thing to do,” says Feuerstein.

Malden Mills battled insurance companies and government officials not just to rebuild the plant, but also to spend the additional money necessary to build the safest textile plant possible and to take care of his employees while the new plant was under construction. By 1997, just two years later, he had proved to the doubters that it was the right thing to do. Malden Mills was recording $400 million in annual sales—more than it ever had before the fire. Although Feuerstein’s sometimes controversial decision making led to financial problems and a bankruptcy filing, the company emerged from bankruptcy intact.

Sometimes, though, despite a company’s best intentions, layoffs must be made for the good of the company—its customers, its shareholders, and its remaining employees. The way an organization handles layoffs says more about its corporate character than any other activity. It is a test of its capability to weave moral, social, and business values into an effective whole. Answering the call of compassion in isolation might tempt an organization to avoid a layoff at the cost of fiscal survival. But a moral organization that doesn’t attend to its bottom line won’t be around long enough to keep any of its workforce gainfully employed. So the task of a moral leader facing serious financial difficulties is not necessarily whether to reduce the size of the workforce, but how to do it in a compassionate way that provides a soft landing for those affected and in a way that preserves key talent.

In our high-achieving business culture, self-recrimination is common. We often find that our executives are far more critical of themselves (and less forgiving) than their bosses. One of the best ways a morally intelligent leader can show compassion is to challenge the executives about their excessive self-criticism. Of course, this implies that the leaders have enough interpersonal skills and rapport with the subordinates to find out what their critical self-talk is all about. Yet, this challenge can be a superb way to embrace compassion and make it central to your organization. To the extent that employees spend their precious energy engaging in negative and self-critical inner dialogue, they are not giving it to the company in pursuit of the strategic plan!

Finally, compassionate companies make it a priority to help others beyond their own organizations For instance, Larson Manufacturing sponsors extensive volunteer work in the community, including Habitat for community and the Boys’ and Girls’ Club. Larson matches all employee contributions to the local United Way, and in 2010 Larson employees’ pledges amounted to more than 25 percent of its community’s United Way campaign goal. In addition, the Larson Family Foundation funded the building of the Children’s Museum of South Dakota that opened in 2010. Another example of compassionate organizations comes from ID Media, which has found a particularly clever way to help fight cancer. It sponsors a company coffee bar staffed by a professional barista with a full complement of coffee drinks and parfaits, for which employees pay bargain rates of $1 and $2, respectively. ID Media donates all proceeds to Gilda’s Club, a worldwide group of centers providing support for people with cancer, and the American Cancer Society.

The Forgiving Organization

Organizational forgiveness is an organization’s capacity to accept mistakes and failures among its workforce. Forgiveness is critical for two reasons. First, employees need to know that they have room to fail. If mistakes are invariably punished, the emotional climate of the organization will be unattractive to your best employees, who will go elsewhere in search of a more favorable work environment. Second, forgiveness is fundamental to innovation and growth. Innovation entails venturing into the unknown, where no formulas exist. Risks will be taken; mistakes will be made. Some things will work, and some things will fail. Organizations cannot pioneer new territory unless they accept that they will spend some time going around in circles or down dead-end paths.

When asked whether 3M’s reputation for innovation is legitimate, Ray Langer, a 3M project engineer, says, “Yes, it really is. We’re encouraged to try new things in our projects, and if they don’t work out, no one is punished. As a result, we have created many, many engineering processes that no one else in the world comes close to.”

Interestingly, the United States Marine Corps is an organization that has institutionalized forgiveness. “Most managers like to say they give their subordinates room to fail,” says David Freedman, author of Corps Business: The 30 Management Principles of the U. S. Marines,3 “but the Marines practice failure tolerance to a degree that would raise most [managers’] hair. To a certain extent, they demand failure: A Marine who rarely fails is a Marine who isn’t pushing the envelope enough, goes the logic.”

A final incentive to practice forgiveness is that without a climate of risk tolerance, employees will be too intimidated to acknowledge mistakes or offer feedback, thus perpetuating problems that may be costing your company millions each year. Nancy Jones, CMO for Allianz Life Insurance Company of North America understands the importance of creating a mistake-tolerant culture:

I have a philosophy of “No surprises.” I don’t want my boss, the CEO, to find out a mistake from someone else or in the wrong way, so I admit when I or my team makes a mistake and what we’re going to do about it. I lead my people the same way. I tell them that admitting mistakes is not a sign of weakness. It’s actually a sign of strength. It’s the difference between a fear-based culture and a solutions-based culture. An example of this is when I had a director who came to me very upset about a costly mistake she had discovered. She figured out the cause and the solution, and took full accountability even though it was a vendor mistake. I told her she did the right thing. She felt supported and what I got back was loyalty and support. She continued to do great work and no longer feared bringing a mistake to my attention.

Although the most forgiving companies are often the best innovators, these companies also know how to set limits. If you want to increase forgiveness at your company, establish “curbs” for innovative behavior—for example, set out the percentage of work time team members can use to engage in innovative projects that are their own or their team’s creation or set budgetary limits, allowing employees to spend a certain percentage of their department’s budget on innovation. But then, if you want to establish a truly forgiving company, make sure you celebrate this activity—not just the positive results. Honor your team members’ mistakes as learning episodes. Edison is quoted as saying something like, “I didn’t make any mistakes. I just tried ten thousand things that didn’t work;” if you want to build an organization of budding Edisons, celebrate the innovation process and the failures that come with it, not just the results.

Another way to encourage your organization to increase forgiveness is for you to establish a learning organization (rather than a punitive organization). Praise your team members for embracing the learning process. Allow mistakes to be forgiven and analyzed and not punished harshly.

But, as with all values, forgiveness cannot be practiced in isolation. Peter Georgescu of Young & Rubicam recalls a time when some young employees discovered racist jokes on the Internet and began passing them around. In all likelihood, they did not intend to offend anyone; they were just completely thoughtless. Georgescu struggled and worried over this. Anyone could make a mistake, he realized, but the company also had a policy of zero tolerance for such activity. People’s lives and self-respect were at stake. In a move that he judged to be not only best for his business, but also for the moral development of the two employees, he let them go. It was an action that won acclaim throughout the business community. By understanding the implications of each possible choice, Peter demonstrated moral intelligence. By taking the action he did, he demonstrated moral competence. As Peter showed, the leaders who consistently puts both skills into practice creates resonance with those whom they lead.

Recruiting for Values

The basic unit of your organization is its people. Your organization’s capability to engage in principled actions rests squarely on its people. Hiring the right people—the ones who already share your company’s values and have a track record of acting consistently with those values—is the most important lever you have in creating a morally competent organization.

Jim Collins, author of Good to Great,4 found that hiring the right people was a key differentiator of companies that had significantly outperformed the S&P over many years. When FastCompany.com asked him what his research suggested was the best way to respond to economic slowdown, he said this:

If I were running a company today, I would have one priority above all others: to acquire as many of the best people as I could. I’d put off everything else to fill my bus. Because things are going to come back. My flywheel is going to start to turn. And the single biggest constraint on the success for my organization is the ability to get and to hang on to enough of the right people.5

Don’t delegate recruitment to your human resources department. Take charge of your own hiring process as much as you can while still conforming to employment law. When possible, avoid anonymous newspaper ads. Instead, network continuously so that you always have a large pool of potential candidates or referral sources. Let your network know what kind of people you are interested in having work for your company. Don’t hesitate to talk about your organization’s values. Recruiting from your personal network is likely to lead to a significant jump in the retention rate and contribute positively to your organization’s performance. Why? Because new jobholders who know you or are connected to you through your network are much more likely to share your values and to stay when things get a little rocky.

Reinforcing Values Starts at the Top

In Primal Leadership: Realizing the Power of Emotional Intelligence, Daniel Goleman, Richard Boyatzis, and Annie McKee describe their model of leadership.6 The best leaders, they say, are resonant leaders. Resonant leaders use their emotional intelligence to create a positive emotional work climate in which the best work happens. To that equation, we would add this: The best leaders create resonance through their moral intelligence and their emotional intelligence. People naturally want to follow leaders who demonstrate commitment to moral principles and values. When people believe that their organization and its leaders practice the values they preach, they become energized. When people work in an organization that operates from a set of beliefs that resonate with their own, they are naturally inclined to give their best efforts to their work.

In the real world of organizations, we never have the luxury to work with a fully morally competent workforce. Maintaining organizational alignment with values is just as challenging as it is for any individual. That is why leaders should look for any opportunity to reinforce values. Training is key to reinforcing values and enhancing moral competencies. Senior executives may act allergic to training sessions in the misguided belief that they are finished products who don’t need further education. But values start at the top, so senior level managers need to hone their moral judgment just like the rest of the workforce.

The Power of Formal Rewards

Psychologists tell us that people do what gets rewarded. It is critical that organizational reward systems reinforce morally competent behavior and goal attainment. Unfortunately, corporate reward systems that violate the principle of integrity are not unusual. Media reports of fired CEOs laughing all the way to the bank, CEOs who get multimillion dollar bonuses despite staggering year-end losses, and pyramid compensation systems that routinely reward executives far in excess of their relative contributions are common. Contrast that with former Best Buy CEO Brad Anderson (now retired) who declined 200,000 stock options in 2004. At the time he already owned company stock worth roughly $78 million dollars and asked that the declined options be distributed to nonexecutive employees.7 Anderson’s action was an effort to create more equity in the distribution of corporate rewards, although no one—Anderson included—would argue that he felt too much of a pinch. But his recognition that he did not need more sent a powerful message to other companies’ executives about corporate excess—while creating a richer source of rewards for rank and file employees who do the right things.

Paul Clayton is insistent about sending positive messages through meaningful rewards. Paul recalls a time when he was president of Burger King North America and had to convince his executive team that he was serious about rewarding employees.

At Burger King, we had a recognition program for the top general managers. Once a year, we brought them to our world headquarters in Miami. During the recognition ceremony, 600 headquarters employees would give the award winners a standing ovation. As they entered the main rotunda, their pictures went up on our “Wall of Fame.” As we were giving out awards, it struck me that one GM in particular had been the top performer for five years running. I turned to the HR person next to me and said that we should give him a car. The HR person replied, “We can’t do that because we don’t have budget and I don’t have authorization.” I reminded him that I was the president and that I thought that I could authorize the expenditure. When I presented the idea to the finance team, they thought it was fine but suggested an inexpensive car that wouldn’t cost too much. “He’ll never know the difference,” one finance person said. But I had a different idea. I told them, “I’m thinking about a BMW. I don’t care about the budget. I want people to know that we are sincere about the contribution they make.” So when I took the stage to announce that I was rewarding the top GM with a fully loaded series 3 BMW, the place went crazy. The GM’s wife ran up on stage to hug me and her husband. Then the GM ran off the stage to call his grandmother.

Success Stories

Given that moral values are embedded and intertwined with other values in the conduct of your business, how do you link moral values to performance? American Express does it by storytelling. The Amex team in Australia had just won the prestigious “Chairman’s Award.” The country manager wasted no time assembling his team to congratulate them. He did it in a way that explicitly linked Amex values to their success. He told stories about how individuals acted on Amex’s values and how that contributed to their getting the Chairman’s Award. This manager celebrated not only their accomplishments, but also the values that led to their success. Leaders in morally competent organizations never take values for granted. They promote them, they apply them, and they make sure that their people see how values translate into business performance.

Ideal Versus Real

Even within an organization committed to values, you can always find managers who fail to apply them. Wherever there are imperfect managers, there are cynical employees who look at them and say, “He, or she doesn’t live the values, so...why should I follow the values if my boss ignores them?” Or “...why should I go the extra mile for a management that doesn’t respect me?” If employees complain about someone who works for you, it is your responsibility to deal individually with unacceptable behavior. It is also critical that you convey the message that Ken Chenault gives to his employees: “There is no excuse for personal behavior inconsistent with Amex’s values. You can’t wait for everyone to behave in alignment with values before you do. The only way for people to start acting on values is to do it independently of whether others do. Do not expect perfection from leaders.”

Values and the Global Organization

More and more companies not only do business internationally, but also are actually global companies with offices throughout the world, employing local workforces in numerous countries. Imagine how difficult it would be to communicate with a multinational workforce in the absence of some shared beliefs. Without common values, business would be impossible. Common values, based in the universal principles, can knit together a diverse global workforce. In an era marked by international conflict, we believe it will be in the world of business—rather than in the political arena—that people from different ethnic, racial, and religious heritages will discover their common path.
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12. Moral Intelligence for the Entrepreneur

Starting from scratch. Imagine this: You have a great business idea, eager investors, and a prime location for your new company. With every resource at your disposal, you now have the chance to realize your fondest hopes and ambitions. You also have the power to create a high-performance culture from the ground up. No legacy employees, no unnecessary bureaucracy, no history to overcome. How would you begin? Would you use your newfound power to build a company based on universal principles, with socially noble goals and a morally competent workforce? Entrepreneurs rarely launch their ventures with an explicit moral focus. They make mistakes, and the most costly missteps are frequently moral, not strategic or operational. When entrepreneurs lack a consistent level of moral competence, their businesses usually falter or fail completely. Even exceptional business models can’t survive without morally competent leadership. Entrepreneurs who want to succeed must master not only their business challenges, but must also align their businesses with the principles of integrity, responsibility, compassion, and forgiveness.

Morally clueless in Minneapolis. In the 1970s, a group of entrepreneurs started a telemarketing business named Minneapolis Circulation, which primarily sold subscriptions to Minneapolis magazine. Its arrangement with the magazine was that Minneapolis Circulation would own the subscriptions and would pay the magazine $1 for every $5 subscription it sold. The company was creative about marketing subscriptions, but the partners’ greed and irresponsibility doomed it to failure. The partners failed to recognize that the magazine publishers would come to resent their meager share of the profits, and it was only a matter of time before the publishers found a way to dry up the telemarketing company’s pipeline and pave the way for a better deal with another telemarketer. When the entrepreneurs got the squeeze, they didn’t have the financial reserves to retool their strategy. They had naively thought of the company as their cash cow, and any money they made after expenses went straight into their personal bank accounts. Because their vision of the business was so limited, Minneapolis Circulation’s owners didn’t even think about their responsibility to their employees or to the sustainability of the business.

Poorer, but wiser, or so one owner thought, he launched another company, Twin Cities Telemarketing, with a new business partner. He had learned his lesson about trying to own subscriptions, so his new enterprise sold subscriptions for a fee. Its first client was Twin Cities Woman, a struggling newspaper look-alike. When Minneapolis magazine got a new publisher and a new name, Minneapolis St.Paul Magazine, Twin Cities Telemarketing acquired its subscription sales business, too. Then it went after business with Twin Cities magazine, a publication that Minneapolis St.Paul Magazine viewed as a competitor. Twin Cities Telemarketing knew that it could sell both magazines effectively. It recognized that a lot of customers, such as hotels and professional offices, subscribed to both. Its game plan was to help both clients succeed. But it carefully didn’t mention its relationship with either magazine to the other. That was a fatal flaw. When the Minneapolis St. Paul Magazine publisher found out that Twin Cities Telemarketing was working for its arch rival, he pulled the plug. The owners of Twin Cities Telemarketing never thought of themselves as dishonest, but they were. Integrity would have dictated that they do their best to convince both magazines that representing the two was a win-win scenario—before taking on the second magazine.

Both of these ventures demonstrate that business savvy relies as much on moral intelligence as it does on a good business plan. Both start-up companies were initially successful businesses that unraveled because of gaps in integrity and responsibility. Like most entrepreneurs, it took several false starts for this group to learn the importance of principles and values. Those early business failures also point out just how critical moral competence is to a small business. Failures of integrity or responsibility might not be terminal in a large business that has the resources to absorb a certain number of mistakes. But for most small organizations, the distance between solvency and bankruptcy is painfully short.

Driving without a steering wheel. KRW International, one of the first executive coaching firms in the country, was founded in 1990 to offer premium consulting services to Fortune 500 executives. KRW’s owners were strong on integrity and responsibility where their clients were concerned, but those principles were not always extended to their own organization. In the first few years, the owners’ attitude was, “Let’s have fun and make money.” When demand for their services started growing beyond what they could handle, the partners did not think proactively about the kind of organization and workforce they needed. Instead, they reacted to the needs of the moment. They hired contract consultants and discovered that they didn’t stick around long. They hired administrative staff at fairly low wages and worked them hard. They didn’t stay long either. It took some time for KRW’s partners to realize that if they didn’t act responsibly toward their employees, employees would have no reason to feel responsible to them.

Luckily, KRW hired an administrative head, Kelly Garramone, who became its moral champion. More than once, Kelly confronted the owners, “There is too much work, too few people to do it, and deadlines are impossible.” She successfully challenged the company to create work processes that both consultants and administrators could live with. Business grew consistently until 1994 when a major client company abruptly canceled its contract. KRW’s owners were so shaken that they immediately decided they had to lay off most of their employees to preserve the owners’ financial resources. That decision was ill-considered, both on business and moral grounds....

It was a beautiful fall day when KRW employees were gathered for the company’s annual Octoberfest celebration. When the owners walked into the room, employees expected the festivities to commence. Instead, the owners announced a major downsizing. Soon, people were crying and running out of the room to call their spouses and friends. KRW’s owners were open and honest, but their approach was a lot like surgery without anesthesia. It turned out to be unnecessary surgery. Everyone was given a good severance package. But soon most employees were rehired as independent contractors because KRW still had work in the pipeline. Before long, its major client reinstituted the contract, and KRW rehired all but a few of its former employees. One employee never missed a paycheck, but she got a windfall—three months off. KRW’s owners ended up losing more money by thinking of themselves first than they would have if they had stepped back to take everyone’s needs into account.

The mistakes KRW made during its 1994 downturn were the result of destructive emotions and a moral virus. KRW’s owners had started their business with the goals to “make money and have fun.” As soon as something happened that threatened both goals, fear took over, and they lost their ability to be reflective and self-aware. Further, because their goals were not aligned with a deeper purpose, there was no overriding sense of responsibility that could overcome their impulse to take care of themselves first.

KRW weathered that crisis and soon regained considerable momentum, so much so that during a 1998 company meeting, Kelly Garramone and her administrative staff once again announced that they were so overworked and stressed that if the company didn’t make major changes, many would quit. KRW owners and consultants finally got the message. It was a turning point. The strong feelings of the administrative staff prompted the group as a whole to question why it was in business. It became clear that financial rewards were only part of the motivation for working at KRW. Some employees said that their ideal purpose was “to make the world a better place.” Many employees resonated strongly with that purpose. Others worried that KRW would lose business if hard-nosed senior executives got wind of such a pie-in-the sky mission statement. Eventually, their collective desire to do something ambitious and wonderful won the day. In subsequent months, Kelly led the effort to define the organizational values that sprung from their newly articulated purpose. “If we are going to be an organization of moral integrity,” insisted Kelly, “then we need to behave consistently with our purpose.” Eight years after starting the company, “doing the right thing” became an explicit part of the KRW culture. Little did KRW’s owners realize that within a few short years, KRW’s collective commitment to a shared purpose would mean the difference between extinction and survival.

KRW took a steep trajectory as it gathered media recognition for its approach to CEO coaching and senior executive development. In 2000, it increased its revenues by 27%, expanded its consulting staff by one-third, doubled its office space, and was actively recruiting for additional staff to support anticipated further growth. By June of 2001, business bookings were so strong that one overwhelmed owner instructed the consultant group to stop marketing until further notice. Only three months later, in the wake of September 11, KRW’s revenues crashed. This time, the moral lessons of the past came to the fore. The owners, despite enormous pressure, vowed to keep the company going. They cut their own salaries, mortgaged their houses, and did everything they could to keep the staff together for as long as possible. Each week, they updated their employees on the financial status of the company. For months, the news was grim. Everyone could see the handwriting on the wall, but when two rounds of selective layoffs finally came, laid-off employees were grateful for the lead time they had been given to prepare for their job transition. Employees who remained had almost as tough a time as those who left. Consultant salaries were cut, and administrative employees were given reduced hours. Owners suspended their salaries. With half of the staff gone, the offices looked—and felt—like a ghost town. But no one left who had the choice to stay. Maybe they stayed because the job market was dismal. But if you ask KRW employees why they stayed, they will tell you, “I believe in what KRW is trying to do.” If you ask former KRW employees if they would go back if asked, the answer is almost always, “Yes.” KRW returned to profitability within a year. Quite a few consulting firms did not survive the economic downturn of 2000–2002. KRW might have started by driving without a steering wheel, but it learned the value of guiding principles along the way, and those values steered it safely through its darkest hours.

Moral Values in Small Organizations

The moral values highlighted throughout this book are crucial to organizations of all sizes and stripes, big and small, for-profit and nonprofit. Integrity, responsibility, compassion, and forgiveness are undeniable values, no matter what the venue. Although the four core principles are the same, the moral challenges that dominate an organization are often size-dependent.

Poll a cross-section of employees who work for small organizations, and you begin to see differences in the character of small versus large organizations. Small company employees typically place a premium on decision-making freedom. Some value risk and adventure, whereas others value the small-town intimacy or the potential to have a larger impact. Another difference lies in the visibility of leadership in small organizations. The entrepreneurs or small company CEOs live in a fishbowl—everyone can see everything they do. The beliefs and goals that drive leader behavior are just as clear. So, moral competence is particularly crucial to the small company leader because moral gaps cannot be hidden—and bad choices lead to more than a slap on the wrist. They could spell the end of the business.

Challenges of integrity. For small organizations, internal integrity comes more easily than external integrity. Small companies by virtue of their size promote more direct and honest communication. Your boss might be sitting at the desk in the next cubicle, rather than sequestered in a remote executive suite. Fortunately, good information flow is easier to come by in a small company because without it, a small enterprise could go belly up in a matter of weeks. Actifi’s Spenser Segal says this about the business value of honesty: “When we started, financial viability was not a given, and we felt everyone had to feel responsible for our success. To do that, they had to be able to manage the risk they were personally taking on. So we instituted a policy of sharing detailed financial information on a weekly basis. Now everyone knows how much cash is in our account, what is coming in, and what our pipeline looks like. Instead of managers and employees speculating and worrying, everyone knows what’s going on and works together to help us find solutions.”

Some hierarchical organizations, on the other hand, produce cultures of intimidation that discourage effective communication. Employees of large corporations often feel pressured to keep distant superiors happy, even if it means concealing a painful truth about poor performance. Ironically, when difficult truths are finally uncovered, the consequences might not be so dire because large profitable companies usually have the cash reserves to weather fallout from internal dishonesty.

Although internal honesty might come more readily to small companies, integrity can be challenged when small companies must put on a good face to the outside world. Capitalization is a perennial issue for many small companies. They need to borrow; they need to sell equity shares, or both. As one start-up founder points out, “It is very tempting to hide the truth from potential investors about the health of the company. But resisting temptation is essential. We have to be open and as transparent as possible about what the issues are. If you’re getting people to really commit—whether they are employees or investors, then you have to be honest about what is working and what isn’t.”

Challenges of responsibility. Unlike large companies, which usually are focused on increasing profits, many new or small companies are trying to reach the point of making a profit. Small companies don’t have the luxury of irresponsibility. Taking too long to admit a mistake can make the difference between black ink and red ink. But admitting failure can be hard, in part because individuals who work for small companies often feel more intense ownership for the decisions they make and want to keep plugging away to make it work. Unfortunately, that can spell doom for an emerging business. New companies are successful, not because they don’t make mistakes, but because they know how to make a lot of mistakes quickly. The sooner the organization acknowledges a mistake, the sooner it can change course.

ActiFi’s Spenser Segal reflects on the cost of denying mistakes: “In a small business that doesn’t have a long history of results, it is critical that you stay firmly grounded in reality without giving up hope for the long term. We initially developed some sales assumptions for our first product. Our projections exceeded our results by a factor of five. It was four months before we were ready to reexamine our assumptions. The truth was staring us in the face, but no one said anything—maybe because I was a big part of making the mistake. Fortunately, we were able to recover, but we lost three months of valuable time by not admitting that our assumptions were flawed and our targets were unrealistic.”

Spenser then adds a note about the benefits of admitting mistakes: “Because we had a very experienced management team, we were overconfident about our business model and our projections. After we admitted our miscalculation, we got better at admitting that we don’t know what we don’t know and therefore could look at things more like experiments. That took a lot of pressure off of everyone thinking that everything had to succeed.”

Contrast ActiFi’s rocky start with giant American Express, which had the financial resources to stay with a troubled business venture that its executives mistakenly thought would work—eventually. American Express finally closed the business at a loss, but the company as a whole was never at risk of going out of business because it delayed coming to terms with a bad business decision. Executives of large companies might produce higher profits if they heeded the lessons of responsibility that come from small organizations.



Small Companies Teach Some Big Lessons About Responsibility

In large organizations, we often encourage people to take lateral assignments that broaden their experience. Companies would be even smarter to encourage their high potential managers to spend a year or two working in the small business world. What they would learn would make them far more disciplined financial managers. They would know how to pay more attention, when to maintain support, and when to pull the plug on a struggling business. They would be more responsible with the company’s resources. They would appreciate that five million dollars is a lot of money and should not be squandered.





Challenges of compassion. Compassion comes more easily in a small organization. Within the walls of a small enterprise, you know people better, and you are likely to know all your co-workers. In a small organization, no one is anonymous. Small companies more closely resemble the interdependent tribal groups that were so important to survival of our human species. Membership in smaller working groups seems to activate our hard-wired tendency for altruism. We take interest in our co-workers. We feel bonded to them. We see their success and ours as interconnected. When they need help, we want to help them. That does not mean that smaller organizations are immune from rivalry or deception or dislike. No human community is perfect. We may see the dark side of connectedness when we work in a small organization, but we rarely see indifference. If the small company headquarters is big enough to have an elevator, it will not be a silent ride.

But compassion is a double-edged sword. Too little compassion—as in the hard-edged and ultimately unnecessary lay-off in KRW’s early days—and business may suffer. Too much compassion, as in KRW’s post-9/11 protracted subsidy of employees, and business may also suffer. Business judgment without compassion can be as equally damaging as compassion without business judgment. Just as in the last chapter when we emphasized the fabric of values, skillfully interweaving business and moral values is even more critical for the small organization that commonly lacks the financial cushion to absorb mistakes and downturns.

Challenges of forgiveness. Because small organizations rely on their capability to cycle rapidly through mistakes, it is equally important for small organizations to forgive mistakes. Spenser Segal believes that forgiveness is critical to the success of a new business, adding, “Every startup makes tons of mistakes. We have built our business model assuming mistakes and bad assumptions. By being aligned around our mission and core values, we are able to look at various strategies as tests and hypotheses that we are seeking to prove or disprove. By ensuring that an environment fosters trying new things and doesn’t cause bad feelings when tests or hypotheses fail, we are able to learn much more quickly—and that results in much better business models going forward. We need to learn to avoid four-month mistakes. It’s better to make lots of small mistakes than any big ones.” Amazon.com credits its growth from small online bookseller to e-commerce giant to its encouragement of innovation. David Risher, former SVP of Marketing with Amazon.com, describes what the company did to foster innovation:

Three times a year, we presented the “Just Do It” award. We wanted to explicitly reward people who have pride in doing something innovative. It had to have been well-thought through—not just something silly—truly innovative and focused on customer need. But it didn’t have to work! And [one-third] of the time they didn’t. The reward? A used Nike sneaker—the bigger the better.

When it comes to letting go of mistakes and failures, small organizations have an edge. It can be hard to forgive a stranger. Forgiveness works best when you and I know each other and therefore are willing to give each other the benefit of the doubt when we make mistakes. Therefore, letting go of mistakes and moving beyond them happens more easily in a smaller organization—luckily so. In a small organization, you work in close quarters with all the people who might do something to hurt you. When you are angry at someone who has done you harm, or when you have done something to hurt another, there is nowhere to hide. Without the capacity for forgiveness, you would be surrounded by the tension of the unresolved hurt. Not only would a tense work environment prevent you from giving your best efforts, it would keep you from taking advantage of the resources your colleague would normally offer. In a small organization, it is difficult to work around a contentious relationship. For example, when you are in conflict with your colleague who is the company accountant, there is usually no department full of other accountants you can go to for help. In small companies, we are stuck with one another. That is ultimately a good thing. Knowing and accepting the foibles and failings of our co-workers sets the stage for “getting over it” and moving forward.

The moral impact of small organizations. Small businesses (companies of 500 employees or less) represent more than 99% of U.S. employers, employ about half of the private sector workforce, and generate a majority of the innovations that come from United States companies.1 Although as of 2010, small business growth has slowed, perhaps because of pessimism caused by the depth of the recent financial crisis; during prior economic recessions, such as the one between 2001–2003, job growth surpassed job losses among small companies. During the first quarter of 2002, 36% of jobless managers and executives started their own businesses, with a majority of laid-off managers moving to small companies.

Some workers, disenchanted with the legacy of mega-company scandals, or simply weary of large corporate bureaucracies, look to smaller organizations to provide a greater sense of meaning and purpose. KRW’s former Chief Financial Officer Don Waletzko is a case in point. Don left an executive finance position when he couldn’t approve his former employer’s plan to go on an acquisition binge that would produce substantial layoffs. Don’s moral compass wouldn’t allow him to be the financial architect of a strategy that he feared would cause great personal disruption to his fellow employees. His former company’s loss was KRW’s gain. Don arrived with a financial pedigree that a small company such as KRW could ordinarily never have afforded. Fortunately, salary was not Don’s top priority. He wanted to work for a company whose values reflected his own, and he found that in KRW’s commitment to leadership development as a way to improve human lives. When the aftermath of 9/11 threatened KRW’s survival, Don’s steadfastness and financial savvy saved the day. He was a key player in the reorganization and recapitalization that stabilized KRW on its way back from the brink.

Don is one of many managers who believe they can have more positive impact on people and organizations by working in a small business. The large organization, such as a lumbering ocean liner, can be hard to turn in the direction of increased moral competence. In contrast, small organizations, such as a 25-foot sailboat, can turn quickly and efficiently when the compass and prevailing winds dictate. Small companies are fertile ground for shaping a morally intelligent culture—one that provides value simultaneously to its customers, employees, owners, and the community it inhabits. For those of us who are concerned about the welfare of all the world’s peoples—small ventures offer great hope for the future. The path of economic development isn’t from the sweatshop to the boardroom. It is from poverty to small locally based sustainable businesses. Everyone who invests in a new venture or small company has a golden opportunity to infuse the business world with more principled, more humane, and ultimately, more financially stable businesses.

Five maxims of moral entrepreneurship. Start-ups are excellent laboratories for moral leadership. Because resources are tight, mistakes have more immediate consequences. If you falter, there is no elaborate infrastructure to cushion you from disaster. American Express can write off millions in bad junk bond debt without going out of business. The owner of a new company does not have that luxury.

Entrepreneurs by definition choose paths to success that are both risky and rewarding, both exhausting and exhilarating. Your success as an entrepreneur, like that of any leader, depends on following the same four principles of integrity, responsibility, compassion, and forgiveness that underlie any sustainable enterprise. Following are five additional pieces of advice:

1. Build a business that helps others. If your product or service doesn’t make the world a better place, why bother?
Frankly, the world just doesn’t need any more pet rocks, reality TV programs, or 2,500-calorie cinnamon buns. Starting a business is hard work. Doesn’t it make sense to unleash your passion on something that will improve the safety, security, or comfort of fellow humanity? Knowing that you are building a socially worthwhile business can sustain you and your workforce through the rockiest times. Consider this model of a profitable business that exists to help others. Mark Oja runs ACTIVEAID, Inc., the medical devices manufacturing company founded by his father 45 years ago. ACTIVEAID is a small company by most standards But to long-time customers such as the Mayo clinic, and to the 37 employees in the small town of Redwood Falls, Minnesota (population 5,459), it is a big business. Employees know what their work means to customers—disabled people who rely on its products for mobility, comfort, and dignity. Quality is paramount. Everyone takes pride in that what they do helps people in their daily lives. This level of employee engagement is a big part of the reason why the company has continued to grow significantly despite a historical recession.
Modern Survey is another small enterprise with service at its core. Early on, its founders discovered that its real product was not the business information software solutions it provided, but the service it offered its customers. According to co-founder, Don MacPherson, “Service to others is very important. That’s what we do as a company. It’s helped our business effectiveness because if we put our clients’ goals first, we achieve our goals. We have loyal clients, and we do virtually no advertising.
Even if your business fails—most entrepreneurs do fail several times before finally developing a successful venture—you will have the satisfaction of knowing your intentions were good. When you ultimately succeed—by staying true to universal principles and following the maxims of moral entrepreneurship—you will reap the combined rewards of service and profit.

2. Choose your partners wisely.
If you work in a large organization, your professional relationships tend to form through networks of work associates, industry colleagues, mentors, bosses, and acquaintances. If you work in a small organization, your professional relationships often overlap with personal networks of family and friends. Small business entrepreneurs are more likely to enter into partnership arrangements with family members, friends, and friends of friends. Choosing friends as business partners carries a host of dangers. No matter how objective you think you are, it is hard to evaluate a friend or relative’s moral strengths and weaknesses. The success of your partnerships depends on shared principles and values. Looking at close personal associates through the rose-colored glasses of your affection, you may not notice moral gaps that could spell doom for your mutual venture. Rowland Moriarty, noted chairman of the Board of CRA International, Inc., said this about a previous business partner. “I made a 25-year commitment to a friendship [and] then watched him take actions that led to the collapse of our company.”
Choosing a friend as a business partner can make it difficult to address the business problems created by one or the other. What do you do when a partner-friend betrays your trust by putting the business at risk? Though it’s hard to contemplate, your best response would be to remind yourself of your friend’s ideal self. By considering how your friend wants to behave ideally, you can give your friend the benefit of the doubt and avoid being overcome by destructive anger. When you believe that your partner and friend shares your values, you can discuss and jointly recommit to your vision and goals for your business. You forgive, and then you move on. You try again. You trust again. Keep in mind, however, that shared values lose meaning when ongoing behavior is inconsistent with those values. Forgiveness is not synonymous with stupidity. You can’t look the other way when a partner continues to violate your mutual commitment. It’s bad for your bottom line, and it sends the wrong message to employees who see that you are afraid to confront deceptive behavior. Remember that your emotional blinders are even stronger when your partner is a family member. Consider the experience of Janet Smith. Twenty years ago, her husband started a home renovation company. Business was booming, but cash flow was tight. Janet, a bright special needs teacher and mother of two, did not know that her husband was keeping his employees’ social security and tax withholdings, until the IRS summons arrived. Janet and her husband declared bankruptcy, but that did not protect her from the legal liability to the IRS. They avoided imprisonment but ended up with massive penalties that took many years to repay. Meanwhile, her husband started a second small construction company, after assuring his wife that he had learned his lesson and would faithfully make employee tax payments. A year and a half later, Janet discovered that her husband had once again failed to make the proper employer payments to the IRS. Angry but still desperate to believe in her husband, Janet agreed to become his partner in a new business that designed, produced, and sold diagnostic equipment for chiropractic offices. The company had some success, was on the way to profitability, and had attracted the interest of a potential buyer. But the succession of business pressures had taken its toll on their marriage, and Janet and her husband finally divorced. Only after he signed over the business to her, did she discover that the potential investor was a phantom, and her husband had saddled her a third time with a set of enormous tax liabilities. Janet was an intelligent woman with good analytic skills. But her overwhelming desire to trust her husband blinded her to his persistent ethical lapses. Ten years after her divorce, she is a successful financial advisor to small businesses, having built a second career out of the painful lessons of her business partnership with her former husband.
Because start-ups are so fragile, it’s especially important to choose partners who share your values. “I can’t say enough about this,” says Spenser Segal. “Understanding that the first few years would be filled with adversity, it was critical that we hired a leadership team that shared common values and believed that working on something they believed in was the best possible use of their time. By coming together with a team who shared that commitment, they were assured of personally being successful even if the business failed.”

3. Hold on tight to your core values.
Small business entrepreneurs need to be vigilant about maintaining their alignment with core values. Most entrepreneurs we know are highly morally intelligent. They are notably articulate about the principles and beliefs that guide them. ACTIVEAID’s Mark Oja, for instance, endorses the importance of remaining true to one’s principles. His moral compass is deceptively simple. “Honesty and family are the values that mean the most to me,” says Mark, adding “If you don’t mean it, don’t say it. If you know or think or feel that something is improper, immoral, or illegal, don’t do it.” But even though Mark is strongly committed to those values, business pressures can begin to lure a company away from its moral foundation. “It can be tough competing with companies who go offshore for their products. When we had an opportunity to sell a low-priced cane that came from outside the U.S., we took it. Then our distributors complained about how bad the canes were. Our distributors and customers count on us for high-quality products, and we had violated their trust. When we realized what we had done, we canceled the deal. It took some time to repair the relationships that had been completely trusting before.”

4. Surround yourself with employees who share your values.
When it comes to human talent, do not confuse the “best” with the “brightest.” Values fit is a stronger contributor to performance than technical skill. We all have known “values misfits” who were expert in their fields but couldn’t advance because they did not operate effectively within a particular organizational culture.
Mark Oja recounts this experience: “One time, we knowingly hired someone we didn’t trust. We needed a certain skill that was in short supply in our area. Our only skilled candidate in this small town was a man with a minor rap sheet and a reputation for bad relationships. But we felt desperate, so we thought we could handle him. We were wrong. He was impossible to work with, and we had to let him go.”
KRW International is obsessed with hiring employees who resonate with its purpose and values. Before job candidates are invited for an interview, their technical credentials are carefully scrutinized. Then the real vetting begins. Candidates run through a gauntlet of individual and group interviews in which the spotlight is almost exclusively on “fit” and values. The KRW community as a whole must agree that the candidate shares key values and will effectively represent them to customers and stakeholders. An owner once violated the recruitment protocol by hiring a consultant who had not run the full interview gauntlet. His colleagues were angry, and the unwitting new consultant wondered why some of his new associates were less than friendly.
Although resonance with organizational values is key for successful hiring, be sure to preserve diversity. Organization cultures have strengths and weaknesses, and if you hire only clones of your current workforce, you lose the opportunity to energize your company with new employees who bring novel approaches to your products and services.

5. Put your people—and your organization—first.
The United States Army has a saying, “The leader eats last.” The New York Times offered an illustration of this maxim a few years ago when it published a photograph of an Army general serving Thanksgiving dinner to his combat troops in Afghanistan. Army leaders know what every entrepreneur needs to know. Followers must absolutely trust their leaders to do what is best for the unit.
Putting people first also means investing in the development of employees. Small businesses are notorious for neglecting to invest in employee development. Their financial struggles usually leave little cash reserve, and it’s easy to drop the ball when it comes to “overhead” expenses such as training. Studies indicate that large company employees are more than twice as likely as small company employees to be offered employer-subsidized educational programs.2 Given the lower average wages offered by small companies,3 it is even less likely that employees of small companies will have the financial resources to maintain and update their job skills. Bucking this trend is ACTIVEAID’s Mark Oja, who used the productivity increases generated by a new production system, not as an excuse to downsize, but as an opportunity for employee development. Several years ago, ACTIVEAID transformed its manufacturing process from batch production to packet production—essentially, it changed to a just-in-time production method. Mark knew that packet production would be more responsive to their customer, but it also meant there would be times when employees were not occupied making inventory during the transition. When employees were first told not to make products, they were worried, fearing that down time would mean layoffs. But Mark had no intention of laying people off or reducing work hours. Today, when orders come in, production gets busy. When no inventory is needed, employees use the time for training. Mark is firmly convinced that the investment in training creates not only more skilled employees but also a more motivated workforce that can enhance their business performance in the months and years to come.

Last Words About Business Start-Ups

Despite many differences in the culture and operations of small and large enterprises, the basic requirements of moral leadership are the same. Moral skills are intrinsic both to successful entrepreneurship and successful management of established companies. If you are an entrepreneur, it may seem more difficult to stay true to principles when the stakes are high and the cash flow is low. But your new venture simply cannot survive unless it is anchored in core principles. Moral competence is essential for the small business leader. The small organization rarely has the excess resources to weather a major moral lapse, nor does it typically offer the golden handcuffs that could keep employees tied to a morally bankrupt enterprise.

So in the end, the small organization and the large have this in common: Doing what is right morally and doing what is right for the business are inseparable. No matter the size of the territory, the morally competent leader weaves business and moral values together—and that makes all the difference. Just as it’s true that buildings built to last need a strong foundation, it is also true that businesses built to last need a strong foundation. Moral principles and moral competencies are that foundation.
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Epilogue: Becoming a Global Moral Leader

Undoubtedly, you want your business to succeed, and you want to do the right thing. The good news of this book is that you are not alone. A large number of business leaders want to do the right thing and believe doing the right thing leads to organizational and personal success.

Like many leaders, you feel a deep responsibility for your businesses and your workforces. Your challenge now is to accept an even larger responsibility. Whether you realize it, the future of our planet is in your hands. Why? Because you are part of the most powerful social force on the planet today. In the last half-century, the corporation has assumed a central role as the iconic institution of many cultures across the globe.

Business is rapidly assuming a role as the most influential force in the lives of the world’s 6.9 billion people. Religions, families, ethnic groups, and governments still matter and thankfully will continue to matter, but unless business leaders and their workforces bring moral values to work, none of those other institutions will matter enough. If you are not sure just how influential you are, consider the importance of the consumer economy to the well-being of your friends, family, employees, and the world.

As a business leader, you are a de facto moral educator. The moral lessons you and your company teach are lessons more powerful and more pervasive than that of churches, schools, and families. If you do the right thing, you can teach moral behavior to your employees. If you cook the books, fire someone unfairly, or use deceptive business practices, you teach others to do the same thing, or you mislead others into believing that’s just how business is done.

Your workforce learns right and wrong at your workplace and learns that “right” is sustainable and “wrong” is not. If we want current and future generations to care about the welfare of others and the prosperity of the business and the survival of the planet, we who lead today’s businesses need to show them the way. When it comes to moral values in the workplace, a lot needs to be said, and more needs to be done!

You may not have signed up to be a global moral leader, but you are. And with the inescapable power of your role comes a daunting responsibility. It is a responsibility that includes and yet goes beyond profitability. It is a responsibility that encompasses and goes beyond more obvious notions of corporate social responsibility.

Raising the Stakes

This book argues that moral intelligence and moral skills are critical to sustainable business performance. It proposes a set of essential moral skills and highlights the moral mechanics of interacting with the usual organizational stakeholders, especially customers, employees, and owners. Like most leaders, you recognize that you are accountable to those three groups, but another constituency is equally important—the communities beyond your organization.

Every organization lives within at least one community: whether it is the neighborhood surrounding the corner grocery store or the world community in which a major multinational corporation operates. How well do you serve the community that hosts your business? Consider these three different levels of responsibility you have for your external communities:

• The responsibility to do no harm

• The responsibility to add current value

• The responsibility to add future value

Watch Your Wake

Boaters entering harbors are often greeted by signs saying, “Watch Your Wake.” Traveling too fast creates lines of turbulence—the wake of the boat—that can capsize smaller vessels. You also need to watch your wake. You need to understand the potential negative consequences of your presence in the communities where you operate. Some of the most admired corporations in the United States and in the world have been slow to acknowledge the catastrophic side effects of their business processes.

Businesses have knowingly and unknowingly polluted oceans and rivers and lakes. As Erik Peterson and Jay Farrar from the Center for Strategic and International Studies1 have pointed out in their presentation on the “Seven Revolutions” that will shape the world in the next 25 to 50 years, strategic resource management of food, water, and energy will become an even greater challenge as the overall population of the world balloons to 8.8 billion by mid-century, while simultaneously the population of developed countries contracts.

Too few of the world’s biggest companies take seriously their responsibility to do no harm.” A research report published by AccountAbility, a UK-based social responsibility institute found that the world’s 100 largest companies have a poor record of accounting for their impact on society and the environment.2 Had traditional philanthropy and community involvement been included in the report, big companies would have been rated more highly. Nevertheless, their relatively poor showing illustrates large companies still need to be convinced to do no harm to the environment.

Although environmental protection is an obvious responsibility for business organizations, other more subtle forms of pollution need to be remedied, and other challenges need to be addressed. If you work in the media industry, you may need to watch your wake in the behavioral messages you send to children and adults. Just about every business needs to be concerned with the potential negative consequences on family life of a 24/7 work culture.

Give Back

In addition to doing no harm, you also have a responsibility to “give back” to your communities in exchange for the varied resources that they provide—desirable locations, good employees, attractive living conditions, raw materials for manufacturing, customers, and so on. Business-sponsored social responsibility programs are one good way to add value to your communities at large. Your personal efforts and contributions of time and money are another.

You and your business have likely contributed positively to your local communities in many ways—perhaps by supporting programs in education, the arts, and health/well-being or by mentoring programs for at-risk youth or fundraising for medical research. If you and your organization add value in these and other ways, good for you and good for your company.

Giving back is more than a public-relations tool. It is vital for maintaining thriving local, regional, and world communities and the more you can do, the better. As the world’s economy continues to globalize and as communication and travel technologies continue to “shrink” the world, each of us and the businesses we lead and work in have the opportunity to become even better at giving back.

Create the Future

Your third level of responsibility, to add future value, is the most challenging. Accepting responsibility for the future can be difficult in a business environment that is so attuned to the short term. It is relatively easy to contribute to the cause of the month because the need and the benefits are usually obvious. Figuring out how to add future value is less intuitive. Caring about the future impact of your business on the community and the world requires a different mindset. Consider this illustration of the kind of mindset that we would have to cultivate: At the 1998 State of the World Forum (founded in the mid-1990s by Jim Garrison and Mikhail Gorbachev), participants had the fascinating experience of participating in a ceremony led by a Polynesian tribal chief from Hawaii. After the ritual, the chief was asked, “What is your advice for those of us in businesses who are concerned about both the short term and the long term? There is a lot of pressure on quarterly and annual results.” The chief answered, “You need to understand how we think about responsibility and accountability. In our culture, we help people realize they are accountable to the three generations that preceded them and responsible for the seven generations that follow them. When we make decisions, we take into consideration the impact of that decision on someone seven generations from now.”

Imagine what your company’s strategic plan would look like if Polynesian decision-making criteria were incorporated into your analyses. We have seen the harm done by managers who optimize for the short term. What kind of good could your company do if its performance objectives were designed to contribute to results a hundred years down the road?

A Global Business Opportunity

Ironically, the global economic crises we have been facing during the last several years make our opportunities to “do well by doing good” even more obvious. Caroline Stockdale, SVP and chief talent officer of medical device maker Medtronic offers this perspective:

The globality of the [economic] crisis has made this crisis significantly different from any previous downturn. This is still a very difficult time, and we can see it in countries like Greece and Ireland and even here in the US. The crisis has impacted so many lives. Everyone knows someone who has been personally hurt. What is interesting to me is what lead to this perfect storm at the macro level was a lack of moral intelligence and a preoccupation with self-interested behavior. At the micro level we saw people living far beyond their means. People had so much faith in the economic institutions in America, and that faith has crumbled, and those institutions have lost respect. But the crisis also brings opportunity and puts on the map some of the emerging markets, such as the emergence of China and India. Serving the need of new markets creates new opportunity.

Like all the moral competencies discussed in this book, serving your external communities is not only morally right, but also essential for sustainable business success. The business case for global moral leadership is strong. There are profits to be made. Here lies the opportunity: As you provide the people of the world with good jobs and fair pay for their work or fair prices for their products and services, you simultaneously expand the opportunity for yourself and your business.

Global business is less about expansive holdings and more about expansive thinking. Consider this: Businesses that work to increase the welfare of the global community simultaneously increase the market for economic goods and services.

A Business Week article chronicled how new technologies could help alleviate chronic poverty in India. It pointed out that “many of the educated elite responsible for the success of India’s tech and software houses—or who have helped U.S. multinationals prosper—decided to turn their energies to helping India’s poor.”3 They see both the opportunity for compassion and the business opportunity for profit that comes from helping the poor move up the economic ladder.

The article quotes management strategist C.K. Prahalad, who says, “If you can conceptualize the world’s four billion poor as a market, rather than as a burden, they must be considered the biggest source of growth left in the world.”4 Every person on the planet is a potential customer or partner or supplier or employee. Large companies today may compete aggressively for a dominant share of a ten-million customer market or for a relatively small number of highly educated and technically competent prospective employees, when the actual potential market and the potential workforce is the entire world’s population.

Today, markets are constrained by the economic status of regional populations, and education and development is typically available only for those who can afford it. But people lacking education are not dumb, and people without economic means still have material needs and the intelligence to create economic value (through jobs) in exchange for the ability to buy products that will satisfy those needs. Many people in underdeveloped regions can’t afford the consumer products they are hired to produce. (Think designer athletic shoes.) Wouldn’t it be good for business if they could? Henry Ford asked that question about an infant American car industry more than half a century ago. Henry Ford may not have been a saint in many respects, but he knew how to do well by doing good. He figured out how to create customers for his new-fangled automobile by paying his workers well above the going rate. He wanted people making the Model T to be able to afford one. He created a market for his products through enlightened self-interest. Henry Ford’s workers won, and Ford won.

Prosperity need not be a zero sum game. Why couldn’t we increase our markets by financing business start-ups in third-world regions? The micro-lending movement is a good example of the economic effectiveness of business creation in undeveloped regions. But those economic experiments are largely the province of academics and nonprofits. Why aren’t those of us in the for-profit sector doing more to develop communities that will, in turn, sustain us and our businesses through the balance of this new century and beyond?

We need to stop thinking that we can only win if others lose. Ultimately, none of us will do well unless all of us do well. We may be feeling quite comfortable in our plush executive suite or on the porch of our summer home. But our grandchildren and great-grandchildren will not have the benefit of our well-appointed lives if we don’t help all the world’s people do better.

Conclusion

Mark Twain once said, “It is curious that physical courage should be so common in the world and moral courage so rare.” It is time for moral courage to take center stage in business and for business to accept the responsibility that comes with its prominent position in the world. The ball is in our court.

Endnotes

1. As presented at http://www.csis.org.

2. AccountAbility, The State of Responsible Competitiveness 2007, http://www.accountability.org/images/content/0/7/075/The%20State%20of%20Responsible%20Competitiveness.pdf.

3. “The Digital Village,” Business Week, June 28, 2004.

4. Ibid.


A. Strengthening Your Moral Skills

Think of moral skill building as a learning process like any other. Richard Boyatzis, noted leadership development expert, offers a particularly useful way of understanding how we build leadership capabilities.1 Boyatzis argues that we don’t learn to be better people or better leaders by attending training programs. We build our human and leadership capabilities through actual life experiences. Though experience is the best teacher, we don’t have to leave what we learn to chance. Boyatzis proposes that we can put ourselves in charge of our learning using a structured five-step process:

1. Understand your ideal self—The person you want to be.

2. Recognize your real self—Your actual strengths and weaknesses in the context of who you want to be.

3. Decide how to build on your strengths and reduce the gaps between your real and ideal selves.

4. Experiment with new behaviors and feelings.

5. Develop trusting relationships with people who will support your learning process.

Developing moral skills follows the same cycle of self-directed learning. In Chapter 3, “Your Moral Compass,” you had an opportunity to complete the first step of the process—you examined the contents of your principles, values, beliefs, and your goals, all of which make up the raw material of your ideal self. So you’re now ready for the next step to understand your real self—by assessing your moral strengths and weaknesses. With a full picture of your ideal self and real self, you can then be in position to craft a moral learning plan. Your moral learning plan can be your road map for gaining the moral skills that are most important to you and that promote the highest levels of business performance.

A Look in the Mirror

Most of us have some idea of our moral strengths and weaknesses. Our conscience might give us a pang if we exaggerate a business accomplishment. A friend could take us to task for being thoughtless. Or we may feel secure in our unswerving fairness to our employees. But our data about our own moral performance is usually anecdotal and incomplete. To help you identify your moral strengths and weaknesses, we have developed the Moral Competency Inventory (MCI). See Appendix B, “Moral Competency Inventory (MCI).”

Using the MCI

The MCI is a 40-item survey that you will find here and in Appendix B. It is a self-report survey; that is, you are the person who rates yourself on each item, and you are the person who decides the meaning of the results. Take the MCI when you have an hour to spend. It will take about 20 minutes to complete the survey, about 10 minutes to score, and another 30 minutes to reflect on your results.

The MCI is a self-development tool, not a test, so it does not have the scientific precision of, say, the SATs or an IQ test. But leaders who have used the MCI tell us that it helps them capitalize on their moral strengths and strengthen moral skills that are difficult for them.

It is important for the user of the MCI to understand that this instrument does not have validity as a selection tool nor as a personality test. Thus, it should be used for personal reasons only and not for any professional use by human resource professionals.

The Right Frame of Mind for Completing the MCI

The MCI items are all worded in a positive way, so there is no attempt to hide what the survey would consider to be positive behavior. Because you are rating yourself, the value of the MCI will be enhanced if you are as honest with yourself as possible. That means trying to avoid two kinds of self-rating errors:

• The tendency to give yourself a high rating on most items because they sound like positive things to do

• The tendency to give yourself low ratings on many items because you are typically hard on yourself (self-critical)

Scoring and Interpreting Your MCI

You will find scoring instructions in Appendix C, “Scoring the MCI,” and interpretation guidelines in Appendix D, “Interpreting Your MCI Scores.”

There are several different ways to look at your MCI scores. You will have an opportunity to consider your overall moral competency profile, and you also can examine specific areas where you have strength or need development. No single interpretation is correct, and no “test” is the last word on your capabilities. If any part of your MCI scores don’t ring true to you, keep in mind that you know yourself best. But if you are dissatisfied with your scores, we ask only that before dismissing them, you use your results as a springboard for honest reflection about your strengths and weaknesses.

Prioritizing Your Moral Development Efforts

There are two paths to improving your performance in any arena of life. You can concentrate on removing weaknesses, or you can focus on using your strengths. When you focus on your weaknesses, you try to improve your performance by undoing old behavior and practicing new skills or competencies. When you focus on your strengths, you try to improve performance by finding new ways to use the skills and competencies you already have.

Which path do you think is more effective? We believe you can reach higher levels of performance by capitalizing on your strengths than by trying to remove your weaknesses.

Which path do you think most organizations follow? Most organizations try to improve the performance of their workforce by concentrating on deficiencies. Our experience has been that most of the performance feedback many employees receive is negative, that is, information about perceived gaps. Organizations assume that negative feedback will create awareness of gaps that employees will then seek to improve. Ironically, negative feedback often produces the opposite effect. Studies have shown that performance often gets worse following negative feedback. It can take weeks for performance to recover to previous levels and months, if ever, to see positive gains in performance. Even though managers regularly observe that negative feedback can be counterproductive, most organizations continue to provide an excess of feedback about performance gaps. Focusing on gaps is a well-worn path, but one that rarely leads to the highest organizational performance.

The Road Less Traveled

Most organizations treat positive feedback, that is, recognition of strengths, like a scarce resource. Employees are expected to perform well, and when they use their strengths to accomplish positive results, it often passes without comment. Organizations who fail to acknowledge strengths miss out on a tremendous performance multiplier. That is unfortunate because most employees perform best by spending most of their time leveraging their strengths. It is in our strengths that we most resemble our ideal selves, and the more time we spend using our strengths, the more closely we approach our ideal self. Focusing on strengths may be “the road less traveled,” but it is the path that makes the most difference to creating high performance.

The 80/20 Rule

Management consultant Roy Geer, offers this advice: Spend 80 percent or more of your time developing and leveraging your strengths and 20 percent or less of your time “pumping air into your priority flat spots (weaknesses).”

Look for ways to leverage the moral strengths you already have. Actively use those aspects of yourself that are closest to your ideal self. For example, Marietta Johns is a senior executive who knew she was weak in the financial management aspects of her job. But she didn’t spend a lot of time trying to learn what she didn’t know. She got help from a corporate financial guru and concentrated on doing what she did best—connecting with her people and inspiring them to produce enviable financial results.

Moral development is largely a process of developing and leveraging your strongest moral competencies. You can get the most performance equity from using your strengths, but you can also benefit from spending up to 20% of your development time dealing with your gaps. By concentrating primarily on your strengths, you can also avoid the discouragement of trying to remove gaps that are part of your basic personality and difficult to change. So don’t ignore your gaps. Allocate your time wisely on the path to your ideal self.

Your Moral Development Plan

A moral development plan helps you boost your performance by increasing the odds that you will actually do the things that increase your moral competence. A moral development plan records your moral development goals and outlines specific actions you will take to become increasingly morally competent. This need not be a separate plan from a professional development plan. If you work in an organization or for a boss open to discussing principles, values, and beliefs, you may find it useful to include moral development as part of your overall development plan. The important thing is to write down the moral and emotional competencies on which you want to focus and detail the steps you will take to use those competencies. Goals for moral development, like any goals, are more likely to be achieved when you commit to them in writing.

Step 1: Describe Your Ideal Self

Moral development planning makes sense only in the context of who you want to be. Recall the principles, values, and beliefs that form your moral compass. Given that set of beliefs, what kind of person would you be if you were at your absolute best?

Step 2: Document Your Goals

Again, moral development is only important if it helps you accomplish your most important goals. Recall your goals frame. What are the most significant things you want to accomplish in all of the important areas of your life?

Step 3: Identify the Moral Competencies You Need the Most

Reflect on the moral and emotional competencies that you need the most to reach your goals. If you used the alignment worksheet presented earlier, you have already completed this step.

Step 4: Leveraging Your Strongest Moral Competencies

Now recall your strongest moral and emotional competencies:

• In the course of the next six months, how can you use those competencies to get closer to your goals?

• Can you use your strengths in a new situation?

• How might you become even stronger in your use of some of those strengths?

• If it were possible to use your strengths and use them well enough, how many gaps would you actually have?

Step 5: Reducing Moral Gaps

• In the next six months, what could you do to strengthen those moral competencies in situations that are important to you?

• If you strengthened one competency, what impact would that have on your ability to accomplish your goals?

Finally, consider any other moral or emotional competencies that are highly important to accomplishing your goals:

• In the next six months, what could you do to strengthen those moral competencies in situations that are important to you?

Step 6: Your Moral Development Short List

Putting this all together, what are the three to five most important actions you can take to boost performance by developing your moral competence? Put this on a note card, enter it into your planner, or record it anywhere that you can keep it handy as a reminder of what you plan to accomplish.

Putting Your Moral Development Plan into Practice

Now that you have your short list, moving forward should be easy. But actually doing what you think is important requires that you clear the road ahead. We need to keep our behavior on course with our beliefs and goals. If you recall the alignment model, unproductive behavior is usually the result of disconnectors—those moral viruses or destructive emotions that get in the way of positive and aligned actions. So changing behavior begins with recognizing your personal disconnectors and then reprogramming yourself to stay in alignment even when moral viruses or destructive emotions threaten you.

Breaking Bad Habits

Although moral viruses and destructive emotions are major causes of misalignment, another common cause of misalignment between goals and behaviors is simply a matter of bad habits. Changing our behavior so that we do what we need to do to accomplish our goals usually means overcoming the inertia of doing things the usual way. Anyone who has tried to quit smoking or lose ten pounds knows that reprogramming behavior is not easy. Developing moral competence usually means that you have to change habits that get in the way of being moral.

Realize that doing something different will not feel natural. Don’t wait until something feels right. Do the right thing until it feels right. Expect a new behavior to feel strange or uncomfortable. Be willing to do it no matter what for x days. Build in reinforcement to tide you over until the behavior becomes second nature.

Reward Yourself for Positive Change

The best way to reinforce a new behavior is to reward yourself for doing something new. This doesn’t mean that you need to sign up for a golf or spa vacation to reward yourself for doing the right thing. It’s more along the lines of waiting for dessert until you have eaten your peas. Take the pleasures that are already part of your life and make them contingent on succeeding in the behavior changes that are part of your moral development planning. Celebrate your new behavior by going to that Friday night movie. If you have ignored your development plan for the week, stay home and pay your bills. When setting up your reward system, be sure that you use an optional activity, not a necessary activity such as exercise. You don’t want to compromise your health or well-being if you suffer a setback in your change efforts.

Surround Yourself with Positive People

Because we are wired for interdependence, we need help from others to do our best. Within Boyatzis’ theory of self-directed learning is the discovery that “you need others to identify your ideal self or find your real self, to discover your strengths and gaps, to develop an agenda for the future, and to experiment and practice.” Everyone needs the support of trustworthy friends and colleagues to help them stay true to their goals. Make sure you establish at least a few relationships with people who will tell you the truth about yourself, even when you might not want to hear it. Find trusted people who know your values and goals and will let you know when you are not living up to them. When you are attempting new behavior, let them know what changes you are trying to make and ask them to tell you if they see you falter.

Do I Really Need to Change?

Like any worthwhile activity, living in alignment takes some effort. You might wonder if you really need to change. You are, after all, a decent human being with a good track record of career accomplishment. If you are an experienced manager, you may even believe that you already know all you need to know and don’t need to learn anything new. If you are a senior manager, it has probably been a long time since you have gotten any critical feedback about your leadership skills. So why go to the trouble of trying to enhance your moral competence? Developing moral competence is every person’s job because when it comes to human behavior, there is no standing still. If you don’t continuously work on your moral development, you will lose moral competence. Think about any activity you used to enjoy that you have dropped over the years. It is not quite true that there are some things you never forget how to do, such as riding a bicycle. Get on a bike after 20 years, and you will probably gain your balance, but you certainly won’t be able to go as fast, or as far, or turn as smoothly as you did when you were young. You might still be able to pedal, but your performance won’t be what it could if you had kept on biking all those years. Maintaining and developing moral competence happens only when we keep pedaling. We need to use our strengths consistently, day after day, in pursuit of our ideal self. As our real self comes to look more and more like our ideal self, we will see the results in our personal lives and in our leadership of others.

Resist the urge to think of yourself as a finished product. Don’t let anything stand in the way of becoming your ideal self. Invest time in activities that build on your strengths and enhance your moral competence. You are in charge of your moral development, but don’t think you have to go it alone. Take advantage of personal development resources that you might not have considered in the past.

Books, Audio, and Video Media

There are many worthwhile books on the topic of principled leadership and personal growth. Reading such books is one good way to reflect on what is most important to you. For the busy manager with a long commute, books on tape are a useful way to de-stress and maintain alignment.

Workshops

Look for seminars on leadership, emotional intelligence, and values. Many senior managers think they don’t need “training.” Recognize your human fallibility and invest the time in active learning where you can benefit from the expertise of the presenters and the support of your fellow participants.

Personal Counseling

Some of us find that our moral viruses are so severe that they are seriously limiting our personal and professional effectiveness. The worst moral viruses usually arose out of traumatic childhood events. If some aspect of your life is not working for you, despite your best efforts, find a counselor or psychotherapist who can help you understand the source of your difficulties and work with you to develop more effective behavior.

Executive Coaching

Executive coaches are a particularly helpful resource for high-potential managers who want to accelerate their leadership development and for seasoned managers with moral or emotional blind spots. An executive coach understands the demands of your leadership role and the politics and culture of your organization. A coach can help you get the kind of honest feedback you need to build a development plan, keep you focused on your goals, and advise you on how to increase your leadership effectiveness. Many of the best-known Fortune 500 CEOs have benefited from their use of executive coaching services.
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B. Moral Competency Inventory (MCI)

• Please choose one rating in response to each statement by circling the number that corresponds to your rating.

• You will get the most value from this assessment if you respond honestly. It may be tempting to give yourself a high rating because the statement sounds positive, but please do your best to rate yourself accurately in terms of how you really behave.
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C. Scoring the MCI

If you are using the paper version of the MCI that appears in this book, you now need to use the following scoring sheet to produce your survey results:

1. Transfer your ratings for each item to the scoring sheet. Your item 1 rating should be placed next to the number “1” in column A. Your rating for item 2 should be placed next to “2” in column B, and so on. Continue until you have transferred your ratings for all 40 items.

2. Add each column and place the total in the box indicated.

3. Add columns A through J and place the total in the box indicated. Columns A through J are subscores for each of the 10 moral competencies discussed in Chapters 5–7.

4. Divide the total from columns A–J (step 3a) by 2 and place in the box indicated. This is your total MC (Moral Competency) score. The maximum MCI score is 100.

5. Using the Moral Competencies Worksheet below the scoring sheet, transfer your scores for each column—A through J—to the corresponding list of competencies listed after each corresponding letter.
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Moral Competencies Worksheet

______ A. Acting consistently with principles, values, and beliefs

______ B. Telling the truth

______ C. Standing up for what is right

______ D. Keeping promises

______ E. Taking responsibility for personal choices

______ F. Admitting mistakes and failures

______ G. Embracing responsibility for serving others

______ H. Actively caring about others

______ I. Ability to let go of one’s own mistakes

______ J. Ability to let go of others’ mistakes
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What Your Total MCI Score Means

Your total score is a measure of alignment. If your score is high, it is highly likely that you typically act in ways consistent with your beliefs and goals. If your score is low, it is likely that your typical behavior is out of synch with what you believe and what you want for yourself. Table C.1 shows the distribution of MCI scores from very low to very high.

Table C.1 Total MCI Score (Alignment Score)
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D. Interpreting Your MCI Scores

There are quite a few different ways to look at your MCI scores. No single interpretation is correct, and no “test” is the last word on your capabilities. We recommend that you reflect on each of these aspects of your MCI scores to see whether they trigger the self-awareness that is so crucial to ongoing moral development. We think you will find your results to be interesting and illuminating. If aspects of the MCI interpretation are confusing or don’t make sense to you, we trust that in the final analysis, you know yourself better than any paper-and-pencil assessment. That said—here are some ways to interpret your scores.

Total MCI Score (Alignment Score)
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• The maximum possible score is 100. A score of 100 would mean that you answered every item on the MCI with a “5” and would indicate that you believe you are completely competent in all 10 moral competencies assessed by the inventory. Because no human being is perfect, a perfect score on the MCI might mean that you have some difficulty acknowledging areas of weakness.

• The minimum score is 20. Most people have some degree of moral competency; therefore, low and very low scores may reflect excess self-criticism rather than genuine moral incompetence. In our experience, scores below 60 are extremely rare, most likely because corporate leaders do not succeed without some degree of moral competency.

• MCI scores fall most frequently in the moderate range (between 60 and 79).

• Your total MCI score is simply a snapshot of your overall moral competence. If you take the MCI every year or so, your total score can help you see whether your overall level of moral competence is increasing.

Highest and Lowest Competency Scores

• Most people who complete the MCI have one or two moral competency scores that stand out as higher or lower than the bulk of the scores. When you completed the MCI worksheet, you identified your highest and lowest scores in each competency area. Take a look at them now.

• Do your highest scores fit your understanding of your own strengths? If so, these are the competencies that you know how to use to maintain alignment and promote high performance. Are there any high scores that surprised you? If so, they may represent areas of strength that you had not been aware of and are competencies that can further help you to achieve your goals.

• Do your lowest scores fit your understanding of where your weaknesses lie? If so, you have an opportunity to develop your competencies if you decide that improvement in those competencies is important to you. Are there any low scores that surprised you? If so, they may represent blind spots that are keeping you from reaching your goals.

Individual Item Scores

• Go back to the scoring sheet and look for very high and very low scores. If you have a few scores of “5,” those items may be areas of particular strength that you should recognize, appreciate, and use. If you have a majority of “5”s, you may be extremely morally competent across the board, but you also may have overrepresented your strengths. People with very high scores across the board may need to solicit feedback from others to confirm the accuracy of their scores.

• If you have some scores that are “2” or “1,” what weaknesses do those items represent? Given that most people who take the MCI have very few item scores below “3,” low item scores usually represent wonderful opportunities for removing obstacles to high performance.

• Take a look at the item scores for your highest and lowest competencies. Was your lowest competency score a result of midrange scores for each of the four related items, or was your competency score low because of one very low item score? If so, you might find that paying attention to that single aspect of the competency could greatly boost your competence in that area.

Reality Testing

How much do you trust your self-assessment of your moral competencies? Most of us have some degree of difficulty seeing ourselves as other see us. As a reality test, we recommend that you share your MCI scores with one or two trusted friends or colleagues. Here are some questions you can ask them:

• How well do my strengths as reported on the MCI reflect your perception of my strengths?

• How well do my weaknesses as reported on the MCI reflect your perception of my strengths?

• Are there other moral competencies that you see as my strengths?

• Are there other moral competencies that you see as weaknesses?

• On a scale of 1 to 10, how would you rate me on integrity?

• On a scale of 1 to 10, how would you rate me on responsibility?

• On a scale of 1 to 10, how would you rate me on how well I show compassion?

• On a scale of 1 to 10, how would you rate me on my capacity for forgiveness?

Do Your Scores Matter?

• All the competencies included in the MCI are important, and all act synergistically. But realistically, we are all human and need to concentrate on developing the competencies that will have the most impact on us and our organizations.

• You already have decided whether your scores accurately reflect your areas of moral strength and weakness. At a deeper level, how well do your scores represent competency areas that are important to you? After all, you can be good or bad at things that you don’t care about. So, we encourage you to think about the extent to which the competencies identified are consistent with your moral compass and your goals that you explored in Chapter 3, “Your Moral Compass.” Completing the Alignment Worksheet helps you to decide how much effort to put into developing specific emotional and moral competencies. In the first column, you see the list of competencies.

• In the second column, record your relative scores. (For example, was it your highest, lowest, or midrange score for each scale.)

• In the third column, rate each competency in terms of its importance to your personal guidance system. For example, is “admitting mistakes and failures” high, medium, or low in its importance to your principles, values, and beliefs?

• In the fourth column, rate each competency in terms of its importance to accomplishing your goals. For example, is “actively caring about others” high, medium, or low in its importance to your ability to accomplish your goals?

Now What?

By completing the alignment worksheet, you have prioritized competencies in terms of their importance to you. You have identified

• Areas of strength and weakness that are important for alignment.

• Areas of strength and weakness that are less important for alignment.

• Competency areas that are neither strengths nor weaknesses that are important for alignment. Your scores for a competency may be mid-range, but because it is a highly important competency for maintaining alignment with your guidance system or to accomplish your goals, it is worth your effort to enhance that competency to the fullest.

As an aside, if your rating of a competency’s importance to your guidance system is different from your rating of its importance to goal accomplishment, you might have a disconnect between your moral compass and your goals that needs to be considered.

Armed with this understanding of your moral competency levels and their importance to your moral compass and goals, you can map out a straightforward approach to enhance your moral and emotional competence.

Alignment Worksheet
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Never
2= Infrequently

My first response when I meet new
people is (o be genuinely interested
in them.

4 =In most situations
&

n all situations






images/00077.jpeg
17.

My leadership approach is to lead
by serving others.

1
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3= Sometimes

n most situations

n all situations.

18.

Liruly care about the people I work with
as people—not just as the “human
capital” needed to produce results.

4= In most situations
5 =In all situations

19.

I resist the urge to dwell on my mistakes.

1=Never

2= Infrequently

3 = Sometimes

4 = In most situations
5
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20.

When I forgive someone, I find that it
benefits me as much as it does them.
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3 = Sometimes
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5
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If Ibelieve that my boss is doing
something that isn’t right, T will
challenge him or her.

14.

My friends and co-workers know they
can depend on me to keep my word.

15. When I make a mistake, I take respons-
ibility for correcting the situation.
4= In most situations
5 = In all situations
16. 1am willing to accept the

consequences of my mistakes.
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My co-workers would say that I take
ownership of my decisions.
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4 = In most situations
5
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26.

Tuse my mistakes as an opportunity to
improve my performance.

1=Never
2 = Infrequently
3
4
5= In all situations

ometimes
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27.

T pay attention (o the development
needs of my co-workers.

4 = In most situations
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28.

My co-workers would say that I am a
compassionate person.

4= In most situations
5=In all situations
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21. My friends would say that my behavior 1 = Never
is consistent with my beliefs and 2 = Infrequently
values. 3= Sometimes
4= In most situations
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22. My co-workers think of me as an 1= Never
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23,

If 1 knew my company was engaging
in unethical or illegal behavior, I would

report it, even if it could have an adverse

effect on my career.

‘When a situation may prevent me from
keeping a promise, I consult with those
involved to renegotiate the agreement.
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Infrequently

n most situations
In all situations.
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29.

My co-workers would say that [ have a
realistic attitude about my mistakes
and failures.

30.

Taceept that other people will
make mistakes.

= Sometimes
4= In most situations
5 =In all situations

3.

My co-workers would say that my Never
behavior is consistent with my 2= Infrequently

beliefs and values.

32.

T can deliver negative feedback
in a respectful way.

4 =In most situations
&

n all situations






images/00082.jpeg
37. 1'spend a significant amount of my time
providing resources and removing
obstacles for my co-workers.

1
2= Infrequently

3 = Sometimes

4= In most situations
5

n all situations.

38. Because | care about my co-workers.
Tactively support their efforts to

accomplish important personal goals.

1=Never
2= Infrequently
3
4= In most situations

ometimes

5=In all situations

39. Even when I have made a serious
mistake in my life. I can forgive
myself and move ahead.

1
2= Infrequently
3= Sometimes

4 = In most situations
5 =In all situations

40. Even when people make mistakes,
T continue to trust them.

1=Never
2= Infrequently

n most situations

n all situations
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33. My co-workers would say that Tam the 1 =Never
kind of person who stands up formy 2= Infrequently
convietions. 3= Sometimes

4= In most situations
5 = In all situations

34 When someone asks me o keep a 1= Never

confidence. T do so. 2= Infrequently
3 = Sometimes

4= In most situations
5 =Inall situations

‘When things go wrong. T do not blame;
others or circumstances.

I discuss my mistakes with co-workers,
to encourage tolerance for risk.

Never

2 = Infrequently
3 = Sometimes
4
5
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